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Foreword by Sir Rod Eddington:
Great Leadership Matters

Great leadership matters—from the front line of any organisation to the
CEO?’s office. It is the most important competitive advantage that any
company can have. This is as true for organisations of all types—in poli-
tics, sport, government and business.

David Pendleton and Adrian Furnham have spent most of their lives
understanding what makes leaders tick, and how to make them bet-
ter at their critical leadership tasks. They have matched their academic
knowledge of leadership with a comprehensive practitioners’ view of
what does and doesn’t work in the business world. I've seen their passion
for this subject up close for 25 years. In Asia, Europe and Australia, across
a number of companies. And across cultures—great leadership has more
common denominators than differences as we move from place to place.

Their collective wisdom has been distilled into this book Leadership:
All You Need to Know. It combines their collective insights with numerous
practical examples down through the centuries and across the disciplines.

Both authors have had considerable success as advisors to major com-
panies because they combine the tough messages that come in honest
feedbacks with constructive ideas on how to improve and grow as leaders.
Understanding your own strengths and weaknesses as a leader is the first
step on the journey to growth.

‘Are leaders born or made?’ is a question often asked. Whatever you
might think it is clear all of us must aspire to be the best we can be at our
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Vi Foreword by Sir Rod Eddington: Great Leadership Matters

chosen leadership tasks. We all have a lot to learn and the learning process
never finishes.

So keep this book at your elbow. The ideas it brings to life are pro-
foundly useful. And it’s an enjoyable read along the way.

Sir Rod Eddington is currently Chairman of | P Morgan Australia and
New Zealand. Formerly, he ran Cathay Pacific Airways, Ansett Australia
and British Airways. He received a Knighthood in 2005 for services to the
aviation industry.

Rod Eddington

Melbourne, Australia



Preface to the Second Edition

There is little orthodoxy in the field of leadership. Richard Pascale at
Oxford University created, initially for a joke but with serious content
and consequences, a map of the published literature on leadership and
management from 1950 to 2000. Having the appearance of a geological
cross-section of a hillside, the map charted the rise and fall of ideas as
reflected in the business and management journals during this 50-year
period. It illustrated three patterns clearly. First, that there has been an
explosion of interest in these subjects since the 1980s (ten years before
the internet) and that the internet created a second growth spurt. Second,
that ideas come and go. They make an impact for a while, spawn a flurry
of research activity and then disappear from the journals. They may lin-
ger in practice but not in the academic world. Third, that there has been
no game-changing new idea that has swept all before it. In science, a
new paradigm can change a field of study totally as when Einstein revo-
lutionised physics in the early twentieth century. Nothing like that has
happened to the study of leadership. The challenge is, therefore, to keep
up with a constantly moving target. Pascale called his map ‘Business Fads
1950-2000’.

In the first edition of this book, Adrian and I tried to focus on what is
key. We dared to describe it as all you need to know because the essen-
tial elements are, in our view, few. Yet there is a wealth of new ideas
and research constantly emerging in the field of leadership. We too are
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viii Preface to the Second Edition

continuously developing our own ideas and the Primary Colours approach
to leadership is maturing and growing. This book aims to keep track of
the key new developments and to expand, update and refocus as required.
Thus, some chapters have been significantly expanded (e.g., chapter 1)
and others have received minimal additions (e.g., chapters 3 and 7). Some
have been refocused (e.g., chapter 4) and others are new (chapters 8 and 9).

Significantly, since the first edition, our emphasis on teams leading
rather than individuals has emerged as a new emphasis in the research on
leadership: leadership in the plural. We would be proud if we could claim
that we caused this new wave to appear but we did not. The zeitgeist
created the wave and we, like good surfers, spotted it and caught it early.
Nevertheless, we are pleased to witness its emergence and believe it is
likely to be more than a fad since it is a response to the world’s increasing
complexity and the changed expectations of smart people at work. These
contextual effects are unlikely to change. This is explained in chapter 1’s
new sections.

