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Partnering 
The New Face of Leadership 

by Larraine Segil, Marshall Goldsmith, and James Belasco 

If a company is to grow strong and succeed, its leaders need to 
form solid partnerships both inside and outside the organization. 
Partnering: The New Face of Leadership features original 
contributions from dozens of thought leaders including Ken 
Blanchard on situational leadership, Brian Tracy on the importance and power of 
focus and Kevin Cashman on authentic partnering leadership. 

Editors Larraine Segil, Marshall Goldsmith, and James Belasco invited visionaries 
from diverse backgrounds in management science to contribute to this collection 
of essays. An expert in her own right, Larraine Segil has headed-up companies in 
industries including mortgage finance, aerospace distribution, and medical 
services. She currently teaches at Caltech and is also a commentator on CNBC 
and CNN. 

Marshall Goldsmith, is widely recognized as one of the world's foremost 
authorities on leadership development and human resources. A managing partner 
of a leadership consulting organization, Goldsmith is also a faculty member of the 
global executive education program for Dartmouth and Oxford universities. Jim 
Belasco is a best-selling author and an executive coach who currently works with 
the leaders of six of the Fortune 20 companies. 

The writing contained within this remarkable discourse on partnering and 
leadership is diverse, yet similar, in both theory and practice. Due to the 
expansive nature of the book, the following essays were selected to illustrate both 
the practical and visionary. 

The Changing Role of Leadership: Building Partnerships 
Inside and Outside the Organization 

Opening the collection is an essay penned by editor Marshall Goldsmith which 
states that the ideal leader of the future will be exceptionally skilled at building 
partnerships. According to Goldsmith, establishing and maintaining partnerships 
both inside and outside the business are of equal and critical importance. 

Partnering with co-workers and managers will become a key aspect of internal 
leadership. In the past, many leaders were taught to compete with colleagues for 
people and resources. In the future, the effective leader will act cooperatively with 
colleagues, by breaking down boundaries between departments, sharing 
resources in the most efficient way possible, and developing the expertise and 
breadth required to manage the organization as a whole. Recently, the new leader 
of the United Way, Brian Gallagher, described ideal future leaders of the 
organization as partners leading in a network, not managers leading in a 
hierarchy. 

 



 

 
 
Ss  

 

2 |    The Business Source     www.thebusinesssource.com      All Rights Reserved 
 

Successful organizations will also need to expand their partnerships with groups 
outside of the company, primarily customers and suppliers. This is necessary 
because of the need to increase customer loyalty and the market's desire for 
integrated solutions. Several shifts have already occurred: customers no longer 
purchase stand-alone products but rather integrated solutions, and suppliers are 
building long-term customer relationships rather than simply focusing on short-
term sales. In order to provide the customer with the best products, services and 
solutions, companies must foster and nurture new partnerships. 

For example, when purchasing a desktop computer, customers increasingly seek 
a network solution rather than simply hardware and software. The successful 
supplier, IBM for instance, customizes solutions for its customers regardless of 
point-of-purchase, and integrates both IBM and non-IBM components. Trends 
such as IBM selling non-IBM products to benefit the customers and ultimately IBM 
itself are also becoming more prevalent in other industries including 
telecommunications and pharmaceuticals. 

As the challenge of leadership grows, successful leaders of the future will clearly 
demonstrate that partnering is a necessity not an option, acknowledging the 
importance of transcending differences and focusing on a common good — 
serving the end user of the product or service. 

Leadership Partnering for Performance: Using Situational Leadership 
to Bring Out the Magnificence in People 

This essay is from Ken Blanchard, author of more than 20 books including the 
phenomenal best-seller, The One Minute Manager. He also operates a company 
providing expertise in organizational change management. 

Blanchard developed a model for leading and developing people that encourages 
individuals to take responsibility for their own decision-making and problem 
solving. The role of the leader is to provide individuals with whatever they need — 
clear goals, direction, support, training, feedback, and recognition — to help them 
become more self-directed, self-motivated, and self-reliant. 

