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HOW TO GET THE MOST FROM DEVELOPING LEADERSHIP PRESENCE
Developing Leadership Presence is designed to help you cultivate an effective and authentic
leadership presence for the sake of leading yourself and others better. Utilizing the tips below
will maximize your engagement with the content and improve your ability to apply the concepts,
gaining greater results.






The lesson exercises built within the lessons provide an opportunity to apply concepts in
a personal manner.
The action steps within the lessons cause you to pause and immediately reflect upon the
impact of an idea or concept in your personal and professional leadership.
The Application and Action questions at the end of each lesson allow you to reflect deeply
upon the ideas in light of your personal circumstances and behaviors.
The Structured Reflection activities following the Application and Action questions will
support your insights and focus your key takeaways while engaged in the forum
discussions.
The CDs complement your reading of the content and encourage spaced repetition,
which leads to deeper internalization.

Set goals for reaching new levels of success while participating in this forum. All facets of the
process—the content, content exercises, goal‐setting tools, coaching sessions, mentoring
sessions, group discussions—support you getting the best possible results for you and those you
lead.
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are mutually beneficial and built on a foundation of trust.
 Passion to Make a Difference
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communities.
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to accomplish their objectives.
 Green and Growing
o Inherently, no person or organization is perfect – There is always room for improvement.
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o It is imperative to recognize and develop the gifts of others while doing the same for
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 Balanced Lifestyle
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 Profit
o
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 Success
o Success for our clients and us is the progressive realization of worthwhile, predetermined
personal goals.
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DEVELOPING LEADERSHIP PRESENCE
Lesson One: Leadership Presence
Not everything that glitters is gold.
And not everything that flashes endures.
Make no mistake about it. Glitter and flash certainly appeal. They catch the eye and draw
attention. They promise delight and fascinate the imagination with mesmerizing charm. But
something more substantial is needed for lasting
absorption—something beneath the sparkle and shine.
Take gold, for instance.
Along with its distinctive sunshine glow, this precious
metal is known all over the world for its purity, its
density, its malleability, and its stability in value over
time. Its legacy alone deems it a trustworthy, genuine
treasure, and counterfeits ridiculously fail to compare to this coveted, one‐of‐a‐kind metal. The
gold standard has surpassed the fleeting allure of many a gem.
People, too, can enthrall and dazzle. With wit and grace or poise and aura, they can captivate
and transport, inspire and convince; their movements and persona influence those around them.
Thoughtful leaders recognize and capitalize upon this reality in acquiring a pleasing style of their
own.
But not all lasting impressions are golden. After the glitter corrodes and the flash fades, a person
with little substance disappoints and disillusions. And no wonder. While the exterior matters, it
alone is not enough. Developing the gold standard of leadership presence requires us to develop
the “leader within” (Crittenden, 2013, para. 10). So how do leaders cast a memorable leadership
presence—universally respected and authentically executed—a presence of purity, density,
malleability, and stability over time, bringing value to
others? How do they develop a leadership presence that
“[Leadership] presence is a
not only pleases but satisfies? They do so by developing a
key factor in a leader’s
group of skill sets that collectively project the essence of
success. It helps others take
you: your leadership presence.
you seriously, identify
opportunities for you, believe
Your journey of cultivating an authentic leadership presence
what you say, and trust you
starts in this lesson by exploring the nature of presence, the
to make good decisions… You
primary skill sets involved, and some fundamental
must look and act the part”
professional principles to prepare you to fashion your
(Crittenden, 2013, para. 12).
leadership best—working from the outside in.
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LASTING IMPRESSIONS
No question about it. Making a strong first impression is essential to professional success
because a striking impact is memorable. This first “imprint” of you remains in others’ minds,
making the first encounter a potential base from
which all future interactions and opportunities
stem. But as the cliché goes, you only get one
chance to make a good first impression…to show
the level of impactful‐ness you could have upon
others.
Just how long does it take for an impression to be
formed? Half a minute? Seven seconds? Even
less. Researchers at Princeton found that in as few
as 100 milliseconds (.1 of a second), people make
judgments on specific personality traits in other people when looking at their faces (Willis &
Todorov, 2006). Even more astonishing, neurocognition research recently revealed that split‐
second time is all it takes to form a judgment based on voice alone. Within 500 milliseconds, or
half a second, listeners form a judgment on certain personality traits merely by hearing a “hello”
(McAleer, 2014, para. 1). Imagine how many judgments are made on you before you’ve even
introduced your name!
And yet, as strong as they are, first impressions are not guaranteed to be lasting. After all, rash
judgment may not lead to correct conclusions. Granted, these judgments you make of others’
characteristics affect how and with whom you socially interact (McAleer, Todorov, & Belin,
2014), but leadership presence is built upon much more than momentary encounters.
Impressions you gather over time lead to an evaluation of a leader’s enduring presence (Dagley
& Gaskin, 2014). It is what you do over time that contributes to others’ lasting impression of
you.

Do you find yourself making quick judgments of others based on first impressions? Explain.

Describe a time your first impression of another has been accurate.

Describe a time your first impression of another has been inaccurate.
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MIRROR, MIRROR
So given that leadership presence includes first impressions, leaders should take a look in the
proverbial mirror. Most people don’t find scrutinizing what they see in the mirror as a
pleasurable activity. But when it comes to developing your leadership presence, image‐checking
takes on a whole new level; knowing what to develop requires a reasonable awareness of the
image you project.
Let’s move deeper into this lesson by exploring some elements of presence. For each item in the
table below, consider what you see and what you assume others see in you. These insights can
give you a fresh, “eye‐opening” perspective now and a valuable, long‐range perspective later.

PRESENCE PERSPECTIVE
For each aspect on the left, rate your current satisfaction level on a scale of 1‐5 with 1 being very
low and 5 being very high. You can use the notes column to jot down insights on ratings of
special interest to you. Be honest—without overthinking.
ASPECTS

SATISFACTION RATING

NOTES

my physical stature

1

2

3

4

5

my dress, grooming, accessories

1

2

3

4

5

my manners

1

2

3

4

5

my conversational skills

1

2

3

4

5

my attitude

1

2

3

4

5

my personality

1

2

3

4

5

my warmth

1

2

3

4

5
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ASPECTS

SATISFACTION RATING

NOTES

my verbal skills

1

2

3

4

5

my listening skills

1

2

3

4

5

my body language

1

2

3

4

5

my energy

1

2

3

4

5

my composure

1

2

3

4

5

my confidence

1

2

3

4

5

my reputation

1

2

3

4

5

my courage

1

2

3

4

5

my honesty

1

2

3

4

5

my thoughtfulness

1

2

3

4

5

my consistency

1

2

3

4

5

my genuineness

1

2

3

4

5

my trustworthiness

1

2

3

4

5
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A CASE FOR PRESENCE
As Glinda, the good witch of the West in the Wizard of Oz, suggested, the best place to begin is
the beginning. So as you launch into this study, let’s start with the definition of presence.
pres∙ence \ 'prez‐ͣn(t)s\ n
1. something or someone that is seen or noticed
2. fact or condition of being in a particular place
3. the bearing, carriage, or air of a person
DEFINITION ONE
Know this, leader: People watch you. They watch what you do, what you say, what you wear,
where you go. They see how you treat others, how you treat yourself, what you avoid, what you
pursue. What you knowingly or unknowingly project through your words and behaviors, then,
speaks volumes about who you are and what you value.
People also pay attention to how you make them feel. They notice when you see them and
when you don’t. They remember the promises you keep and those you forget. They endure
your sarcasm and uncertainty. And they sense when you genuinely care and when you put on a
good face.
Leadership presence in rudimentary form means taking stock of the fact that you are visible.
DEFINITION TWO
Additionally, people want you to be present, to be there, with them—mentally and emotionally.
They desire your wisdom and insight, seek to draw upon your
expertise and humanness, to tap into your well of strength and
“People who give us their
courage. And serving others as a leader requires your physical
undivided attention most
presence—to simply attend to others in the moment in a way that
vividly manifest presence”
demands putting everything else on hold.
(Helgesen, 2014, para. 4).
Likeable leaders don’t crave attention (Bradberry, 2015); they
give it. Their focus respectfully moves toward the person or task before them. By suspending
judgment and bias and bracketing out useless thoughts, they open up the capacity to see and
hear and think, freely and courteously. They support the basic human need of being known and
being loved (Scott, 2004); being present, being with and accessible to others, is an efficacious
way of connecting. Yet being present in the moment is easier said than done. Through their
work with actors, Halpern and Lubar (2003, pp. 41‐48) identified three general guidelines to
strengthen attentive leadership presence: focusing on the physical, changing your perspective,
and letting thoughts go and feelings be.
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BEING PRESENT IN THE MOMENT
Guideline #1:
Focus on the Physical






Guideline #2:
Change Your Perspective





Guideline #3:
Let Thoughts Go; Let Feelings Be






How are you doing with
Give full attention.
o Stop what you’re doing. being present physically?
o Face the person.
o Smile. The person is
there for a reason.
Be in the body.
o Sit in a comfortable,
alert position.
o Relax your muscles.
o Sense your body fully
alive.
Breathe deeply.
Transform your inner critic. How are you doing with
your mental attitude in
o Pay attention to your
the moment?
self‐talk.
o Accept that you are not
perfect.
o Focus on the intention
of your goal.
Recognize others’ dignity.
o Accept that others are
not perfect.
o Focus on others’ needs.

Pay attention to what you
are feeling.
Allow yourself to briefly sit
with an emotion, letting
thoughts go.
Separate the emotion from
the person.
See emotions as indicators,
not dictators.

How are you doing with
being present
emotionally?

Adapted from Halpern & Lubar (2003). Dramatic techniques to reach out, motivate, and inspire leadership presence. New York, NY: Gotham Books.
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DEFINITION THREE
Definition three—presence as the bearing, carriage, or air of a person—is the most robust and
visual of all three meanings. It is the outcome of all you think, say, and do and the means by
which others will perceive you. But the aura you present is not a matter of chance; rather, it is
chiefly under your control. The following lessons will probe deeply into this essence you can
shape.
Much of the success you enjoy as a leader depends upon the presence you display.

▲ Action Step: Take a moment to reflect upon the definitions of presence. What
new insight have you gained about yourself and your presence?
NOTES:

PRESENCE MYTHS
A lot of variability exists regarding the nature of leadership presence. To clear up some
confusion, let’s first rule out what presence is not.
MYTH #1: INNATE PRESENCE
Some people think certain lucky people are born with leadership presence. Wrong! Leadership
presence is a set of skills anyone can develop. Leaders can grow discouraged if they think a
strong presence is something a person just has or doesn’t have—as if it’s a matter of luck.
Nothing could be further from the truth. There are no “exclusive rights to presence” (Su &
Wilkins, 2013, p. 4). As you will soon see, sharpening specific behaviors in key areas of your life
will magnify the presence potential already within you.
MYTH #2: CANNED PRESENCE
Some people also think they need to attain a certain ideal to achieve leadership presence.
Wrong! No two leaders will manifest the same presence. Your aura will not be—and should not
be—like anyone else’s. Your gifts and talents, personality and temperament, competencies and
expertise, experiences and vision mark your presence unique and unrepeatable in its own
7|Page
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dignity. Developing your leadership presence is not about taking on a whole new you; it’s really
more about mining and maximizing the capability for greatness you already possess.
Leaders, however, can too easily fall into the trap of emulating another’s style to the point of
sacrificing their authenticity (Su & Wilkins, 2013). While professional codes of conduct come
with natural expectations, you’ll find dwelling in these boundaries a wide range of free space for
fostering a commanding, compelling leadership style. Your leadership presence is meant to be a
singular expression of all you have come to know and embrace as noteworthy and inspirational.
MYTH #3: STATIC PRESENCE
And some people think that once they’ve crafted their “presence,” they’re good to go. Wrong!
Leadership presence is not a sequence of steps you’ll accomplish once and for all. It flexibly
adapts itself to ever‐increasing challenges. Realistically, the presence you have established up to
this point may or may not satisfy the leadership demands you’ll face in the future, i.e., the you of
today is not the same you of yesterday. Each day summons new opportunities to flourish.
When you move up the organizational ladder, taking on enterprising responsibilities, you will be
called to exercise a vigorous presence that traverses the distance from here to there (Goldsmith,
2007)—from where you’ve been to where you are now going. New contexts of leadership
require specialized skill sets, and your presence in these new settings should reflect a
transformational shift.
Dynamism even comes into play in your day to day activity. As a leader, you are always in view,
always on stage (Aldo, 2014); your behavior is continually being analyzed, interpreted, and
evaluated by others. Kicking back or riding on the wings of days gone by is not an option for
leaders. Rather, your presence is ever made anew.

LEADERSHIP PRESENCE, UNVEILED
So just what is leadership presence? Many say the charming dignity that captures and sustains
attention is an elusive “it.” “You know it when you see it,” they claim.
But knowing precisely what the mystery means and contains is necessary when your goal is
honing your own presence and others’. Placing a finger on the specific attributes of engaging,
endearing presence will enable you to evaluate your own qualities and customize a development
plan.
“[Leadership] presence is a persona that we project to others through our behavior.
It is the outcome of how we act (the way we stand and move, our body image, what
we say, how we say it) and the way others interpret and respond to our actions”
(Aldo, 2014, p. 10).
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Even though leadership presence involves the influence of others’ perceptions of you, it is
largely, at its root, dependent upon your behaviors. Leadership presence is behavioral
expression (Aldo, 2014). In other words, changing the way others perceive you requires you to
adjust what you think and what you do.
“Thinking of [leadership] presence as behavioral
In fact, behavior is the “common social
expression, rather than innate qualities of personality,
language” for “projecting yourself and
paves the way for learning how to identify and model
evaluating others” (Aldo, 2014, p. 11).
the behaviors we want to project” (Aldo, 2014, p. 11).
Think about it. How often do you
approach someone, avoid someone, or
watch someone because of the way he
or she has acted or failed to act (which is passive action)? How often do you find yourself
imitating the mannerisms or phrases of those you admire? How often do you consciously think
about what you could say or do to make an impression on another?
Answers to all these questions emphasize what you do: the judgments you form of others and
they form of you are based on how you and they perceive and interpret behavior. You, then,
have tremendous sway over the quality of leadership presence others will attribute to you.
It works like this.
Your thoughts, feelings, and beliefs form inside of you; this internal life—what goes on back
stage—fuels what you do and what people see you doing on stage. Based on what they see, the
audience interprets your behavior and makes judgments about the impressions your actions give
(Aldo, 2014). Of course, the audience filters what they see you do through their own biases and
perspectives, which you cannot control. However, you do have control over the consistent
messages your behaviors send, fed by your thoughts, feelings, and beliefs. What you do back
stage and on stage can significantly influence the quality of leadership others attribute to you.
“So what we feel on the
inside matters little if it is not
reflected through our words,
gestures, actions, inflections,
and tone—even dress.
Behavior—what’s on the
outside—is all the audience
has” (Aldo, 2014, p. 89).

AUDIENCE

BACK STAGE

ON STAGE

(Adapted from Aldo, 2014)

But some behaviors hold greater weight than others. As a leader, your behavior will need to
meet certain interpersonal, social, and organizational expectations to reach a level of quality that
inspires others to respect and follow you. Fortunately, these behaviors can be categorized into
skill sets shown in the Leadership Presence Model.
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LEADERSHIP PRESENCE MODEL
Style
Style

Etiquette

Etiquette

Communication

Communication
Gravitas

Gravitas
Character

Character

Boosting your leadership appeal requires an action‐based plan of personal development. In the
upcoming lessons, you will…
1. Learn about the five skill sets of leadership presence.
2. Identify strengths already within you.
3. Implement action to accentuate your natural appeal and professionalize areas of
opportunity.
4. Grow in appreciation for the unique and authentic presence of other leaders.
By moving from the most exterior element of presence to its most interior—style → e que e →
communication → gravitas → character—you will customize a whole package—your leadership
best—where your light can shine.
Leadership presence done well looks easy. But in reality, commanding attention, inspiring
rapport, and gracefully executing—leadership presence in action—come from the fusion of five
skill sets displayed in the Leadership Presence Model. Setting the gold standard of leadership
requires ongoing, purposeful development.
So let’s begin.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson One
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. Describe a leader whose presence you admire. Identify specific attributes this person
displays.