It is our hope that the new edition continues to prove to be helpful to
leaders, those aspiring to lead, consultants and academics interested in

leadership.

David Pendleton
Adrian Furnham
London, UK
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Introduction

Leaders and leadership fascinate us. This is unsurprising given the current
state of our world, the news headlines and the continuing uncertainties.
As we write this introduction to the second edition of our book, we are
coming to the end of a financial crisis but it is by no means over, the
Middle East is still experiencing turmoil and threatens to spill over, there
is political controversy engulfing leaders in Europe, the United States,
Africa and elsewhere and we are coming to terms with disruptive technol-
ogy that seems to be changing many of the assumptions we make about
our lives and our futures. Leaders and leadership are in our media and on
our minds every day of the year.

Consider the global nature of change. We are writing in 2016 but
we could have been writing in similar circumstances at almost any time
over the last 100 years. Consider the second half of the twentieth cen-
tury and beginning of the twenty-first. In the 1960s many Soviet bloc
countries struck out for more liberal treatment only to be crushed by the
then Soviet Union. In the 1970s there had been major problems with
inflation in many Western nations. In the 1980s many Latin American
countries defaulted on their debt and there was a savings and loan (build-
ing society) crisis in the USA, where over 700 such institutions went out
of business. The Vietnam War lasted from 1955 to 1975 but was most
seriously escalated through the 1960s. It altered public consciousness as
TV brought the war, for the first time, into the living rooms of the USA

Xix



XX Introduction

where, some assert, the war was lost. TV had military consequences. In
the twenty-first century there has been turmoil in Ukraine, Syria, Iraq
and continuing tensions in Israel while relations with Iran seem to be
changing and the old order in the Middle East seems to be re-forming,.

New technologies over the last 150 years have informed the world
about the changes happening around the globe in new ways that bring
the change increasingly closer and deeper into the consciousness of more
people. In the second half of the twenty-first century, computers became
more widespread and with them came the technology which brought us
to the brink of changing the world for ever—the internet. Indeed, many
believe that the awareness of the public in the Middle East was so affected
by what they saw on the internet and the world’s global media that they
finally demanded change from the old and authoritarian regimes in the
uprisings of 2011, much as billboard advertising influenced race riots in
Watts in Los Angeles in the 1960s.

Earlier, in the 1950s, the Korean War lasted from 1950 to 1953, there
was the Suez Crisis (1956) and the potentially disruptive technology of
the time was the spin-offs from the start of the space race (Sputnik 1 was
launched in 1957). In the late 1920s and early 1930s there was the Wall
Street Crash and the advent of television to change our lives. In the 1890s
we were introduced to radio and the possibility of instant coverage of the
world’s major events.

During the last 100 years there have been two world wars (1914-18
and 1939-45) and conflicts around the globe which have given birth to
international institutions designed to provide a forum for international
leadership and diplomacy. We have seen the inception and demise of
the League of Nations and the emergence of the United Nations. In the
1940s the IMF and World Bank were created in response to the Great
Depression and the Second World War as a way to promote monetary
cooperation, financial stability and economic growth for all countries.
We have seen Communism rise in the Soviet Union and Eastern Europe
and we have seen it fall, as symbolised by the toppling of the Berlin Wall
in 1989.

We have seen global economic changes. Arguably the nineteenth cen-
tury belonged to Britain as the British Empire turned the world’s atlases
pink. The twentieth century belonged to the USA and Japan as they



Introduction XXi

became the dominant economies across the globe. Already the twenty-
first century seems to belong to China with its double-digit growth sus-
tained for many years—it had already overtaken Japan to become the
world’s second biggest economy by 2011. It is believed that China will
overtake the USA economically in the next decade or so. The ubiquity of
change makes it unsurprising that our fascination with leaders and lead-
ership continues unabated.

