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Introduction
 
Since the mid-1990s, I've worked with around 150 companies, giving me the opportunity to observe the work of thousands of leaders. Unfortunately, in my experience, only a small proportion of them manage their teams professionally. In 2012, we took the initiative to test this hypothesis. My researcher friend Csaba Pusztai PhD, along with János Tomka PhD and his team at the KPMG Academy, conducted a study that confirmed my suspicions. We asked about the application of sixteen leadership practices that are considered desirable by both international management literature and multinational companies. The results were disheartening: less than 50% of the respondents applied more than half of these practices, and the average manager couldn't even report seven out of the sixteen. Moreover, it didn’t matter how old they were, how high up they were in the hierarchy, how long they had been leading people, or what type and size of organization they worked for. It all boiled down to their convictions and intentions. That’s why I decided to write a short and easily digestible book about the basics, hoping to influence the thinking of at least a few people. If someone aspires to develop leadership skills and isn’t satisfied with just having a manager’s title on a business card, they should receive clear and straightforward guidance for improvement. That's how my first wonderful e-book, Read This to Be a Better Manager, was born in 2013. (After exceeding 100,000 downloads, the English edition was published in 2024, Ed.)
This second e-book of mine on leadership isn’t about the basics, as you can immediately tell from its uniquely witty title. If you haven’t read the first masterpiece, you can decide whether to start your learning journey with that book or continue with this one by answering the following questions:
	Do you have a vision for your team, division or company, and do you regularly communicate it?

	Is there an atmosphere of mutual trust within the team you lead?

	Would your colleagues agree that they work within clear boundaries and expectations?

	Do you and your colleagues typically achieve your goals?

	Do you continuously give and ask for feedback?

	Do you know your people well enough to understand what drives them, and do you strive to create a motivating work environment accordingly?

	Do you sit down with your colleagues quarterly or at least semi-annually for a one-on-one discussion about their work, performance, and your collaboration?

	Instead of immediately offering advice, do you try to lead your team to solving problems by asking questions?

	Do you hold effective and productive meetings?

	Do you involve your colleagues in decision-making?

	Do you spend time and energy forging your organizational unit into a team?

	Do you take on conflicts and help resolve them?

	Do you consider your own work to be effective and efficient?

	Can you manage the stress that comes with your role?

	Are you aware of your strengths, weaknesses, motivators, and preferred ways of working?

	Do you regularly dedicate time to personal development and renewal?

If you can honestly answer "yes" to at least three-quarters of these questions, then you're ready for this book. Otherwise, I recommend that you start with studying the first material and try to incorporate as much of it as possible into your daily leadership practice. By doing so, you will become a decent leader who takes their people management work seriously, which will significantly distinguish you from the average. Then, revisit this book in six months or a year.
Now that I’ve temporarily driven away most people from the small circle of those interested in leadership development, and we’re just a few of us left in this cozy setting, I can share why I wrote this second piece. It seemed that the book on basics was successful, as it registered over ten thousand downloads every year. Without sounding too boastful, I can say that the revenue target was fully met. The free e-book format worked well since my goal was to spread the message to as wide an audience as possible. I was especially pleased that it reached readers who don't work in the business world at all but in fields like healthcare, education, or even church leadership.
What I wrote about in my first e-book mostly covered the foundations of managing people. Of course, leadership is much more than that, so I wanted to continue sharing knowledge. Everyone entrusted with leading people, whether by their own choice or others' intention, carries a serious responsibility. This should not be abused, but rather embraced, though sadly, we see more examples of the former. To avoid misunderstandings: leadership does not mean we’ve been given a bunch of people over whom we can rule, who are our servants, subjects, or even droids. If you haven't read or seen the movie adaptation, make sure you take the time for George Orwell’s Animal Farm. The author vividly illustrates what happens when “all animals are equal, but some animals are more equal than others”, and how the pigs transform into a superior, leading class. Some of our fellow humans undergo a similar transformation when they receive a leadership appointment. It's crucial, for all our sakes, that this doesn’t happen. As leaders, we are one of the group, someone who has the opportunity to guide a team towards shared results and the responsibility to achieve this by considering the interests of all involved. We’re not here to fatten ourselves up, nor to recklessly or deliberately wreak havoc in the human or natural environment.
While in my first e-book, I expected readers to nod along as they read (whether they applied the suggested practices or not), with this writing, I suspect they might argue with me. However, the thoughts presented here aren’t necessarily newer than the sources of basic leadership knowledge; they were mostly formulated from the 1950s to the turn of the millennium. However, their spread has not been wide enough, as most leaders stumble at the basics. But the changes in the world will eventually force leaders to embark on a path of development to maintain competitiveness. As an initial step, they should manage their team of people in a decent way, and then they will be able to view leadership and the accompanying responsibility from a broader perspective.
In my previous book, when sharing knowledge about the basics, I decided to tell quite directly how a leader should behave. In this writing, I take a step back, offering thoughts for consumption, hoping to inspire further leadership development. I’m not trying to hand over a practical toolkit that can be deployed tomorrow, but rather a kind of intellectual wine tasting, aimed at shaping perspectives and broadening horizons. In the end, it’s up to you to decide which bottle you would order a case from.
Why Do We Even Need Leaders?
 
Surprisingly, leaders are not needed because the owners want to pay someone much more among the employees. It's not even because taking on responsibility and, with it, the potential consequences of failure is an uplifting experience. Nor is it to allow some people to rule over others and indulge their questionable tendencies towards the subordinates.
As individuals, our ability to create something significant is quite limited. Our strengths in one area often mean we need complementary support in others. For instance, a great, deep-thinking product developer rarely excels as an extroverted salesperson. Or, it may simply be that two hands are not enough when a hundred are needed, forcing us to collaborate. And where there are many people, it quickly becomes necessary for someone to take on the role of the coordinator, someone who is the driving force and face of the initiative, who wields the machete to cut through the internal and external obstacles that arise. Often, this is the entrepreneur, the founder of a non-profit organization, or the evangelist of the cause; in other cases, it’s an employee hired specifically for a leadership role.
Leaders are needed because most teams are not inherently capable of self-management, or they can become effective much faster with proper leadership. (Of course, this isn’t true for every team. We’ll discuss empowering cultures that can evolve to the point where a designated leader isn’t needed. However, very few teams reach this level.)
I think we've all been part of those pointless, frustrating meetings that drag on forever, where everyone talks endlessly, and in the end, no results are achieved, and no progress is made on the issue we gathered to discuss. In such situations, how valuable it is to have someone step in to stop the lengthy chatter, force participants to articulate their specific problem, get all parties to listen to each other’s opinions, broker some form of agreement, and then have the group accept an action plan to solve the issue! The person who does this takes on the role of a leader, regardless of who the actual boss is.
A true leader is responsible for ensuring that the unit they manage contributes to the organization’s goals. It’s that simple. However, how this is achieved is a highly complex task. Internally, this involves everything from selecting and developing the right people, setting up boundaries and objectives, providing feedback, to resolving problems and conflicts. But the leader also acts as a link between the team and the world beyond it, both within and outside the organization. They represent interests and secure resources. Whatever they do, the ultimate question remains whether they can produce the expected outcomes with their group. If they consistently fail, they are ineffective as a leader.
So, when we look at the work of a real leader, it’s not about power, hierarchy, or superiority. The focus should be on results and the path to achieving them, with a particular emphasis on ensuring that their people are capable of reaching the goals. This means making them fit for the task and removing obstacles from their path.
Beyond results and people development, there’s another crucial dimension to a leader’s activities: the impact on the external environment. There have been numerous cases, as illustrated by the following example, where some leaders were extremely successful, their people performed really well, and they developed significantly. However, in the process, they managed to sell brand new cars to tens of thousands of less creditworthy people with zero down payment and ten-year terms. These customers, as apposed to the sales managers, had no idea that their car’s depreciation would soon outstrip the value of the loan. Similar examples can be found in many other industries, with a wide range of victim groups, where leaders have optimized for their own results at the expense of others. Someone else, somewhere else, at a later time, paid the price for their achievements. We cannot consider such individuals good leaders if they either intentionally or negligently ignore the social or environmental damage caused by the organizations they lead.
Interestingly, Peter Drucker pointed out sixty years ago that, beyond market, efficiency, innovation, and performance goals, a company must also set goals in three less tangible areas; otherwise, the achievement of business objectives will be jeopardized. These areas are leadership performance and development, employee performance and attitude, and social responsibility. Unfortunately, not many paid attention to the second half of that statement.
All of this clearly outlines that we need a different kind of leader than what we’re accustomed to. What if you could be one of those leaders? The many geese of Cservenyák would defeat Orwell’s pigs. What an appealing vision for the future!
 
