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Leadership

THE SECRET
CODE OF
SUCCESS

BY BEN LAKER, MARK RIDLEY
AND IAN MILLS

What is the greatest formula for high-level
success? In this article, the authors highlight
the significance of fulfilment, control, resilience,
influence and communication in making perfor-
mance at its best. Armed with this insight, when
recruiting in the future, leaders will be far better
equipped to investigate the deeper motivations
and beliefs that drive the best-of-the-best.

ased on 20,000 hours of comparative anal-

yses across the spectrum of performance

and interviews with the world’s most iconic
leaders from organisations including Adidas, Cisco,
GSK, JP Morgan, Microsoft, Oracle, Steinway &
Co. and Vodafone, a recent study from Transform
Performance International (LID Publishing, 2017),
presents the most rigorous global evaluation of
how leaders behave and are driven, which in doing
so reveals the “secret code” behind consistent and
high-level success.

Insights from this study are fascinating and
suggest that five core beliefs are held by all leaders,
referred to as Destination Beliefs because many of
those interviewed regard their professional (and
personal) life as an ever-expanding journey. Whilst
they acknowledge the importance of the belief in
shaping their mind-sets and behaviours, they point

out repeatedly that these core beliefs are aspirational,
evolving continuously, and certainly not finite.
But this was not the whole story. It was clear that

the Destination Beliefs are necessary components
of aleaders’ belief system, but what really separated
the top performers from the lower performers was
how those beliefs were interpreted and synthesised
internally. Put simply, for each Destination Belief
the interviewees described attitudes towards the
belief which spanned a spectrum. These were the
10 sub-beliefs, referred to as Journey Beliefs because
they demonstrate how we respond to what happens
to us on the journey.

What is most interesting is that the interviewees
expetience and even wrestle internally with journey
beliefs from either and/or both ends of the spec-
trum. The most successful leaders respond to certain
journey beliefs with greater intensity than they do to
others. And it is their response to the intensity of
the journey belief which then drives a behaviour.
Journey Beliefs lay out in front of leaders the path
that they will walk through. And whilst much may
have been said and written about having the “right
kind of attitude”, now, for the first time, it can be
measured in a specific population. Here, finally, is
a causal chain of five components, a formula for
success — The Secret Code.

High performers are constantly evaluating themselves against a personal
progress goal to be the most professional, productive person they can be.
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Fulfilment is the fise \\/hen failure comes, they don’t blame the
component. It’s a state . .

| of satisfaction that comes  €CONOMY, their company, or the marketing
from knowing you’ve

department. They embrace it as
something they own, because when
you own a problem, you can do

either achieved, or are on
track to shift performance
from good, to better, to

best. High petformers are
constantly evaluating themselves against a personal
progress goal to be the most professional, produc-
tive person they can be. They know the extent to
which a potential customer (internal or external)
engages with them is a reflection of their personal
style of Communication (more on this later), cred-
ibility and persuasiveness.

They understand  the

Communicibon concept of Control, the
ramnent © second  element.  They

Infusnos believe in having a plan,
and regularly evaluate

where they want to be,

where they are, and what

the gap is. They show a
sense of personal accountability for their success
or failure. When failure comes (it does even for
top performers), they don’t blame the economy,
their company, or the marketing department.
They embrace it as something they own, because
when you own a problem, you can do something
to change it. Failure is therefore seen as a tempo-
rary setback on the road to inevitable success,
where every mile of asphalt, every pothole, every
bridge, tollgate, and detour is seen as something
you can control.

Resilience comes next. It
is connected to Control as
it represents your ability to
bounce back from setbacks
and get back on track.
Like Control, Resilience
is revealed through taking

action. Like a muscle that
grows after exercise, or a chunk of coal that gains
value after being squeesed under pressure, resilient
leaders face whatever the world throws at them,
convert the stress to positive energy, and get busy

something to change it.

shaping their own destiny. Resilience means being
adaptable to change, and showing a “can do”
approach when the pressure is on to meet dead-
lines, advance the sale, win the deal and hit quota.
Resilience is a fundamental building block for
achieving Influence as a leader.