In this book we make passing mention of leadership in other realms,
but we are principally concerned with the leadership of organisations in
the public and private sectors. We now know a great deal about effec-
tive and ineffective leadership by observing the events around us, but we
know a great deal more from the last 100 years of systematic research on
the topic. In this book, we describe much of this research and locate the
firm and generaliseable findings we can all use as a basis on which to act.

Our definition of leadership is this: to create the conditions for people to
thrive, individually and collectively, and achieve significant goals. Thus, gar-
dening may be a better analogy than sports or fighting a war. Gardeners
have to understand the circumstances in which they are working and
work with the elements and the plants to create the conditions for sus-
tainable growth. The difference of course is that, in organisations, leaders
are not dealing with plants but with people who increasingly demand a
say in how decisions are made!

We will not avoid controversy but we will seek to resolve it, where pos-
sible, by reference to sound evidence rather than conjecture. In chapter 1,
we describe the history of research on leadership, focusing largely on the
twentieth and twenty-first centuries. In this second edition, the research
record has been updated and emerging trends in the twenty-first century
have been identified. In chapter 2, we show that leadership makes a dif-
ference to the performance of organisations. We briefly describe the evi-
dence against this assertion before setting out the overwhelming evidence
for it and underlining a number of themes around effective leadership
which we will incorporate later in models and suggestions of our own.

In chapter 3 we describe Pendleton’s Primary Colours Model of
Leadership: a simple means of describing the domains in which leaders
must operate and the tasks they need to achieve. We offer the model as a
map of the territory of leadership, showing the interrelations between the
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three domains. In chapter 4, we concentrate on the task of leading that
lies at the heart of the Primary Colours Model: of balancing and coordi-
nating the contributions required of effective leadership and we describe
five enablers that make the task more likely to succeed.

Chapter 5 makes the case that it is extremely difficult, if not impos-
sible, for any individual to be a complete leader. The reasons are sev-
eral fold but their implications are important. For years, learning
and development specialists in organisations have proceeded on the
assumption that all limitations can be turned into strengths. We will
suggest otherwise and recommend a different way of thinking about
the problem. We will suggest that there may need to be work-around
solutions as well as developmental actions to work o7z any significant
limitation. In chapter 6, we consider the implications for teams. We
will suggest that, while complete individual leaders may be hard to
find, teams hold the possibility of finding complementary leaders who
demonstrate complete leadership together. We will describe several
examples of such leaders who have created effective leadership teams
and who have achieved a great deal thereby. We will assert that ‘we
don’t need another hero’: a leader who tries to be complete alone.
Those who try to be so are probably condemned to a career of medio-
cre leadership.

In this second edition, we have added a new chapter. Chapter 9 is a
new chapter on leaders who fail and derail. It started as a section in chap-
ter 8 in the first edition but is now much expanded and developed to shed
more light on this remarkably common occurrence with a section devoted
to the subject of resilience: how it is to be understood and developed.

Naturally, there are formal propositions about leadership that we also
need to address. The first of these is that effective leadership is all a matter
of intelligence: that leaders are brighter than most people and the bright-
est leaders have the greatest success. This is the theme of chapter 7 and
the results may give rise to some surprise, since the effect of intelligence
on leadership effectiveness is much weaker than most of us might imag-
ine. Similarly, there is the effect of personality on leadership. Intuitively
most of us would expect the effect of personality on leadership will be
less than that of intelligence, but the reverse is true, as we shall see
in chapter 8 which also contains a new section on introverted leaders.
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We will occasionally refer to the oldest question of all: are leaders born
or made? The answer is unequivocal: both, for reasons we will describe.

In the final chapter 10, we set out a programme of action in the form
of a story describing a fictitious character facing the challenges of leader-
ship. It is intended to draw out the key lessons from the rest of the book.