The Inverted Pyramid
 
A few years ago, I had a conversation with a long-time client of mine, someone with extensive experience on the international stage, about the type of leadership culture he envisioned for the company he was building. He was the CEO, leading the establishment of a greenfield manufacturing investment for a multinational company. At that time, only a few dozen colleagues were working with him, but the plan was to expand the local operation to over a thousand employees within the upcoming years. During this discussion, he mentioned the metaphor of the inverted pyramid.
His view was that at the very top are the operators working on the production line, as they are the ones who ultimately manufacture the product in the quantity and quality that the customer expects. This is the entire purpose and goal of the factory, so they occupy the uppermost region of the pyramid. The supervisors’ role is to enable the operators to produce, to organize the work, and to assist in removing any obstacles or solving problems. The engineering teams, whether involved in projects or production support, serve them, and the quality assurance organization provides advice and a system for producing a flawless end product. All other corporate functions, from logistics to finance or HR, are there to support the production machinery. As CEO, his role was to develop and support the management team and coordinate their teamwork.
You might be wondering if my client and I were entirely sane. Perhaps a combination of reading too many management books and indulging in a bit too much wine from my hometown, Eger, led us to this conclusion? Admittedly, leading with this mindset is not easy, but there is undeniably more potential in an organization structured this way than in one operating like a feudal hierarchy with its small and large kings. A few years later, after observing the organization up close, it was clear that the CEO led with this perspective, but it was a significant challenge to instill this way of thinking in the next two levels of leadership. However, the company was well known for its distinctive culture in their region and was clearly an attractive employer.
But let's ask ourselves the question: Why was the factory created? Was it to have a conventional CEO, corporate functions, infighting among departments, and demoralized, disillusioned workers at the bottom? Or was it to ensure that customers could purchase products of the expected quality, at a reasonable price, in the required quantities, while also making it worthwhile for the owners? Perhaps it would be more logical to structure the organization according to these primary goals, rather than adhering to the usual hierarchical structure and thinking.
The inverted pyramid and the example of the company bring us to the concept of servant leadership. How can the frontline workers serve their customers if no one serves them? How absurd is it to expect excellent customer service from them while everyone else only seeks to exercise control over them? This is especially true in public services, where the classic hierarchy and leadership based on power and directives are even more prevalent. It hardly ever crosses anyone's mind that society pays those working in education, healthcare, and public administration with the taxes  collected so that they can serve the citizens. But since their leaders often treat them arbitrarily, they, in turn, carry this attitude forward to the children, the patients, and the citizens forced to deal with the bureaucracy. If our goal is a higher quality of life for everyone, we must change the prevailing leadership attitude in as many workplaces as possible.
Does Servant Leadership Really Exist?
 
Yes, it does, and it's not a new concept by any means. To clarify the idea, let's turn to Robert Greenleaf, who was the first to coin this term.
We can talk about servant leadership when the result of leadership is the development of the person being led, who, through this relationship, becomes better, more capable, wiser, and more confident. The focus of the leader is not on their own interests but on enabling their team members to be successful. Whatever is needed to achieve this, the leader is there to provide support.
I understand this might be a lot to take in at first — so feel free to sit down, have a glass of water, and then continue reading.
A servant leader has a vision, a dream they want to realize. People follow them because they build trust through their willingness to serve. Such a leader not only dreams but also has the initiative to act. In critical situations, they can pause, step back, and reassess the picture. They are present, gathering information from their surroundings. This allows them to make decisions and anticipate future events much more effectively than the average leader, recognizing patterns and using their intuition. In this way, they steadily progress toward important goals, step by step. This further reinforces their colleagues’ belief that the leader is worth following.
In their relationships, a servant leader listens first, truly pays attention, and only then decides or acts. Their starting point is to accept the other person and approach them with empathy. However, this does not mean accepting subpar performance. They take the time to individually persuade people and bring them on board. A servant leader also sees community building as part of their role. The cohesive force of a community is love, so they also form emotional bonds with their people.
Some readers might now be thinking that Greenleaf must have lived in some sort of dream world, while others might feel this is entirely natural and how they’ve always approached leadership. However, everyone is likely to agree with the following point.
The power of a servant leader lies in persuasion and leading by example. In contrast, the power of force lies in dominance and manipulation. The problem with leading by force is that it breeds resistance, and the control lasts only as long as the force is maintained. Only persuasion and voluntary acceptance can sustainably influence people.
While this leadership attitude may seem strange at first glance, it actually shares many similarities with one of the most fundamental human roles: that of a good parent. In the early years, a good parent clearly serves their child by nurturing and developing them. If a strong bond is formed, the child will follow and listen to them. Even during two critical phases of development — the terrible twos and adolescence — when it may not seem so clear-cut, the strength of community and love is what helps them get through these rough periods. A good parent listens to their child, spends time with them, accepts them as they are, and approaches them with empathy. At the same time, they set high standards for both behavior and performance. So, even in parenting, there is no contradiction between unconditional acceptance, understanding, and love, and balanced, constructive feedback. Moreover, a good parent leads primarily by example, which is what makes them credible.
Based on all this, the concept of servant leadership is not at all foreign to humans; it's just that we mostly see different examples around us. Only a few lucky individuals can occasionally recount experiences with a teacher, coach, or boss who treated them with this kind of approach.
So, Is This Like Coaching-Style Leadership?
 
Yes, there are many similarities. When Sir John Whitmore, one of the pioneers of business coaching, visited my city in 2011, he asked the audience during his lecture to think of a specific person in their life who had a significant, positive impact on them. At that moment, I struggled to recall anyone, especially from my school, sports, or work experiences. Since then, I’ve realized that it was primarily my mother and later my first boss who had this kind of positive influence on me. Unfortunately, despite spending fifteen years in school, I can’t name a single example from there.
After the participants in the lecture collectively listed what characterized these influential people and how they interacted with them, Whitmore showed a slide illustrating that, wherever he goes in the world, the list is roughly the same. Without aiming for completeness: "believed in me," "showed interest in me," "listened to me," "accepted me," "asked thought-provoking questions," "guided me to solve problems," "encouraged me," "supported me," "gave me feedback," "helped me set goals," "was a role model," "was experienced and wise," etc. In conclusion, Whitmore said, this is roughly what a coaching-style leader looks like. They are present, supportive, but they don’t solve things for you. They believe that you can set and achieve your goals on your own, and instead of advising or giving orders, they draw this out of you through questions. They know that lecturing or commanding often rolls off people, who then look for excuses when solutions come from the outside. When you deduce something on your own, you are more likely to act on it. To borrow an old saying: such a leader teaches you how to fish rather than giving you a fish.
In this context, service primarily refers to paying attention to the individual, fostering their development, and enabling them to solve problems independently. Since a colleague can make rapid progress in such a relationship, the individual performance reflects in the results of the functional area managed by the leader. We plant the seeds of personal development and then reap the fruits of organizational performance. Ahh, this is poetry, not just leadership literature!
Now, Admit How You Really Think About Your Employees!
 