Influence is the fourth
piece in this jigsaw. As a
leader, you need to gain
with
to open doors, get on
the calendar, gain stake-
holder support, and win
business.

influence others

You also need
influence with people in your own company to
secure resources, support or the pricing needed to
win specific deals. You need influence to plug in
to the internal grapevine and know about changes,
risks or opportunities before they’re general knowl-
edge. Some people see this type of behaviour as
being political — and they’re right. You will always
encounter politics on the job. People will always be
jockeying to be noticed, gain allies, build a power
base, or exert influence over their work environ-
ment. It requires extra effort to navigate this, which
is why resilience is needed as a foundation. Influence
is gained by networking, talking to a lot of people,
and using the wisdom of crowds to your advantage
so you're never caught by surprise. When you know
in advance what changes are coming, how people
feel about them, what they most want, and whose
opinion matters most, you can take action faster and
more precisely than others. You build a track record
of success. You gain partisans and friends in all the
right places. This gives you Influence. A key building
block to do all this is your ability to communicate.




Leadership

Communication is
the fifth piece of the
puzzle. You can never
over-communicate with
your colleagues or with
a customer. Speed and
clarity are the keys. Speed
is important because
today people ingest and

send information in person, or by phone, video,
email, blog and tweet. If you can’t say it in 200 char-
acters or less, some people switch off. So instead

of long meetings, letters or emails every few weeks,

try having shorter exchanges every few days. The
important thing is to stay front of mind. Clarity is
important because there’s so much noise competing
for people’s attention, your message needs to be
precise and stand out from the static. Try thinking
of every communication as a three-part story: you
need an attention-grabbing headline, a reason it
matters and a call to action. This applies to what you
write and what you say. The lesson we took from the
interview analysis was clear. High performers #hink
about how they communicate. They recognise that
communication is never about one-size-fits-all. In
short, they are flexible, chameleon-like. And they are
like this because they come from a place where they
believe that they have a duty to help others under-
stand, to enable the asking of questions; in short, to

generate dialogue.

Let's summarise:

* The better your communication, the more
conversations and ideas you explore with people,
and the more opportunities you can uncover to
pursue your personal goals for fulfilment.

* The more fulfilled and confident you become,
the more gravitas you project, and the more

control you exert over your environment.
* The more in-control you are, the easier you evade
obstacles. But even when you can’t, you deal with

— ' High performers think about
ow they communicate. They
recognise that communication is
never about one-size-fits-all.

Figura 1= Interconnectednass of the 5 Destination Beliefs

which underpin the Secret Code

Communication

Resilience

challenges in a way that builds your emotional,
mental, or spiritual muscles; your resilience.

* The more resilient you are, the more you choose
to act rather than be acted upon; the more
people and events you will influence.

* The more influence you gain, the more doors
open to connect you with other influencers. You
become better informed, hear of opportunities
before others, and greatly improve the quality
of your communication with others.

* The better your communication, the more conver-
sations and ideas you explore with people, and the
more opportunities you can uncover to pursue
your personal goals for fulfilment . . . and so on.
How did these Journey Beliefs manifest them-

selves? In summary, top-performers believe in
giving themselves permission to be better than
they ever dreamed possible. Low-performers
believe that success comes from avoiding failure.
Top-performers hold themselves accountable
for their success: low-performers are happier to
attribute lack of success to factors which they
perceive to be outside of their control. The high-
est-performing group look for ways to work smarter
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when facing tough times; the lower-performers talk
about working even harder. High achievers know
that having influence comes through demonstrating
flexibility, not brute force due to position or power.
And finally, the top-performing leaders regard
communication as an ever-deepening dialogue,
whereas lower performers tend to view communica-
tion as more transactional and transmission-centric.
As you can see, the Secret Code is a self-ac-
tualising, self-supporting cycle of behaviour and
beliefs. The implications for leaders are huge.
Let’s liken their performance to the body of a
racing car. We see the shape, the style and color,
assembled and ready to hit the road. A person’s
education and skills might be likened to fuel in
the tank; the more they have, the further they’ll
go. Their needs, ambition and hunger might be
likened to spark plugs that ignite the fuel to create
combustion to drive the wheels. Within this
analogy, where do belief systems fit in? They’re
at the drivet’s feet: the accelerator and brake. It
doesn’t matter how suited to any role a psycho-
metric assessment says a person is, if deeply-held
beliefs make them drive with the brakes on. &4

o
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