2. What challenges do you face when forming impressions of others?

3. Look at the layers of the model on page 10. Brainstorm what elements each layer might
contain.

4. What cautions do you anticipate you will need to take when working on leadership
presence skills?
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STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...
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DEVELOPING LEADERSHIP PRESENCE
Lesson Two: Sophisticated Style
Make no mistake about it. Your leadership presence is far
more than your outside layer, just as a book is more than its
cover. And focusing on your physicality to the exclusion of
other elements will not make you a better leader (Su &
Wilkins, 2013). Nonetheless, your physical appearance is
the first glimpse of you people tend to receive, so
maximizing it makes good sense. It acts as a filter through
which others evaluate the more interior and substantial
elements of you (Hewlett, 2014). Presenting your best
means crafting a style that attracts, appeals, and speaks to
your quality.

“Over the long haul, the way you
look may not be nearly as
important as what you say or
how you act, but it’s incredibly
important in the short run.
Cracking the appearance code
opens doors and puts you in
play” (Hewlett, 2014, p. 81).

Establishing a sophisticated style starts first by tending your appearance. Your outward form
sends messages to others about how much you care for and respect yourself, your position, and
your organization. Let’s consider four parts of your appearance: grooming, dress, environment,
and wellness.

GROOMING
A healthy, attractive appearance is supported with good
grooming. Even more important than stature (body type,
height, or weight) or physical attractiveness (Hewlett, 2014),
polish and grooming reign as vital to developing your stylish
appearance. “It’s what you do with what you’ve got” (p.
82). And being professionally groomed points to your
discipline,
competence, and
consideration (Muir, 2014). Conscientious grooming
A NOTE OF CAUTION:
shows you care to prepare.
“Attention to detail in your own
appearance should never come
At the basic level, grooming starts with healthy hygiene
across as pretentiousness. Offset
habits. Well‐groomed leaders care for their teeth,
meticulous grooming and polish with
breath, nails, and hair. They strive to be clean, tidy,
a genuine warmth and openness
and conscientious…“put together,” one might say.
toward others. Caring for your
appearance is merely about showing
Moving into the far reaches of the exterior, grooming
respect and getting yourself ready to
attends to smells, clean lines, and edges—using the
generously and wholeheartedly
power of little touches to magnify the big picture.
serve others.”
Here are some tips to better your grooming habits.
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GROOMING TIPS FOR MEN AND WOMEN
Men
Hair








Invest in a good, short hairstyle
that accentuates your features.
A clean‐cut look is the traditional
preference for business
professionals.
Care for your facial hair.
Keep stray hairs trimmed and
tidy.
Avoid comb‐overs. Create a style
with the hair you have.
Check for dandruff “fallout.”

Women









Nails/Face/
Makeup










Stay well‐shaven.
Use after‐shave.
Keep your nails short and clean.
Keep cuticles pushed back and
healthy.
Avoid biting your nails.
Take care of your skin, keeping it
healthy and clean.
Use lotion on hands and face
when dry.
Clean ears daily.
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Invest in a hairstyle that frames
your face and accentuates your
features.
Generally, shorter styles are
preferred for women in business,
but well‐managed, healthy hair is
most essential.
Hair should be kept out of your face
in a self‐contained style that
doesn’t require frequent
adjustments.
Consider how any professional
highlighting or dyeing enhances
your natural coloring, especially as
you age.
Keep hands off of hair.
Avoid styling your hair in public.
Keep your nails at a short or
medium length.
Cuticles should be healthy and
maintained.
Nail polish in conservative colors is
acceptable.
Light and well‐applied makeup is
suggested.
Use good lighting when applying
makeup to assure good blending.
Watch for makeup smears on
clothing.
Avoid heavy mascara or eye
shadow colors that detract from
your natural facial beauty.
Avoid bright, heavy lipstick.
Makeup should serve to frame (not
overpower) your natural beauty.
Keep eyebrows plucked.

Copyright © 2015 Success Productions, LLC

Men and Women
Teeth







Scent





Your smile is a critical part of your physical appearance.
Maintain a regular brushing and flossing routine and regular dental check‐
ups.
Invest in orthodontics for straight teeth, if recommended by your dentist.
Consider whitening your teeth or having them whitened, if they have a
yellowish hue.
Pay attention to your breath. Drink plenty of water, and use breath mints
and mouthwash, as needed.
Use a high quality cologne or perfume.
Use the scent sparingly. Others should not notice your smell when you walk
into a room.
Apply your fragrance before you get dressed so it doesn’t stain your
clothes.

Adapted from Aldo, P. (2014). Understanding executive presence and how to make it work for you. Norcross, GA: Gin Press.
Adapted from Whitmore, J. (2011). Poised for success: Mastering the four qualities that distinguish outstanding professionals. New York, NY: St. Martin’s Press.

▲ Action Step: Take a moment to reflect upon your grooming habits. What are
you doing well? What could use more of your attention?
NOTES:

DRESS
Charles Dickens once said, “Great [wo]men are seldom over‐scrupulous in the arrangement of
their attire.” In other words, it’s hard to care too much about how you dress when working to
enhance your leadership presence. What you wear notably impacts your professional style; it
makes a statement about you and the organization you represent. And so exploring vital
principles in dressing for success can better prepare you to make first‐rate decisions and boost
your presentational best.
Let’s consider the basics of wardrobe construction.
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The fashion industry boasts of continuous change. The trends receiving raves today find
themselves in back racks tomorrow. And leaders can find themselves pulled, especially if they
see inconsistency in dress trends in their own office.
On one hand, tuning in to current fads is way of
keeping your finger on the pulse and demonstrating
your comfort with cultural norms. But adopting
every passing fashion whim shows fickleness or lack
of grounding in a way that steals time, attention, and
energy from other weightier matters…not to
mention wreaking havoc on your budget! So what’s
a leader to do?
Remember, how a leader dresses matters; what you
buy and wear is important. Yet customizing a
wardrobe that is attractive, sensible, and fiscally
sound can be a trend you learn to maintain. These
five timeless principles can assist you in dressing for
success.
MINIMIZE DISTRACTIONS
Others do notice what you wear and how you look, but they are meant to be the introduction,
not the conversation. Your clothing should attract and appeal in order to give your credence a
boost. However, your dress has lost its impact if it distracts attention from your abilities,
mission, or purpose. For example, excessive jewelry, loud prints, tight clothing, and low‐cut
blouses, can detract from true professionalism. They steal attention and focus and weaken your
message. Instead, what you wear should enhance your figure and boost your internal
confidence (Hewlett, 2014). It should conform to your natural dignity and accentuate your
essence, contributing to the pleasantness of your encounter with others.
In short, your clothing affects both you, the wearer, and others, the observers (C. Fitz, personal
communication, January 19, 2015). So choose wisely!
FIT THE OCCASION
Every workplace has its own culture and professional dress guidelines, so adhering to
expectations should drive your wardrobe selections. While more latitude exists than ever before
in “acceptable” business attire, you can make a classy impression by dressing at the upper level
of your workplace policy. Four commonly utilized types of dress in the workplace are Business
Professional, Business Casual, Smart Casual, and Casual‐Casual.
Because you never know what events will be in your future, you will want to have some
understanding of the general expectations of each attire type.
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Business Professional is about looking as distinguished as you
possibly can. It’s the customary dress for interviews, meetings
with new clients, special events where you represent your
organization, or certain industries that always demand
professional standards (finance, law, corporate settings, etc.).
Business Professional attire is typically expected in “white collar
professions,” and guidelines remain consistent across
professional industries.
In contrast, Business Casual is a less formal style, though not the
laissez‐faire type of dress you might hope (“What to Wear,” 2015).
Casual does not mean you can wear whatever you want; rather, it’s
about looking professional in a comfortable way. It preserves a
sophisticated presence without the suit. Business Professional
follows fairly stable, traditional guidelines, whereas business casual
offers a wide berth of options, ultimately decided by the particular
organizational culture.
Smart Casual can mean something different, dependent upon
the company culture. And often a thin line exists between what
is “Business Casual” and “Smart Casual.” In general, however,
Smart Casual is a neat, conventional style that merges Business
Professional and Business Casual; its goal is to make you look
“smart” and well‐pulled together. While it’s not as formal as
Business Professional, it’s the “next step up from Business
Casual” (Smith, 2014, para. 8). It’s commonly utilized in
academia and at business conferences.
Smart Casual requires a fashion know‐how to create a personal style with features from
professional and causal attires—to know what to mix with what: suit jackets and dark pants,
stylish sweaters and leather boots, vests and khaki pants. This attire dares to be vogue!
Additionally, some businesses employ a Casual‐Casual style that
permits polo shirts, t‐shirts, jeans, shorts, tennis shoes, or even
sandals. Even with these more relaxed standards, a wise leader take
pains to keep the casual attire clean, tidy, and well‐maintained,
following the other timeless principles as closely as possible. Bottom
line, when unsure of what’s acceptable, ask. Be observant. Take
notice of what others are wearing and what is complimented and
lauded as appropriate for your workplace.
Better yet, seek to dress one level higher. Your professionalism, in essence, comes down to
aligning your style with your organization’s culture, while dressing with your next position in
mind. The following information details general, relatively loose wardrobe guidelines for
Business Professional, Business Casual, and Smart Casual for men and women.
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DRESS FOR SUCCESS
Men
Business
Suit
Professional  Conservative (black, navy, gray)
*See notes below regarding
color.
 Sleeves reaching the hand
 Pants matching the jacket
 No exterior tags
Shirt
 Pressed and long‐sleeved
 Button‐down and collared
 Conservative, solid colors
 Cuffs with no fraying
Tie





Spotless, well‐tied
Quality fabric (silk)
Conservative color or pattern
Reach top of belt buckle

Shoes
 Clean and polished
 Traditional black or brown,
coordinating with suit
 Dress socks, coordinating with
suit
The Button Rule: When standing,
button either the top or top two
buttons, leaving the bottom button
undone. When seated, all buttons
can be undone.
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Women
Suit
 Conservative skirt or pants suit
(black, navy, gray, or brown)
*See notes below regarding color.
 Matching jacket
 Pure wool or wool blend
Skirt
 To the knee
 Cover the thigh when sitting
 No slits
 No slip showing
Pants
 Wide‐leg trouser pant
 Tailored fit
Blouse
 Neat, pressed, traditional button‐
down
 Collared or simple round neckline
 Conservative, basic colors
Shoes
 Clean, presentable dress shoe
 Matching color of suit
 Close‐toed
 Classic pump recommended (not
required)
 Hosiery/trouser socks expected
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Men
Business
Casual

Pants
 Conservative, pressed suit pants
 Dockers or khakis

Pants
 Conservative, pressed pants
 Dark color

Shirt
 Well‐pressed, button‐down,
collared dress shirt or polo
 Sports coat, optional

Skirts
 Long skirts, no shorter than an inch
above the knee
 A‐line skirts or pencil skirts

Sports Coat/Tie
 Sometimes appropriate –
“business ready”
 If jacket, no tie
 Tie, typically not needed

Blouses
 Well‐pressed, button‐down, collared
dress shirt or blouse
 Conservative colors
 Nothing revealing

Shoes
 Traditional black or brown
leather
 Clean, shined dress shoe
 Coordinates with shirt/pants
 Dress socks, coordinating with
pants and shoes

Shoes
 Clean, presentable dress shoe
 Appropriate color, matching pants
 Hosiery, not required with pants
 Dress socks, coordinating with dress
shoes

Men
Smart
Casual
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Women

Dos
 Jacket or blazer
 Cardigan or jumper
 Dark trousers
 Long‐sleeved shirt
 Tie (optional)
 Closed shoes
 Dark socks

Women
Dos
 Mid‐length dress
 Dark trousers
 Skirt
 Colorful jewelry
 Trendy accessories
 Blazer or cardigan
 Shawl
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Don’ts
 Jeans
 Denim jacket
 Shorts
 Flip‐flops or sandals
 T‐shirts
 Caps
 Sports wear
 Logos and slogans on top





Clutch bag
Heels
Ballerina flats

Don’ts
 Flip‐flops
 T‐shirts
 Slogans or logos on the top
 Large tote bag
 Evening gown
 Sportswear
 Leggings

Adapted from Business attire. (n.d.) In University of Wisconsin‐Madison School of Business. Retrieved on February 18, 2014, from
http://bus.wisc.edu/bba/mybiz/careers‐internships/interviews/businessattire
Adapted from Dress code: Smart casual. (2011, April 13). Etiquette Tips: More than Good Manners Guide. Retrieved from http://etiquette‐
tips.com/dress‐code/dress‐code‐smart‐casual

INVEST IN ESSENTIALS
Acquiring the right pieces for an appropriate, professional wardrobe can be a costly venture. But
donning attractive, stylish attire need not put you in financial jeopardy. With a little planning
and selective searching, you can build an impressive wardrobe base that lends itself to creative
options and magnifies potential later on. The key?
Invest in classic essentials.
Classic essentials, or investment pieces, are
items with lasting worth (Whitmore, 2011)—
timeless and stately pieces that elevate your
personal style and smoothly fit into any
environment.

“The way we dress and the way we carry
ourselves can communicate to others that we
are competent, knowledgeable, elegant,
gracious, or powerful…or possess any other
quality we choose to convey” (Whitmore, 2011, p. 8).

For women, these anchor pieces could include the following (Whitmore, 2011):
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a classic blazer to throw on over a dress or blouse
a tailored black suit
a fitted, white shirt
a silk or cashmere sweater set
a trench coat
a little, black dress
Copyright © 2015 Success Productions, LLC




black dress boots
classic black pumps.

Men could begin their base wardrobe with these classic pieces (Whitmore, 2011):







a double‐breasted, well‐tailored suit
a two or three‐button suit, preferably navy
long‐sleeved, collared dress shirts (conservative colors)
quality overcoat
silk ties (conservative colors)
black or brown dress shoes.

An oft‐suggested fashion tidbit is to dress for the job you want, not
the job you have. Dressing to the next level (Aldo, 2014) speaks of
your commitment to professionalism. But this takes calculated
effort, as you survey common trends in your workplace and
profession, in general, and customize your attire. Collecting these
“must have” items (Whitmore, 2011) shores up your wardrobe now
and ensures your readiness when the next best opportunity arises.
ACCESSORIZE TASTEFULLY
Dressing up classic essentials with unique, attractive accessories can finish off your polished look.
Think of accessories as accents—signature style pieces that add a spritz of personality. But a
little goes a long way. Be careful not to override the power of simplicity. Working within specific
guidelines, however, will ensure a tasteful effect with oh‐so‐special touches.

DOS
Women:
 Keep jewelry simple, basic.
 Keep jewelry film free.
 Wear hosiery with skirts and dresses.
 Wear silk scarves.
 Wear close‐toed shoes.
Men:
 Use a good, leather wallet.
 Wear long dress socks with pants.
 Match belts with shoes, socks with pants.
 Wear undershirt with button‐down shirts.
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DON’TS
Women:
 Wear dangling earrings.
 Wear flashing jewelry.
 Wear noisy jewelry.
 Go over thirteen pieces (glasses, earrings,
necklaces, watches, bracelets, rings, belt,
scarf, ornate buttons, buckles).
Men and Women:
 Display tattoos.
 Wear body piercings.
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As you build your wardrobe essentials and accessorize tastefully, do also pay attention to the
colors you wear. Colors send messages.







Navy and green communicate confidence, success, and friendliness.
Beige is a neutral color that subconsciously speaks of going under the radar, not being
noticed.
Gray sends the message of conservatism, reliability, intelligence, and security.
Red is the color of power, passion, and strength. Use it for a “splash” of power; too
much can cause stress.
Black communicates power and authority; it can be intimidating, so avoid wearing all
black.
Brown is a strong, reassuring color; it’s comforting and reliable. (C. Fitz, personal
communication, January 19, 2015).