Even if not in a purely black-and-white way, there are two fundamentally different approaches that characterize leaders when they think about their people. These two perspectives largely determine how they relate to their teams and the structures, principles, and rules they apply in their leadership.
One approach views people as avoiding responsibility and decision-making situations, disliking effort, and trying to do as little work as possible. These leaders believe that employees are uninterested in the organization's needs or performance. Since they are incapable of self-management, they need others to do it for them. You can't trust them, so they need to be kept under strict supervision and control. Essentially, these leaders believe that employees are primarily motivated by money and benefits, and there’s little chance of them changing in adulthood.
The other type of leader has a completely different view of their people and acts accordingly. They believe that employees are indeed willing to work hard for goals they are committed to and are open to taking responsibility within the scope of those goals. They are driven by a desire for good performance and want to see their organization succeed. These leaders trust their employees to make decisions about matters that concern them and believe they are capable of self-management. Employees can generally be trusted and rarely disappoint you. Instead of constant supervision, these leaders believe in supporting and helping their people in their work. Employees are motivated when they can work on interesting and challenging tasks, and they are capable of change and development.
Now, put your hand on your heart! Which mindset do you relate to more?
While you're pondering that, let’s take a moment to thank Douglas McGregor for observing these patterns and stirring up the stagnant waters of leadership thinking about sixty years ago. In recent decades, leadership development initiatives have been based on the spirit of the second description, even if a widespread breakthrough in the mindset of leaders has not yet been achieved. However, the culture of empowerment and liberation clearly flies the flag of this belief.
 
 
Empowerment, Liberation
 – Call It What You Want
 
No matter how positively we think about people and how much we agree with McGregor's second description (Theory Y), we can't delude ourselves into believing that there aren't lazy, sloppy, responsibility-avoiding, and incompetent individuals out there. Because there are, albeit a small percentage. The question is whether we want to tailor our leadership style and organizational rules to this minority, or whether we should instead focus on the majority who are responsible and capable. And deal with problematic cases as they arise and, if necessary, show them the door.
Unfortunately, in many organizations, the tendency is to tighten the reins on all employees as much as is justified for that handful of troublemakers. It’s a big problem if we have to force people to work by blocking social media on their computers or constantly eavesdropping to ensure they’re not making personal calls. Their autonomy is often so restricted that the possibility of making mistakes is minimized, even though the real question should be whether they’re doing their job and delivering results. When I was working as the owner of a consulting firm, our colleagues didn't have fixed working hours; they came and went as they pleased. They had clients and work processes, and it was up to them how they organized their activities. What mattered to us was that both the clients and we were satisfied with the service, and this was usually the case.
Every employer dreams of having people who know their job, who are fully dedicated to realizing the company’s vision with all their knowledge and abilities, who are motivated, autonomous, handle clients well, recognize and solve problems, and are capable of making sound decisions even when the leader isn’t around. But achieving this requires more than just paying employees for their work; you also need to win over their hearts. And that’s not so easy to do. Most leaders, having only encountered organizations based on classic, hierarchical structures, find it difficult to grasp that there are other tools besides financial incentives and strict control.
Empowerment is essentially an organizational culture based on trust and responsibility, which allows space for individual intrinsic motivation, knowledge, and experience. You can’t expect someone to make good decisions in critical situations if they’re not allowed to make decisions about their own work on a daily basis. How can your people know the extent of their decision-making authority if you haven’t made it clear to them? Why would they be independent if, in the end, you always tell them what the solution is? What’s the point of raising problems if all they get in return is a scolding? Why would they commit themselves if you’re not interested in their opinions? How will they learn to handle clients properly if you don’t treat them with respect and don’t really listen to them yourself?
Ken Blanchard, one of the main proponents of empowerment, identifies three keys to creating an empowering culture. The first is to share all information with every member of the organization. This builds trust and ensures that people can make informed decisions and share their knowledge with each other. Everyone needs to understand the company’s vision, current challenges, and business strategies.
The second key is setting boundaries. The idea is that everyone knows the limits of their autonomy and where they can act freely. This also means that each employee is accountable for the results (or lack thereof) in their area. The leader’s role is to figure out how to help their team members set goals that align with the vision and achieve those goals. Strategic decisions are still made by the leaders, but the employees can primarily influence operational issues, getting accustomed to the associated risk-taking. Building an empowering culture doesn’t happen overnight; it requires gradual development.
The third key, or third level, is when a team no longer necessarily needs a designated leader because they are capable of self-management. They understand the vision, know the strategic goals, and are aware of the boundaries, allowing them to set desirable goals and distribute roles and tasks within the team. This could even mean that team members automatically take on former leadership responsibilities among themselves. For example, one person facilitates group planning, while another manages relationships with other departments. However, it must be acknowledged that few companies reach the level of being a network of fully self-managed teams. But I know of an extreme example from the US, where even strategic developments aren’t determined by senior leaders or owners. Instead, ideas are pitched, teams are formed around them, and initiatives that colleagues deem worthy by joining the team are the ones that get pursued.
In my view, the first two levels are achievable in any organization where leadership commitment exists. So, even in your company. But to do this, you’ll have to step out of your own shadow, letting go of some of your natural need for control and desire for power. The more space you give people to contribute, the more they will give of themselves. As William L. McKnight, CEO of 3M, said back in 1924: "If you put fences around people, you get sheep. Give people the room they need."
This last quote comes from the book by Isaac Getz and Brian Carney, who speak about this same leadership approach under the term "liberation." Unfortunately, most companies try to tell people how to do their jobs instead of focusing on the why and letting them figure out the how.” But, as I often say about children, they’re not stupid; they’re just small. If the vision is clear, people can align with the common goals. If they’re given the opportunity for growth and self-management, their internal motivation is activated, and there’s much less need to push or pull them with various incentives and punishments.
Whether you aim to empower or liberate your employees, I emphasize the need for gradual implementation. If you try to switch to a radically new leadership style overnight, you’ll only encounter confusion and uncertainty, followed by the usual stumbling blocks of any learning process, and eventually, a couple of disappointments will tempt you to abandon the whole thing, leading you to think that no one can be trusted after all.
 
Motivation Beyond
Self-Actualization
 
For a successful and effective leader, basic human needs are not an issue in the workplace. Years of fruitful performance have already provided them with security in terms of survival needs. They treat their colleagues with respect and attentiveness, which builds trust, ensuring that their relationships within the organization are solid. They are confident, with a balanced self-esteem, reinforced by external feedback and their status, confirming that they are on the right path. Ideally, they possess accurate self-awareness, are authentic, and engage in work that allows them to flourish. In Maslow's terminology, this is the level of self-actualization, while Richard Barrett refers to it as transformation. While the first scholar concludes the hierarchy of human needs here, the second builds some another layers on top of it.
According to Barrett, there is still room to ascend on the path of personal consciousness. The next level is called internal cohesion, which involves finding meaning in life and developing a vision aligned with our passion or life purpose. We move up another level when we focus on "making a difference" in our environment, meaning that we pursue our life goals in cooperation with others in a way that brings mutual benefit and satisfaction to all involved. The highest level is reached when we dedicate our lives to some form of selfless service, aligned with our life purpose, passion, and vision.
Of course, not everyone will climb both of these pyramids stacked on top of each other. However, these concepts can be incredibly useful as a guide to aim for the next level when we begin to feel a sense of lack at our current stage. A relatively small portion of society, including the leadership community, even reaches the level of self-actualization. Some critical observers suggest that certain individuals get stuck much lower, perhaps at the level of plants or parasites. But for those who manage to achieve self-actualization by the age of thirty-five or forty, staying motivated until the end of their life may be challenging if they remain at that level. In such cases, discovering their passion or finding ways to positively impact the lives of others can offer a compelling vision for the next thirty active years of their life.
This period often coincides with the midlife crisis, when even successful people begin to doubt whether life is truly just about convincing others to buy more dog food or toenail fungus cream. This doubt becomes increasingly nagging, despite the fact that their work provides comfortable living conditions for themselves and their families. Climbing to the next level of the pyramid can serve as a suitable remedy for this problem.
You Must Lead by Example, Whether You Like It or Not
 
