Guru Interview:
Emmanuel Gobillot

Emmanuel Gobillot discusses the
need for ‘connected’ leaders who
engage with employees in
relationships based on trust and
meaningful dialogue.

Interview by Sarah Powell
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Emmanuel Gobillot is Director of Leadership
Services for Hay Group. His major interests
are change and innovation and his
interventions are focused on creating the
capability in organizations to deliver results
through  innovation and  world-class
leadership.

Mr Gobillot has worked with the BBC, Philips,
BT, ITV, the United Nations and Belron to
develop their senior executive capability and
make their organizations more effective. His
work on leadership development, innovation,
growth and culture change facilitation has
also been used by organizations such as
Royal & Sun Alliance, Carlsberg and Lloyds
TSB.

His book The Connected Leader — Creating
Agile Organizations for People, Performance
and Profit was published by Kogan Page
(London) in 2006.

In this interview, Mr Gobillot argues that to
deliver results leaders must engage
employees in relationships based on trust
and meaningful dialogue - mirroring the
social relationships that people foster
outside the workplace.

He emphasizes the need for leaders to
cultivate self-awareness so that they can
gauge the impact they have on employees
and customers, explores the barriers to being
a ‘connected’ leader and the difference
between good and great leaders.

Mr Gobillot also explains that performance-
related pay runs the risk of employees
becoming reward rather than goal-oriented
and stresses how important it is for leaders to
satisfy employees’ desire for meaning,
belonging and recognition in their work.
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In The Connected Leader you emphasize that the
current ‘people economy’ demands a network-
based form of leadership, rooted in relationships
and focusing on co-creation of ‘a community of
value’. This appears both inspiring but also more
challenging than adherence to traditional, formal
organizational structures. What are the main
imperatives?

Emmanuel Gobillot:

This is an interesting question because, on the
face of it, the assumption made in your question
is correct: this form of leadership does appear
challenging in the workplace. But, if we think of
our relationships outside work, we can see that it
is, in fact, quite simple. The main challenge is the
re-socialization of the workplace to mirror how we
relate to others outside the workplace, which is
much more efficient. In business we typically try
to make organizations efficient by introducing
rules, roles and incentives. But this is not an
effective way for human beings to behave,
whether relating to employees or consumers.

The critical success factor in an organization is
how we can capture all the energy of all
individuals involved, both inside and outside the
organization. That is impossible within the
current organizational set-up. The formal confines
of an organization limit our ability to behave
normally because we have introduced rules of
relationship. So for me the main imperative, and
this requires talent, is how do you regain
confidence in  relationships  within  the
organization? The main challenge to this is in our
minds. We’ve learned as executives that the
efficient way to run an organization is through
roles and rules. We’re missing considerable
potential by adopting this approach.

Can a socializing leadership style be learned if it
does not come naturally, and does it not require
an extraordinary capacity for self-awareness to
gauge the level, strength and potential of
accumulated trust?

Emmanuel Gobillot:

There has always been a question mark over this
question of authenticity in terms of leadership.
The whole idea of developing a style or talent
suggests aspiring to be something that you’re not
—indicating a lack of authenticity. In effect this is
linked to your question about self-awareness.

| believe it is possible to develop awareness of
your impact and the result of this in terms of
whether people make a choice to follow you or
not. Such awareness will result either in a sense
of satisfaction or one of dissatisfaction. If
dissatisfaction is sufficiently strong, and you can
envisage the benefits of a positive impact, then,
provided you know the practical steps to take,

guru interview

you will be able to change, developing a new
leadership style. This said | do not advocate that
leaders follow a ‘recipe’ — what | am proposing is
a way to enable leaders to understand
themselves and to make choices in how they
behave.

This, of course, will be easier for some than for
others. The key question is: what is the fear that
prevents such change? In my work | have come
across many people who fail to develop a
particular style because they’re afraid of the
result; they fear that it might be unsuccessful.
However, | believe that once leaders have self-
awareness and can dismiss fears of ‘what if. . ?°,
they are more likely to succeed. After all, most
executives who have reached senior levels of the
organization must at some stage have done
something right in terms of relationships within
the organization — so why should it be impossible
for others? One problem perhaps is that the idea
of a more ‘socializing’ style of leadership is seen
as somehow ‘soft’ — this is unhelpful.