Keep in mind that color also heightens or detracts from your look of vitality. Knowing which
color palette (Summer, Winter, Spring, Autumn) complements your natural skin tones (Aldo,
2014) can help you choose the best fabrics and shades that bring out your attractiveness and
make your skin pop. Accessories and color are tools to customize your look of sophistication and
subtly communicate your inner dynamism. Use them to your advantage.
BE MODEST
The fifth timeless dress principle is modesty. More than anything, your dress should respect the
dignity of you and those who see you. And clothing that detracts from your value as a person—a
person with principles, intelligence, talents, and heart—works against the leadership presence
that will inspire others to greatness.
Both men and women have a role in promoting
modesty in the workplace by clarifying and
upholding expectations. It starts with an
appreciation for each person and extends to a
healthy respect for attire that promotes mental,
emotional, and spiritual well‐being. When
clothing reveals excessive skin, hugs curves tautly,
draws attention away from the face, or stretches
tightly against body parts, modesty is at risk. This
can lead to distraction, unprofessionalism, and,
over time, a lack of confidence and self‐worth.
But modesty doesn’t mean boring or bland. On
the contrary, tastefully modest dress demonstrates self‐composure, authentic confidence, and
high regard for your leadership responsibilities.
It permits you and others to concentrate on what matters most.
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FIVE SENSES IMPRESSION
Take some time to consider your own grooming and dress. Using the five senses as a
framework for your thinking, self‐assess your impression of you that others might notice. Then
identify actions or commitments you could make for improvement.
Self‐assessment

Actions/Commitments

SIGHT
What colors,
patterns, details,
and/or distractions
do others see in
my grooming and
dress?

SOUND
What sounds do
my body,
movements,
clothing, or
accessories make?

SMELL
What smells do I
notice that others
near me would
experience?

TASTE
What taste(s) do I
notice on my
tongue and in my
mouth?
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TOUCH
How does my hair
feel? Clothes feel?
Shoes feel?
Accessories feel?

ENVIRONMENT
Another crucial aspect of sophisticated style people see is your environment—your immediate
surroundings in which you dwell and those places others know you control. Your office,
workspaces, and car are part of the appearance package where you invite and assist customers,
clients, superiors, and colleagues. These special
surroundings show how you care for what you
possess.
Imagine a customer or boss hopping into your car for
a lunch meeting only to discover a rarely washed car
with an overflowing ash tray, McDonald’s sacks on
the floor, old cans of diet Coke in the drink holders,
and chunks of dried mud on the floor. What might be
his or her impression? Now, nobody has a perfectly
clean car all the time; the takeaway here is to make a
concerted effort to stay as tidy as possible on a
consistent basis. Consider your office, car, and other
workspaces to be vital aspects of your professional
presence, deserving the same level of care as your
physical appearance.
Neat and clean personal spaces tell observers you
value order and respect those who enter them.
Others gain more confidence in your professionalism
when they witness your meticulous care of details.
They attribute pleasing environmental appearance to
your character and are more likely to trust your ability to produce results. In addition, you will
feel better when your surroundings are organized and clean; everything is in its proper place.
Consider the upcoming reflective questions to determine what changes you could make to
beautify your personal spaces. Some questions may be more pertinent to your particular
environment than others; reflect accordingly.
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QUESTIONS TO PONDER












NOTES FOR ACTION

What evidence of food or drink remains in my
environment?
What trash is visible or not contained?
What clutter could be removed?
What smells could be considered bothersome?
What items could be better organized (files, shelves,
compartments)?
What evidence of dirt or mess do I see?
What items are present that do not belong?
How could I make better use of the space I have?
How well‐maintained are the interior and exterior
spaces?
How does my environment affect the spaces around
me?
What would make my environment more
welcoming?

WELLNESS
Leadership is about bringing out the best in others—
investing in them as whole people, people with minds,
hearts, and bodies… people like you.
In addition to grooming, dress, and environment, wellness
contributes to your overall appearance and sophisticated
style, as people are attracted to those who radiate health
and stamina. Does this mean you need to be a certain size
or shape to be an effective leader? No. But your presence
should portray a level of energy and fitness that attest to
your capabilities of handling the heavy demands of leadership. Able‐bodied leaders look the
part.
Wellness, however, is broader than weight management; it’s intentionally choosing to care for
your physical, mental, emotional, psychological, and spiritual health because you recognize the
far‐reaching implications of a healthy you. A holistic approach to wellness considers the full
range of your body‐mind‐soul connection.
Leadership presence improves, then, when leaders “pay attention to how well (as in healthy)
[they] look and how well [they] look after [themselves]” (Hewlett, 2014, p. 90). Establishing a
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personal wellness routine can amplify your vigor and condition you to manage stress because it
addresses all your physical needs: exercise, nutrition, hydration, sleep, solitude, and recreation.
But you need not undergo an entire health
regime makeover to increase wellness!
Begin by identifying the area or areas of
personal health in most need of your
attention, and commit to small, daily steps
that, if persistently performed, can increase
your energy level, rejuvenate your spirit,
and foster an overall feeling of satisfaction
that radiates to others. These initial
victories can motivate and encourage you to
strive for continued growth in your wellness
goals.

“It takes more than physical exercise to
maintain good health. Balance is the key to
leading a healthy lifestyle. Wellness is the
dynamic process of becoming aware of,
taking responsibility for, and making choices
that directly contribute to one’s well‐being
and that of the common good. It is the
integration of body, mind, and spirit and the
ongoing development of one’s own meaning
in life” (“What is Wellness,” 2015, para. 1).

A WELLNESS OVERVIEW
Reflect upon how you are doing in the various elements of health. What is working for you?
What needs your attention? Identify actions steps to support your wellness goals.
What is working for you?

What commitments will you make?

Exercise

Nutrition

Hydration

Sleep
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Solitude

Recreation

Developing a strong, appealing leadership
presence begins by maximizing your
external appearance; it’s what people see
first. Because observers form first
impressions within seconds of seeing—
even hearing—you, you do want to invest
time and energy into presenting a
pleasing, professional style that invites
ongoing interaction.
Each of the upcoming lessons will take you
deeper inside the essence of your
leadership presence. Having a
sophisticated style is important to strong
leadership presence, indeed. And yet, it’s
not as crucial to your effectiveness in
leading others as the innermost layers.

Style
Etiquette
Communication
Gravitas

Character

Developing leadership presence involves all dimensions of you—from the outside in.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson Two
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. Think about your own style. What strengths do you possess that are or could be
accentuated?

2. Describe the signature style you’d like to achieve.

3. What concerns do you have about developing an appealing, professional style?

4. What idea will you act upon regarding the impressions you form of other people?
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STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...
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DEVELOPING LEADERSHIP PRESENCE
Lesson Three: Etiquette Essentials
It’s been said that after a first impression of you has
formed, the observer spends the rest of the
conversation confirming the initial impression. So the
way you handle yourself when interacting with others
can influence a longer‐lasting judgment. Following
social protocol, i.e., etiquette, will demonstrate your
conventional savvy and amplify your gracefulness.
Etiquette represents the second layer of the leadership
presence model. More interior than style, etiquette requires thoughtful attention to tactical
behaviors that increase others’ comfort level with you. These nuanced moves help you to
smoothly navigate social dynamics and reinforce others’ confidence in your leadership presence.
Ideally, you’ll want to master the social customs of
various domains. Manners, for instance, apply always,
anywhere, anytime, whereas dining, networking, and e‐
professionalism introduce a host of unique, setting‐
specific expectations. Learning expected social norms
in the different contexts in which you interact will
strengthen your ability to demonstrate genuine polish
and connect effectively with others.

“True etiquette goes well
beyond [knowing which fork to
use]. It’s a fundamental quality
that comes from within and
encompasses many aspects:
kindness, empathy, courtesy—a
consideration for those who are
around us” (Martinuzzi, 2013, para. 2).

Let’s start by discussing the foundation of all etiquette:
manners.

MANNERS
Much of your professional work occurs in social settings. You conduct meetings, engage in
conversations, seek counsel, and build connections—all opportunities to present a polished,
professional you. Entering into these encounters with the mindset that everyone is important
(Janowic, 1986) revolutionizes how your social behavior comes across to others. Just as your
appearance sends a message, so do the deference and courtesy you bestow upon everyone you
meet. Manners represent the nuts and bolts of appropriate, pleasing behavior, i.e., customer
service in action.
True, being well‐mannered requires ongoing effort, self‐discipline, and attentiveness, but good
manners go a long way; these simple, considerate acts convey your mindfulness and promote
goodwill. And against the backdrop of today’s “culture of rudeness” (Martinuzzi, 2013, para. 1),
a genteel leader stands out. Practicing these next nine tips will better equip you to thrive in any
social milieu.
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Tip One: Smile.
Nothing touches the heart like a genuine, warm smile. A most human gesture, a smile
transcends space and accelerates connection between you and another. It sends this message
of care and concern: “You are noticed and valued and worth the happiness shared.”
But for effects to be long‐lasting, the smile must be honest and heartfelt. Plastering on a generic
or thoughtless smirk does little to build rapport. A
real smile is detectable by the lifting of the cheeks
and the bunching of the eyes (Barker, 2014). Not
only do the mirror neurons in the receiver imitate
the smile, but the smiler, as well, experiences a
psychological boost when arranging the facial
muscles into a happy glance (Barker, 2014). Smiling
actually lifts your own mood and tones your facial
muscles—certainly worth the effort!
People find relief and comfort in the memorable,
personal touch a smile offers.
Tip Two: Offer common courtesies.
Even as a child, you were taught the importance of extending courtesies. “Please,” “thank you,”
“pardon me,” and “I’m sorry” are magical words that convey sensitive recognition of others.
These courtesies are most noticed in their absence. If you ask for something, say “please.” If
you’ve received something—a gift, some help, a response—say “thank you.” If you have need
to move around someone or insert yourself in some fashion, offer a “pardon me,” demonstrating
your awareness of the other’s presence. And if you have unfortunately offended someone,
always, always ask for forgiveness. Failing to do so impairs the relationship.
These dynamo phrases never grow old or out of style.
Another timeless extension of courtesy is the hand‐written note. Gratitude and consideration
expressed in person, over the phone, and even via email all make a point: they demonstrate your
appreciation of others’ thoughtfulness or your awareness of their situation—all good ideas. But
going even one step further and composing a hand‐written note of thanks, congratulations, or
sympathy sends an altogether different message: “You matter to me in a special way that I am
demonstrating in writing.”
Common occasions that call for a hand‐written note could be thanking someone for a gift or a
meal, extending congratulations for another’s accomplishment or celebration (wedding, birth of
a child, graduation, promotion), expressing condolences for another’s loss, or sharing concern or
encouragement (thinking of you, holding you in mind, lifting you up). These memorable
messages need not be long to touch another’s heart.
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Tip Three: Greet others in passing (by name).
With so much on your mind, it can be easy to become self‐absorbed or preoccupied to the point
of not seeing another in front of you. How many times do you pass someone in the hall, the
aisle, the elevator, or the parking lot without exchanging greetings? How many times have you
been overlooked yourself? Consider how awkward and cold this feels, especially on repeated
occasions.
Making a point to greet those who cross your path—a matter of seconds—
helps affirm your presence in two, beneficial ways. First, for others, it offers
a moment of recognition. People who are “seen” feel validated; this, in turn,
expands the opportunity for openness and sincerity in future exchanges.
Second, for you, it reinforces your determination to respect others’ existence
as unique individuals. And so greeting others becomes a concrete practice of
living in the present moment for the sake of a higher purpose. How easy it
can be for busy leaders to slip into utilitarian mode—where interactions
become transactions motivated by use.
For even better results, greet others by name. Saying “Good morning!” with a smile will
typically result in a similar script response from the person. However, saying, “Good morning,
Deborah!” carries a different message: “Deborah, I see you and am wishing YOU a good
morning.” It’s a personal gesture that shows a desire for familiarity and connection; people will
remember that you remembered, and they will appreciate the sweetness of hearing their own
name. Simply inserting a person’s name in conversation changes its dynamics and builds rapport
because it shows others you know them, that you care about them as whole people.
Tip Four: Practice deference: acknowledge titles.
As you make a point to greet others by name, be sure to include any special titles until a high
level of familiarity has been achieved or the person has asked you to call him or her by first
name. Mr., Mrs., Miss, and Ms. (when a woman’s marital state is unknown) are commonly safe
titles to use. People enjoy formal salutations and the dignity inherent in them.
It is also a sign of respect to defer to a specialized level of distinction or position—Dr. Schultz,
Colonel Wharton, Reverend Phillips, or President John Herring—and to acknowledge seniority of
those advanced in years or experience. The position itself deserves respect. In deferring to
positions and well‐earned credibility, you display professional maturity yourself; it shows you
place credit where credit is due, and that enhances your own presence as a leader.
However, if you are one with a title, you need not lord this authority over others or demand
recognition and acknowledgement. Keep focused on giving respect due others rather than
claiming it for yourself. Your example of humility and honor will place emphasis on a far greater
value than accomplishment: integrity.
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Tip Five: Extend a firm handshake.
Knowing how to give a good, strong handshake is a critical
skill for professionals in any industry but especially in
leaders. Your handshake signals the confidence you have
in your abilities and in what you represent, and the way
you grasp another’s hand influences the initial impression
being formed—whether you are strong, nervous,
uninterested, open, or even compassionate.
Kinder (2013, p. 1) offered the following tips for mastering
the perfect professional handshake.

“For some people, a handshake
is just a useless formality, but
to others, it is a massive
indication of a person’s depth
of character, trustworthiness,
and strength. When you shake
hands with a person, you are
doing much more than saying,
‘Hello.’ You are saying, ‘This is
who I am’” (Kinder, 2013., p. 2).

1. Look the person in the eyes while you shake hands,
and say the person’s name.
2. Use a firm grip that shows confidence, strength, and enthusiasm, but avoid squeezing.
3. Don’t be hasty. Offer your hand with thumb high, and wait until the person’s thumb is
locked next to yours before clasping.
4. Don’t shake too much. One or two shakes will suffice.
5. Remind others of your name. They want to call you by name, even if they’ve forgotten.
6. It is possible to use both hands in what’s called a “hand hug” or to touch the person’s
shoulder or elbow with your left hand. Use good judgment on the appropriateness of
these additional touches.
Examine the various handshakes below. Think about what information each person is offering
and the consequences of each shake.

HANDSHAKE MESSAGES
What message does this handshake send?

What message does this handshake send?

What message does this handshake send?
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What message does this handshake send?

What kind of handshake do you tend to give? How might you improve its quality?

Tip Six: Hug with caution.
Frankly speaking, some people are huggers; some are not. You need to be aware of how to deal
with both types of folks you encounter in a myriad of situations that may or may not be
appropriate for this level of personal contact.
Pardon the pun, but hugging is intimately tied to personal space. For a brief moment, two
people share a tight space, sending a message to one another and anyone else near them.
Delicacy surrounds these encounters, so let’s look at some general guidelines to direct your
maneuvering.

HUGGING DOS AND DON’TS
Do realize that everyone has a different
appreciation for personal space.
Do watch body language before and while
initiating a hug. Be prepared to stop if you
recognize hesitancy.
Do keep company culture in mind when
determining the openness to hugging.
Do consider the balance of power or
boundaries when hugging. It is awkward for
people to hug those they supervise or a
married person to hug someone else’s
spouse.
Do announce a hug coming.
Do hug clients if they initiate the hug.
Do hug briefly. Think “hug and release.”

34 | P a g e

Don’t hug someone who doesn’t want to be
hugged.
Don’t force hugs or place people in situations
where they feel compelled to hug back.
Don’t bear hug unless except for big occasions
with people close to you.
Don’t hug from behind.

Don’t hug in the bathroom.
Don’t hug if you are ill or contagious.
Don’t be compulsive about hugging certain
people regularly.
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Do be consistent with members of a group. If
you only want to hug one member, wait until
you are alone with that person.
Do drop your cellphone, if you need to get
out of a hug.
Do hug sincerely when you hug.
Do err on the side of not hugging.

Don’t take it personally if someone doesn’t
accept or initiate a hug.
Don’t air kiss; it’s phony.
Don’t kiss people’s hands.
Don’t hug if you question whether or not you
should.