This book is written for leaders in all walks of life, though we hope that
we will also find readers among those who advise and consult, train and
develop, educate and coach. It is also for those who have to evaluate the
quality of leadership in an organisation: executives, non-executives and
investors. Different types of reader are likely to want to access the book
differently. Leaders, non-executives and investors who want to consider
our approach to leadership and its implications, might only want to read
chapters 3, 4, 5, 6 and 10 since these are the most practical and original.
Those who educate and coach will also need to understand the back-
ground provided in chapters 1 and 2 in order to compare our approach
with others. Those with a more psychological orientation will need to
look at chapters 7, 8, and 9 in addition.

We are attempting to produce a book that is intellectually satisfying
but not essentially academic. Accordingly, it has been fully referenced.
We want to point out the reasons why a particular approach to leader-
ship is to be followed, not merely to provide practical suggestions. The
original working title for the book was We Don’t Need Another Hero in
order to reflect one of the key concepts delineated in it, but our publisher
persuaded us to give it its present title to reflect our intention to be evi-
dence based, conceptually coherent and entirely practical.

The evidence we cite throughout the book will draw most heavily on
published research, favouring the larger studies and meta-analyses of
other published works. This approach makes the best use of the most
data. In the attempt to be conceptually coherent, we will suggest models
that are simple but not simplistic. In this way we will attempt to make
our ideas easily memorable and the more robust for their basis in pub-
lished evidence. Most of all we will attempt to draw out the practical
implications of our suggestions so that our thoughts can make a differ-
ence if put into practice.
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1

The History of Thinking
about Leadership

Introduction

The topic of leadership is controversial. There are those who argue that
leadership is greatly overvalued: that the success of organisations derives
at least as much from serendipity as from strategy, vision or leadership.
They argue that attempts to identify the characteristics of great leaders
have proven to be inconsequential or contradictory and that generalise-
able lessons about leadership are elusive. We believe that these arguments
may have some validity but that they do not represent the overwhelming
weight of research evidence; evidence that has become more convincing
since the first edition of this volume.

Philosophers, historians, novelists and journalists have always been
interested in what makes a great (and a failed) leader: what are their unique
characteristics and strengths; allowable weakness and peculiar foibles; and
what makes them fall from grace, get forgotten or get lionised for all time?
Do special circumstances (crises) throw up certain types of leaders who
are only suitable in that situation? Certainly the study of leaders, organisa-
tions, countries and empires seem to need frequent updates as yesterday’s
heroes become today’s controversies and tomorrow’s embarrassments.

© The Editor(s) (if applicable) and The Author(s) 2016 1
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2 Leadership: All You Need To Know 2nd edition

World history is littered with examples of leaders in a time of crisis
who became a poor leader in a time of stability and vice versa. The his-
tory of organisations provides examples of business leaders who are vic-
tims of the Peter principle (promoted until their level of incompetence is
reached). Thus, is succession planning for leaders really viable, given that
circumstances change so often? Key to all these dilemmas is one of the
oldest questions of all: are leaders born (with some genetic disposition) or
are they made (by chance, learning or circumstance)?

After generations of research effort and observation, there is a lot we
know about leadership. There is evidence to answer a great many ques-
tions such as what is leadership? Does leadership matter? How are lead-
ers chosen? Who is likely to become a leader? Why do leaders fail? How
do leaders build effective teams? And the like. This chapter will describe
several attempts to study leadership over time and suggest an emerg-
ing story on the basis of which we can begin to understand leadership
differently. It will also include a section on followers and followership:
a theme that has come into sharper focus since the first edition of this
volume.

Disciplinary Perspectives on Leadership

Leadership has always been studied through the lens of different
approaches or disciplines. Each brings its own theories, models and jar-
gon and each has a different way of conducting analyses and collects
different data. The historian and biographer will approach leadership
somewhat differently from the psychologist or psychiatrist, let alone the
management writer. They seek out and interpret the data differently.
They focus on different causes; offer different explanations. Even within
a single discipline there are dramatic differences. This is not to assert the
virtues of one over the others. Rather it is to point out the complexity of
the topic and the different ways of making sense of leadership.

