What Makes a Good CEO
We start off with the premise that the CEO is involved in an SME, not for him the qualifications of an MBA, or many years experience in Commerce, working his way up through the various grades in the organisation.

This particular breed of CEO has come up the hard way, learnt his experience first hand and has generally done things his way (to an extent)

The common theme running through their characters seem to be a boundless energy, a strong vision, resilience and a realisation that at some stage they will have to turn to other mortals for help.l
The experience culled from working closely with these people who have ranged from one man bands to £30million plus turnover companies is distilled into four main areas and is best illustrated by the model below.
Generically I will call this ‘ Intelligence’ and it’s application puts the CEO in a position where individual strengths are noticed and areas for improvement are identified.
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The layout of this model is roughly the right hand side deals with facts and the left hand deals with people, I will explain each area of the map in a detail and explore a few ideas along the way 
.

Lets start with a the Self
Self Intelligence
Potential

Potential management is key, having high performance recruitment and employment policies ensures a feelgood energy level and a bounciness that comes from other peoples motivation.

Reaching your potential and staying there is a combination  of knowing yourself, your strengths and weaknesses and passions. Identify and excel at your strengths and get help with your weaknesses, Demonstrate Character and Leadership. 

Above all behave ethically, you can influence behaviour only by showing exemplary behaviour yourself , dont attempt to say one thing and then behave  differently, this dis-ease will manifest itself in inappropriate behaviour in your subordinates. 

Visibility and visible, outwardly ethical behaviour builds trust ,openness leads to a shared sense of reality and will allow personal goals and corporate goals to stay aligned.

This honesty and openness even comes down to admitting to employees  what your weaknesses are so that energies can be channelled to support those areas that require it.

Loneliness

A lot of CEO ‘s in  moments of emotional awareness complain that they are lonely, what they mean is that there is no one to share the decision making or indeed be seen as a barometer to their thinking.

The downside of this is the sheer hard work , effort and determination that goes with the job  and a willingness to sacrifice personal time with family, friends and general social interaction in a friendly environment.
Denial

To constantly re assess your business direction is essential, if the basic model does not work anymore then being in Denial is suicidal.

There has been many instances of outmoded business models becoming extinct through denial and subsequent inaction.

Every business has two components in it’s model ;the core and the augmented.

Inevitably the distinction becomes blurred over time, knowing that the core has moved and that the augmented is now the core  will enable resources to be allocated more efficiently

(Theodore Leavitt- The Marketing Imagination)

Failure to understand shifting consumer demand and ignoring technical innovations, demographic changes, in fact any one of the key variables in Porters Five Forces model leads down a terminal path, Denial that this is happening is the first step.

Networking

The flip side of loneliness is however the need to put yourself about and meet as many business related contacts as possible.

If they have been in jobs before in larger organisations then they need to preen  as much valuable knowledge about all aspects of the business as they can.

Basically soak up the business world, know who your contacts are, establish a business network of trusted souls and share and swap information.

Find a mentor in a non hostile environment .

Thinking

Develop the need to see the bigger picture, manage the strategic issues that affect your business, whilst at the same time understand the detail when it is important.

A good CEO has to switch from ‘detail’ to ‘strategy’ quite quickly and also understand the relationship between the two
Personal Brand

Usual stuff here, but worth repeating, you are your own brand, manage your identity and make sure your persona is what you portray to other people.

Corporate Intelligence
Information systems

Identify the key barometers of the business and monitor them constantly, these can range fro Sales per month, Cash in the Bank, or Pipeline orders, whatever measure is employed make sure it is timely and accurate.

At some point in the development of an SME there will come a time that calls for a degree of sophistication  in the Management Information systems

Reams of paper have been devoted to what is a good or bad IT  led system and what measures are appropriate.

A CEO will know instinctively what levers to press wihen the Information systems throw up anomalies.

Corporate Intelligence is vital to identify early on corrective actions.

Whatever the degree of sophistication required of Information systems, sight must not  be lost of these Key Indicators.

This Corporate Intelligence needs not only to be rationlaisation of things past (Management Accounts) but also a predictor of future Corporate Events (Sales Pipeline indicators) 

Mistakes

If you don’t have a Management Information system or some other Barometer of trend or mistake prominence then get one.