Tip Seven: Arrive promptly.
No one likes to be kept waiting. So if you have agreed to be somewhere at a specific time, you
owe it to the other person to be there on time, as committed. Being fashionably late might be
acceptable for the ball, but keeping others waiting on you in professional settings is disrespectful
and uncharitable; it shows a lack of concern for another’s valuable time.
Of course, circumstances beyond your control could hinder your arrival. Emergencies,
unanticipated requests, and even traffic jams can deter you. In these cases, contact the person
you will be meeting; let him or her know of your situation, when you’re expecting to arrive, and
your desire to do so. Most people are gracious enough to understand these unplanned
occurrences. It’s the pattern of late arrivals and lack of proper planning that signal poor
manners.
Even better, make a point to arrive to meetings, events, and appointments five minutes early.
This will give you a chance to acclimate to the environment and prepare yourself for the
encounter so that the most attentive and collected “you” arrives.
Tip Eight: Don’t interrupt.
In Lesson Four, you will have the opportunity to examine your listening skills, but it’s worth
mentioning here that interrupting is clearly a strike against good manners. Allowing another to
speak a coherent thought without interjecting—or finishing the sentence—demonstrates
thoughtfulness and self‐control. In contrast, interrupting another’s speech says, “What I have to
say is more important and more valuable than what you are
saying.” You’ll know you’ve interrupted when another’s face
falls, eyes blink, and mouth closes—all signs of having been
silenced.
Another form of interruption creeping into the workplace is
cell phone use. Taking a phone call while in the middle of a
conversation or meeting or checking text messages is
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inconsiderate of others’ time and presence. People can tell when your attention is divided and
when they, figuratively, have been put on hold. If you are expecting an important call to arrive
during a meeting or appointment, let the other person know in advance. That way, you send the
message that the conversation at hand is deserving of your undivided attention.
Without making a conscientious point to listen actively to what another is saying, time and time
again, you can easily fall into the habit of interrupting. And sadly, this habit can mark you as a
poor‐mannered conversationalist—one who leaves others with mouths gaping, offended at your
lack of tact.
If, however, you unfortunately interrupt someone (intentionally or unintentionally), the
smoothest form of recovery is to acknowledge your faux pas and then stop talking. “My
apologies,” you could say. “I just realized I interrupted you. Please, continue what you were
saying.” This sincere gestures could repair any disrespect the interruption might have caused.
Tip Nine: Watch your words.
Plainly stated, profane, vulgar, disrespectful, or derogatory language has no place in business
communication. Resorting to base words cheapens the meaning of your remarks and lessens
others’ respect. As well, you run the risk of grievously offending someone or, at the very least,
distancing yourself from those you lead.
Your words should reflect high character. Be consistently clean and courteous.

▲ Action Step: Take a moment to reflect upon the nine tips above. What would
others say about your manners? Why?
NOTES:

DINING
You’ve most likely had pleasant and not‐so‐pleasant eating experiences with people. These fully
human experiences can firmly influence your impression of others’ professionalism and
competence. And because many business transactions occur during the course of a meal, you
will want to learn to handle these special events with elegance and grace to amplify your
leadership presence.
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Whether exercising or receiving hospitality, you should comply with the social expectations to
put others—and yourself—at ease. During these lunch or dinner meetings, you will take on one
of two roles: host or guest. Each role has different responsibilities.
HOST
As a host, you are responsible for making your guests feel welcome, comfortable, and tended to.
Getting to know the interests of your guests before they arrive and thinking through logistical
procedures (where everyone will sit, how the
food will be laid out, the order of events, etc.)
are proactively wise preparation steps.
You are also responsible for financing the meal
and setting the mood. So organizing and
delegating the menu, drink selection, decoration,
food preparation, and service all fall within your
domain. Envision how you want the event to
unfold—who will attend, what purpose it will
serve, what effect or outcome you hope to
achieve. Being “artfully attentive” is the secret
to entertaining with hospitality and charm
(Whitmore, 2011, p. 99). For best results, think simplicity, preparation, and service.
GUEST
Consider it an honor to be invited to a dinner meeting or event; your behavior before, during,
and after should reflect this recognition.
“There’s often a highly strategic reason that an employer or prospective business partner
will invite you to a meal. They’ll be able to infer much from how you conduct yourself.
‘They may be looking to see if you’re a team player,’ Cornell tells me. ‘They may be
looking to see how you treat the waiter because that says something about how you’ll
treat someone of lesser rank at the company’” (as cited in Asghar, 2014, paras. 6‐7).
At the same time, realize that, as a guest, you will be
observed (Jankowic, 1986). Your goal, then, is to draw
the least amount of [negative] attention to yourself as
possible (Asghar, 2014) by abiding by rules of social
conventions at the dinner table. Instead, you want
others’ focus to be on your character and
capabilities—not less weighty matters, like how you
use a fork. Mastering dining etiquette is another
means of fortifying your leadership presence.
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Review the technical dos and don’ts in the table below. While not an exhaustive list of dining
etiquette practices, it does lay out a protocol comprehensive enough to assist you in most
business meal situations.

DINING DOS AND DON’TS
BEFORE THE MEAL










Shake hands with all present at the table; introduce yourself, if necessary.
Remain standing until the host sits.
Place your napkin on your lap after everyone is seated and your host has moved his/her
napkin. [Give it a slight shake, and place it on your lap. It should be half open with the fold
facing you.]
Sit up straight. Don’t tip your chair back.
Don’t ask the waiter to explain everything on the menu.
Let the host take the lead on ordering to give you an idea of what to eat and drink.
Order foods that are easy to eat. Avoid sloppy, hard‐to‐eat foods like spaghetti or ribs.
Don’t order the most expensive item on the menu or any unfamiliar food.
Keep the conversation focused on business—nothing too personal.

DURING THE MEAL

















If your place is set with more than one fork, begin from the outside and work your way in.
When looking at the place setting in front of you, remember: solids on your left (bread
plate), and liquids on your right (water, coffee).
If you have more than one glass to the right of your plate, the glass closest to the plate
holds water.
Cut your meat or meal one piece at a time. Cut your salad into bite‐sized pieces.
Hold your knife or fork with the thumb and three fingers, keeping the index finger
extended on the handle. Lay it across the plate between cuts.
With dinner rolls, butter one small piece of bread at a time; avoid making a sandwich.
When sharing a sauce with others, use a spoon. Don’t dip your food into it or double‐dip.
Keep your elbows off the table.
When you speak, put your silverware on your plate, not on the table.
Don’t speak with your mouth full.
Ask someone to pass whatever it is you want. [Don’t do the “boarding house reach.”]
Maintain good eye contact with each person at the table, engaging each.
Do take your time eating, talking, and especially listening to everyone at the table.
Don’t eat off another person’s plate.
Don’t lick your fingers or silverware.
Don’t forego the meal when everyone else is eating.
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Do say “please” and “thank you,” especially to those serving you.
Do leave a dropped utensil on the floor.
Don’t overindulge; it’s not your last meal.
If you need to leave at any time, place your napkin on your seat rather than the table.

AFTER THE MEAL








When finished eating, place the knife and fork prong‐side down, side by side, on the plate
with the handles at 4:00.
Don’t argue over the check or offer to pay the tip. The host who invited you must take
care of both.
Don’t use toothpicks in the presence of others.
Make sure you thank the host for the meal at its conclusion.
Shake hands with each person before you leave.
When leaving the table, place your napkin loosely on the left side of your plate, and push
your chair back in. [Follow the host’s lead.]
Send the host a follow‐up thank you note.

What additional etiquette expectations can you add to this table?

Lubin, G., & Bhasin, K. (2012, April 19). 29 rules of etiquette for your next business lunch. Business Insider. Retrieved from http://www.businessinsider.com/rules‐
of‐dining‐etiquette‐2012‐4?op=1
Gottsman, D. (2013, July 25). Dining etiquette: The art of a mannerly business meal. Huffington Post. Retrieved from http://www.huffingtonpost.com/diane‐
gottsman/dining‐etiquette‐the‐art‐_b_3646033.html
Janowic, E. (1986). Behave yourself! The working guide to business etiquette. Englewood Cliffs, NJ: Prentice‐Hall, Inc.

NETWORKING
Developing leadership presence involves
cultivating the best version of you to maximize
others’ perceptions of your professionalism,
competence, and credibility. Ironically, this
means putting yourself in the spotlight, making
yourself visible. At least, that’s a consequence of
networking: visibility. Yet intentional value is to
develop a channel for giving back to others by
building connections that benefit and develop
them. Networking helps you help others.
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“Networking—creating a fabric of personal
contacts who will provide support, feedback,
insight, resources, and information—is
simultaneously one of the most self‐evident
and one of the most dreaded developmental
challenges that aspiring leaders must
address” (Ibarra & Hunter, 2007, para. 2).
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On the surface, leaders may find the idea of establishing a professional network to be “insincere
or manipulative”—an “elegant way of using people” (Ibarra & Hunter, 2007, para. 4), yet to not
build a network “is to fail—either in reaching for a leadership position or in succeeding at it”
(para. 4). To lead is to serve others—to encourage those you meet to maximize their full
potential. And this requires you to connect their talents, skills, and resources with other
peoples’ talents, skills, and resources in mutually beneficial ways. Building strong relationships—
engaging in meaningful interpersonal encounters—becomes the foundation of effective
networking.
Leaders can embrace the realization that fostering supportive connections parallels professional
success. Furthermore, applying proper etiquette principles to these encounters affirms the
consideration you have for others and significantly boosts your credence as a caring leader. Let’s
look at how you can develop networks that develop you and others.
Ibarra and Hunter (2007) identified three forms of networks a leader should establish and revisit
regularly: operational, personal, and strategic.
OPERATIONAL
Your operational network is a system of people who help you become better at what you do.
They support the management of your work responsibilities, as they tend to be internal
contacts—those directly tied to your role in an organization. In growing this network, you
strengthen your capacity to function at a high level. In turn, as a leader of others, make a point
to regularly seek skilled professionals who can enhance the development of your team’s
operations.
PERSONAL
Your personal network, on the other hand, is comprised of external contacts, people outside the
organization who know you in different contexts from work. These could be friends, family
members, connections at church, partners at the gym, former colleagues—those who have your
best interest at heart and those who you care about supporting, as well.
Your personal network is your “safe space for personal development,” where you can be you and
sharpen other dimensions of your life beyond work; this network can also buoy into a
“foundation for strategic networking” (para. 12). Likewise, maintaining the mindset of
“connector” allows you to enrich the lives of friends and family by introducing them to new,
interesting people. In many cases, it is about who you know.
STRATEGIC
The third community to intentionally grow is your strategic network by surrounding yourself with
centers of influence. These centers of influence (COI) are people or organizations who can
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magnify your marketability by introducing you to others in the industry, serving as references, or
simply spreading the word about you. Your relationships with these COIs can snowball into new
customer or client relationships, as well as additional COIs.

Its importance increases as you move into a leadership position with concerns about an
organization’s strategic plan. Expanding your strategic connections—those outside your control
(Su & Wilkins, 2013)—allows you to more effectively tap into “relationships and information
sources that collectively embody the power to achieve personal and organizational goals” (para.
15). Your strategic network equips you to better see new business directions and explore new
terrain.

Who is in my
network?

Who is in my
operational
network?

Who could I ask for
help or support?

Whom could I help?

Who is in my
personal network?

Who could share
information with
me?

With whom could I
share information?

Who is in my
strategic network?

How else might I
benefit from centers
of influence?

For whom could I be
a center of
influence?

BUILDING YOUR NETWORKS
Using this chart, identify at least three people in each of your networks. Then think about 1)
how you can strengthen these relationships, 2) whom you could reach out to for the sake of
increasing your networks, and 3) whom you can help (adapted from Su & Wilkins, 2013).
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operational network

Who is in my
operational
network?

Who could I ask for
help or support?

Whom can I help?

personal network

Who is in my
personal network?

Who could share
information with me?

With whom could I
share information?

strategic network

Who is in my
strategic network?

How else might I
benefit from centers
of influence?

For whom could I be
a center of influence?

E‐PROFESSIONALISM
A final dimension of etiquette pertains to leaders’ use of social media. In the wake of broad
networking and forward‐thinking business practices,
leaders are inundated with communication requests
via multiple technological mediums. These dynamic
changes permit global outreach and provide
platforms for high engagement between
organizations and their clients. But these
contemporary venues come with their own set of
professional expectations. Behaving appropriately
online, in a way that satisfies expected customs, has
become known as e‐professionalism.
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All too often in social media, lines between personal and professional lives become blurred and
social distance trespassed (“e‐Professionalism,” 2011). Case in point, the average social media
user actively participates in more than one medium; it’s common for a business leader to
interact with multiple accounts: Facebook, LinkedIn, Twitter, Goggle+, Pinterest, Instagram—
even online dating sites.
Consequently, the more personal information users share about their interests, hobbies,
activities, plans, and relationships, the less confidentiality is conserved. And so heightened
awareness is necessary to leaders interested in projecting an impeccable presence. Information
floating around in cyberspace can eventually become public domain.
The University of Minnesota offered four cautions (“e‐Professionalism,” 2011, para. 3).
1. Utilize privacy settings in your social media sites.
2. Keep the audience in mind—both the intended and unintended. A good rule of thumb is
to avoid posting anything you wouldn’t want everyone to know.
3. Remember that what is posted online is permanent; you never can tell where it will land.
4. You are responsible for maintaining professional boundaries. Think about who you
“friend.” You represent an organization.
Everything you say about yourself and others will be open for interpretation, so be careful,
thoughtful, and ethical about what you write, which sites you frequent, and how you present
yourself online. Any information you share via social media could be accessed by anyone,
anywhere.
If you are a regular social media user, please take some time to reflect upon these questions.

How active of a social media user are you?

What is your main reason(s) for utilizing social media?

What information do you share on different sites?

How does the information you share affect your family? Friends? Co‐workers? Clients?
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What perceptions might others have about you based on what you share and don’t share?

What changes could you make to enhance your e‐professionalism?

As you finish this lesson, keep in mind that the small behaviors you display reveal information
about you. In some cases, this information attracts others to your deeper, more substantial
layers, while other behaviors you exhibit draw negative
attention and detract from the message you wish to
Style
send.
The reality is this: behaviors can be learned. You are
largely in control of what you do and how you do it.
Small action steps repeated over time will lead to
healthy habits that radically improve your interactions
with others. Though honing your etiquette will not
automatically transform you into a great leader, it will
help you master expected social customs and foster
harmony with others.

Etiquette
Communication
Gravitas

Character

Then you are better positioned to let your true light
shine forth.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson Three
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. Identify two manners (from the list of nine tips) you would like to hone. What are they,
and what you could do immediately to exercise them more effectively?

2. How might others perceive the degree of hospitality you extend?

3. What concerns do you have as you go about building your networks?

4. What is something you’d like to act upon regarding the etiquette you exhibit?
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STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...
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DEVELOPING LEADERSHIP PRESENCE
Lesson Four: Effective Communication
Communication is complex, plain and simple.
Those with masterful communication skills know the
process involves more than just a sender and a
receiver. They have learned to orchestrate the
subtleties of multi‐directional messages amid human,
physical, psychological, social, and emotional factors.
Clear as mud, right?
Consider how the process of “sending a message” works.
After considering various informational cues, sender conceives an idea to be shared. Sender
determines the point to be expressed, the person(s) who will receive the idea, how the idea
should be presented, and which medium to use for delivery. Now, much is weighed in this early
decision–making. What is the purpose? What is the intent? What are the receiver’s needs? In
what order should the ideas be developed? What language should be used? How might the
receiver perceive what has been expressed? What concerns or biases might the receiver have?
How can obstacles to interpretation be prevented? Why select this medium over that? After
making these choices, the sender encodes the message, i.e., puts it in a deliverable form, and
sends it onward.
The message’s journey from sender to receiver can be treacherous. From its beginning, the
message is subjected to “noise”—anticipated or unanticipated influences affecting how the
message is encoded, transmitted, or
received. Some noise is technical in
nature: cyberspace pitfalls, technological
delays, volume issues. Some noise is
structural in nature: grammar guffaws,
incoherent thoughts, language confusion,
and some noise is psychological: mood,
tone, context, or mental and emotional
stability. To be sure, traveling undisturbed
from sender’s intention to receiver’s
interpretation is nothing short of a miracle.
Finally, the message reaches the receiver. Another series of questions occur as the receiver
accepts, decodes, interprets, and responds to the shared idea. The receiver with his own frame
of reference seeks answers. What is being said? How? Why? What is the sender’s intent? Why
might this be? What should my response be? What is influencing my response? How should I
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respond? When? Why? What is my intention? What is my result? The receiver then becomes
the sender, and the cycle repeats.
Driving this process is feedback. Feedback is response information offered while the message is
being delivered (orally) or after the message has been received, decoded, and interpreted.
Feedback acts as a barometer, helping the sender gauge the success of the communication or
identify ways to increase its effectiveness. It can fill in gaps and clarify understanding. Effective
communicators pay attention to feedback—given and received—to increase the quality of
message give‐and‐take.
Even though every communicative encounter is ridden with potential for misunderstanding, you
can sidestep blunders by exercising fundamental skills when crafting, delivering, and receiving
messages.