Coming back to your question about self-
awareness and the idea of leaders building up a
‘trust account’ — yes, you’re right, it requires an
enormous capacity for self-awareness and it’s
almost something that you have to do
consciously. I’'ve actually suggested to leaders
with whom | have worked that they should draw
up a statement each month to analyse what they
have done recently that would have given them
credit in such an ‘account’ and what they might
have ‘spent’. That helps them to understand the
dynamic of trust and how people relate to them.
There is no doubt that this exercise requires
considerable awareness and considerable
honesty.

As mentioned, the main barriers to being a
‘connected leader’ are fear that things will go
wrong, and lack of self-awareness. There is also
the intrinsic belief, which comes through years of
leadership  education, in roles, rules,
accountabilities, pay and all such formal
elements. We’re very well educated in the formal
elements of an organization but we don’t quite
understand the social elements. | believe the
biggest single barrier to success is the fact that,
when leaders come in to work, they are no longer
the person they were when they were having
breakfast with their family. That’s rather strange
and, until we understand that, our titles mean
little more than a set of responsibilities. Titles
don’t confer any more power or intelligence. All
they bring us are contacts. Once we recognize
this and have a different picture in our minds of
what great leadership is, then | believe the
barriers will start to disappear. So self-awareness
is key. The more we understand about topics
such as the emotional or social intelligence that
Daniel Goleman talks about, the more we realize
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that, without self-awareness, little can be
achieved.

Why should ‘the very actions that ensure good
leadership’ be ‘the ones that will stop you from
being a great leader’?

Emmanuel Gobillot:

It’s all about focus. It’s all about good leadership.
Aspiring to be ‘good’ leaders we have learned to
focus inside the organization on our teams, our
processes, and our situation. We’ve learned the
art of ‘situational’ leadership which means we
identify a situation and then come up with an
answer with or without the help of others.

“We know that there exist
powerful players in
organizations who, to pursue
their own personal agendas,
will try to hinder efforts to
change. The choice is either to
accept and work with such
situations or to try to overcome
them.”

The problem is that the world has changed
beyond ‘situations’. Great leaders are able to
anticipate changes of context, which are broader
than one situation. They are complete shifts in
the way that business is happening. | believe we
are going through one of those changes and, if
we carry on being ‘good’ leaders, we’ll miss it.
We’ll miss the change in what our customers and
employees are expecting of us. The problem is
that most of our development and understanding
is still rooted in a simple arrangement of
employees, customers and suppliers — and we’ve
codified that world and are comfortable with it. |
am challenging this view and saying that | don’t
think that world exists any more — that world is
changing. You can carry on being a ‘good’ leader,
but you will fail and you will never become the
great leader who managed to anticipate those
context changes and build some resilience.

How can a leader avoid ‘a clash between the
organizational and individual agenda’?

Emmanuel Gobillot:

This is a fundamental question and it comes back
to the issue of fear. One of the big fears as
regards networks and relationships inside
organizations is that they do not necessarily
mirror what the organization wants. We know that
there exist powerful players in organizations who,
to pursue their own personal agendas, will try to
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hinder efforts to change. The choice is either to
accept and work with such situations or to try to
overcome them. The problem with networks is
that you cannot overcome them. You can’t tame a
network — all you can hope to do is to work with
it.

My belief, as | tell the leaders with whom | work,
is that this need not lead to clashes. If there are
such clashes this is because we are operating
within this traditional model of employees,
customers, rules and roles — this creates clashes.
When behaviour in an organization follows lines
of reciprocity and moral obligation, and there is
purpose and vision and discussion of aspirations
and needs, then these problems are more likely
to be overcome — in fact they are less likely to
occur in the first place. When people understand
a purpose, they will co-operate and will work with
you rather than trying to avoid the tasks given to
them.