Actions speak much louder than words. The behavior of employees and the work culture that develops within an organization are far more influenced by whether the leader consistently demonstrates the values they espouse in everyday actions than by what they say. No matter how you look at it, it’s the senior leaders who set the tone for what habits and norms take root within a company. If they expect things from their employees that they don’t hold themselves to — for instance, in an Orwellian fashion where "all animals are equal, but some animals are more equal than others" — then the desired behaviors have little chance of taking hold.
I frequently observe in some companies that colleagues do not respect each other’s time, and everyone silently accepts this because people are "so incredibly busy." If a six-person meeting starts ten minutes late, an entire work hour has just gone down the drain. When this happens with leaders, the wasted cost becomes even more significant. Yet, somehow, this doesn’t seem to bother anyone. However, I’ve also seen organizations where meetings start on time because the top leaders not only expect it but also set the example by beginning and ending meetings as scheduled.
Of course, this principle applies not just to time management but to every other area of leadership. In organizations where top management takes quality goals, regular feedback, performance evaluations, or involving employees in decision-making seriously and leads by example, middle managers tend to do the same. They understand the necessity and positive impact of these practices because they experience it themselves. In companies where managers model how to treat customers properly, employees are more likely to follow suit. If directors show interest in their department heads, it’s likely that frontline employees will also receive the attention they need from their supervisors. Conversely, if leaders fail in these areas, the entire organization will feel the absence.
For example, it’s easy to say that openness is important to you. But what does that mean in everyday practice? Do your colleagues feel they can come to you with their problems? Do you accept that there are opinions other than your own? Can you be influenced or convinced? Do you share available information with your team? Are you honest about your own dilemmas? Do you occasionally reveal your vulnerabilities? A similar set of questions can be applied to any value that is easily proclaimed: customer focus, transparency, honesty, efficiency, responsible management, striving for quality, continuous improvement, value creation, social responsibility, meritocracy, collaboration, and so on. If employees encounter these values only as slogans, they will remain hollow and ineffective.
If the goal is to embed corporate values throughout the organization, there is no other way than to regularly discuss these values with your fellow leaders, point out how they manifest in daily work, provide reinforcing and corrective feedback, and most importantly, lead by example for others to follow.
Lead with Values!
 
Speaking of values, Richard Barrett’s model of personal consciousness and its levels serves as the foundation for his value-based leadership approach. But before we dive into that, let’s put Barrett’s approach into context. Several significant research initiatives conducted around the turn of the millennium found that the world’s most successful organizations are guided by their vision and driven by their corporate values. When seeking to change any aspect of an organization, it’s crucial to recognize that organizations don’t undergo transformation on their own. It’s the people within them who change. Surprising, right?
Organizational transformation begins with the personal change of the leadership team members. As individuals’ values and beliefs evolve, so do their actions and behaviors. When a critical mass of individuals within the organization undergoes this aligned change, the organizational behavior also renews accordingly. The unfortunate reality is that most change initiatives are doomed from the start because senior leaders assume they can maintain their status quo while expecting everyone else to change. That’s not how it works.
Leadership commitment and change are just one ingredient. The second is ensuring that all corporate decisions, systems, and processes are aligned with the organization’s values. Values must be reflected in everything from recruitment, training, employee and leadership development, to performance management, compensation, and promotion practices. Decisions and daily operations must be consistently aligned with the organization’s vision and values. Here are three small examples: If teamwork is valued, but only individual achievements are rewarded, that will create a conflict. If leaders are expected to develop their colleagues, but this isn’t included in the leadership performance appraisals — meaning it’s not measured to ensure it actually happens — it undermines that expectation. If individual performance metrics are stated as the basis for promotion, but in reality, friends are promoted or certain criteria are overlooked for some, that doesn’t reinforce the values either. As you can see, it’s a big challenge. But if you don’t put in the hard work at the process and operational levels and instead focus only on talk, the organization won’t move towards the desired culture, I guarantee it.
Finally, it’s essential to continuously monitor the emerging culture using individual and group indicators. If this is neglected, the initial enthusiasm will fade, and the organization will revert to its old ways.
Now, let’s return to the seven levels of personal consciousness, which are linked to human needs. The first three levels, similar to Maslow’s theory, focus on survival, physical and emotional safety, and the sense of esteem. These are all connected to self-interest and the ego. The top three levels address spiritual needs: finding meaning in life, having a positive impact on the world, and serving others. The transitional level in between is where we begin to let go of the ego’s fears and start becoming more of our true selves, focusing on what we genuinely want to achieve. At this level, we act not just for survival or external validation, and we are less dependent on others. However, basic needs can’t be ignored if we want to function in everyday life. If we spend all our time helping elderly people cross the street, that alone won’t put food on the table. We need to learn to manage every level effectively to operate across the full spectrum of consciousness. This means handling basic existential issues efficiently, forming human relationships that allow us to feel safe and loved, achieving emotional stability and self-awareness that foster healthy self-confidence, shifting from selfish thinking to striving for the common good, finding a meaningful life purpose or passion, figuring out how to use that for the benefit of others, and eventually serving others selflessly. To do this, we need to recognize where we are, identify which need is emerging, and develop the skills necessary to move forward.
What’s fascinating is that this ladder of consciousness isn’t just applicable to individuals but also to teams or organizations. This allows us to identify where a group currently stands and what it needs to move to the next level during group development. At the first level, the physical and financial frameworks necessary for the group’s survival must be established. Next, personal relationships within the group can be harmonized so that members feel a sense of belonging and protection rather than wanting to undermine each other. The third step involves creating the systems, structures, and processes necessary for performance. The next, transformational level assumes that leaders and members can balance their needs, involve members in decision-making, and empower them to act. The fifth step is characterized by members sharing a common vision, mission, and values, leading to high performance due to this internal cohesion. At the sixth level, the group extends its impact by collaborating with other groups, and members undergo significant personal growth. Reaching the highest level means deepening and broadening all these benefits. However, if leadership continues to focus solely on its own needs, neglecting the needs of the people and failing to involve them in decisions, the team will get stuck in the lower three levels. Factions will form, internal competition will arise, information will be withheld, and finger-pointing will replace accountability. In short, selfish leadership endangers the survival of the organization.
What’s exciting for me is that, as a leadership developer, I usually encounter clients at the beginning of this transformational level. They sense that even though the company has been growing and profitable for years, the leadership team is starting to gel, and the processes are in decent shape, something is still missing. They’ve realized that it might be worth improving leadership skills a bit — that is, they’ve recognized that alongside leadership expectations and needs, the needs of colleagues should also be considered. I recently completed a Deliberate Leadership training program for a mid-sized private company. In the last session, the CEO asked me if I thought it was a good idea to formalize the leadership behavior guidelines and values that they would expect from all leaders at their company from now on. I couldn’t nod my head fast enough and was delighted to see that he was naturally gravitating towards the fifth level.
So, the development of organizations can also be described using these seven levels, and Barrett’s research shows that the most resilient and profitable companies can operate across the full spectrum of consciousness. The bottom three levels focus on basic business needs: profitability, meeting customer demands, and efficient systems and processes. The emphasis is on organizational and ownership interests. The higher-level needs focus on team cohesion, mutually beneficial partnerships, and the company’s role in its local and societal environment. The focus extends beyond organizational and ownership interests to include the needs of employees, customers, and society. The fourth level, the transitional one, focuses on shifting from fear-based, autocratic hierarchy towards a more open, inclusive, and empowering yet accountable way of operating. It’s equally dangerous for a company’s future to neglect either the lower or upper three levels. Problems will arise if profitability is lacking, relationships aren’t in order, or processes aren’t efficient, just as they will if owners or leaders focus solely on their own interests.
Living in Both the Present and the Future
 