Blanchard believes that it is the job of the leader to bring out the magnificence in 
people and to create an environment in which they feel safe, supported and ready 
to do the best job possible. An effective situational leader has mastered these 
three skills: 

1. diagnosis, to assess individual competence and commitment,  
2. flexibility, to use a variety of leadership styles comfortably, and  
3. partnering for performance, to reach agreements with individuals about 

their development level and the leadership style they need to help them 
achieve individual and organizational goals.  

The key to learning and honing these skills is to open up communication and to 
increase the quality and frequency of conversations about performance and 
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development. In order to form an effective partnership, the leader must begin by 
understanding the needs and abilities of the employee. The style of leadership 
needs to be matched to the individual's development style to ensure that 
competence and commitment will increase. Finally, new goals, priorities, and 
changes in development style should trigger more dialogue and changes in 
leadership style. Through the repetition of this cycle, a leader can continually 
enhance their situational and partnership skills. 

Rub Somebody the Right Way 

Forming true partnerships between management and employees is becoming 
increasingly important in today's corporate world. One of the greatest challenges 
facing leaders is motivating employees and maintaining that motivation, but 
through the creation and nurturing of partnerships with employees, leaders can 
elicit both their best effort and performance. One excellent way to develop these 
partnerships is through recognition of a job well done. 

"Men and women want to do a good job, a creative job, and if they are provided 
the proper environment, they will do so," says Bill Hewlett, co-founder of Hewlett-
Packard. This statement is presented by Bob Nelson, a much-published author on 
motivation and managing, who posits that the use of recognition and rewards is 
the best way to create a supportive work environment. 

The Greatest Management Principle in the World is "You get what you reward." If 
you recognize and reward behavior, it will tend to be repeated. If you ignore or 
punish behavior, it will tend to stop. How managers treat employees is the critical 
factor which determines whether or not they will come to work energized and 
committed to delivering their best effort. Nelson offers "ASAP Cubed" as a 
guideline for effective praising: recognize an employee as soon, as sincerely, as 
specifically, as personally, as positively, and as proactively as possible. 

Nelson also cites a number of examples from companies who have developed a 
recognition culture. Maritz Performance Improvement Company in Fenton, MO, 
has the "Thanks a Bunch" program, whereby a bouquet of flowers is given to an 
employee in appreciation for a job well done. That employee then passes the 
flowers on to recognize someone else, with the intent of seeing how many people 
can be given the bouquet through the day. 

Another interesting reward is "The Golden Banana Award" at Hewlett-Packard, 
which was first given as an immediate response of needing to give something, 
anything, to an employee who had just come up with a solution to a long-standing 
problem. Over time, the Golden Banana has become one of the most prestigious 
honors that can be bestowed upon an employee. 

Leadership and Alliances 

Larraine Segil opens her chapter with the assertion "Nothing will ruin a good 
alliance faster than a lack of leadership." She continues by explaining that 
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whether leadership comes from the senior executive who sponsors the alliance or 
from the team leader who drives its implementation, favorable results from 
alliances are a direct result of strong, focused and communicative leadership. 

According to Segil, the dynamic leader manifests ten essential traits: 
fearlessness, completion, commitment, inspiration, assuredness, penetration, 
intelligence, energy, integrity, and being in the customer's head. In a detailed 
matrix, Segil clearly outlines, defines, and gives examples of each characteristic. 
For example, integrity, having trust and credibility, requires an organizational 
environment that values honesty. One management process suggested for the 
implementation of leadership integrity into the workplace is "360-degree 
feedback": an open and responsive flow of communication among all levels of the 
corporate structure, be it compliments or constructive criticism, that enhances 
relationships by promoting trust and honesty. 

One example of a flexible, dynamic leader is Jerome Adams, a senior executive at 
Shell, who has taken the characteristics of managing internal alliances with his 
peers and those who work at Shell very seriously. He directed the Shell Learning 
Center for many years in Houston, building it into one of the premier corporate 
learning centers in the world, where executives and managers, partners and 
competitors are encouraged to share their processes with each other, as well as 
discuss the challenges they face on both professional and personal levels. Adams 
strives to ensure that his internal network stays strong and suggests that others 
do the same. He sums up his philosophy with "We value each individual at Shell 
as a contributor, an internal alliance partner, if you will, that deserves the nurturing 
and consideration that we apply to our external partners." 