On the face of it your question rightly suggests a
massive challenge but, actually, working within
that network pretty much answers the challenge.
Within a network people know leaders recognize
their existence and are open to dialogue. If they
are not recognized then there is unlikely to be
dialogue — hence the challenge.

Is the agility of an organization dependent on it
being a ‘real’ organization, i.e. are these
indivisible as two parts of one uniquely context-
sensitive organization?

Emmanuel Gobillot:

| believe it is dependent. It is the only way an
organization can react quickly. I’ll offer a practical
example: if you have a process in place and
somebody's accountable for that process, they're
unlikely to change it, even if it doesn’t work well
— accountability simply ensures that it works.
However, in the case of a ‘real’ organization and
real dialogue, the person responsible is more
likely to look beyond the set of accountabilities,
seeing that his or her role extends further than
simply ensuring the process works.

You make a powerful argument for organizations
to fulfil employees’ yearning for ‘meaning’ and
‘belonging’ through recognition of their personal
goals and aspirations rather than ‘bribery’. Will
performance-related rewards still play a role?

Emmanuel Gobillot:

There is still a place for performance-related
rewards but we need to understand and use them
to best effect and outcome. Performance-related
pay, as novelist Douglas Coupland has pointed
out, can lead people to mistake the reward for
the goal. For me that sums up a problem with
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performance-related pay. We’re going astray if we
make the reward the primary driver.

My argument for recognition of personal goals
and aspirations will, | believe, enhance
engagement across the board. In my book |
suggest turning Abraham H. Maslow’s hierarchy
of needs upside down — putting the pyramid on
its head as it were. | believe we’ve made a major
mistake in assuming that people at the bottom of
an organization don’t need to be engaged
because all they are interested in is money -
meaning all the organization needs to do is
identify the appropriate level of pay. This idea is
still  unfortunately all too common in
organizations, i.e. the belief that some people are
somehow less important, less engaged than
others. Everybody has aspirations and needs to
be engaged. So for me the goal is to promote
enhanced job satisfaction for all.

| also have a problem with leaders seeking ‘self-
starters’ or ‘self-motivated’ individuals — an idea
that is widely promoted in newspaper articles,
recruitment ads and so on. To me, to state a
candidate must be self-motivated suggests that I,
as the employer, can’t be bothered to motivate
my staff.

The point is that everyone is ‘motivated’. The key
is to understand and tap into that motivation so
as to fulfil the organization’s purpose. This can’t
be done through a plan. Nobody gets engaged by
a plan, even if it facilitates engagement. What
engages people is recognizing a purpose and
seeing themselves within that purpose - and
there must be clarity about this in terms of
meaning, of knowing what is expected,
understanding one’s job, seeing how this
contributes to the bigger picture and how one can
go beyond that. A simple explanation of
accountabilities is insufficient — it's a flawed
approach and it is this that leads to a lack of
productivity because it limits potential
engagement.

It's easy in an organization to coerce somebody
into doing something. The challenge is to get
someone to go beyond that compliance into real
engagement, and that you can only achieve if
there is sufficient clarity in the workplace about
the organization’s purpose.

Establishing a new, ‘real’ company with a
meaning- and relationship-based focus seems
reasonably straightforward. However, changing
the culture of an existing, traditional top-down
organization would seem a daunting challenge.
How would you recommend achieving this?

Emmanuel Gobillot:

| think you’re right. Establishing a new ‘real’
company would seem easier, particularly
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because many of the ideas of purpose, trust,
meaning, dialogue are easier when vyou’re
founding a company because you have purpose
and meaning and you can have dialogue if the
organization is sufficiently small. Of course, as
organizations grow this becomes more and more
difficult. However, it is possible. What is
important is for everybody to start behaving
differently towards that network of relationships.
This starts with leaders who understand that they
must recognize the network as an integral part of
their organization.