As early as the 1950s, Peter Drucker emphasized that a leader’s role isn’t just about ensuring the smooth operation of the present and maintaining profitability in the short term. Every decision made today impacts the future, determining whether the company will thrive long-term or fade away in a few years. Focusing solely on quarterly reports and bonuses is far from sufficient.
We’ve all encountered those so-called “miracle” seagull managers who swoop in, create a lot of noise, shit on everything, and then fly away. In the meantime, they might “fix the finances,” “whip the operation into shape,” “right-size the organization,” launch grand “change management programs,” or set a new “strategy.” But a few years down the line, it becomes clear that while certain metrics improved, the company lost key employees, major suppliers, or significant customers. The remaining staff becomes demoralized and stops believing in the lofty slogans.
Short-term thinking and mentality simply represent poor-quality management, and it’s no excuse to blame the pressure of meeting shareholder expectations. After all, it’s certainly not in the shareholders’ interest for their capital to be burned along with the company. Yet, there’s often a collective agreement to sacrifice the future for the present, slaughtering the goose that lays the golden eggs — and then the one that lays regular eggs too. Eventually, they fire the butcher and blame the failure on external factors. The customer who isn’t well served today won’t buy tomorrow. The employee who isn’t developed will be a reason for the company’s lack of competitiveness next year.
This principle applies even on a smaller scale. Your department or area won’t perform well next year because you’re too busy with your daily tasks to think about operational efficiency problems or to spend a few hours every few months with each of your colleagues. You’re so preoccupied with delivering low performance that you have no time to develop the capacity for higher performance. Poor you. And you wonder why your salary isn’t increasing.
A good manager has two eyes—one to focus on the present operation and the other constantly on how the company, functional area, or team they lead will perform in the future. If they neglect this, it’s guaranteed that performance will decline. Competitors won’t do them the favor of sitting idle, content with last year’s results. They’ll keep improving, and the contrast will become evident.
Internal development, however, is just one side of the coin. Entrepreneurs and business leaders must also keep up with changes in the technological and economic environment and steer the ship to stay afloat. Every ten to twenty years, entire industries undergo fundamental changes. What was a revenue goldmine a decade ago might be entirely dry today. Not too long ago, until the mid-1990s, we shopped on the main streets of cities. In our country, the first malls and hypermarkets opened in 1996, and now people prefer to shop in these places, turning the winners of previous decades — those with downtown storefronts — into losers. In small towns, this shift happened five to ten years later. Fifteen years ago, social media applications just started to appear, but today, major companies are replacing TV ads with social media ads, as consumers have moved from the TV to their smartphones or tablets in the evenings. Business weeklies used to be the undisputed leaders in the job advertisement market, with companies having to wait their turn. Now, they are fighting for survival along with all other newspapers.
Just because an activity is thriving today doesn’t guarantee it will function the same way in five or ten years. Leaders must continuously monitor the changing environment so that the leadership team can determine the right direction to follow and quickly pivot if something doesn’t work out.
From all this, it follows that if you’re only grinding through the daily tasks, you’re only fulfilling a fraction of your leadership role.
 
Innovation Is Your
Responsibility Too
 
Paying attention to the future is essential for at least two reasons: the need for continuous internal development and the ability to weather environmental storms while ensuring business sustainability. But isn’t innovation the job of the research and development department? Or where there isn’t one, the product development team? No, it’s the responsibility of every leader.
The need for innovation related to internal development likely requires the least explanation. Every leader has a duty to make operations and processes more efficient — achieving the desired output with less energy, more speed, greater accuracy, and lower cost. This all serves the company’s competitiveness. It’s also crucial to continually improve the quality of service provided to external or internal customers. A leader should be ashamed if their department is constantly criticized by partners, whether for the product or service quality, or if customer service doesn’t meet acceptable standards. In addition to improving processes and the final product — and often as a prerequisite for these improvements — it’s essential to continually elevate the knowledge, skills, and behavior of the people involved. Anything that doesn’t improve will stagnate for only a short time before it begins to deteriorate.
When it comes to business success and sustainability, innovation from any department can make a significant contribution. For example, if the logistics department of an online retail company can devise a new solution that meaningfully reduces the processing cost of each order, the company could lower the threshold for free shipping, potentially leading to massive sales growth. This could bring far greater benefits than cost reduction alone. In another case, improving customer service quality could help retain existing customers, thereby reducing the higher costs associated with acquiring new ones. If colleagues involved in leadership development can successfully instill sound performance management practices among leaders — including effective goal-setting and meaningful feedback — it will undoubtedly reflect in improved overall performance. Any qualitative advancement in any field is likely to elevate the organization’s results at the end of the day.
Start reflecting on how you’re doing in these areas!
Where to Find the
Creativity You Need
 
Many people think of creativity as a rare, artistic gift that only a select few possess. However, the word "create" simply means to make something, to bring something into existence. So, anyone who realizes an idea — from writing a document to organizing an event — is being creative. And as a leader, you are constantly bringing ideas and plans to life, whether they’re your own or someone else’s.
Contrary to popular belief, creative work seldom involves coming up with something entirely new or original. More often, it involves combining two or more existing things in a new or perhaps unusual way. To do this effectively, you need to expose yourself to as many different influences as possible. This is why methods that stimulate creativity, like randomly picking a word from a dictionary during a brainstorming session and then relating all subsequent ideas to that word, can work so well.
Creativity is also boosted by having a diverse team. It’s beneficial to have knowledge from various fields, rather than just delving deeply into your own. Additionally, consuming any form of art — whether it’s literature, theater, music, or visual arts — can fertilize your professional ideas. This effect is even stronger if you actively engage in one of these arts yourself. You don’t need to be a professional; being an enthusiastic amateur is more than enough.
A few years ago, with this in mind, I participated in a four-day drawing course. The first day was mostly brain-numbing, but it served to shift our perception from symbols to reality. We learned to draw contours, notice and render light and shadows. A completely new world came to life before my eyes — things I had never noticed before. I became capable of depicting what I saw with a degree of realism that I never thought I could achieve. Perhaps even more important was the metaphor I gained: no matter how difficult a task I face, one that might have intimidated me before, I now start by sketching the outlines, erasing if necessary, and then shading the picture. I can approach the unknown with much more confidence.
A year later, I took the colored version of the drawing course to further broaden my perspective. I still had no particular goal with drawing or painting, but I’m certain it further strengthened my creative drive. I began tackling presentations and publications with more confidence, started editing videos, and even creating background music. Although I had never been interested in videography or photography, I began illustrating some of my blog posts myself. What happened was simply that creative activities became more comfortable for me.
What I want to highlight is that everyone can be creative, and this is essential for a leader's responsibility for innovation. But you won’t find inspiration if you don’t expose yourself to experiences outside the ordinary. If you open yourself up to different professional fields or the arts, you increase your chances of seeing the same problems from new perspectives and coming up with solutions that might never have occurred to you otherwise.
You Have to Balance Constantly
 
As we saw with the juggling act between the present and the future, a key part of leadership is the ability to navigate between seemingly opposing interests or perspectives. But it’s not just the time dimension that presents this kind of challenge to leaders. When I conduct Deliberate Leadership programs aimed at developing basic leadership skills, participants often ask how to handle such contradictions. Let’s look at a few examples!
	How can you set high expectations and demand performance while remaining supportive and building close relationships?

	Should you maintain closeness with your team, or is it better to keep some distance?

	How do you find the right balance between positive feedback and constructive criticism?

	How can you treat people equally and fairly while also considering individual differences?

	To what extent should you rely on intrinsic motivation, and how should you apply external motivators?

	How can you use a coaching approach, asking questions to help with independent problem-solving, without your colleague feeling that you’re unwilling or unable to offer advice or take responsibility for the solution?

I have bad news: there’s no chart, model, or guideline that provides a clear answer. In each case, you have to weigh the situation and decide where to set the dial. Sometimes, you might even need to hold both ends of the spectrum at once. It’s also possible that you’ll mostly lean toward one side but occasionally need to adopt the other approach. If leadership were not like this, a computer could handle the job. But since it is, leaders must take the time to assess each situation and choose their approach accordingly.
What can help, however, is having a set of guiding principles. If you determine in advance what kind of leadership behavior you prefer and what kind of manager you want to be, it will shape your normal mode of operation. You’ll only need to pause and weigh your options when situations arise that call for a departure from the norm.
What Makes You Effective?
 