▲ Action Step: Describe a time when you have experienced miscommunication—
either as a sender or a receiver. What could you have done differently?
NOTES:

ASSUMPTIONS
Crafting a message begins long before composing words. It begins with your thinking or, more
precisely, the fuel of your thoughts: your assumptions. Assumptions are conclusions you believe
to be true. These could be conclusions about what others already know or value, why something
is the way it is, or even the motive behind a certain action or response. These “unclarified” or
“unspoken” assumptions bleed into your thinking such that without special effort, you may not
notice the role they play in shaping your perspective. Whether accurate or not, their potency
deserves your attention.
Take this simple, everyday occurrence. When coming up to
a red light in traffic, you assume the driver behind you will
come to a stop. Or if you buy an expensive shirt at a fine
department store, you assume the garment will be made of
high quality. Your actions in these examples speak to the
weight you automatically place upon the unclarified
assumptions influencing your decisions.
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In like manner, people regularly make assumptions that alter the way they interact with others,
particularly when sending and receiving messages. If at the end of a meeting, for instance, no
one responds when the boss asks for questions, the boss might assume everyone understands
and accepts the meeting items. Or if the person you’re conversing with nods and smiles
frequently as you speak, you could assume the person agrees and even enjoys the conversation.
The purpose, manner, and style of your communications with others bear the imprint of the
assumptions you have derived from their words and actions—and the assumptions they have
made from yours.
Right or wrong, the assumptions you and others form
heavily impact your attitudes and responses toward
people and situations. But the challenge with
assumptions is where they reside: below the surface of
your communications (Su & Wilkins, 2013). Not obvious
at first glance, you won’t know their validity unless you
make a point to check them—unless you willingly and
honestly examine what has shaped your thinking and why.
Those with strong leadership presence commit to
exploring the assumptions they hold of themselves and
others. Pardon the pun, but they assume their assumed
beliefs could be “outdated, inaccurate, left over from a
previous role or experience, or simply dead wrong” (p.
58). In other words, good communicators figure they’ve
most likely formed assumptions that may or may not be
accurate. And because they know tainted thinking will
lead them down an undesirable path, they strive to be
transparent and fair and reflective when crafting and
receiving messages.
As well, they recognize that assumptions drive
expectations: your thinking influences your standards.
Leaders who assume their employees value the autonomy
they receive in planning their own schedules, for example,
expect these same employees to go out of their way to
fulfill all work responsibilities on a routine basis. Or
leaders who assume employees’ credentials demonstrate
competence will expect their performance to reflect as
much.
But inaccurate, ill‐founded, or unchecked assumptions
could lead to unreasonable expectations—too low or too
high. As some say, “Unreasonable expectations of others
leads to premeditated resentment,” placing the
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ASSUMPTIONS
Experiment with these tips to
check your assumptions at the
door and open the way to better
communication.
1. When follow‐up items are
involved, ask another person
to repeat back what you just
said.
2. When being asked to follow
up, paraphrase what another
person says to you.
3. Encourage question‐asking
and question‐giving.
4. Include a context and or
backstory when explaining or
describing something.
5. Realize that everyone has
different, unique experiences
that shape their views, values,
and priorities.
(“Assumptions,” 2013)
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relationship in jeopardy. Or if expectations are left unclarified or undefined—assumed to be
known—everyone can end up disappointed with the results (Covey, 2006). Intentionally
checking your assumptions will purify your perspective of self and others and lead to more
reasonable and considerate communication.

EXPECTATIONS YOU HOLD
Consider assumptions you have made about yourself when communicating with others. What
expectations do these assumptions prompt? Are they realistic? If not, what change in thought
or behavior could you implement? Examples for each section are provided.
Assumption?
Expectation?
Realistic?
Action Step?
Example:
Example:
Example:
Example:
I assume I have a
Because I assume I
Sometimes, but not
I need to check my
pure intention (no
have pure intentions, always… If I’m honest intentions before
agenda) when
I can ask direct
with myself, I realize I asking for Jonathan’s
approaching
requests of others
tend to ask Jonathan help.
coworkers for a direct with confidence.
for help to relieve me
request.
of responsibilities I
should complete on
my own.
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Consider assumptions you have made about others in your interactions with them. What
expectations do these assumptions prompt? Are they realistic? If not, what change in thought
or behavior could you implement? Examples have been provided.
Assumption?
Expectation?
Realistic?
Action Step?
Example:
Example:
Example:
Example:
I assume that my
My expectation, then, Yes, this is a realistic
I will continue to seek
boss speaks the truth is that his feedback
expectation and
his feedback
when he gives me
will help me make
assumption because
regularly, particularly
feedback on my
meaningful
over the years, his
in areas I want to
performance.
refinements to
advice (which others
grow.
improve my
validate) has led to
performance.
significant results in
my progress.
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MESSAGE CONSTRUCTION
In addition to checking assumptions, effective communicators craft logical and well‐structured
messages to prevent misunderstanding and accomplish an intended purpose. They think
through what content to include and how the content should be ordered by anticipating the
receiver’s needs, interests, and
concerns. But this is easier said than
“A frame focuses attention on the painting it
done; mental strategizing is tough. In
surrounds. Different frames draw out different
fact, setting up this thought structure,
aspects of the work. Putting a painting in a red frame
or frame, has been identified as one
brings out the red in the work; putting the same
of a leader’s most difficult
painting
in a blue frame brings out the blue. How
communication skills to master
(Raffoni, 2009; Su & Wilkins, 2013),
someone frames an issue influences how others see it
yet the boost it gives a leader’s
and focuses their attention on particular aspects of it.
credible presence is incalculable.
Framing is the essence of targeting a communication
to a specific audience” (Raffoni, 2009, para. 2).
Framing a message provides context
and keeps the receiver’s attention
focused on the essential or pertinent elements (Su & Wilkins, 2013). Constructing a frame,
however, depends upon the leader’s ability to proactively establish what needs to be
emphasized, to what degree, and in what manner.
As well, framing a message takes into consideration the audience members’ learning styles—
their preferred way of receiving information—so as to most effectively reach them. People tend
to have a dominant sensory preference for perceiving information. Knowing this can make
messages more readily accessible.
The four major categories of sensory perceptions can be known with the acronym VARK: visual,
auditory, read/write, and kinesthetic (Fleming & Mills, 1992; “The VARK Modalities,” 2015). A
person might have a dominant preference or even a combination of preferences.






A receiver who is primarily visual, for example, receives information most effectively
when it is able to be seen—not so much through pictures as through maps, charts,
graphs, digital images, etc. It also includes whitespace, patterns, designs, shapes, and
different formats to highlight information.
A receiver who is dominantly auditory, however, prefers to hear information or process
(speak) out loud, listening to the ideas—others’ and their own. Auditory learners benefit
from dialogue, talks/lectures, email (if in informal, conversational style), phone
conversations, and radio/podcasts.
Those who learn best through reading and writing prefer to see information displayed as
words. This modality heavily relies upon text‐based input and output: books, essays,
reports, articles, i.e., words, words, words.
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A kinesthetic receiver learns best while touching and moving, experiencing and practicing.
The key here is a connection to reality. Kinesthetic receivers prefer demonstration,
simulation, practice, application, and videos of concrete experiences. (“The VARK
Modalities,” 2015, paras. 2‐5)

Keeping VARK top of mind enables leaders to be proactively choosy in how they set up and
deliver messages. In coming to know others better, they can be more intentional in constructing
easily‐received messages. (See the Appendix for the VARK questionnaire.)
Because communicators weigh a myriad of factors, they could benefit from a tool that
synthesizes efforts and supports message construction. A user‐friendly tool is PAIBOC (Locker &
Kaczmarek, 2011). Walking through this series of questions prior to crafting a message will
increase the chances of a successful reception. Even utilizing components of the tool as
standalones when engaging in quick exchanges with others can offer the clarifying structure
necessary to prepare a sound message and increase positive reception. With frequent use,
PAIBOC will internalize your message construction.

Purpose

Benefits








What is your purpose in this message?
What do you hope to accomplish?
Why?



Audience





Who is your audience?
How do members of your audience
differ?
What are the various learning styles of
members (VARK)?
What vested interest does the audience
have in this message?

Information





What key points need to be shared?
What order of the points will make most
sense to the audience?
What information does not need to be
shared?
How should the information be shared
to address VARK?
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What benefits can your audience gain?
How can you emphasize the (realistic)
positive in this message?
How does this message benefit others
(organization, stakeholders, clients)?

Objections




What obstacles might affect how they
might receive or interpret the message?
How can you proactively address
anticipated concerns and obstacles?
How can attention to VARK help to
prevent or refute objections?

Context




What do you need to keep in mind
about the circumstances of this
message? Timing? Delivery?
What factors could influence its
creation, sending, receiving, or
interpretation?
How would VARK influence the
message’s construction and reception?
Copyright © 2015 Success Productions, LLC

Framing brings “clarity to complexity” (Raffoni, 2009, para. 5) and ultimately helps leaders save
time, stay focused, and keep from veering into unrelated or tangential points. Others will
appreciate your respect for their needs and your conscientious and purposeful approach to
communication.

Think about a message you are planning to or in the process of constructing. This could be a
written message, like a report, memo, or email, or it could be a message you’ll deliver orally,
say, a presentation, meeting, or conference. Use PAIBOC to frame an effective message.
Purpose

Audience

Information

Benefits

Objections

Context

VERBAL DELIVERY
Determining and crafting message content is crucial to leadership presence. But of equal weight
is your delivery. Verbal delivery is essentially your speaking style communicated through your
voice. “A good voice supports and enhances good content” (Locker & Kaczmarek, 2011, p. 353).
Hence, the way you say your message can make all the difference in how others perceive your
competence and credibility.
VOICE MECHANICS
Your voice says a lot about you. It reveals your confidence, assertiveness, patience, personality,
and interest, among other dimensions, and as mentioned in Lesson One, others make rapid‐fire
judgments simply upon hearing your name in an introduction (McAleer, 2014). Enhancing the
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quality of your voice by tending certain aspects is a quick way to strengthen your communicative
appeal.
Volume
Volume is the degree of softness or loudness; your
everyday voice falls somewhere on a range. The
business appropriate level is somewhere in the
middle—audible enough to be well‐heard without
overpowering or disturbing the listeners. This level
will vary, of course, depending upon the setting. A
softer volume is better suited for face‐to‐face
interactions, whereas projecting a loud sound, supported with deep breathing, is necessary for
larger audiences and spaces. Those with naturally soft voices will want to “practice projecting
their voices so they can increase their volume without shouting” (Locker & Kaczmarek, 2011, p.
353). Matching your volume to the circumstances demonstrates confidence and control.
Pitch
Like volume, your natural pitch is distinctive to you; it’s the highness or lowness of your sound.
Low pitched‐voices tend to be more pleasant and authoritative than high‐pitched voices (Locker
& Kaczmarek, 2011). Women, in particular, will want to avoid shrillness (Hewlett, 2014), as it, as
well as pinched or nasally voices, can have a negative effect on others’ perceptions of their
intelligence and authority.
With the exception of unusually high pitched voices that could use some tweaking, most people
speak in an acceptable pitch and can channel their energies toward pitch variation, inserting
pitch changes to emphasize meaning. Monotone speakers lose an audience’s interest early.
Tempo
The speed of your speech is its tempo. Adjusting your rate can foster engagement because it
allows you to match the words’ meaning with the audience’s needs. Easy, simple parts of your
message can be delivered at a relatively quick pace, whereas more complicated or serious parts
should be shared at a slower pace to ensure others’
understanding and to give you time to observe their
“Properly used, pauses emphasize
responses (Lesikar, Flatley, & Rentz, 2008). Varying
upcoming subject matter and are
your tempo makes you seem more personable and
effective means of gaining
attentive because you recognize the value of providing
attention. But frequent pauses for
information at an engaging and appropriate rate.
no reason are irritating and break
Emphasis
The secret to using your voice well is to vary the way
you use volume, pitch, rate, and pauses as a means of
intentional emphasis. Thoughtful consideration of what
you are saying prepares you to translate this meaning
through the mechanics of your voice. Serious ideas
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the listeners’ concentration. Pauses
become even more irritating when
the speaker fills them in with
distracting nonwords, such as uh,
like, you know, and okay”
(Lesikar, Flatley, & Rentz, 2008, p. 470).
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deserve a slowed, soft voice; exciting news, in
contrast, is better delivered with quick
animation. Variation maintains interest and
shows your adaptability.
Enunciation
Enunciation strongly factors into strong verbal
delivery. It is the act of making sounds in words
clearly. If speech is rushed or mumbled,
enunciation can suffer, and poor communication
results. A place where enunciation is especially
critical is during phone conversations, in
particular, cell phone conversations that easily
pick up background noise. Without the benefit
of nonverbal cues, a listener in a phone
conversation has only verbal mechanics as aides.
Slurred or dropped sounds from the speaker can
impair message reception and impact the
receiver’s impression of the communicator.

BEWARE!
Uptalking is a cultural voice virus now
mainstream for many high school and
college‐age youth. A speaker who adds
upward inflection at the end of sentences
is uptalking (DiResta, 2011). And the
results are troublesome. Statements
sound like questions, which confuses the
listeners and portrays a lack of
confidence.
Fortunately, this habit can be corrected.
1. Identifying the vocal pattern.
2. Practice reversing the direction of
the ending inflection.
3. Have someone monitor your vocal
habits.
Perfecting a strong, controlled voice will
give you greater credence in your delivery
presence.

A component of enunciation is pronunciation—
the act of forming sounds correctly by placing
stress on the right syllables and knowing what
sounds to omit. Reading extensively and listening to other good communicators speak are
efficacious ways of strengthening your pronunciation.
“Knowing When to Stop Talking”

“Some years ago in Hartford, we all went to church one hot sweltering night to hear the annual
report of Mr. Hawley, a city missionary who went around finding people who needed help and
didn’t want to ask for it. He told of the life in cellars, where poverty resided; he gave instances of
the heroism and devotion of the poor. ‘When a man with millions gives,’ he said, ‘we make a great
deal of noise. It’s noise in the wrong place, for it’s the widow’s mite that counts.’ Well, Hawley
worked me up to a great pitch. I could hardly wait for him to get through. I had $400 in my pocket.
I wanted to give that and borrow more to give. You could see greenbacks in every eye. But instead
of passing the plate then, he kept on talking and talking, and as he talked it grew hotter and hotter,
and we grew sleepier and sleepier. My enthusiasm went down, down, down‐‐$100 at a clip—until
finally, when the plate did come around, I stole ten cents out of it. It all goes to show how a little
thing like this can lead to crime” (Mark Twain).
(as cited in Lesikar, Flatley, & Rentz, 2008, p. 471)
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LANGUAGE CONSIDERATIONS
In addition to the mechanics of your voice, verbal delivery also refers to the language you use.
Language should assist you in delivering the exact message you wish to share, creating an
engaging word picture, if you will. When possible, use words that are correct, concrete, familiar,
active, precise, short, and appropriate. But even more, weigh the words you use; succinctness
matters. Saying more with less lets others see that you can choose your words wisely and
remove the fat of extra verbiage, emphasizing what’s important. You want to be the leader
others turn to hear.

To strengthen your verbal delivery, consider implementing the following action steps.
 Read more. Extensive reading increases your comprehension, expands your expressive
vocabulary, and familiarizes you with varied and creative sentence patterns.
 Listen more. By listening to others, you will learn new words and phrases and pick up
subtle tips for what sounds pleasing or not.
 Imitate others. Then practice what you hear that sounds good. Try out the pauses you
notice others using, the inflection or change in rate that makes a difference.
 Ask others. Ask others to evaluate your verbal delivery by looking for specific
behaviors. They can offer feedback to enhance your performance.
 Record yourself. Hearing or watching yourself speak is the surest way of experiencing
what others’ do when listening to you. You’ll notice what to change and why.
What, specifically, would you like to work on to polish your verbal skills?

