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“My success at leading polar teams is not just based on
the competencies that | have learnt. It's is also
about understanding myself and the
role that I play as a leader.”
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here is no universally accepted definition

of leadership; not least as it is not at all
easy to define. But it is clear that it is an
essential element of the manager’s role.

There are many definitions of management, but
put simply, it is the direction, coordination and
control of business assets. It has a legal status
codified in the Companies Act (and other
legislation) with the exercise of management
including the process by which a manager
makes decisions, impresses his will on, and
transmits his intentions to his team.

Push or pull

It is easier to pull a laden
sledge across polar ice
caps than to push it; it is
the same with leadership.
It is easier to ‘pull’ your
team along than trying to
‘push’ them along.
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Management elements

I\/I anagement can be further seen as consisting of three core
elements; authority, responsibility and accountability.

Authority involves the legal right to AUTHORITY
T RESFONSIBILTY

enforce disciplinary measures. \%

Although a manager may delegate ACCOUNTABILITY

authority, he retains ultimate

responsibility. This is liability and an obligation to answer to
senior management/board members for the use of delegated
responsibility, authority and resources. This includes the duty to
act.

The manager who delegates responsibility should grant

sufficient authority to enable the individual to fulfil the role;
while the individual remains accountable for his actions.
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Management roles

I f we now look at the roles of managers we can
identify three essential components namely
decision-making, control and leadership.

LEADERSHIF  For the effective manager the art
CONTROL : . .
\C,/ of effective and timely decision-
. W— m_aklng is a key rqle, par_tlc_:ularly
with regard to major decisions that
impact on organisational strategy. Minor decision-
making should be delegated as far along the chain as
possible, in line with the requisite experience,

capability and capacity of the more junior manager.

New managers need to learn very quickly that they
cannot do everything themselves. Part of effective
decision-making is to let others implement your
decisions. It would seem obvious that this lesson
should be the first learned in business management.
Yet surprisingly it isn’t. To go beyond managing, to
leading your team, you need to empower your team
to make decisions.

A successful business adventurer is someone who
utilises people and brings out the best in them, so
empower your teams. Trust your people to do what
you trained them to do.

Order ‘Leading high performance teams’ at www.seanchapple.co.uk



Even if it is a critical task, they will not learn to be
leaders themselves without going through the same
trials that you once did. Guide them and coach them,
but never believe you cannot delegate every task you
have. Tough choices are also a daily requirement of
decision-making. Managers have to hire and fire, to
sign off on new strategies, and to risk investments —
all of which can lead to stress and guilt.

The presence of guilt is not a result of making the
wrong choice, but of having the power to choose.
And that is the human condition: you are a being that
chooses. To make a proper decision, and the right
choice, one has to be well-informed.

Managers must have continuing oversight, direction
and coordination of their resources, although the
detailed activity is often not undertaken directly and
is a province of their team. Most activities within this
area of responsibility should be delegated; however
the reality is that many managers spend more time
than they should undertaking control functions.

Managers not only manage resources and budgets,

they also have to manage people. In order to do this
effectively, leadership skills are required.
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The art of leadership

“Leadership; the art of motivating and directing
personnel into action to accomplish outputs is a
fundamental requirement of any successful manager.”

eadership or the art of motivating and

directing personnel into action to
accomplish outputs is a fundamental
requirement of any successful manager.
Leadership takes many forms and much has
been written about the subject, but it still
remains one of the least understood and
misused skills within the manager’s toolbox.

Leadership is based on interpersonal relations.
Itis a natural and a learned ability, skill, and a
set of personal characteristics that influence
people to take desired actions. In simpler
terms, you lead people; you manage things.
This emphasis on personal relations occurs in
many definitions of leadership. Leadership
includes the ability to counsel, manage conflict,
inspire loyalty, and imbue your team with a
desire to remain focused on their goals and the
task in hand.

e s
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Influence and competence

To have effective interpersonal skills the
needs the leader needs to demonstrate
competence (knowing how to do the right thing)
and have the ability to influence others.

This can be problematic, because new
leaders initially feel the need to prove their
technical knowledge and prowess, the
foundations of their success as individual
performers.

INFLUENCE.

Whilst evidence of technical competence is
important in gaining subordinates respect, it isn’t
ultimately the primary area of competence that
direct reports are looking for. They are more
likely to be interested in the personality related
traits such as enthusiasm, resilience, fairness,
humility, confidence and integrity.

