
PACE: Effective Leadership

Effective Leadership



PACE: Effective Leadership

As a leader in CDK Global, you will be responsible for 
creating an environment of positive change and continuous 
performance improvement, in order to enable the organisation 
to achieve its strategic objectives. As such, you will be 
responsible for effectively leading others through the multitude 
and speed of the associated challenges that will then come 
their way. In acknowledging this responsibility the question, 
“what is effective leadership?” then comes to mind.

To answer this question, we will further explore the leadership 
model which we introduced in your accompanying podcast. 
This particular leadership model, proposed by Kouze and 
Posner, identifies 5 key practices of Effective Leadership. 
In this article, we will focus in particular on the 3rd Leadership 
Practice, that of “Challenge the Process”. 
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Whilst we at TOWARD recognise that there is no generally accepted definition or path to Effective 
Leadership, all explanations do agree on the fact that Effective Leadership involves “the ability to 
influence others towards a specific action or goal”. To help you focus in on identifying the qualities and 
behaviours associated with Effective Leadership, we introduced you to a specific leadership model in 
the podcast accompanying this article. The model, by Kouze and Posner, is summarised below. 

(Adapted from Kouze, J. and Posner. B. (2012). The Leadership Challenge. Jossey-Bass.)

Model the way 
Find your voice 
by clarifying your personal values. 
Set the example  
by aligning actions with shared values.

Inspire a Shared Vision 
Envision the future  
by imagining exciting and enabling possibilities. 
Enlist others  
in a common vision by appealing to shared aspirations.

Challenge the Process 
Search for opportunities  
by seeking innovative ways to change, grow and improve. 
Experiment and take risks  
by constantly generating small wins and learning from mistakes.

Enable Others To Act 
Foster collaboration  
by promoting cooperative goals and building trust. 
Strengthen others  
by sharing power and discretion.

Encourage the Heart 
Recognise contributions  
by showing appreciation for individual excellence. 
Celebrate the values and victories  
by creating a spirit of community.

The Five Practices and Ten Commitments  
of Effective Leadership
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The Effective Leadership Model is comprised of 5 key leadership practices. During our first Residential, 
we spent some time exploring elements associated with the first two of these leadership practices. 

In terms of the first of these, “Model the Way”, you will remember how you considered the concepts and 
models associated with “Values Identification” and “Leading from the Core”. Through these exercises 
you had the opportunity to identify your own personal values, as well as begin to understand how you 
demonstrate and practice your values on a daily basis. 
 
During the same Residential, you also explored key elements associated with the second of these 
leadership practices, “Inspiring a Shared Vision”. You will remember how the “Dilts Model” helped 
illustrate how your values are aligned with your identity and purpose and how these three elements 
form the very core of you. The content and exercise associated with “Ancient You”, built on this concept 
of purpose and enabled you to explore it further by considering your life journey from an alternative 
perspective, that of the mature and wiser version of current self. You then revisited the concept of 
purpose again, through the material associated with “Well Formed Outcomes”. Through the associated 
exercise you were encouraged to look forward in time to your own future and explore the endless 
possibilities and opportunities that are open to you, before focusing in on your own personal dream. 
After defining and describing that dream as a purpose, you clarified your direction of travel towards 
that purpose, a direction that is now clear to both your conscious and unconscious mind, for you to go 
after with energy and conviction. 

And so, for the remainder of this article, we will hone in and focus our attention on the 3rd Leadership 
Practice, that of “Challenge the Process” and in particular, on its two component themes of:  
Search for Opportunities; and Experiment and Take Risks.

Let’s take the first component theme, that of Search for Opportunities. Effective leaders do not sit 
around idly awaiting luck or fate to bring them the perfect opportunity. Rather, they lead others to 
greatness by seeking out opportunities to challenge the norm. Maintaining the status quo simply 
breeds mediocrity. In contrast, effective leaders are pioneers. They venture out into the unknown,  
to search for the possibilities to make something meaningful happen. They test their own abilities as 
well as motivate others to exceed their self perceived limits. They purposefully seek innovative ways  
to change, grow and improve, by challenging the status quo.

Through this ability to challenge, they enable the development of innovative new products, identify 
cutting-edge services, spearheaded invigorating campaigns, set up new plants and established new 
business. But that is not to say that they are the ones that come up with the ideas. In truth, not every 
effective leader is innovative. Rather, what every effective leader does have in common, is that they  
are open to the ideas of others. They listen. They then become interested and energised as they take  
on these ideas. They look outwards and upwards. They take advice. They invest their energy and their 
time. They champion. They identify the resources and sponsorship necessary to enable these ideas  
to come to fruition. 
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Some of us would believe that leaders achieve their successes overnight. But research would indicate 
that this is not the case. Rather, they achieve their success by taking small steps forward. It is 
incremental. They persevere with grit and determination. They take the pain. They move forward with 
the little victories. One step at a time. 

Take Alan, a leader that we have worked with recently. His personal best leadership experience involved 
reviving the branch office of a leading third-party logistics provider. Alan realised that the existing 
business-as-usual environment was inward facing, detail orientated and stagnant. He understood that 
there were better ways of doing what they were doing, but he personally didn’t know what they were. 
He knew, for example, that other people had more product and transportation knowledge than he did. 
So he started asking around. He spoke to those that knew more than he did, to team members,  
to customers, to colleagues in similar organisations and to contacts in different sectors.  
He challenged them to say what they saw. To tell him what needed to be done differently. He listened. 
He heard their ideas. 