Consider the multiple ways in which psychologists from various
sub-disciplines write and think about leadership. These approaches fall
broadly into three categories concerning how leaders emerge, who they
are and what they do.
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1. How leaders emerge

a. The biographical approach. Neo-psychoanalysts have written about
famous leaders like Luther King and Gandhi. There have also been
fine essays on famous despots who often intrigue readers the most.
Psychobiography is a psychological analysis of the conscious and
unconscious forces that shape an individual life. Most leaders are
complex figures. They often have phenomenal drive and persistence.
They overcome adversity and rejection. The biographical approach
is often focused on deceased leaders and it can offer new and insight-
ful perspectives on their motives and drives. This is not to be con-
fused with the autobiographical approach where leaders seek to
influence how they will be appreciated and remembered: to deter-
mine their own place in history before others do it for them.

b. The educational or developmental approach. What creates a leader?
What educational experiences, both formal and informal, shaped
them? How, when and why did leaders develop their beliefs, skills,
knowledge, motivation and drive? This also speaks to the question
of training and developing leaders of the future. This approach is
about the development of leaders and so frequently focuses on the
talented or high-potential group. It addresses the question of what
is trainable? Can people be taught to be good or better leaders, and
if so, how? It seeks to define both the minimal and optimal precon-
ditions for good leadership on which developmental activities can
work to transform potential into fully realised leadership
capability.

c. The environmental approach. We shape our environment and after-
wards it shapes us, as Winston Churchill once said of the British
Parliament. Leaders frequently send out witting and unwitting sig-
nals about how they want to be perceived by the decisions they
implement about the design and function of the buildings they
inhabit. Organisational cultures are frequently typified by such sig-
nals as the location of the CEQO’s office, the differences in office size
and furniture found there, the ease or difficulty of gaining access to
the Executive suite and the like. Even the layout of the furniture
influences behaviour in the office and conversations conducted
across desks tend to be more formal than those in more comfortable
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settings. Leaders create and modify physical environments with
psychological and cultural consequences, creating physical analogues
of their leadership style and approach.

2. Who leaders are
a. The personality approach. This is perhaps the best-known approach.

Whilst some writers include ability and values under this heading,
the majority focus on personality traits. They aim to discover those
traits in highly successful leaders that explain their success. The best
trait studies look at longitudinal data so that one can separate cause
from correlation, but more typically, these studies are correlational
and can merely infer causality. This approach has seen a significant
revival since the 1980s due to the development of the so-called ‘Five
Factor’ model of personality which has now shown highly signifi-
cant correlations with both leadership emergence and effectiveness,
as we shall see in subsequent chapters.

b. The clinical approach. Psychologists, psychiatrists and psychoanalysts
have taken an interest in the abnormal, disordered side of leaders
which sits alongside their skill and determination and frequently
accounts for their drive. Many are known to have both acute and
chronic disorders, which they often exploit for their own ends. The
psychopath, the narcissist and the manic depressive leader are far
from rare. By one definition of abnormal (i.e., the statistical defini-
tion) all leaders are abnormal since they are exceptional. The ques-
tion for the clinical approach is how their problems helped and
hindered them both in the journey to the top and their experience
once there.

c. The evolutionary approach. It has been suggested that leaders tend to
be taller, more handsome and fitter than the average person of their
age and stage in life. Evolutionary psychologists looking at other
animals and our own primitive past have noticed that leaders have
always tended to be fit and strong; bright and ‘wily’; feared by adver-
saries; admired by followers. Some physical anthropologists have
noted the shape of successful leaders. Whilst we can all think of
short, tubby, bald exceptions to the rule, it is also apparent from our
elected politicians and from the CEOs of top companies that they
are often taller and more attractive than the average person of their