In my view, an effective leader is someone who can find time for everything important to them, enabling them to achieve their goals and, overall, turn many significant ideas from dreams into reality. If any of these elements are missing, we can't truly talk about effectiveness. If the things that matter to you often get delayed or neglected, if you’re unable to achieve your goals, or if, at the end of the year, you realize that only a few plans have come to fruition, there is plenty of room for improvement. People often marvel at how truly effective leaders manage to produce results on so many fronts.
Peter Drucker suggests a five-step process for every leader striving to become more effective. First, you can't skip the step of assessing where your precious time is actually going. To get accurate data, it's not enough to estimate; you need to track your activities in a spreadsheet for a few weeks. Only then can you analyze where changes are needed and where time can be saved. Since your schedule is already full, any extra time must come at the expense of other activities. The second step is identifying the key areas where you want to create value — these are the main goals you want to focus on. This is where you can align your personal goals and values with those of the organization.
Third, Drucker emphasizes that you can only achieve outstanding performance by building on your strengths. It's futile to set goals that you don't have the resources to achieve. But identifying your actual strengths isn’t something you can do on a whim. The best way to determine them is by looking back at your previous goals and whether you achieved them. If a strength really exists, it will show up in your results. The fourth step is to allocate your time according to your goals, ensuring that the most important tasks are prioritized. This, too, can be easily measured in hindsight: if the important things got done, then you succeeded in this step. The final element is effective and ethical decision-making, a complex topic that goes beyond the scope of this brief e-book.
Therefore, leadership effectiveness isn’t about whether you can work sixty hours a week. It’s much more valuable if you can rest on weekends, spend your evenings with your family, and attend to the other necessary components of a fulfilling life, while on workdays, you create value and achieve significant goals by building on your strengths. Before someone remarks that this sounds overly idealistic, let me point out that I personally know many leaders who manage to do this. Among them are CEOs, directors, middle managers, and entrepreneurs alike.
Be an Authentic Leader!
 
What does that even mean? The concept of authentic leadership is relatively new, with several publications on the topic emerging in recent years. While definitions may vary, there’s general agreement on what it means to be an authentic leader. Such leaders are, first and foremost, aware of their strengths, weaknesses, and the values they stand for. They regularly reflect on these aspects and, if necessary, re-evaluate their opinions. Their relationships are transparent — they share their thoughts and convictions honestly with others and are careful not to burden their interactions with negative emotions. Authentic leaders consciously strive to listen to opposing viewpoints and weigh information fairly in their decision-making process. Finally, they make decisions and manage relationships based on a strong ethical foundation, resisting external pressures.
Bill George and his co-authors observed that after fifty years and thousands of studies, no clear profile of the ideal leader has emerged. They argue that anyone can inspire and empower others, but this must be done in a way that is true to oneself. According to them, an authentic leader passionately pursues their goals, operates in line with their values, uses both their mind and heart, builds long-term relationships, and works with discipline to achieve results. Such a leader doesn’t become one by virtue of inherent traits but through life experiences that shape their leadership role. Often, a transformative experience or a significant life event sets them on this path. Like others, they claim that self-awareness, clarifying one’s motivators, values, and principles, and putting them into practice form the basis of authentic leadership. Additionally, they emphasize the importance of having supporters with whom mutually beneficial relationships can be established — these could be family members, colleagues, close friends, mentors, or members of other groups with whom the leader enjoys spending time and can open up.
It is also crucial that a person remains the same individual at work, at home, among friends, and in the broader community. They should not present themselves differently in various environments, and their behavior should be consistent over time. Naturally, this requires discipline, which is particularly challenging under pressure. Authentic leaders are not content with being successful themselves or having loyal subordinates who follow them. Instead, they inspire their colleagues to take initiative, assume leadership roles, and empower them to do so.
From this description, it’s clear that the concept of authentic leadership aligns with the themes we’ve explored throughout this book — self-awareness, clarifying values, transparency, attentiveness, integrity, continuous development, and empowerment.
Some thinkers argue that one could be authentic by embodying corrupt values or by openly communicating their inner rudeness — essentially being true to oneself without an ethical component. While I understand this logic, I, along with others, believe that without ethical conduct, the other three components cannot truly be fulfilled. These individuals often struggle with realistic self-assessment, lack transparency, manipulate emotions, and focus solely on themselves and their interests.
We must restore the honor of leadership. The only way forward is through role models and the gradual rise of authentic, ethical leaders. The following sentence may initially sound like a cliché, but upon reflection, it’s anything but: We are where we are because of who we are, and our leaders reflect that. This is true on individual, organizational, societal, and global levels. Leaders emerge from among us, and their actions determine what the community focuses on, what culture develops, what norms are followed, what goals are set, and what tangible results are achieved.
However, the ends do not justify the means, and the bar for leaders must be set high — that’s why they earn the big bucks. Mediocre abilities and half-hearted effort, in my view, are signs of incompetence. As I’ve previously explained, the leader is ultimately responsible for the results. But this is not the only measure of their work; the development of the people entrusted to them, the daily quality of work life, and the impact of the organization or unit they lead on the external environment should equally influence the assessment of their success. The world is nearly crippled by events like the financial crisis caused by subprime mortgage loans in the US. Meanwhile, we are slowly learning that sub-optimization is incredibly harmful to the inhabitants of this planet. “Subprime” leaders recreate situations like the subprime mortgage crisis that nearly brought down the financial world.
Authentic leadership, grounded in ethics, is essential to prevent such crises and guide organizations and societies toward sustainable success.
Is It Worth Operating Ethically?
 
The rules of ethical behavior aren't written in law books; people follow them based on their own decisions. Just because we have the power to do something doesn't mean we should. Even if a certain action doesn't break any laws, we don't have to pursue it if it's not morally right. As children, we absorb the basics of ethics through stories and fairy tales. There are good people and not-so-good people, and by the end of the story, the villains receive their just punishment while the good characters are rewarded. Of course, the path to victory for the positive character is rarely straightforward — they must often struggle through various complications before finally triumphing.
If we look back a few decades, both in our own country and globally, many might think that ethical behavior doesn't pay off. It seems that selfish, deceitful behavior — those who trample over others to achieve their own gains — leads to happiness and prosperity. However, despite appearances, this isn't a universal truth, even in the past fifty years, although such cases do stand out. When we take a broader view, it becomes clear that acting fairly aligns better with the laws of nature.
On an individual level, there is also a significant cost to constantly operating in murky waters or behaving unethically towards others. First, sooner or later, it comes back to you — those short-lived gains eventually disappear, and the higher you climb, the harder you fall. Secondly, except for psychopaths, most people have a functioning conscience, even if they try to suppress these internal messages. When ignored, these manifest in other ways, such as chronic stress, health issues, psychosomatic diseases, accidents, or the deterioration and loss of relationships.
According to John Maxwell, three common reasons underlie unethical decisions. The first is choosing the easier or more convenient path; the second is a desire to win, which might lead us to cut corners; and the third is the self-excusing justification that we’re merely adapting to the situation. Research shows that people often excuse their own missteps through various rationalizations while expecting others to behave ethically. Corporate leaders, politicians, and business partners are expected to be fair, while we might relativize ethical questions for ourselves. Ethical behavior may seem more troublesome, costly, or disadvantageous in the short term, but over a longer period, unethical behavior inevitably comes back to bite us.
While companies often try to address ethical issues with complex codes and guidelines — where they care about the issue at all — Maxwell offers a much simpler principle as a guide for distinguishing right from wrong: the Golden Rule. This principle, found in various forms across cultures and religions, essentially states: treat others as you would like to be treated. I recall working in the HR consulting field in the late 1990s, where it was entirely accepted for companies to poach consultants from competitors, expecting them to bring along lucrative client portfolios. Yet, when someone left these same companies, they were outraged at the thought that the departing employee might take some business with them, and they would go to great lengths to prevent it.
Another favorite example comes from the time when we were providing career coaching services to help departing executives transition to new roles, funded by their former employers. I discussed this service with the HR director of a company manufacturing medical supplies. He asked if I didn’t find it ethically questionable to profit from a service based on people’s negative life situations—namely, losing their jobs. I asked him what his company produced. “Stoma bags,” he replied. So, they make a living from the fact that some people can’t use the toilet normally. It’s interesting that while he perceived his own company’s activities as primarily helpful — making life more bearable for those who had undergone serious surgery — he assumed that our intention was to profit from others’ misfortunes.
It’s distasteful to me when senior corporate leaders or owners speak without respect about employees in a management meeting. Don’t they realize that the colleagues in the room, who are also employees albeit in leadership roles, might wonder if their boss thinks the same about them? The same twisted logic often applies to suppliers. Corporate leaders expect their service providers to swallow every demand without protest and to accept merciless price cuts. Yet, when selling their own products or services, they are upset by similar behavior from their customers. They fail to see in the afternoon, that they are on one side of the negotiating table, while they were on the other side in the morning.
Anyone who genuinely considers the Golden Rule will likely understand and accept it. As a result, win-win solutions can be found, and everyone can use it as a compass for distinguishing right from wrong in everyday situations.
If you want to incorporate the Golden Rule into your daily life, it’s worth reflecting on how you wish to be treated. People generally want to be appreciated, respected, trusted, understood, and not exploited or deceived. Are these your needs too? The next step is to conduct some self-reflection: does your behavior meet these needs in those with whom you interact? Do they feel respected, appreciated, and understood by you? Are your intentions clear and benevolent?
Ken Blanchard suggests asking yourself three questions when faced with difficult decisions: "Is it legal? Is it balanced? How will I feel about myself afterward?" The last question amplifies the voice of conscience. It’s then up to you to decide whether to listen to it and choose the right path.
Those who want to be true masters of the Golden Rule treat others better than they are treated themselves. They go beyond what is expected, help those who can’t return the favor, do good even when it would be easier to do wrong, and keep their promises even when it costs them.
I’m not claiming to be the perfect embodiment of the Golden Rule, but I do my best. For many years, I’ve followed the principle that if I can genuinely recommend someone within my field for work, I do so. Several times I’ve been asked what commission I expect in return. Naturally, I expect none. Helping two people simultaneously brings joy in itself. Similarly, every year, I receive inquiries from colleagues who think my involvement would benefit their clients. They don’t ask for a commission either; they simply enjoy facilitating a partnership that brings mutual benefits to their acquaintances. It’s worth noting that it’s not always the same people who help me receive work assignments as those I’ve supported in the same way. Life, like a grand clearing system, takes care of balancing the books.
Maxwell also cites research in his book showing that companies that commit in writing to ethical behavior and social responsibility, and adhere to these commitments, prove to be more profitable than those that don’t. And as the saying goes, "A liar is caught sooner than a cripple." There’s no escaping it — eventually, life will send you the bill.
Questions for
Personal Development
 