To improve performance, the organisation as a whole needs to be receptive to new and challenging information and people need  to acknowledge they are wrong and that mistakes do happen
Starting a business from scratch needs a few good masculine attributes, aggression, strength, resilience, even emotional detachment , however an disproportionate focus on these attributes can lead to a position where these stereotypical ideals get in the way of the real job requirements

Emotional Intelligence
The successful Entrepreneur will have to employ other people.

Dealing with the Technical outputs of each person falls under the Corporate Intelligence quadrant, and there are a whole host of performance measurement criteria which can be pit in place to influence behaviour and results.

Focus

Maintain Focus at all times and don’t deviate from the path without informing people, this way you will maintain collective leadership

CEOs themselves can possess a level of Self Intelligence and  can be technically adept at key skills, engineering, science, accountancy , and may even be formally qualified in this but they need to learn about people management.

Learning to trust other people to do a better job than you is a key skill.

The ability to think on your feet as you meet other people and explore fresh ideas is paramount, if your style of learning is reflective rather than instinctive, then develope an instinctive, non procrastinational style of thinking and also if you make a bad decision, learn to recognise this and make a better decision afterwards
Daniel Goleman has explored the area of Emotional Intelligence  (Daniel Goleman-Emotional Intelligence)in great depth and it was he who first coined the phrase, If you decide to inhabit this quadrant then you need to develop the antennae to catch the prevailing mood swings and personal issues surrounding you people and  sense intuitively when people are developing dysfunctional habits, either individually or in Groups  

Intra- emotional Intelligence and Groups
A good CEO will embrace diversity and mange the diverse behaviour of people in groups. Recognition that idiosyncratic strengths and weaknesses can be blended into a synergistic whole is a start, but constant monitoring of team behaviour is paramount.

Managing creative tension is the positive aspect of team performance, avoiding slipping into the dark side takes real skill and knowledge

There will be times when teams go into toxic shock because the group task is beyond there capabilities and the reversion to type when under stress leads to dysfunctional behaviour. CEOs need to be aware of this and the propensity to assume that the square peg task always accommodates the square pegs at his disposal means that the early warning signs are not easily noticed.
Teams fail to accomplish tasks for a variety of reasons, but the CEO needs to assess the task at hand and whether the Team will perform effectively or teeter into toxic meltdown as a result.

Once the Team has reached this point, a whole level of mistrust creeps into the team and they can never reproduce the synergies they once had because the fear of meltdown pervades. Allowing this to happen is plain bad leadership, both on the part of the CEO and the Team who have consciously (or unconsciously) jettisoned the idea of self leadership.

It is a fine line between accountability and blame , the distinction comes down to leadership.
Sure signs of toxic meltdown include

Procrastination

Threatening behaviour

Defensive posturing

Silence

Pairing
Inaccurate perceptions

Lack of Respect

To avoid this happening the CEO should constantly monitor the visible ( and often invisible) signs of behaviour and not just the results of the team task but also how these results were achieved and the behaviour displayed.

Toxic meltdown is fatal.
Where conflict is involved the CEO must provide a resolution, acting if necessary as a referee, this will at least provide closure and prevent disharmony, at some point the CEO simply has to intervene ( pull rank if necessary) to avoid dissonant behaviour becoming inbred.

Good CEOs are adept at combining creative energies across  functional divisions within the business..

Breaking down the barriers (or indeed not having them in the first place) creates efficient structures for cross fertilisation of thought .

Quite often this cross fertilisation arises from the informality of the SME rather than a larger Silo mentality

Groups and networks  form and evolve organically, however when left unmanaged such networks can inhibit rather than promote innovation.

The CEO needs to be an ‘ideas creator’ and encourage innovative thinking.

Once these ideas have emerged the skill of the CEO is to collate the collective energies of the team and channel them positively.
How to create this environment is a key skill, it starts by encouraging cross functional meetings from different parts of the organisation, it also involves the constant monitoring process identified above.

Encouraging Teams and individuals to promote their Intellectual property for the good of the organisation and be recognised for it is as good a motivational tool as any..   

Political Intelligence

A lot of pejorative literature has been written about Politics and like the Curates Egg it is good in parts.