One of the reasons why | talk about formal and
‘real’ organizations is because | want to ensure
that leaders understand that the network of
relationships, the ‘real’ organization, is part of
what they must lead; it is not a distraction but an
integral part of the organization. Recognition of
this is the first step in understanding how we can
achieve it.

Rather than focusing on the networks
themselves, which runs the risk of executives
indulging in social network analysis and
formalizing the real organization — which would
be counter-productive — | encourage leaders to
focus on where the energy in the organization
lies. What kind of energy is there? Where are
things going well? Where is the energy blocked?
Leaders need to move away from plan and
structure to identify the nature of the energy in
the organization, where there needs to be
change, and the potential of their personal
impact in achieving this. An advantage of
networks is that they have this amazing ability to
make things ‘viral’, spreading them rapidly.
Change in a network environment is faster than in
a formal environment — it won’t necessarily be
easier to start with, but once underway it moves
far faster.

Is there a case study you would cite as a
particularly good example of an individual or
organization which has thrived as a result of
connected leadership?

Emmanuel Gobillot:

While it’s easy to name individuals who have
done extremely well, what is harder to find —
perhaps because the whole idea and the whole
concept of connected leadership is relatively new
— is an entire organization that has done well.
Google is probably one. An organization that |
have worked closely with and that | believe is
also a good example is Belron, the global leader
in vehicle glass replacement and repair and
holding company for Autoglass and Carglass and
others. There is certainly something ‘different’
about this company under the leadership of Gary
Lubner, whose approach to doing business is an
excellent example of connected leadership; the
organization is certainly doing well as a result.
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Gary’s approach is all about understanding that
relationships matter. Everything that’s good, bad
and ugly about relationships is thrown into the
pot and something marvellous comes out of it. At
Belron it’s all about focus on the individual.

Google focuses on recruiting particularly talented
individuals. Microsoft went through a similar
process a few years ago, although the challenge
there was how to retain talented employees who
had become millionaires through the company’s
success. How, after all, do you make a millionaire
want to get out of bed? Microsoft determined that
the only way to do it was through creating
connected leadership disciplines. The problem
with Microsoft was that this wasn’t systemic.
Some individuals managed far better than others.
| believe Google is trying to make this approach
systemic.

The public sector is a particularly good
environment for connected leadership. Given its
overlapping responsibilities, the sector was
designed for collaborative leadership, and this
eventually becomes connected leadership.
School networks are a particularly good example.
And now we can see an entire industry, the social
entrepreneurship industry, that is adopting this
approach. Because there is such strength of
purpose  embedded  within the social
entrepreneurship movement, leaders naturally
aspire to be connected leaders. O

You can order The Connected Leader — Creating
Agile Organizations for People, Performance and

Profit from amazon.com.

Republished from Emerald Now, December 2006.

@
(=
=
=
5
-~
(1}
2
®
3
=
Q
=
Q
(]
®
E
o
=
-
@0
-
®
Q
o
(]
=
(%)
=,
o

Emerald For Managers | © Emerald Group Publishing Limited





<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveEPSInfo true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
    /MetaBold-Expert
    /MetaBold-Italic
    /MetaBold-ItalicExpert
    /MetaBoldLF-Italic
    /MetaBoldLF-Roman
    /MetaBold-Roman
    /MetaNormal-Expert
    /MetaNormal-Italic
    /MetaNormal-ItalicExpert
    /MetaNormalLF-Italic
    /MetaNormalLF-Roman
    /MetaNormal-Roman
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /Unknown

  /Description <<
    /FRA <>
    /JPN <FEFF3053306e8a2d5b9a306f30019ad889e350cf5ea6753b50cf3092542b308000200050004400460020658766f830924f5c62103059308b3068304d306b4f7f75283057307e30593002537052376642306e753b8cea3092670059279650306b4fdd306430533068304c3067304d307e305930023053306e8a2d5b9a30674f5c62103057305f00200050004400460020658766f8306f0020004100630072006f0062006100740020304a30883073002000520065006100640065007200200035002e003000204ee5964d30678868793a3067304d307e30593002>
    /DEU <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>
    /ENU <>
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


