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Introduction

Numerous studies have concluded that one of the scarcest corporate resources is leadership
talent. Acommon conclusion is that the search for the best and the brightest will is a constant,
costly battle with no final victory.

However, there need not be a war for talent. Ram Charan, Steven Drotter and Jim Noel, authors
of The Leadership Pipeline’, suggest that if companies tap into the potential that already exists
and commit to grow their own leaders and support them in making their leadership transitions,
there is more than enough talent to go around.

The key doesn’t lie “out there” based on the assumption that the talent is best assured by head
hunting from other companies. On the contrary, Ram, Steve and Jim suggest that the key lies
within. Every organisation has the choice of committing to the talent that is already there,
going about their development in a structured and consistent way. The way to unlock this
trapped potential is by assembling your organisations’ leadership pipeline in the right way.

If the pipeline is clear and consistent, every organisation has the potential of becoming a
leadership talent factory. However, it requires that the leadership pipeline is assembled in a

structured and committed manner and it requires that leadership development is organised
around the job that has to get done at each leadership level.

So how do you recognise if your organisations’ leadership pipeline needs an examination?

The typical signs of leadership pipeline issues are:

e Many leaders consider leadership to be something “on top” of their job rather than an
integrated part of their job

e The annual performance appraisal of leaders is primarily based on their functional
capabilities/deliverables rather than their leadership achievements

e |eaders with leaders reporting to them primarily focus on developing their direct reports’
functional capabilities rather than their leadership capabilities
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Characteristics of the Leadership Pipeline concept

One traditional approach towards building a leadership pipeline focuses on the leaderas a
person. This approach has strong merits and a long tradition. It involves search and selection
on the basis of personality, charisma, intelligence, strategic mindset, and on other personal
characteristics of a leader. In other words, it looks only at what kind of person is needed to do
the job. Or, it presupposes that only certain kinds of people have the abilities to be leaders.
This focus is what has lead to the so-called “war for talent”.

Leadership Pipeline
characteristics

SIRRAH

N
Focus on the person Focus on the job

» Personality » Work values

» Charisma - Time application

» Intelligence > Skills

» Strategic mindset > Levels of leadership
» Energising - Job to get done

...and more ...and more

The Leadership Pipeline approach

2008 Sirrah | Leading Others

The Leadership Pipeline approach involves a shift of focus from the person to the job. Itasks
not ‘who are you'’. Itasks “what is the job that needs to get done”. It looks at what work actually
needs to be done at each leadership level.

The kind of work you do at one level also determines what you learn at that level. As such, your
work and your learning is one. This is recognising the fact that leaders are through their work
experience and development.
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| Leaders are not created at business schools and

| leadership programs but rather through the work
| experiences and developments they go through.

Itis important to recognise that there are different leadership levels. Leadership is not just

leadership. Every leadership level is a completely new job. Each level represents a significant

change in what has to be achieved.

OO

Business Leader

Functional Leader

Leader of Leaders -
Leader of Otnrs
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In general leaders will benefit from remaining at their level until they master the learning

available there. This underlines the importance for organisations to have a structured

approach for advancing through the leadership levels. Too many leaders with good talent have

failed at higher levels because of too hasty advancement. They simply did not get sufficient

experience at one level before moving on to the next. Skipping a level completely can also

create a significant challenge for the leader both short term and long term.

Butwould it not be an advantage if a leader also has charisma and is energising by nature?

Indeed itwould but even a less charismatic leader, leading at the right level, is betterthana
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charismatic one leading at the wrong level; for the direct reports, for the leader of the leader
and for the organisation as a whole.

The main pointis that a leader may have specific qualities, such as charisma, or not; but as
long as the leader does what they are supposed to do they can still be a successful leaderand
this is true for every level.

The transition
Moving into a new leadership level requires a significant change in work values,
time applications and skills. This change is called a “leadership transition”.

Itis critical that a leader acknowledges every such transition as a new job ora
new reality.

The renewal process means letting go of old things and starting to do new
things. It also means identifying what to continue doing.

Work values

Every level in the leadership pipeline is associated with a range of subjects or assignments
that a leader needs to value while working at that level. When one values something it
increases the probability that time will be spend on itand, as a result, be successful with it.

Aleader can hardly get by if they do not value what they are doing. Since work values guide
what one tend to spend time on, it is likely that time will be spend on the wrong things if the
leader does not appreciate the job or do not consider it important as it is. Without truly
appreciating and understanding the work of a leader, it becomes a challenge to function

Your work values are what
you believe is important

and so becomes the focus
of your effort.
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