The influence process, is where an individual
gains the trust and commitment of others and,
without recourse to formal position or authority,
moves the group to the accomplishment of one or
more tasks. A leader's influence over others is
also a product of their integrity, as well as their
competency.
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By their behaviour, leaders earn trust and inspire
loyalty. This is a vital lesson in an age when
scandals and broken trust in corporations,
financial institutions, and government agencies
make daily headlines. New leaders need to
demonstrate their influence — the ability to
deliver and execute the right thing. There is
nothing worse than working for a powerless
leader. Influence is most effectively achieved by
interacting with your teams, or by using a style of
leadership that makes people take desired actions.

Order ‘Leading high performance teams’ at www.seanchapple.co.uk



L EADERSHIP STYLES

Autocratic

Bureaucratic

Charismatic

Democratic

Laissez-faire

People or
task oriented

Servant

This is where a leader exerts high levels of power
with individuals in the team given few opportunities
for making suggestions, even if these would be in the
team’s interest.

Bureaucratic leaders work by the book, ensuring that
teams follow procedures. The inflexibility and high
levels of control exerted can demoralise teams and
their ability to react to changing circumstances.

A charismatic leader injects huge doses of
enthusiasm into the team, and is very energetic in
driving others forward. Charismatic leaders can
believe more in themselves than in their team.
Democratic leaders make the final decision after
inviting members of the team to contribute to the
decision-making process.

This French phrase means ‘leave it be’ and describes
the leader who leaves the team to get on with their
work. It can be effective providing monitoring and
communications are regular.

This style of leadership has the leader either totally
focused on organising and developing the people in
the team or focusing only on getting the job done.
This term is used to describe someone who leads by
meeting the needs of the team. In many ways it is a
form of democratic leadership, as the whole team
tends to be involved in decision-making.
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LEADERSHIP ATTRIBUTES

Innovation

Decision Making

Vision

Communication

Integrity

Professional

knowledge

Develop focus

Humility

This attribute is about being creative in how you
manage situations, lead change, take risks and
encourage others to take risks.

Good at decision-making, able to handle
complexity, uncertainty and ambiguity.
Demonstrating clarity of thought, decisiveness and
judgement in evaluating information.

This is about creating a shared picture of success
using it to clarify boundaries for self and others.
Competent communication is about negotiation,
influencing and persuading, networking and
mentoring. It is also about active listening,
encouraging idea generation and feedback.
Integrity is about moral courage, appropriate values
and standards to inspire and reciprocate loyalty.
This quality underpins trust in a team.

This attribute is the wisdom to correctly apply
knowledge and experience in any current context
and understand the full implications of actions.

A leader that is focused on individual and team
development can create a culture and climate that
enables people to develop their potential.

This is about not being arrogant or condescending
to others, but treating others with respect, valuing
others and appreciating other contributions.

Order ‘Leading high performance teams’ at www.seanchapple.co.uk



A shift in leadership

"The ability to know when to lead and when to follow,
and generating the levels of trust within the team that
allow leadership to shift from one person to another, are
crucial ingredients for developing high performance.”

B usiness has seen a shift in the popular
prevailing models of leadership, and a move
away from the top-down management leadership
styles of the 1980’s and 1990’s where apparently
charismatic individuals single-handily shook-up
and transformed organisations. In fact more recent
research has shown that this approach actually
damaged long-term organisational performance.

We now see a shift to a more broadly based,
participative, team orientated, coaching model of
leadership that suits modern times and the make-
up of today’s fast changing organisations.
Effective leaders are still required to make
difficult decisions and take their followers with
them, and there are many invaluable insights the
commercial leader can draw from the world of
polar adventure.
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Leadershift

oy
ased on my own experiences in extreme
Bsituations and often working with @ {
geographically dispersed teams, | have G208
developed the concept of ‘leadershift’ - an (égg&

approach that decentralises leadership -
enabling freedom of action and initiative. .
This approach provides an environment in which the individual
with the greater capacity, and/or ability, assumes the formal
leadership role.

Without abdicating responsibility, it enables a more effective and
coordinated use of capacity within the team, engenders a culture
of ownership and increases team performance.

For leadershift to occur intuitively, it is important that you
maintain an environment within which this approach can operate.
This is about creating a common team language to ensure
activities are approached in a collective manner, giving team
members the freedom to act and use their initiative and
empowering them to make and take their own decisions.
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Rules of leadershift

1 - Direction should be
given in a manner that
ensures your team
understand your intentions,
their own purpose and the
context of that purpose.

2 - Team members should
be told what output they are
to achieve and the reason
why it needs to be achieved,
and be encouraged to
decide for themselves how
best to achieve the output.

