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Take-Aways
	Keep your promises. Don’t make promises you cannot keep.
	If you really want to achieve credibility with your constituents or workers, get into the trenches with hands-on people and work alongside them, even if just temporarily.
	No one likes to admit mistakes. So what? Do it anyway, even if it’s painful.
	Be hopeful and positive.
	Listen to other points of view.
	Even when the truth is painful, tell the truth. When people assess their leaders, they value the ability to tell the truth above all else.
	If your constituents trust you to tell the truth, they will trust that everything you say is above board and solid.
	All the rhetoric in the world will not solve a leader’s problems if he or she is not seen to be truthful.
	Even if you do everything perfectly, you cannot always control the end outcome of your leadership efforts.
	The well-regarded leader puts his constituents’ interest first.


Recommendation
James M. Kouzes and Barry Z. Posner use detailed research to show how leaders can achieve credibility. This book tells what caring leaders should do. If you are a leader, heed it. If you are managed - and not managing - don’t assume that your leaders care as much as those shown here. You will be ill-prepared for harsh reality. As a leader, you should know that the global marketplace has changed greatly. Now, shareholders jettison stocks if earnings fall below expectations. Executives slash U.S. jobs and export the remaining jobs to India and China. This is an age of multi-billion-dollar paychecks for chief executive officers, but psychological insecurity for workers. In this turmoil, it’s great to read what good leaders should do. The book is practical with a solid psychological grounding. Bottom line from getAbstract.com: these researchers are nice guys, writing for similarly nice guys. But not every leader is a nice guy. So trust, but verify. Or lead, and be nice.

Summary
Preface 
A study of credibility involving 15,000 surveys worldwide and 400 case studies shows that workers want and will follow leaders who are "honest, forward-looking, inspiring and competent."
To change your company and community for the better, focus on comprehending the foundation of the "leadership-constituent relationship." As a leader, plunge in alongside your constituents, as exemplified by Gayle Hamilton, division manager of the Coast Division of the Pacific Gas and Electric Co. Hamilton chose to retain her railroad trackside-office despite traffic and noise rather than moving to more comfortable and cushy corporate offices, which would have distanced her from her workers. She and her direct-reporting managers take the approach of helping their employees rather than being catered to by them. For instance, Hamilton and other managers gave their workers a "thank you" breakfast to celebrate their division’s success.
“By holding leaders accountable, we can improve the quality of our leadership.”

Be careful about using the words "boss and subordinate" routinely as that vocabulary will interfere with the process of building a more cooperative relationship rather than one based on rank and obedience. Envision a community that works productively together instead of a top-down hierarchical relationship. Constituent loyalty - from workers, parishioners, voters and so on - cannot be forced; it must be granted. Companies must earn the loyalty of their customers, as they must satisfy their customers’ needs, not just offer what the firm thinks the customer should want. Kouzes’ and Posner’s studies in the course of 10 years show that constituents in every country and every industry insist on honesty from their leaders.
“And by holding ourselves accountable, we can enhance the quality of all our working relationships and thus renew our faith in each other.”

Followers also need to know that their leader has a good grasp of the future and a good plan to meet its demands. At work, the need for technical competence in a leader can vary, though future trends point to more competence demands, especially in "the knowledge industries." Recent surveys show that constituents want to see more encouragement and less naked self-serving ambition from their leaders. The process of building credibility with constituents is almost like the process of taking out a loan, in that constituents will watch to see if the leader made good on previous promises, just as a credit agency checks the payment record on previous loans. As a leader, you must guard your reputation and credibility.
The Leadership Difference
Constituents admire leaders who are: "motivated, enthusiastic, challenged, inspired, capable, supported, powerful, respected, proud." People have incredibly powerful, visceral and positive memories of inspirational, trustworthy leaders they encounter. It is almost like the Golden Rule: the most respected and admired leaders do not focus on themselves but rather on those they serve, their constituents. Trustworthy, credible managers inspire their constituents with strong team spirit and high company loyalty while, on the flip side, managers without credibility have constituents who must be monitored to be sure that they perform and who say good things in public but negative things in private.
“Leadership is a reciprocal relationship between those who chose to lead and those who decide to follow.”

Such cynicism, which is growing among the workforce, endangers democratic governments and the international economy. If constituents become disheartened, sometimes only high-ranking "special interests" remain in a position of control. Cynicism has gained traction amid the savings and loan crisis, scandals on Wall Street and exposés involving religious figures. Heavy job cuts also spur cynicism about leaders. People are more skeptical and wonder if their leaders are just self-seeking. Meanwhile, high levels of executive pay are an irritant to rank-and-file workers, whose wages have declined. This imbalance angers many managers, even at the mid-level. When companies give quality programs only lip service, instead of genuine follow-through, employees recognize the discrepancy.
“But threat, power, position, and money do not earn commitment, they earn compliance. And compliance produces adequacy, not greatness.”

For various reasons, modern leaders often become distanced from their followers, whether through never spending time with them or through being inaccessible. Such distance is very dangerous, since standoffish leaders never build close ties. This may be why populism occasionally bubbles up in U.S. politics, as exemplified by Ross Perot. Populism also led to the movements that worked to empower workers through such steps as profit-sharing.
Creating Credibility
Building credibility is very simple: constituents say that leaders must simply do as they say they will. This is tagged "DWYSYWD" for "do what you say you will do." The corollary is that leaders and their teams also must keep their word. Everybody has to be reading from the same page of the playbook, not just the top guy.
“Everyone of us should therefore be vigilant, watching for those who chose to lead others in immoral ways toward evil ends - or moral ways to evil ends, or immoral ways to good ends.”