What action steps could you implement to advance your progress?

What would you like your verbal delivery to sound like after developing these skills?
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NONVERBAL LANGUAGE
“People gauge your [leadership
presence] the second you enter
a room: how confidently you
walk in, how firmly you shake
hands, how quickly you make
eye contact, how confidently
you stand”
(as cited in Hewlett, 2014, p. 69).

Interestingly enough, your body speaks more than your
content and voice combined. Through your eyes, facial
expressions, hands, posture, and movement, you convey
what you’re feeling about yourself, your message, and
those in front of you. Negative nonverbal behavior, for
instance—eye rolling, shrugging, clenched fists, folded
arms, distance—leaves a negative impression on those
watching, while smiling, nodding, leaning toward someone
in conversation speak of your interest and attention. And
the mood accompanying these types of behavior is generally positive and comfortable.

Nonverbal language, i.e., language without words, takes place all the time. You actually rely
heavily upon it in your interactions. The nonverbals are what you notice when “reading” a room
or a person and what others notice when “reading” you (Hewlett, 2014). “Sensing the mood,
absorbing the cultural clues, and adjusting your language, content, and presentation style
accordingly are vital to your success as a communicator” (Hewlett, 2014, p. 65).
But nonverbal signals can be misinterpreted and, thus, misunderstood, so it behooves leaders to
think about the messages their bodies send in order to more deliberately “speak” so as to be
heard.

NONVERBAL LANGUAGE BEST PRACTICES
FEATURE
eye contact

SUGGESTION
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STEP FOR IMPROVEMENT

Eye contact is a sign of honesty.
The way you use your eyes will reveal what
you feel toward the one before you.
Direct contact could be a sign of confidence,
though staring or “cold eyes” could be a sign
of aggression. Dropped eyes could be a sign
of deference or timidity.
Most business communication settings call for
pleasant, direct eye contact that moves
smoothly and surely among all participants.
When speaking to a group, aim to catch a
person’s eye for a few seconds before moving
on to the next person (smoothly, not
mechanically).
Avoid looking over or beyond people’s heads
when speaking to them.
Copyright © 2015 Success Productions, LLC

facial
expressions





gestures






posture
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As important as eye contact, your facial
expressions are noticeable to all and,
therefore, of critical importance.
Smiles, frowns, grimaces, furrowed brow,
raised eyebrows, and different mouth
positions all send unique messages.
Raising your eyebrows, for instance, gives you
an interested and engaged look. A furrowed
brow, however, shows confusion or concern.
Drooping eyes or a down‐turned mouth speak
of sadness, whereas a smile radiates warmth
and happiness.

Your hands, arms, legs, and torso assist your
communication by accentuating words or
points.
Common business‐related gestures in
conversation would be transitional gestures
(holding up fingers for 1, 2, 3), emphatic
gestures (making a fist, drawing the bottom
line, setting a foundation), and descriptive
gestures (drawing a circle or square, showing
width or breadth, pointing to a location).
A caution when using gestures is to avoid
overusing them. Gestures should be
purposeful, calculated, and appropriate. Wild
hands tend to not display the calm and
composure desired in a leader’s presence.

Posture refers to the general form of your
body—the position it holds. People notice
your posture immediately.
Maintain an alert, well‐balanced, erect, yet
natural posture when presenting, walking, or
standing.
Use open body positions rather than closed
because they reflect friendliness and
positivity. Open positions include uncrossed
arms, uncrossed legs, leaning forward, torso
exposed, and body facing the other person(s).
Copyright © 2015 Success Productions, LLC

space/
movement





Do respect the personal space of others by
staying at least twelve inches away from
someone when speaking.
Use the space around you to your advantage,
especially when presenting. Move with
purpose, and then speak.
Avoid speaking and pacing, as others may not
hear you. Too much walking can detract from
your message.

Lesikar, R. V., Flatley, M. E., & Rentz, K. (2008). Business communication: Making connections in a digital world (11th ed.). New York, NY: McGraw‐Hill Irwin.
Locker, K. O., & Kaczmarek, S. K. (2011). Business communication: Building critical skills (5th ed.). New York, NY: McGraw‐Hill Irwin.

DID YOU KNOW?
Your nonverbals also govern the way you think and feel about yourself. According to Dr.
Cuddy, a social psychologist at Harvard Business School, you can actually increase your
confidence and reduce stress and anxiety by placing yourself in a “power pose” for at least
two minutes before going into a high‐stress, social evaluative situation (Cuddy, 2012).
Holding yourself in open, expansive positions—power poses—rather than contracted and
closed positions actually increases testosterone, the dominance hormone, and reduces
cortisol, the stress hormone.

Give it a try. Nonverbally behave your way into a confident presence.
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LISTENING
Communication skill par excellence is listening. But a paradox exists. Most people claim they are
good listeners, but few people regularly feel heard. Perhaps this is
because so many consider the opposite of listening to be “waiting
to talk” (Scott, 2004, p. 103). Listening, however, goes far beyond
hearing words and abstaining from speaking: it’s an act of charity—
a gift of your attention, time, concern, and heart to another.
To glean a sense of how you listen, try this simple exercise. Initiate
a conversation with someone (anyone); speak for several minutes.
While you are listening to the person, also pay attention to the thoughts going through your
head as he or she is speaking. Rock (2006, p. 75) noted a list of common approaches to listening.











Listening for opportunities to sound intelligent.
Listening for a chance to seem funny.
Listening for how you can sound important.
Listening to get information you want.
Listening to external distractions such as other noises, music, etc.
Listening for what’s going on with the other person.
Listening to your own thoughts and not listening at all.
Listening to see how you can help.
Listening to understand the problem.
Listening for how you can benefit.

Keep in mind: many of these approaches are context‐specific. On certain occasions, for example,
you would become a more productive and efficient problem solver by “listening to get
information you want.” However, this same approach could be disastrous if you were seeking
information for the sake of using it inappropriately. Likewise, “listening to see how you can help”
when a person just needs the comfort of a good ear could lead to discomfort and unease.
A better way to utilize this exercise is to repeat it, over and over, with the many different people
you encounter daily—bosses, colleagues, spouse, children, parents, friends, community
members, store clerks and so forth. Then look for patterns or habits in your listening approaches
that point to areas for growth and development.

As you continue to work on your listening skills, use these questions to guide your reflections.
 What is your most common listening approach? What is its impact?
 How do your approaches change based on the different people you encounter?
 When did an approach work and not work for a particular circumstance?
 What would you like your listening approach to consistently be?
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As a leader, building strong listening skills
is crucial to your ability to connect with
others and sustain healthy relationships.
Su and Wilkins (2013, pp. 113‐114)
identified three levels of listening to
master as a leader: surface listening,
issues‐based listening, and emotions‐
based listening.
Surface listening is the least demanding;
you merely take the words at face value.
In this type of listening, you reflect
through your body language (nodding,
eye contact) that you have heard
another’s words. Think of this as
elementary‐level listening.

Michael Nichols shared, “Listeners who pretend
interest don’t fool us for long—though they
sometimes fool themselves. The automatic smile,
the hit‐and‐run questions, the restless look in their
eyes when we start to talk—all these are
giveaways to the fact that they’re more interested
in being taken for good listeners than in really
hearing what we have to say. Real listening means
setting all that aside. Good listeners don’t act
needy. They don’t charm, flatter, provoke, or
interrupt. None of that look at me, listen to me,
admire me, appreciate me. None of that. They
suspend the self and listen” (as cited in Aldo, 2014, p. 67).

Issues‐based listening, however, is deeper. It’s the skill of sifting through the words to get to the
core ideas being shared. At this level of listening, you are better able to ask clarifying or
prompting questions that advance dialogue.
Emotions‐based listening, the most mature level to master, is about listening with the heart to
the heart. Highly‐skilled listeners sense underlying emotions, motivations, and assumptions;
they watch for nonverbal cues that point to what’s really going on inside the speaker so they can
competently acknowledge and address the entire issue. Emotions‐based listening takes time to
develop and requires well‐developed emotional intelligence—knowing when and how to
suspend yourself and attend to the person before you in an open, thoughtful way.
The ultimate goal of
mastering listening skills is
enhancing relationship
quality and depth.
Your leadership presence
expands as you make a point
to be present to others.
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Fostering a sophisticated style, exercising etiquette
essentials, and mastering communication skills
contribute to the professional impressions you leave on
others. But each of these layers bleeds into the next
one deeper.
A sharp, attractive style draws piqued attention your
way. In demonstrating graceful social etiquette and
professional polish, you reinforce your pleasing image,
and that increases interest others’ take in your ideas.
Your communication abilities, then, give you an outlet to
demonstrate your thinking and problem‐solving skills,
your diplomacy and consideration of others.

Style
Etiquette
Communication
Gravitas

Character

But leadership presence is comprised of two
indispensable inner layers: gravitas and character.
Let’s move further down, into gravitas.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson Four
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. How would you describe yourself as a communicator?

2. What kind of assumptions have you made in the past about people, experiences, or
events that you will want to be cautious of in future exchanges?

3. Ask someone you trust to evaluate your nonverbal delivery in some fashion (a
conversation, meeting, presentation). What did the evaluator identify as a strength?
What suggestion did the evaluator offer?

4. What is something specific you can work on this week to improve your listening skills?
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STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...

65 | P a g e

Copyright © 2015 Success Productions, LLC

DEVELOPING LEADERSHIP PRESENCE
Lesson Five: Genuine Gravitas
You began your study of leadership presence by considering your outer, most superficial layer:
style. Sharpening your image through grooming, dress, and wellness increases others’ interest in
you as a capable professional. Moving inward, you then explored the nuances of proper
etiquette, the tactical behaviors expected in
social settings, learning how to maneuver social
customs, thereby, enhancing your gracefulness
and charm. Even further inward, you examined
the complex demands of effective
communication—skills involving assumptions,
message construction, verbal delivery, nonverbal
language, and listening. But Lesson Five takes
you deeper still, into the hefty, rich layer of
gravitas.
Gravitas comes from the Latin root gravis, meaning, heavy, weighty, serious, or important.
Positioned toward the center of the leadership presence model, it supports and vivifies the
upper layers. Deep seriousness in your leadership—or lack of it—actually manifests itself
through your visible exterior—your style, etiquette, and communication; displaying “heft,”
therefore, ramps up your leadership presence and “marks you as worth following into the fire”
(Hewlett, 2014, p. 16). Ultimately, gravitas inspires others’ trust in what you can do and who you
portray yourself to be.
But the deep substance of gravitas is based upon unwavering, purposeful commitment to
leading oneself and others. It gets to the heart of what you do. Building this distinctive, inner
layer impacts how others perceive your strength and dependability. But despite its importance
to leadership presence, gravitas is easier to identify than define, given the magnitude of each
component.
Let’s unpack its richness.

LEADERSHIP REPUTATION
“Your reputation precedes you” is more fact than fiction. People watch their leaders, and people
talk. They share impressions they’ve formed that influence others’ perspectives, and “people
will have formed an opinion of you before you’re in a position to help them form it” (Hewlett,
2014, p. 32). Your reputation—your “most valuable asset” (Llopis, 2014, para. 1)—is
instrumental in establishing gravitas. To be taken seriously as a leader, you must become
someone with a legacy that confirms your competence, courage, and consistency. This legacy,
supported by your authenticity, make up your personal brand—the way you, the leader, have
come to be known.
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Your personal brand is essentially your reputation (Covey, 2006)—only maximized. It is the way
you have defined your leadership identity and illustrated how you will deliver on your promises
(Llopis, 2014). Think of it as a living collection of your
behaviors and choices that marks you as distinguishable
from everyone else. Your personal brand is how you
have come to be known.
Keep these two points in mind.
1. Your personal brand requires constant care.
Like development in general, your brand
tending never stops. Others watch what you
say, what you do, where you go, how you react.
And each of these actions contributes—negatively or positively—to your reputation.
Namely, your behavior either reinforces or reconfigures what others have come to know
about you. And so, guarding your reputation is not only wise: it’s essential. The well‐
earned reputation you have painstakingly built over the years could be tarnished in a
moment by a foolish or irresponsible action. Maintaining is easier than rebuilding.
2. You control the management of your personal brand.
The lion’s share of your leadership reputation is due to your choices. Your large‐scale
decisions—what you value, who’s in your networks, the associations to which you
belong, your strategic vision—characterize your brand and chart your course, so to
speak. The smaller or less overt decisions, however, crystalize your brand. The manner
in which you deal with this problem or attend to those details, respond to one client or
address an employee form your leadership narrative (Llopis, 2014). Solicitous care and
control of your personal brand enhance gravitas.
The goal in managing your leadership reputation is not to become calculated but to become
conscientious. The best leaders live up to the strong reputations that precede them. Or better
yet, they exceed expectations.

HOW YOU ARE KNOWN
Below is a series of sentence completion problems. Each sentence stem requires you to reflect
upon your leadership reputation and describe your perception of how others view you as a
leader. Be as honest and specific as possible.
I see myself as a leader who…
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I am aware that others see me as…

Some major decisions I have made that have influenced my leadership reputation are…

Some examples of daily actions that influence my leadership reputation are…

A time when I have been concerned about my reputation was…because…

One thing I would like to change in regards to how others see me is…

I want to be known as a leader who/that…

SIGNATURE VOICE
Another feature of gravitas, related to your reputation, is your signature voice. While your
reputation is the umbrella‐version of you, your signature voice is your modus operandi when
dealing with people. It refers to the demeanor of your approach with others in various
circumstances and challenges—the voice of your behaviors, responses, and reactions. And this
voice others experience from you contributes to your personal brand.
But your signature voice penetrates deeper into your leadership presence than the
communication skills you explored in Lesson Four. In actuality, your signature voice represents
the “sound” your leadership behaviors and the balance you strike between relating to others and
asserting your independent self. And so, fostering a signature voice requires “bringing together
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two capabilities: the ability to demonstrate [your] value and distinction and the ability to connect
and align with stakeholders” (Su & Wilkins, 2013, p. 19). Leaders with gravitas find a way to
marry the two voices for the betterment of all involved.
Su and Wilkins (2013) customized the
presence quadrants to assist leaders in
determining how to improve their signature
voice. In the figure to the right, the y‐axis
(vertical line) represents your voice for self.
The x‐axis (horizontal line) stands for your
voice for others (p. 21). Each person naturally
leans toward either the driving voice, passive
voice, or supportive voice.
Yet leaders who demonstrate gravitas,
however, purposefully and convincingly adjust
the level of drive or support to adapt themselves to the situation at hand. They recognize that
different circumstances, issues, and people require different approaches. Thus, they strive to
lead with a signature voice—a voice that draws upon both concerns (for self and others).
Leaders with this kind of adaptable approach have a signature voice that reflects their
knowledge of whether to be driven, focused, and assertive or whether to be collaborative,
approachable, and connective. Gravitas is at its best when leaders lead from the upper right‐
hand quadrant.
Given your unique temperament and personality, you may find yourself sliding to one quadrant
or another in challenging situations or encounters with certain individuals. The goal, then, is to
evaluate the effectiveness of your voice to become more strategic in adapting it to fit your role
and circumstances. If, for example, you have a driving voice by nature, you may need to increase
your “voice for others” (supportive voice) when dealing with a delicate interpersonal conflict. Or
on the contrary, if your natural voice is supportive, an emergency situation might require you to
step up your “voice for self” (driving voice) when you are faced with leading the charge.
Therefore, you need to be able to recognize what your voice “sounds like” in each quadrant.
When you slip into the driving voice, it might sound like this (Su & Wilkins, 2013, p. 27):
 “What does my team stand to gain or lose from this?”
 “Why can’t we make the decision and move on?”
 “This is the right thing to do, even if people don’t realize it yet.”
 “Why is everyone being so sensitive?”
When you slip into the supportive voice, it might sound like this (Su & Wilkins, 2013, p. 25):
 “A lot of people are counting on us; we can’t let them down.”
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“They aren’t going to like our viewpoint on this. I’m worried about damaging our
relationship.”
“The executive team is breathing down our necks, and they want it done in a
certain way. We’ll need to change tack again.”
“I need more information before making the final call.”