3 - Teams should be
allocated sufficient
resources to carry out their
tasks with a minimum of
control measures so as not
to unnecessarily constrain
the team member’s freedom
of action.
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THE BUSINESS
ADVENTURER

“People are people; and the keys to getting them to
perform at higher levels is the same whether they're
skiing across the Arctic or working in an office. ”

Order ‘Leading high performance teams’ at www.seanchapple.co.uk



H aving spent over two decades as an officer
in the elite Royal Marines and as a Polar
expedition leader I have dealt with the harsh
realities of leadership and team development in
fast-changing and life-threatening environments
on a daily basis. This challenging career has taken
me from high intensity operational conflicts to
leading novice explorers across the unforgiving
polar wilderness.

And, although the environments are literally poles
apart, they all share familiar challenges in the
pursuit of creating high performance in those |
have led, and in myself. Over time, the most
informative learning has come from those
extreme environments that my path has led me
through.

During high-intensity conflicts and in the Polar
Regions, where the unforgiving freezing
landscape becomes as menacing as an enemy
armed with Kalashnikovs, | have been able to
experience and observe how others operate under
extremes of pressure and develop strategies for
success.

My approach to achieving high performance has
developed over time, and is based on those real-
life experiences. These have been underpinned by
valuable insights into how individuals and teams
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function, particularly under adversity and at the
edge of human endurance. | have not only
developed greater awareness of my own capacity
for high performance, but a deeper awareness of
how to create and sustain ultimate teamwork and
individual performance in others.

The word ‘Adventure’ is
derived from the Latin
advenIre, to arrive, and is
defined as:

n. 1. An undertaking or
enterprise of a hazardous
nature. 2. A wild and
exciting undertaking.
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Transformation

"l am always looking at how I can develop myself to be
more effective in my roles of leadership."

Over the years | began to identify that high
performance is not limited to an elite few.

Anyone can maximise their potential, if they
apply the right skills and mindset. There are so
many schools of thought on how to do this,
many of which focus on external
manifestations, such as how to manage a
situation or how to act.

In my experience, the reality is about
transformation. It’s about a state of mind. It’s
about personality and character. Achieving
high performance is not a science, it is an art. It
is a combination of attitude, desire,
commitment, and much more. It means
different things to different people.
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Adventure in business

“My definition of adventure is a journey that involves people,
risk and excitement in the pursuit of a positive outcome.”

dventurers have for many decades faced the

extremes of uncertainty and risk, where
errors in judgement could mean serious injury, or
at worst death.

Most people’s image of an adventure is scaling
the highest mountain, battling blizzard storms or
sailing the high seas. While these examples
clearly illustrate it at its most extreme, adventure
also encapsulates journeys in life such as starting
a new enterprise, or buying your first home.

Adventure has particular relevance in business,
perhaps more so now than ever before. We live in
a climate that constantly seeks to mitigate and
reduce uncertainty and risk. Unfortunately, both
elements are an integral part of business, and how
we approach them can have a profound impact on
our results.
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Barriers to performance

D uring my polar career | have seen many
teams fail in their quest for success despite

sharing same desire to succeed and
having similar resources at hand.

What | learnt was that most failed not because of
the environment, inadequate equipment or even
the sheer physical challenges involved, but as a
result of the wrong mindset in the leaders and
team members.

Those who entered the polar wastelands ignorant
of the challenges ahead, unaware to the hurdles
and possible setbacks were doomed from the
outset, and for some the price they paid was a
severe one.

And there were the teams who arrogantly
assumed that they could dust of their skis and
adopt the same procedures and routines that had
served them well before. They failed to invest the
time in developing new team members, learn new
things or embrace new methodologies and
technologies.

And finally there were those who became
complacent by unwisely assuming the good times
would continue. And as we know in adventure
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and business, sometimes they don’t! By
integrating my experiences and knowledge | have
identified nine essentials to achieving high
performance.

IGNORANCE
ARROGANCE
COMFLACENCY
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Adventure — a mnemonic for performance

"In today's competitive environment, by adopting an
adventurer's approach we can provide dynamic results in
pushing back the frontiers of known endurance, self-
confidence, resilience and initiative."

Whether it’s putting together a team to make a record-
breaking attempt on the South Pole, executing a business
strategy, or managing a project, the application of the nine
essentials will significantly increase levels of performance for

the business adventurers. I’ve adopted the mnemonic
ADVENTURE as an aid to memory:

e Adopt a positive viewpoint

e Develop an appetite for risk

e Venture into unknown territory
o EXxpect to encounter obstacles
o Never give up

e Trustin self and others

e Understand the outcome

e Respect individual differences
e Enjoy the experience

Being a business adventurer is about unlock high performance
potential in individuals; developing a culture of high
performance and, more importantly, maintain high performance
in rapidly changing environments, in environments where
competition is intense or in times of downturn.
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