The Leader as Partner: The Reality of Political Power 

The Right Honorable Kim Campbell, former prime minister of Canada and current 
visiting professor at Harvard University, discusses how, to some, the notion of 
"leader as partner" may seem to be a contradiction in terms. Leaders are "in the 
vanguard," "out in front," "ahead of the game," "on the cutting edge." However, to 
Campbell, the point of leadership is not that it is spatial or hierarchical, but that it 
is imaginative. 

Campbell recalls a time when she approached the caucus on what was 
considered to be the most divisive criminal law issue in Canada, gun control. Not 
only was her presentation complicated by the urban-rural split on the issue, but 
further by the fact that she was the first woman, and an urban woman at that, to 
lead a legislative initiative on gun control. 

Campbell diffused the situation immediately by stating to the caucus: "I don't get 
to be minister of justice unless you get elected. I am not here to get you defeated 
in the next election." By recognizing that all caucus members were part of the 
same team, an important common ground was found, and at all times, even when 
the disagreements on the bill were sharp, Campbell reiterated that basic premise. 
In making a realistic assessment of her power in that situation, and in 
acknowledging from the start the importance of the caucus, she established the 
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basis for negotiation. Ultimately, the detailed consultation on the bill not only 
enabled Campbell to respond to her colleagues' concerns, but also resulted in a 
better end product. 

One of the conclusions that Campbell draws from her experiences is that "In the 
political world, leaders can rarely meet their goals alone; they must know who to 
bring into the tent, to woo, to coopt, to share — to be partners." 

The Power of Focus 

According to Brian Tracy, a human resources specialist and best-selling author, 
the single most important responsibility of a leader is to determine clearly what is 
to be done, and then to convey that to each person. In other words, a leader must 
establish a vision understood by everyone involved in working toward fulfilling it. 

How can a leader clearly define a vision so that all others understand it? Tracy 
has many suggestions including: 

 Determine your mission. A mission statement is most effective when it 
clearly states what you intend to accomplish with your business and how 
you will measure your success. 

 Focus on your goals. People cannot hit a target they cannot see. As a 
leader, you need to set clear goals for your company or department and 
then help each person set clear goals for themselves that fit into the 
overall objectives of the company. 

 Establish key result areas. These are specific results that absolutely, 
positively, must be accomplished in order to achieve the overall output 
goal. When you involve people in the setting of clear, measurable goals by 
establishing key result areas and standards of performance, you enable 
them to focus their energies on accomplishing the most important results 
required of their position.  

Five Touchstones to Authentic Partnering as a Leader 

Kevin Cashman, an international executive coach and leadership development 
consultant, proposes five dynamics that foster enhanced synergy, connection, and 
value creation. 

1. Know yourself authentically. Instead of focusing on finding the right partner 
in business (or relationships), seek to be the right partner. 

2. Listen authentically. Be with people and have the goal to fully understand 
the thoughts and feelings they are trying to express. Cashman cites a 
humorous example: A senior executive Cashman was about to coach on 
how others perceived his poor listening skills got so agitated while listening 
to Cashman, the executive actually threw his pen across the room! 
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3. Express authentically. Start observing how authentically you're expressing 
yourself. How are you actually articulating and following through with your 
requests and your promises? 

4. Appreciate authentically. Look for what is going well. Point it out and have 
some fun celebrating the good things as they come up. Shift your analysis 
of situations from finding fault to finding the value being added. Remember 
to acknowledge effort and intention even if results are occasionally lacking. 

5. Serve authentically. As leader-partners, our real job is to serve all the 
constituencies in our life, and in the process, to appreciate genuinely the 
fact that only through our interdependence with others do we create value.  

Conclusion 

Partnering: The New Face of Leadership brings together a tremendous group of 
acclaimed specialists and experts in a remarkable discussion of the emerging 
style of partnership and leadership. In the new corporate environment, executives 
no longer fly solo but rather soar to leadership success as a member of a larger 
and more expansive team. With this collection of original essays, editors Larraine 
Segil, Marshall Goldsmith and James Belasco have created an essential resource 
on partnering. 

 