To build credibility further, pursue the six "disciplines" of credibility, which are, self-discovery, appreciation of constituents, affirmation of shared values, development of constituents’ capacity, service for a purpose and sustained hope.
	Self discovery - To discover yourself, understand the "credo, competencies and confidence" that govern your leadership. Credo stands for the values you want to imbue in your workers. Someone who knows the organization’s values knows what actions to take to bring about the right end results without explicit step-by-step detailed directions. Write down this credo, expressing values, and engage in dialogue to clarify it. As the leader, you should build up your technical competence so you really can accomplish what is needed. Know that a goal sometimes must be accomplished in a series of steps, rather than in one jump. Ask leaders questions since, unfortunately, some leaders are not moral but are evil. Take care to make sure the end goal is a moral one. Shore up your "self-confidence," so you really come to believe you can do the task as a leader, in addition to having the technical skills. Try to watch model leaders who are successfully doing the task you aspire to do. Try to find a support group of friends or colleagues to keep you going through difficult times. 
	Constituent appreciation - Reach out to all your constituents, not just one favored type. Appreciate their diversity, since that recognition will build a stronger organization. Today, the ultra-competitive approach is yielding somewhat to the cooperative approach. Listen to your constituents; they may have the answer to the company’s problems. Rank-and-file workers, who have up-close experience, may be able to solve problems that mystify everyone else. Seek different ideas from your constituents so that, together, the whole group can synthesize information and emerge with the strongest solutions possible. Keep an open approach, a teachable mind, so you can consider new ideas and new ways of doing things. Get out of the office and walk around, so constituents can express their views to you. Don’t be insecure: be open to reexamining the good or bad impact of past decisions. Ask for feedback. Try such methods as "360-degree performance appraisals, skip-level meetings and upward performance appraisals." Understand what really irritates the company’s constituents, such as being criticized in public. Be reachable, listen and stay in touch. Help rank-and-file workers on the front lines of your business to be seen as down to earth and approachable.
	Affirming values - The current work environment demands that workers take part in coming up with shared values, instead of just accepting a top-down menu of what management thinks the priorities should be. This cooperative approach will pay off more than the ultra-competitive approach. That is why, even though competition is often considered more important, it matters for managers to urge cooperation so everyone shares all their marbles, so to speak, rather than fostering a type of a winner-take-all game wherein if one worker wins, the other worker loses. Disseminate shared values through orientation programs. Back up that initial training with further education to confirm that the message really penetrates. Give workers the underlying reasons why the company espouses such values. Make sure that "everyone knows the business" that the company is competing in and, for example, knows the toughest business rivals. Try to build on basic approval about certain matters, and then widen the scope until constituents agree to add other, broader issues as well.
	Developing constituents’ capacity - Try to shape your employees into leaders. Train them to take the initiative in satisfying customers, to go that extra step. Give employees enough freedom to act on the reasonable choices available to them to solve problems. Try to inspire confidence that they are up to the task at hand. Create an environment where constituents can make mistakes in trying new things without fear of retribution or criticism. Try to foster a joint information flow between the leader and the constituent. Develop capacity so constituents can carry out the duties they need to perform, but do not promise anything you cannot deliver. Make sure the constituents who will carry out your decisions are comfortable with those decisions. Have staff members take the floor to speak at worker meetings.  
	Purpose - Make certain that workers know what the basic purpose of the business is when it’s all boiled down. The concept of "servant leadership" means that the leader is the primary model of the company’s shared value, and tries to "serve" the constituents and look after their interests. Leaders sometimes have to act amid uncertainty, but they must still undertake necessary action rather than waiting for perfect circumstances. Good leaders make sure their constituents’ most important needs are prioritized. They keep in contact and do not try to shirk the unquestionably tough assignments of delivering bad news to the constituents. Don’t shoot the messenger constituent who delivers the bad news. The leader who can’t be approached with bad news is vulnerable to getting sandbagged, to be caught totally unaware by a disaster that might have been avoided with better communications. Leaders must lower their constituents’ fear of negative interactions. Be easy to understand, not enigmatic. 
	Sustain hope - Amid this era’s uncertainty, it is more important than ever that leaders sustain hope for their constituents. Leaders need to have, and to display, persistence and determination, as exemplified by such retailing superstars as the late Sam Walton and Anita Roddick. Leaders also must see the possible dangers, but not be obsessed by them. They should stay flexible enough to change goals if needed and should hold optimistic images of the future. To stay hopeful, be physically active. Read recent work on optimism, including recent studies by author Martin Seligman.

Summing It Up
Build trust by displaying relatively predictable behavior, by not having mercurial moods. People will not trust you if they never know what mood you will be in when they need you. Be straightforward about facts. Don’t make promises lightly; be sure to be able to fulfill them before committing. The level of "shared trust" is a major predictor of how well managers will succeed. Employees who trust their leaders will be more willing to take risks, which can benefit the company greatly.
“This vigilance makes it essential that you, as a constituent, demand to know what it is your leaders value.”

A caveat: being a leader can be a struggle with "no guarantees" that the best leadership, the most inspired company performance, will always propel one to the top. But still, having solid values such as honesty will inspire people to follow you. As a successful leader, try to avoid haughtiness and inflexibility. Keep ongoing renewal alive in your group, but also keep refreshing your trustworthiness as the leader.

About the Authors
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