	In what ways do your team members see that you lead them by serving?

	How could you better serve your team members to achieve higher performance and foster individual growth?

	In what situations should you put more effort in actively listening to your colleagues?

	Where does your organization stand on the path toward an empowering culture? How successful are you at delegating responsibility?

	At what level of personal consciousness are you currently? What is the next step for you?

	What principles and values do you want to guide the area under your leadership?

	How well are the values and principles you profess aligned with your behavior and daily practices?

	Where do you want to take your team within the next year? And in three or five years?

	What kind of improvements would be necessary to achieve these goals?

	What internal processes or practices need to be revisited to maintain competitiveness or improve service?

	What innovative initiative could your team contribute to enhance the competitiveness of the entire company?

	What unconventional influences would you like to expose yourself to in the coming months to stimulate your creativity?

	What conflicts or dilemmas do you face in your leadership role? How can you balance these?

	How will you improve your leadership effectiveness to achieve a significant number of important goals year after year?

	What changes would you like to make to become a more authentic leader?

	In which situations do you find it important to keep the Golden Rule in mind?

Take It Easy!
 
Right now, you might feel like you've been hit by a huge wave, knocking you flat on your back and leaving you sprawled out on the sand. And the wave was formed from this vast ocean of wisdom. Is nothing ever enough? Will I never be a good leader? Also, on top of that, am I supposed to save the world too?
No worries — you deserve a pat on the back. If you considered yourself ready to start reading this book, you're already ahead of most leaders. An addition, since you've worked your way through the entire text, you've opened your mind to new ideas that will help you continue to grow. Despite any criticism or provocation in the previous chapters, you're a remarkable person, willing to put in the effort to keep improving.
But let's be realistic: you're striving to do this in a world that often seems to push back against such efforts, making it inevitable that you’ll face some resistance. The truth is, most people aren't yet ready for these ideas. In our society, money remains the primary measure of success, and many people are focused on accumulating material wealth. They believe their value is tied to having the latest smartphone, driving expensive cars, or living in an elegant neighborhood. Even some of my friends, after grumbling about a corrupt procurement process, will admit that if they were in the supplier's shoes, they would gladly take advantage of such a business opportunity. Unfortunately, people often cheat as much as they can get away with. The elderly lady doesn’t ask for an invoice from the gas fitter, the teacher fails to issue an invoice for private tutoring, and the doctor accepts under-the-table payments. The entrepreneur minimizes taxes, the manager receives a kickback, and the most skilled politician can arrange for projects to cost double the normal price. Cheating and corruption are defined as dishonest practices others engage in when you’re not at the table with the big spoils. And here you are, expected to exercise self-control and uphold values.
Then there are those who’ve achieved all these material successes — they drive the fancy cars, have comfortable homes filled with the latest gadgets — and realize that these aren't what bring happiness in life. Of course, financial stability is important for freedom; no one wants to live hand-to-mouth or worry about existential issues. But material wealth alone doesn't make life meaningful. It's the loving family, the deep conversations with friends, the joy of giving and helping others, watching children grow up, reminiscing about shared experiences and gatherings, and engaging in creative activities that bring true fulfillment.
Unfortunately, there are few social institutions left that effectively transmit real values, because those who could do this either fail to connect with people or don't lead by example. Our beautiful language has a saying for this: they drink wine and preach water. Without authenticity, talking about values is just empty blather.
Final Thoughts
 
We’ve both come to the end of this journey. I’ve put it on paper, and you’ve read it.
From the moment I started writing my first e-book on the basics of leadership, I knew exactly what I wanted to achieve. There are sixteen leadership practices that, in my view, everyone who leads teams or organizations should be doing. I wanted to make you realize that you should integrate each one of these into your leadership approach. If many people read and apply what they’ve learned, we can positively impact countless lives.
When I commenced writing this piece, the picture in my head wasn’t as clear. I knew that leadership involves much more than what I had summarized up until then. It’s not just about effective practices; it requires a forward-thinking, ethical mindset, thoughtful reflection, and strong character to be a true leader. I’ve provided some food for thought to help you develop these qualities. I hope I’ve managed to get you thinking, perhaps even inspired you to pick up one of the books I’ve referenced. I trust that the energy invested wasn’t in vain and that I’ve been able to to influence you.
But all of this means nothing on its own. You have to put it into practice, applying in your daily life everything that resonates with you.
Contact for the Future
I hope you’ve found this e-book helpful. Feel free to share the download links with anyone who might benefit from it.
If you're a senior leader or HR director and would like the Act2Manage team to assist with leadership development that truly result in behavioral change, please reach out to us by email at: cservenyak.tamas@menedzsmentor.com .
Act2Manage is a boutique firm specializing in enhancing employee engagement. Our philosophy centers on critical thinking, and we continuously refine our solutions with the latest insights from behavioral and neuroscience research to ensure measurable results. Our mission is to offer proven solutions to Team Leaders and Managers that help them achieve excellence and sustainable performance.
Visit our website at: https://act2manage.eu 
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function stopEventPropagation(event) {
    event.stopPropagation();
}

function isKobo() {
    return 'koboApp' in window;
}

function isADE() {
    var epubReadingSystem = navigator.epubReadingSystem;
    if (epubReadingSystem) {
        return epubReadingSystem.name == 'RMSDK';
    }
    return false;
}

function isIOS() {
    var platform = navigator.platform;
    if (["iPad", "iPod", "iPhone"].includes(platform)) {
        return true;
    }
    return false;
}

function useMouselessButtons() {
    return (isADE() || isKobo()) && isIOS();
}


const ViewfinderAction = {
    none : -1,
    maximize : 0,
    goToPrev : 1,
    goToNext : 2,
    count : 3
};

class GalleryViewfinderObserver {
    constructor(owner) {
        this.owner = owner;
        this.galleryObject = owner.galleryObject;
        this.galleryElement = owner.galleryElement;
        this.viewfinderElement = owner.viewfinderElement;
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex) {}
    