Politics is the art of getting things done either via power or persuasion, in some organisations, the predominant style of decision making is via this method and conversations outside formal meetings and pre meeting meetings often have a beneficial effect on smoothing the decision making processes  in an organisation.

These are ’good’ politics  Conversely there can be ‘bad ‘ politics which can be the flip side of this process.

The Political machinations of an organisation have to be managed. 

This starts from the top,’ if there is an insistence on clear open transparent decision making and effective communication then the undercurrent of Political behaviour can be channelled to the good.
Reading the Political landscape, and indeed setting out the boundaries is key

Politics is an interweaving of information, value judgements and often just plain moodiness throughout the organisation, it is cross functional and multidisciplinary in its pervasiveness.

Agendas need to be open not hidden.

Most important, learn to listen, don’t assume that just because you have told someone to do something they understand it.

Allow time to listen to comments and clues as to how the other person is thinking when you are giving direction.

Constantly monitor progress on this and feedback and correct where appropriate

Consistently deliver the message, if you change your mind, midway, make sure you tell everyone and they understand.
At the SME level the CEO communicates on two non political  levels

Firstly, constantly monitoring behaviour and ensuring compliance with the Vision, Secondly counselling and directing strategy.

The line between Executive and Strategic is very fine and can lead to misunderstanding of allotted tasks if the rules of Engagement are not clearly communicated.

The worst case of this would be where the CEO, in frustration, does the allotted` task all by himself just to prove a point!

.

Political Learning

CEOs should promote the concept of Political  learning by setting leadership agenda which influences the way Political energies are channelled. E.g
Set direction and set out the mission
Encourage problem solving

Encourage multi disciplined thinking

Promote 360 degree feedback

Promote experimentation

Provide learning guidelines

Politicising the decision making process.
Always decide based on your political awareness of the prevailing conditions inside and outside your organisation, a bad plan is just as good as a good plan if it starts you moving, if you go in the wrong direction, make a detour to get back on track by implementing your decisions sooner rather than later.

Political insights gained from  bad decision making need to be assimilated , understood and not repeated.

Politics and Motivation 

Think about self Politics and self motivation all the time, remember you are at the top of the organisation and people will try and copy your behaviour.

Without motivation there will be a  lack of efficiency that you and your employees may fail to apply. This is because there is  no incentive to perform tasks to a high standard or complete them on time. It is therefore important that you give yourself and them something to work for as a reward for  high level of performance, all being essential to the success of your business.
Lack of motivation is the key source of bad Political behaviour
 

Everyone is motivated by different things and a majority of these factors are not money orientated: instead people may react more effectively to incentives that offer personal recognition and achievement. In which case, you should determine what motivates individual people and further determine whether a financial or non-financial incentive is the solution.

 

There is a fine line between factors that motivate  and factors that prevent job dissatisfaction. It is a question of pleasure or pain. People move away from pain towards pleasure, the first step is usually an *acceptable* wage that they can live on.
Beyond money there are other non financial rewards that motivate, CEO’s need to tap into the psyche of the person that requires motivation (including themselves) and work on a reward system accordingly

Whilst Maslow has tended to be discounted over the years, seeing motivation as a tool to move up the hierarchy of needs is a good place to start, at some point in the hierarchy, the relevant pressure point will emerge.

Conclusion

So, do CEOs always get it right?
The answer quite often is no, whoever said the man who never made a mistake has done nothing is probably correct.

The purpose of the Intelligence map is to see what part of the business world the CEO and it’s organisational mores inhabit

By constantly reviewing the intelligence map the CEO can steer the Business on the right course using the right mix of intelligences to achieve the objective and arrive safely at the chosen destination.

By identifying where the CEO is on the map, then directional resources, time and energy can be applied to those areas that are most needy 

The Intelligence map is dynamic, what the prevailing  corporate weather conditions are today and the location will have changed from yesterday .
In the final analysis the answer lies in not just what is achieved but how it is achieved.

Holding a competitive and ethical standing in a competitive market is a balancing act of all the above ( as well as making a profit)

CEOs who succeed drive competitiveness whilst maintaining their core values.

They deliver short term performance and longer term leadership.

Creating a sustainable and workable Intelligence map to achieve the short and long term positions is important, the measure of  success  in this area is survival and growth.
