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Leaders Advancing Leaders

We are in a VUCA world: volatile, uncertain, complex, and ambiguous. Where 
transformation used to be a one-time event in the careers of CEOs – or episodic, at most 
– it is now continuous. How do business leaders stay ahead and prepare for it? How do 
they create an adaptable, agile, flexible, fast-moving, and responsive renewal of 
themselves and their organizations? That has to be continuous as well.
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01 THE TRANSFORMATIONAL LEADER

“I really believe leaders are made, not born. The 
process to go through is: I observe, I learn, and 
then I do.”
- A.G. Lafley

Think

The most important role of the CEO is connecting the 
meaningful outside correctly to the inside. Seek first to 
understand the outside environment. A problem well defined is 
half solved, an opportunity clearly described is half seized. Too 
much debate occurs on what to do before the challenge is 
adequately defined.

“Manage your energy, not your time.”
- A.G. Lafley

Decide

A CEO should make very few decisions. Be clear about the ones 
you do make. Be clear when you make them. A big part of the 
decision-making is deciding how you are going to delegate. To 
make that work, your delegation of authority has to be clear. 
People have to know that they really have the decision. Push 
decision-making to where the knowledge is.

TEAM CHALLENGE
Building strategies to win the 
last war will never prepare you 
for all the possible unknowns. A 
more practical approach to 
strategy is playing to win. Guide 
your teams through the 
following choice cascade to 
develop resilient strategy:

1. What is winning?

2. Where are you going to 
play? 

3. How are you going to win 
there?

4. What core capabilities and 
competencies are you 
going to create so you can 
win?

5. What simple systems are 
you going to put in place so 
you can maintain 
consistency?
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Do

You have to first be the change that you want to see. People 
may listen to what you say but they always watch what you do. If 
there isn't congruency and consistency between what you do 
and what you say, they are not going to join you. It is a personal 
choice. Think through what you will change, how you will 
change, and why you change.

Connect

Build a network outside of your company. Open up, connect, 
make unlikely connections, and begin to collaborate. Some of 
them will be dead ends, while others will yield surprising 
insights.

“Over time I made fewer and fewer actual 
decisions. While I could set some broad 
direction for the company for two, three, or five 
years, most of the strategy, operating, and 
certainly executional decisions needed to be 
made close the customer on the ground. I 
wanted the individual or the team with the most 
knowledge and day-to-day contact to make that 
decision.”
- A.G. Lafley

PERSONAL CHALLENGE
Write a letter to yourself as if it 
were written by one of your 
team members. Comment on 
the extent to which your actions 
as a leader represent what you 
demand of your teams. 

E-LEADERSHIP
1. Envision

2. Engage

3. Enroll

4. Enable

5. Empower

6. Execute
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02 TRANSFORM INTERNALLY

Encourage ideas

Transformative companies are constantly looking for the next 
opportunity. Encourage teams to propose new ideas for the 
short, medium, or long term – daily if possible. Create a safe 
environment where teams have permission to fail in the process. 
Guide conversation around the ideas to prioritize which would 
have an impact. Even parked ideas may suddenly become 
relevant during a new context or crisis. Build a thinking 
organization rather than a purely doing organization.

Sense the customer

Changing customer needs and wants should drive new ideas. 
Stay close to the customer to sense what is changing on the 
ground. Understand your space and own it. Stay focused on 
what your consumer thinks your core is.

Maintain extreme focus

Some disruptions pose such a threat to the organization that 
they cannot be avoided. Yet, these are rare. In most cases, you 
can and should choose which disruption to focus on. You cannot 
win them all. Pick the transformation where you can make a 
difference.

“When I went back to P&G in 2013, I promptly sold 
eight out of 18 categories that we were in. We shed 
15% of the revenue and about 5% of the profit of the 
company to get focused. I was very clear about our 
choices. We were going to win by understanding 
consumers better.”
- A.G. Lafley

QUESTIONS FOR YOUR 
TEAM
1. What business do our 

consumers think we are in?

2. How does that differ from 
what business we think we 
are in?

CASE STUDY
Transformation is an attitude

In early 2019, FedEx announced 
the development of its 
SameDay Bot — an autonomous 
delivery device designed to 
help retailers make same-day 
and last-mile deliveries to their 
customers. The bot is still being 
developed, but the fertile 
environment for ideas and 
innovation it encouraged meant 
that FedEx was perfectly placed 
to improve service during the 
onslaught of digital needs 
during the COVID pandemic. 
Some ideas launched by FedEx 
as a response to the crisis had 
been parked for over 10 years. 
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Empower small and agile teams

Keep teams small and tight. If you don’t get the fit right, change 
fast. Set a strategy and vision that gets everybody excited and 
then have an army of believers that will try to make sense of it, 
turn it into something more practical, and autonomously start 
executing in that direction.

Do so without cutting off pathways to a broader voice. Solutions, 
ideas, or early awareness of a new disruption can come from 
anywhere. Sense your organization.

“I spent an insane amount of time on talent and 
training. I really did know the top 250 people in 
the company. I knew them really well.”
- A.G. Lafley

Do not be self-sufficient

No matter the size of your company, you cannot and should not 
do it all yourself. Create a network of the best players to partner 
with to get things done. Expose the company to new ideas, new 
technologies, and new ways of working.

Do not fear failure

Failed strategies are a gift. Fail early and fail fast. Remove blame 
and focus on what happened and what you learned. Do not 
create a ‘one strike and you are out’ culture.

CASE STUDY
Strategy before speed

One of P&G’s largest strategy 
failures was to encourage 
stretch and speed before 
developing a detailed roadmap. 
Speed is important when the 
company and everyone in it 
knows where they are going. It 
works when the course, tactics, 
and operations are set and 
everybody is ready to execute. 

P&G pursued speed with a 
vision rather than a plan and 
missed its numbers by over 15%. 
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