And when you slip into the passive voice—which typically begins in one quadrant and doubles
back to another—it might sound like this (Su & Wilkins, 2013, p. 31):
 “They don’t get it at all.” (began as driving voice)
 “This is a stupid waste of my time.” (began as driving voice)
 “Why bother?” (began as driving voice)
 “Why are they pressuring me to make a decision?” (began as supportive voice)
 “Why can’t they just leave me alone?” (began as supportive voice)
Knowing these tendencies can help you key into behavior patterns preventing you from
consistently using your signature voice and establishing gravitas as a leader. Complete the
exercise in the table below to explore when and with whom you use different voices.

YOUR VOICE PATTERNS
Identify six people (in your personal and professional lives) you interact with personally. Place
these individuals in the quadrants you find yourself sliding to when you are not at your personal
best, in other words, the voice you predominantly use with them. Jot down any reflective notes
regarding your concerns or insights in these interactions.
driving voice

signature voice

Reflective notes:

Reflective notes:

passive voice

supportive voice

Reflective notes:

Reflective notes:
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What patterns emerged?

Do you consistently slide to one voice or another? With whom?

Do you slide to one voice with different people at work (superiors or colleagues)? Different
people outside of work (family, friends, acquaintances)?

Adapted from Su, A. J., & Wilkins, M. M. (2013). Own the room: Discover your signature voice to master your leadership
presence. Boston, MA: Harvard Business Review Press.

COMPOSURE
Even with efficient organizational skills
and a highly attuned, proactive
mindset, leaders will not be able to
prevent every mishap from occurring.
Trials will arise, complications appear,
and many anticipated situations will
not go as planned.

“You will make mistakes. You will suffer the mistakes
of others. Accidents completely out of your control
will befall you. Each of these represents, however, a
monumental opportunity to acquire and exude
gravitas: to reach within yourself, at the height of the
storm, for that eye of calm, and to speak and act
from that place of clarity. Because when you
demonstrate that your confidence cannot be shaken,
you inspire confidence in others” (Hewlett, 2014, p. 19‐20).

Leaders with gravitas embrace these
challenges with vigor—seeing them as
a summons, calling forth their best.
Their best in these trying moments is a
composure that calms fears, diffuses tension, clarifies thinking, and focuses energy on solving
the problem at hand. And that composure comes through exercising a high degree of emotional
intelligence (EQ).
EMOTIONAL INTELLIGENCE
Emotional intelligence is thinking about
emotions and using emotions to
improve your thinking. Leaders who
have developed this intelligence to a
high degree 1) notice emotional cues in
themselves and others, 2) exercise
certain thinking skills in relation to these
emotional cues, 3) understand the
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meaning behind the emotions, and 4) manage their own emotions in relation to others’ feelings.
Composure is the sophisticated result of well‐managed emotion. It increases resonance in an
organization (Goleman, 2013) and boosts the credibility of a leader’s presence.
Yet composure differs from restraint (Courtney, 2014). Restraint, or the EQ skill of detaching
from an emotion, is necessary in developing gravitas, but leaders with gravitas are not satisfied
with merely tolerating highly‐charged people or tense dilemmas; they want to make
circumstances and relationships better. And composure enables them to breathe new life and
energy into stressfully demanding situations.
Composure is a fuller sign of emotional management. “It
speaks more towards their outward‐facing behaviors of
leadership. It encompasses the leader’s ability to
communicate and align people” (Courtney, 2014, para. 10).
Ironically, though, outward‐facing leadership behaviors begin
with inward‐looking reflection.
INWARD REFLECTION
Looking inward comes naturally to a leader who tends to be
introverted. In the book Quiet: The Power of Introverts in a
World that Can’t Stop Talking and its accompanying Ted Talk,
former Harvard graduate and attorney, Cain (2012),
encouraged leaders living in a culture that embraces the
extrovert ideal to regularly practice reflection and quiet as a
means of deepening their understanding of self, thoughts,
work, and others.
Introversion and extroversion (loose terms that describe how
people prefer to direct their energy) complement one
another. You fall somewhere on the introversion‐
extroversion spectrum, but your leadership role demands you
to maintain composure in any setting, with anyone, despite
your temperament preferences.
And so giving yourself more time to reflect will boost your
self‐awareness—the gateway to mature emotional
management, i.e., composure.
Very likely, this inward reflection time may take some
intentional planning on your part. Cain (2012) claimed one‐
third to one‐half of Americans are introverts, yet workplaces
predominantly emphasize extroverted behaviors—
collaboration, shared spaces, meetings, groupthink.
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EXTROVERSION (E)
I like getting my energy from
active involvement in events and
having a lot of different
activities. I'm excited when I'm
around people, and I like to
energize other people. I like
moving into action and making
things happen. I generally feel at
home in the world. I often
understand a problem better
when I can talk out loud about it
and hear what others have to
say.


I am seen as "outgoing" or as
a "people person."
 I feel comfortable in groups
and like working in them.
 I have a wide range of
friends and know lots of
people.
 I sometimes jump too quickly
into an activity and don't
allow enough time to think it
over.
Before I start a project, I
sometimes forget to stop and
get clear on what I want to do
and why.
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But what if more introverted behaviors were
encouraged—solitude, independent projects,
reflection, as well as a more pronounced
emphasis on self‐awareness? What might
happen to the workplace culture? To
inspiration and creativity? To the
complementarity of temperaments? To
emotional management? Quiet reflection
would benefit introverts and extroverts alike.
And while the introversion‐extroversion
spectrum is only one dimension of
temperament, it plays a part in your
seriousness as a leader when it amplifies your
strengths and positively influences how others perceive your gravitas.
Tapping into your “powers of quiet” through inward reflection fosters “concentration, insight,
and sensitivity” (2012, p. 264), which, ultimately, benefits composure. Through reflection,
leaders become more adept at observing, managing, and elevating social dynamics.
“Deploying the powers of quiet” (Cain, 2012, p. 266) contrasts the usual expectation for take‐
charge leaders bombarded with requests, surrounded by people, and expected at a myriad of
social engagements.
Take some time now to reflect upon your own tendency toward introversion or extraversion and
how your use of quiet is affecting your composure.
INTROVERSION (I)
I like getting my energy from dealing with the ideas, pictures, memories, and reactions that
are inside my head, in my inner world. I often prefer doing things alone or with one or two
people I feel comfortable with. I take time to reflect so that I have a clear idea of what I'll be
doing when I decide to act. Ideas are almost solid things for me. Sometimes I like the idea of
something better than the real thing.






I am seen as "reflective" or "reserved."
I feel comfortable being alone and like things I can do on my own.
I prefer to know just a few people well.
I sometimes spend too much time reflecting and don't move into action quickly
enough.
I sometimes forget to check with the outside world to see if my ideas really fit the
experience.
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INWARD REFLECTION QUESTIONNAIRE
POINTS TO PONDER

ACTION STEPS FOR IMPROVEMENT

When do you feel the most composed?

What thoughts run through your mind during
these moments?

When do you feel the least composed?

What thoughts run through your mind during
these moments?

On a scale of 1‐5 (1 being most introverted and 5
being most extroverted), where do you fall on the
introversion‐extroversion spectrum?
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What role do reflection and quiet play in your
professional life? Personal life?

What benefits do you see in exercising inward
reflection and quiet?

What challenges do you see in incorporating more
inward reflection into your leadership?

Describe what you need most to maintain a regular practice of inward reflection and quiet as a
means of strengthening your gravitas.

COMPETENCE
As valuable as your reputation, signature voice, and composure are to the gravitas you display,
others expect you to possess knowledge and expertise as a leader. Bottom line, your gravitas
grows in proportion to your competence. You must possess what it takes to get the job done:
you must be able to do what you say you can do.
You must be willing to put in the time, attention, and energy to continually strengthen your
current abilities and expand them in new directions (Kouzes & Posner, 2011), and your
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performance should meet or, even better, exceed the competencies established as desired
outcomes for your organization. Developing competence occurs over time, gradually, as you
amass experiences and seek slight edge improvements within them to enhance your
performance.
And demonstrating competence,
moreover, shows you are credible
because you have capabilities and
deliver results.
CAPABILITIES

“Leaders must be aware of the degree to which
they actually have the capabilities to do what they
say. And if they lack the necessary competence,
they must dedicate themselves to acquiring it, or, if
time is short and the demand is immediate, find
someone better for the job” (Kouzes & Posner, 2011, p. 51).

Capabilities, in fact, are one of the four
cores of credibility. You demonstrate credibility with your character (integrity and intent)—as
you’ll be exploring in Lesson Six—and your competence (capabilities and results) (Covey, 2006).
Let’s first take stock of your capabilities. TASKS is a helpful acronym to remember the various
capabilities you bring to your leadership. TASKS refers to talent, attitude, skills, knowledge, and
style (Covey, 2006, pp. 94‐100).
Talents – These are natural gifts and strengths. You were born with unique talents; thus, you
must search for and develop them to develop your latent potential.

What are my unique strengths or talents? What is the highest and best use of my talents? How
can I better maximize the talents I have? What talents might I have that I have not yet
developed?

Attitudes – Attitudes reflect your mindset—the perspective you have on the way you view events
and life, in general. Your attitudes will influence the way you see, think, and act.

What are my attitudes about work? About life? About learning? About myself, my capabilities,
and my opportunities to contribute? Are there more productive attitudes and paradigms I could
embrace that would help me create better results?
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Skills – Skills are your technical proficiencies—the specific actions you do well. Skill sets aligned
with your talents tremendously boost competence.

What skills do I currently have? What skills will I need in the future that I do not currently have?
To what degree am I involved in constantly upgrading my skills?

Knowledge – Knowledge is comprised of your learning, insight, understanding, and awareness.
Knowledge can be grown exponentially with concentration and effort, especially when it’s used
to teach others.

What is my current level of knowledge in my specific field? What am I doing to stay current?
What other areas of knowledge am I pursuing?

Style – Your style pertains to your unique personality and approach to people and leadership. No
two leaders are the same.

How effective is my current style in approaching problems and opportunities and interacting
with others? Does my approach facilitate or get in the way of accomplishing what needs to be
done? What can I do to improve the way in which I go about doing things?

RESULTS
So competence comes from the capabilities you exercise and
the results you deliver. Results are the tangible, measurable
outcomes of your efforts (Covey, 2006) and the
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“There’s no place to hide
here—either you produce or
you don’t” (Covey, 2006, p. 110).
Copyright © 2015 Success Productions, LLC

reinforcement needed to demonstrate your competence. They demonstrate your investment
and inspire others to trust you, elevating your gravitas. Consider the results you have
delivered—results with both tangible and intangible value. Please use the table below to direct
your thinking.

ASSESSING YOUR RESULTS
Reflect upon your past, current, and anticipated performance. Consider results, their value, and
how you are achieving or will achieve them.
past performance

results delivered

value of results

strategies used

current performance

results in process

value of results

strategies used

anticipated performance

results anticipated

value of results

strategies to use

Overall, how would you describe your ability to deliver results?
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What can you do to help yourself finish strong and finish well?

Well‐respected leaders manifest gravitas. What
they present to others—through their stylistic
appearance, etiquette, and communication
skills—reflects a deeper seriousness and
substance.
Their gravitas speaks of their relatability,
composure, thoughtfulness, and competence,
and the respect that comes from this
weightiness marks them as worthy of following.
As you move into the final lesson, keep your eye
on all the previous layers of leadership
presence. Having begun with the outermost
superficial layer, you will begin probing the
deepest, most profound core of your behavioral
expression as a leader. The character piece of
your leadership presence is what illumines all
other layers.

Style
Etiquette
Communication
Gravitas

Character

So, moving on… Let’s go deep.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson Five
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. What five words would you like someone at work (boss, colleagues, those you lead) to
use to describe you?

2. What five words would you like someone at home (family/friends) to use to describe
you?

3. Observe someone you know who consistently maintains composure. What strikes you
about this person’s words and actions?

4. What is something specific you will act upon this week to improve your gravitas?
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STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...
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DEVELOPING LEADERSHIP PRESENCE
Lesson Six: Credible Character
Picture walking into a zero‐entry swimming pool. At its entrance, the water is shallow, barely
skimming the tops of your feet. With each step inward, you find the water rising higher and the
wading more strenuous until soon, water reaches
your chin. Straining forward one more step and
your toes no longer touch the bottom. You’re in
deep, literally.
Inspirational leadership presence resembles that
pool. The exterior appeal reflects depth below.
Layers flow together, conveying oneness—a
mesmerizing wholeness enriched and
empowered by its substance. In glancing at that
pool, an observer knows full well the translucent
beauty of clear, clean water signals deeper, bluer waters—something more profound within.
Likewise, all the layers we’ve explored in earlier lessons collectively form your presence; in a
sense, they fuse to form one pool. But as with the pool, the degree of presence substance
increases the further inward you go, as you move from an appealing yet shallow surface to a
robust depth.
In this lesson, you will explore the innermost core of your leadership presence: your character.
Delving into the fullness of character goes beyond the scope of what this lesson can provide;
nonetheless, you will learn two of the intrinsic aspects of character most consequential to how
others perceive your leadership presence.

CHARACTER
In Lesson One, leadership presence was defined as the “persona that we project to others
through our behavior. It is the outcome of how we act (the way we stand and move, our body
image, what we say, how we say it) and the way others interpret and respond to our actions”
(Aldo, 2014, p. 10). Presence in its simplest form is behavioral expression. And your behaviors
over time and across situations and contexts not only influence how others perceive your
leadership capabilities but characterize you.
Character comes from the Greek kharakter, meaning “engraved mark,” “symbol or imprint on
the soul,” and “instrument for marking” (McKay & McKay, 2013, para. 7). By the 17th century,
the term character came to be known as “the sum of qualities that define a person” (2013, para.
8). These qualities consist of traits, values, and virtues—all manifested through what you say
and do.
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A trait is a characteristic that distinguishes you from another person. Having a good
sense of humor, for example, is a personality trait.
A value is an idea or quality of worth. If a person values family and work ethic, he or
she places high importance upon them.
A virtue is the habitual disposition to do the good. Practicing humility on a regular
basis leads to the virtue of humility.

And so, your character is the inmost source of what you project to others through your gravitas,
communication, etiquette, and style, and it’s the formed collection of your traits, values, and
virtues. Subsequently, a person who is virtuous or possesses a highly admirable character is a
positive force, and a “force always leaves a result” (Cloud, 2006, p. 41). Consider these words:
Likewise, when you move through your life, through your company or organization,
through your career, and through your relationships, your character is going to be a
“force.” The question is, “What kind of force is it going to be?” Will it be one of virtue,
where you deliver the goods? When you bring energy and force of character to a goal or
project, will the force bring about fruit? When you bring energy and force to a
relationship, will there be a good result? In many ways…[the force] is up to you. (Cloud,
2006, p. 41)
Each person has a unique, mixed bag of character strengths that distinguish him or her from
others. But intentionally strengthening certain moral virtues—like humility, courage, fortitude,
temperance, and prudence—will
contribute to a positive character
“Character fundamentally shapes how we engage the
force. In fact, building character
world around us, what we notice, what we reinforce,
comes about by developing good
who we engage in conversation, what we value, what
habits, and good habits foster virtuous
behavior (Johnson, 2015).
we choose to act on, how we decide…and the list
goes on” (Crossan, Gandz, & Seijts, 2012, para. 4).
As stated above, virtues are habitual,
firm dispositions to do good to
yourself and others; they take time, purposeful effort, and perseverance to develop in ways that
bear fruit. It’s not easy to always tell the truth, give others credit, consistently work hard, forgive
injustices, refrain from complaints, and so forth.
But these kinds of virtues make for admirable character. Training your mind and heart to choose
what is morally good becomes a habit, and these habits leave their mark.
Credible character develops when leaders consistently practice a host of virtues. Let’s look at
two aspects of character that spring from virtues: integrity and intent. The fruits of these virtues
elicit confidence and trust in followers and deem you a leader worth following.
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▲ Action Step: Take a moment to reflect upon the wake your behaviors leave.
What would others say about your character force?
NOTES:

INTEGRITY
To be a person of integrity is to be a person of wholeness—with no division, incongruence, or
partiality. A completeness exists with all parts integrated, and the soundness of the person’s
character is stronger because of this unity.
Values, beliefs, words, and actions show congruence
(Moorman & Grover, 2009). Integrity means you are
who you say you are. You do what you say you’ll do,
and you live in accordance with the moral code you
profess.