He then spent considerable time and energy understanding what he had heard and what could be 
done differently. Then he started. He began with one little action, in the area of customer experience. 
He changed the opening hours so that customers could access the branch services before and after 
their own working day, as well as at weekends. He then continued at that pace, little actions and often. 
Changing processes, systems, technology, strategies and people. Making new things happen.  
Two years later, the net revenue of the branch had increased by over 140% and went from one of the 
lowest ranking, to one of the top three in the global firm.

In order to notice what needs to be improved, effective leaders continually ask themselves, “why are 
we doing this?” and “how can we do it better?” in order to uncover needed improvements and deal with 
them immediately. Consider this example from Starbucks. One store manager had an idea of improving 
the menu offering. She purchased her own blender to create a drink she invented. She created her 
product in her local store and tested it with her customers. As more and more people requested the 
product, the company became convinced of investing in the drink. Since then, the Frappuccino has 
brought hundreds of millions of dollars in revenue to Starbucks. 

Similarly, Kahlid Hussain, a software director at IBM appreciates the value of the free flow of ideas with 
his team. He believes that problems and solutions are the responsibility of the collective team and as 
such, he has removed traditional organisational boundaries in order to encourage everyone on the team 
to take their initiative. He purposefully creates the space for ideas generation and sharing, through 
for example, technical seminars. He has found that by inviting industry leaders to share their ideas 
and experiences, his team are prompted to respond to current challenges using innovative thinking to 
generate sophisticated solutions. 
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Effective leaders know well that innovation and change require them to Experiment and Take Risk.  
But it is not just success that comes with risk. Risk also brings mistakes and failure. As renowned 
basket ball player Michael Jordan explains, “ I have missed more that nine thousand shots in my career.  
I have lost almost three hundred games. Twenty-six times, I have been trusted to take the game winning 
shot and missed. I’ve failed over and over again in my life. And that is why I succeed.”

The key that unlocks the door to every opportunity is learning. Great leaders are great learners.  
They create a climate and a culture where people learn from their mistakes as much as they do from 
their successes. 

Learning happens when people can openly talk about what went wrong as well as what went right.  
By asking, “what can we learn from this experience?” effective leaders create a culture of openness  
and collaboration, where it is safe to try, to fail and to learn from experiences. Failures and 
disappointments are inevitable. How you handle them will determine your effectiveness and success  
as a leader. As our organisations are required to operate within more stringent regulatory and legal 
constraints, that appetite for risk diminishes. The consequences of failure are perceived to be greater 
than the potential benefits of the success. Often it feels easier to stay stuck in the ordinary,  
than challenge the norm. 

As an effective leader, you have to “Model the Way”. You have to be courageous and honest with 
yourself and others, in order to own up to your mistakes so that you can gain the learning necessary to 
be better the next time around. That then sets the tone. Others then know that when they experiment 
and take risks, they won’t be punished for failure. By encouraging everyone to share successes and 
failures you will create an environment where continuous improvement is the routine way of doing 
things and where others feel strong and confident. 

Building capacity to be an agile learner begins with what Stanford Psychologist Carol Dweck refers 
to as a “growth mindset”. A growth mindset, she suggests, is based on a personal belief that you can 
cultivate your qualities through your effort. She compares this to a “fixed mindset”, whereby individuals 
believe their qualities are fixed. So individuals with a growth mindset, for example, would believe that 
leaders are made, not born. Whereas those with a fixed mindset, would believe that leaders are born, 
not made. In study after study, researchers have found when working on simulated business problems, 
those with fixed mindsets gave up more quickly and performed more poorly than those with growth 
mindsets. Mindsets, not skill sets, make the difference in taking on challenging situations. 

To develop a growth mindset and to nourish it in others, you need to embrace the challenge you face. 
When you encounter the many set-backs that will come your way, you have to persist. Hard work  
gets you there, not raw talent or good fortune. Learn from the feedback that comes your way.  
View the success of those around you as an inspiration, rather than a threat. When you believe you  
can continuously learn, you will. 
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Before completing this worksheet you will need to have listened to the related podcast and article,  
on “Effective Leadership”. 

Please take your time to consider your responses to the following questions, before recording them  
for your future reference, in this document.

In the accompanying podcast on Effective Leadership, you were asked to recall your 
“Personal Best Leadership Experience”. As you reflect on this experience, consider the 
following questions: 
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1.

Where did you succeed? 

Where did you fail? 

What did you learn?
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The accompanying article, contains the statement “maintaining the status quo simply 
breeds mediocrity”. As you consider this statement, as an effective leader, what do you 
need to do differently to challenge the norm in your own work place environment?

 

2.
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The article speaks to the value gained from purposefully creating the space for ideas 
generation and sharing. What organisational boundaries and procedures do you need  
to challenge in order to make this proposition a reality for your own team? 

3.
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Building capacity to be an agile learner begins with what Stanford Psychologist  
Carol Dweck refers to as a “growth mindset”. However, a positive learning environment 
cannot be created overnight. What are the first steps that you know you must take in 
order to cultivate this “growth mindset” culture in your own team?

4.
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