“Integrity is acting with fidelity to
one’s values and beliefs, living up
to high standards of morality,
veracity, and promise keeping”
(Macaux, 2014, p. 5).

Imagine these workplace situations.


You say you are an honest person, but you’ve fallen into the habit of wasting time at
work. You’re getting paid to work 40 hours a week, and yet you find yourself sneaking
work time to check in on social media sites and catch up on stats on your favorite teams.



At last month’s meeting with your boss, you promised a report detailing projections for
the remaining fiscal year. Now, the day before the follow‐up meeting, you begin the
report, knowing it will be far from completion by tomorrow. You decide to get it started,
bring in what you have, and tell your boss know you had some confusion in compiling it.



Sundays have always been reserved as sacred time for you and your family to worship,
rejuvenate, and reconnect. Pressing deadlines at work, however, have prompted team
members to initiate Sunday gatherings for catch‐up and early preparation for the
upcoming week. You agree to join the Sunday sessions, to the dismay of your family and
your conscience.
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You’ve been collaborating on a complicated project with a new hire. The recent MBA
graduate brings a level of knowledge to the team you haven’t acquired over your fifteen‐
year tenure, and you’re feeling pressure to prove yourself. In the monthly staff meeting,
you mingle a few of your colleague’s creative ideas with your own without acknowledging
his contributions.

Each of the above situations exposes a lack of integrity—a disconnection between values and
actions. Inconsistencies leave marks on your character; others find it difficult to determine
where you stand and trust what you’ll do. You lose respect and credibility when you lack
integrity, and your leadership presence crumbles.
Integrity is more than just being honest or being
ethical and compliant. It’s the determination of the
heart to do what is right at all times, in all contexts,
despite the cost, whether noticed or not. It comes
from staying rooted in and true to your values base,
which is not easy. Think of it as an ongoing
commitment to value fidelity—your commitment to
staying internally and externally true.
INTERNAL CONGRUENCE
When you are keenly aware of who you are and what you value and you strive to make decisions
in support of your values, you demonstrate internal congruence. Your thoughts, words, and
actions “match” what you value and believe to be morally good and right.
This internal consistency is of eminent importance to a leader who serves as an exemplar of
sound moral reasoning. “Integrity makes it easier for others to trust” (Gentry, Cullen, & Altman,
2012, p. 3). In fact, the leadership presence you are working hard to cultivate demands you to
be worthy of others’ trust. Like most aspects of leadership development, internal congruence
begins with self‐awareness. To know what you’ll stand by, you need to know what you stand for
and why.
Use the table below to identify five of your core values and the consistency you exercise in your
life to uphold them.

MAINTAINING PERSONAL CONGRUENCE
Identify five core values you hold to be morally good and true. Think about how you typically
exercise or uphold these values. Then reflect upon a time when you compromised this value for a
lesser good, and identify actions steps you can take to exercise these values with greater fidelity.
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Name a core value.

How do you typically
exercise this value?

Describe a time you
compromised this
value for a lesser
good.

What is an action step
you can take to
increase your fidelity?

EXTERNAL CONGRUENCE
Further, a person can achieve internal congruence and not be a person of integrity. If the values
you hold, for example, are contrary to the community you are leading, another type of
incongruence occurs. Leaders are entrusted with others’ development and, therefore, should
seek the common good and well‐being of people. Thus, their values should reflect the integrity
of their mission. So from a leadership standpoint, integrity has two dimensions: consistency in
your own actions and values and consistency between the leader’s values and those of the
followers (Moorman & Grover, 2009). Leaders with high character uphold reasonable, objective
moral norms.
Let’s say you have come to believe you are entitled to preferential treatment and faithfully and
consistently make decisions that selfishly promote your well‐being. While you are acting in
accordance with what you value, your integrity is not whole because your values base is
inconsistent with the outside, objective moral code that abides by maxims such as, “Do good to
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others, and avoid evil” or “Do unto others as you would have them do unto you.” Integrity is
hampered with an attitude of anything goes.
But just what values does your organization hold as its integrity norms? And does your personal
integrity sync up? To explore your external congruence, take some time to complete the
exercise in the table below.

MAINTAINING ORGANIZATIONAL CONGRUENCE
Identify three values explicitly and implicitly shared by those in your workplace community.
Consider whether or not this is a value you hold personally. Then identify ways to enhance
external congruence.
Name an
organizational
value.
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Does this value
align with your
personal value
system? Why?

How does this
value impact
your leadership
presence?

What challenges
are you facing
with
organizational
congruence?

What action step
could you
implement to
improve
congruence?
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COMPARTMENTALIZATION
A danger to wholeness is the modern trend of compartmentalization, i.e., putting certain parts of
you in certain boxes for certain times. Busy leaders lead full lives, personally and professionally.
They move between countless communities of people with varying expectations; the temptation
can be to categorize your behaviors to suit the needs of a particular group.
Granted, you wouldn’t dress the same way for a picnic as you
would for a presentation, and you would use different language
speaking over the phone with your sister than with a group of
executives. Real compartmentalization, however, moves beyond
social expectations and behavioral common sense; its dips into
categorization of values and inconsistency of exercising what you
know to be good, true, and right.
People who act according to one set of values on Sunday, another set on Monday, and a third set
on Friday evening are fragmented; they lack coherency in their values execution and run the risk
of damaging their integrity through what they think, say, and do. Remember, “Followers watch
the behavior of leaders closely, and one untrustworthy act can undermine a pattern of credible
behavior” (Johnson, 2015, p. 85). Even with the best intentions, leaders who compartmentalize
their public and private lives weaken their overall credibility as people who stand true and firm
to conviction. Use the sentence stems below to guide your reflection on exercising your values.

A value I consistently exercise in all situations is…because…

I do not always live by my value of… when I am…because…

My friends would say my top three values are…

My family would say my top three values are…

My coworkers would say my top three values are…

Some disconnections I am noticing in my value systems are…
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INTENT
In addition to integrity, Covey (2006) identified intent as another essential element of character.
You have an intention behind everything you do—an intention that begins in the heart: why,
how, and what.
Why are you motivated to act?
How do you plan to activate your motive?
And what behaviors will you use to execute your plan?
Leaders of noble character direct their thoughts, words, and deeds toward noble ends. They
know what they are about and practice candor and accountability.
CANDOR

INTENT
Candor is the quality of being open, sincere, and honest. It
implies both authenticity and transparency. Authentic
leaders tune in to who they are and where they’re headed;
their personhood is genuine. And their candor comes across
in their willingness to be vulnerable with others—to let
others see as they see. They respect humanness in
themselves and encourage transparency in relationships and
business logistics, cultivating an environment where open
and impartial communication are the norm.
Candor doesn’t have to be complicated. In fact, its simplicity
is why others find it refreshing. People like to know their
leaders as people with real hopes, fears, aspirations, and
weaknesses. And even better, people like to know their
leaders know themselves. They like their leader to
demonstrate relational transparency, seeing in them leaders
who are more real and authentic (Mazutis, 2016, p. 242).
Candor removes surprises, dispels confusion, and
encourages honest responsiveness in others.
Developing candor requires you to examine your intentions
and purify them according to your values base. Sincere
introspection in regard to the why, how, and what of your
intentions can help filter out any malicious or selfish
intentions and reposition yourself to act in a manner
befitting the high character you desire.
Through regular inward reflection and quiet, you can come
to a more profound awareness of what you’re about. “Work
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Covey (2006, p. 76) offered these
pointers regarding intention.



Intent matters.

It grows out of character.

 While we tend to judge
ourselves by our intent, we
tend to judge others by their
behavior.


We also tend to judge others’
intent based on our own
paradigms and experience.



Our perception of intent has a
huge impact on trust.
 People often distrust us
because of the conclusions
they draw about what we do.


It is important for us to
actively influence the
conclusions others draw by
“declaring our intent.”
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is deeply personal. Leading is intensely personal. Ultimately, everything is personal, assuming
you’ve addressed the questions …” (Scott, 2004, p. 89). This attention to the inner you is not
selfish; it is vital to strong leadership presence.

Who am I?

What price am I willing to pay to be that?

In what ways can I increase my candor with myself and others?

ACCOUNTABILITY
Related to your candor is your ability to uphold
commitments, promises, and responsibilities. Do you do
what you will say you’ll do? True intentions are revealed
in the way leaders take themselves to task.

“DWYSYWD: Do what you say you
will do” (Kouzes & Posner, 2011, p. 33).

Leaders who hold themselves accountable to their intentions show themselves to be people who
mean what they say, even when the sacrifice is great. They demonstrate their trustworthiness
and inspire others’ confidence in their investment and care because they take responsibility for
the why, how, and what of their intentions.
And if on the unfortunate occasion leaders break commitments, promises, or responsibilities,
they can own up to their negligence honestly and sincerely and promptly find ways to make
amends and repair the damaged trust. Relationships can be restored, and leaders of noble
character go to great lengths to rectify their intentions and begin anew.
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▲ Action Step: Take a moment to reflect upon how you hold yourself accountable
to your intentions and commitments. What could be improved?
NOTES:

CRAFTING A LEADERSHIP PRESENCE ACTION PLAN
Let’s review.
In Lesson One, you learned about leadership
presence, in general—what it is, what it’s not, and
what it contains.

Style
Etiquette

You then moved into the first layer of the
leadership presence model, style, to explore
grooming, dress, and wellness.
Lesson Three, etiquette, laid out guidelines for
social protocol in regards to manners, dining,
networking, and e‐professionalism.

Communication
Gravitas

Character

And Lesson Four unpacked the communication
process, emphasized the role assumptions play,
offered a message construction tool, and discussed
best tips for verbal and nonverbal delivery.
Lesson Five moved deeper yet into gravitas, where you considered your leadership reputation,
your signature voice, your composure, and your competence. And this transitioned into Lesson
Six, which addressed the substantial importance of character—as specifically revealed through
integrity and intent—in illuminating the four previous layers.
In light of what you have pondered about leadership presence, it’s time to synthesize the layers
and craft your personal Presence Action Plan.
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LEADERSHIP PRESENCE ACTION PLAN
Think about your leadership presence as a whole and what you have learned about yourself in
this forum. How do you want to be perceived as a leader? What do you need to stop, start, or
improve to achieve the results you’re seeking? Use the table below to identify behaviors,
challenges, and solutions. Then share this plan with your Executive Guide, mentor, and coach.
ELEMENT

TARGET
BEHAVIOR

ANTICIPATED
CHALLENGES

POTENTIAL SOLUTIONS

Style

Etiquette

Communication

Gravitas

Character
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Write three affirmations that can help you keep focused and motivated.
1.

2.

3.
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APPLICATION AND ACTION
The questions below are designed to stimulate your thinking and application of the Lesson Six
content. Please reflect on your personal circumstances, and consider sharing these thoughts with
others.
1. What is your strongest character quality (trait, value, virtue)? Explain.

2. How well do those you lead know you? Explain.

3. Discuss a time when your intentions were misunderstood. What could you have done
differently?

4. Describe a time you have fulfilled a commitment and it positively influenced others’ trust
in you.

94 | P a g e

Copyright © 2015 Success Productions, LLC

STRUCTURED REFLECTION
Three Key Insights/Takeaways:

1)

2)

3)

Thoughts/ideas/commitments to apply following this session…

In leadership situations, I will pay attention to...
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APPENDIX

The VARK Questionnaire (Version 7.8)
How Do I Learn Best?
Choose the answer which best explains your preference and circle the letter(s) next to it.
Please circle more than one if a single answer does not match your
perception. Leave blank any question that does not apply.
1. You are helping someone who wants to go to your airport, the center of town or railway

station. You would:
a.
go with her.
b.
tell her the directions.
c.
write down the directions.
d.
draw, or show her a map, or give her a map.

2. A website has a video showing how to make a special graph. There is a person speaking,

some lists and words describing what to do and some diagrams. You would learn most
from:
a.
seeing the diagrams.
b.
listening.
c.
reading the words.
d.
watching the actions.

3. You are planning a vacation for a group. You want some feedback from them about the

plan. You would:
a.
describe some of the highlights they will experience.
b.
use a map to show them the places.
c.
give them a copy of the printed itinerary.
d.
phone, text or email them.

4. You are going to cook something as a special treat. You would:
a.
b.
c.
d.
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cook something you know without the need for instructions.
ask friends for suggestions.
look on the Internet or in some cookbooks for ideas from the pictures.
use a good recipe.
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5. A group of tourists want to learn about the parks or wildlife reserves in your area. You

would:
a.
b.
c.
d.

talk about, or arrange a talk for them about parks or wildlife reserves.
show them maps and internet pictures.
take them to a park or wildlife reserve and walk with them.
give them a book or pamphlets about the parks or wildlife reserves.

6. You are about to purchase a digital camera or mobile phone. Other than price, what

would most influence your decision?
a.
Trying or testing it.
b.
Reading the details or checking its features online.
c.
It is a modern design and looks good.
d.
The salesperson telling me about its features.

7. Remember a time when you learned how to do something new. Avoid choosing a

physical skill, eg. riding a bike. You learned best by:
a.
watching a demonstration.
b.
listening to somebody explaining it and asking questions.
c.
diagrams, maps, and charts ‐ visual clues.
d.
written instructions – e.g. a manual or book.

8. You have a problem with your heart. You would prefer that the doctor:
a.
b.
c.
d.

gave you a something to read to explain what was wrong.
used a plastic model to show what was wrong.
described what was wrong.
showed you a diagram of what was wrong.

9. You want to learn a new program, skill or game on a computer. You would:
a.
b.
c.
d.

read the written instructions that came with the program.
talk with people who know about the program.
use the controls or keyboard.
follow the diagrams in the book that came with it.

10. I like websites that have:
a.
b.
c.
d.
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things I can click on, shift or try.
interesting design and visual features.
interesting written descriptions, lists and explanations.
audio channels where I can hear music, radio programs or interviews.
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11. Other than price, what would most influence your decision to buy a new non‐fiction

book?
a.
b.
c.
d.

The way it looks is appealing.
Quickly reading parts of it.
A friend talks about it and recommends it.
It has real‐life stories, experiences and examples.

12. You are using a book, CD or website to learn how to take photos with your new digital

camera. You would like to have:
a.
a chance to ask questions and talk about the camera and its features.
b.
clear written instructions with lists and bullet points about what to do.
c.
diagrams showing the camera and what each part does.
d.
many examples of good and poor photos and how to improve them.

13. Do you prefer a teacher or a presenter who uses:
a.
b.
c.
d.

demonstrations, models or practical sessions.
question and answer, talk, group discussion, or guest speakers.
handouts, books, or readings.
diagrams, charts or graphs.

14. You have finished a competition or test and would like some feedback. You would like to

have feedback:
a.
using examples from what you have done.
b.
using a written description of your results.
c.
from somebody who talks it through with you.
d.
using graphs showing what you had achieved.

15. You are going to choose food at a restaurant or cafe. You would:
a.
b.
c.
d.

choose something that you have had there before.
listen to the waiter or ask friends to recommend choices.
choose from the descriptions in the menu.
look at what others are eating or look at pictures of each dish.

16. You have to make an important speech at a conference or special occasion. You would:
a.
b.
c.
d.
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make diagrams or get graphs to help explain things.
write a few key words and practice saying your speech over and over.
write out your speech and learn from reading it over several times.
gather many examples and stories to make the talk real and practical.
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The VARK Questionnaire Scoring Chart
Use the following scoring chart to find the VARK category that each of your answers corresponds
to. Circle the letters that correspond to your answers (e.g. If you answered b and c for question
3, circle V and R in the question 3 row).
Question a category b category
3

K

V

c category
R

A

Scoring Chart
Question a category b category c category
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16

K
V
K
K
A
K
K
R
R
K
V
A
K
K
K
V

A
A
V
A
V
R
A
K
A
V
R
R
A
R
A
A

d category

R
R
R
V
K
V
V
A
K
R
A
V
R
A
R
R

d category
V
K
A
R
R
A
R
V
V
A
K
K
V
V
V
K

Calculating your Scores
Count the number of each of the VARK letters you have circled to get your score for each VARK
category.
Total number of Vs circled =
Total number of As circled =
Total number of Rs circled =
Total number of Ks circled =
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