    onMouseMoveInViewfinder(point) {
    }
    
    onMouseEnterViewfinder(point) {
    }
    
    onMouseLeaveViewfinder(point) {
    }
    
    onClickInViewfinder(point) {
    }
    
    onPageShow() {
        
    }
    
    onPageHide() {
        
    }
    
    onMouseEnterViewfinderChild(viewfinderChildElement) {
    }
    
    onMouseLeaveViewfinderChild(viewfinderChildElement) {
    }
    
}

class GalleryButtonsViewfinderManager extends GalleryViewfinderObserver {
    constructor(owner) {
        super(owner);
        var viewfinderElement = this.viewfinderElement;
        this.goToPrevButtonElement = viewfinderElement.getElementsByClassName("gallery-button-goToPrev")[0];
        this.goToNextButtonElement = viewfinderElement.getElementsByClassName("gallery-button-goToNext")[0];
        this.maximizeButtonElement = viewfinderElement.getElementsByClassName("gallery-button-maximize")[0];
        this.setUpGoToButtonsBounds();
        this.buttonsTimeout = null;
        this.buttonUnderMouseCursor = null;
        this.setButtonMouseEnterLeaveHandlers(this.goToPrevButtonElement);
        this.setButtonFocusHandlers(this.goToPrevButtonElement);
        this.setButtonKeyupHandlers(this.goToPrevButtonElement);
        this.setButtonMouseEnterLeaveHandlers(this.goToNextButtonElement);
        this.setButtonFocusHandlers(this.goToNextButtonElement);
        this.setButtonKeyupHandlers(this.goToNextButtonElement);
        if (this.maximizeButtonElement) {
            this.setButtonMouseEnterLeaveHandlers(this.maximizeButtonElement);
            this.setButtonFocusHandlers(this.maximizeButtonElement);
        }
    }
    
    setUpGoToButtonsBounds() {
        var preferredButtonMargin = window.getComputedStyle(this.goToPrevButtonElement).getPropertyValue("--margin");
        var minButtonMargin = 2.0;
        var preferredButtonWidth = this.goToPrevButtonElement.getBoundingClientRect().width;
        var preferredButtonLayoutWidth = preferredButtonWidth + 2 * preferredButtonMargin;
        var viewfinderWidth = this.viewfinderElement.getBoundingClientRect().width;
        var buttonLayoutWidth = preferredButtonLayoutWidth;
        if (buttonLayoutWidth > viewfinderWidth / 2) {
            // One button plus its margins must not occupy more than half the viewfinder.
            buttonLayoutWidth = viewfinderWidth / 2;
        }
        var buttonWidth = preferredButtonWidth;
        var buttonMargin = (buttonLayoutWidth - buttonWidth) / 2;
        if (buttonMargin < minButtonMargin) {
            // The margin would result less than the minimum.
            // Shrink the button to ensure a minimum margin.
            buttonMargin = minButtonMargin;
            buttonWidth = buttonLayoutWidth - 2 * buttonMargin;
            if (buttonWidth <= 0) {
                // The available width (half of the viewfinder) is less than the minimum margins.
                // Use all the available width for the button.
                buttonMargin = 0;
                buttonWidth = buttonLayoutWidth / 2;
            }
        }
        this.goToPrevButtonElement.style.left = buttonMargin + "px";
        this.goToPrevButtonElement.style.width = buttonWidth + "px";
        this.goToPrevButtonElement.style.height = buttonWidth + "px";
        this.goToNextButtonElement.style.right = buttonMargin + "px";
        this.goToNextButtonElement.style.width = buttonWidth + "px";
        this.goToNextButtonElement.style.height = buttonWidth + "px";
        this.goToActiveWidth = 0.2 * viewfinderWidth;
        if (this.goToActiveWidth < buttonLayoutWidth) {
            // The area where a click is equivalent to clicking a go-to button
            // shouldn't be less than the width of the button plus the button margins.
            this.goToActiveWidth = buttonLayoutWidth;
        }
    }
    
    handleNextPreviousButtonKeyUpEvent(e) {
        var movePrevious = false;
        var moveNext = false;
        if (e.keyCode == 13 || e.keyCode == 32) /* Spacebar or Enter */ {
            e.preventDefault();
            if (e.target == this.goToPrevButtonElement) {
                movePrevious = true;
            }
            else if(e.target == this.goToNextButtonElement) {
                moveNext = true;
            }
        }
        else if (e.keyCode == 37) /* Left Arrow */ {
            movePrevious = true;
        }
        else if (e.keyCode == 39) /* Right Arrow */ {
            moveNext = true;
        }
        if (movePrevious) {
            if (this.galleryObject.currentItemIndex > 0) {
                this.galleryObject.goToPrevFrame();
                if (this.galleryObject.currentItemIndex == 0) {
                    this.goToNextButtonElement.focus();
                }
            }
        }
        if (moveNext) {
            if (this.galleryObject.currentItemIndex < this.galleryObject.itemCount - 1) {
                this.galleryObject.goToNextFrame();
                if (this.galleryObject.currentItemIndex == this.galleryObject.itemCount - 1) {
                    this.goToPrevButtonElement.focus();
                }
            }
        }
        if (movePrevious || moveNext) {
            this.updateButtonsDisplayState();
        }
    }
    
    setButtonMouseEnterLeaveHandlers(buttonElement) {
        buttonElement.onmouseenter = this.onMouseEnterButton.bind(this, buttonElement);
        buttonElement.onmouseleave = this.onMouseLeaveButton.bind(this, buttonElement);
    }
    
    setButtonFocusHandlers(buttonElement) {
        buttonElement.onfocus = this.onButtonGainedFocus.bind(this, buttonElement);
        buttonElement.onblur = this.onButtonLostFocus.bind(this, buttonElement);
    }
    
    setButtonKeyupHandlers(buttonElement) {
        buttonElement.onkeyup = this.handleNextPreviousButtonKeyUpEvent.bind(this);
    }
    
    setButtonsVisibility(showPrev, showNext, showMaximize) {
        Gallery.setButtonVisibility(this.goToPrevButtonElement, showPrev);
        Gallery.setButtonVisibility(this.goToNextButtonElement, showNext);
        Gallery.setButtonVisibility(this.maximizeButtonElement, showMaximize);
    }
    
    hideButtonsNotUnderMouseCursor() {
        var showPrev = this.buttonUnderMouseCursor == this.goToPrevButtonElement;
        var showNext = this.buttonUnderMouseCursor == this.goToNextButtonElement;
        var showMaximize = this.buttonUnderMouseCursor == this.maximizeButtonElement;
        this.setButtonsVisibility(showPrev, showNext, showMaximize);
    }
    
    startButtonsTimeout() {
        this.buttonsTimeout = setTimeout(function() { this.hideButtonsNotUnderMouseCursor() }.bind(this), 2500);
    }
    
    killButtonsTimeout() {
        if (this.buttonsTimeout) {
            clearTimeout(this.buttonsTimeout);
            this.buttonsTimeout = null;
        }
    }
    
    hideButtonsWithoutDelay() {
        this.killButtonsTimeout();
        this.setButtonsVisibility(false, false, false);
    }
    
    viewfinderActionForMousePosition(point) {
        var itemCount = this.galleryObject.itemCount;
        var currentItemIndex = this.galleryObject.currentItemIndex;
        var viewfinderWidth = this.viewfinderElement.getBoundingClientRect().width;
        var x = point.x;
        
        if (currentItemIndex > 0) {
            if (x < this.goToActiveWidth) {
                return ViewfinderAction.goToPrev;
            }
        }
        var showNext = false;
        if (currentItemIndex + 1 < itemCount) {
            if (viewfinderWidth - x < this.goToActiveWidth) {
                return ViewfinderAction.goToNext;
            }
        }
        if (this.maximizeButtonElement) {
            return ViewfinderAction.maximize;
        }
        return ViewfinderAction.none;
    }
    
    updateButtonsVisibility(point) {
        var action = this.viewfinderActionForMousePosition(point);
        var showPrev = action == ViewfinderAction.goToPrev;
        var showNext = action == ViewfinderAction.goToNext;
        var showMaximize = true;
        
        if (!this.maximizeButtonElement) {
            this.viewfinderElement.style.cursor = (showPrev || showNext) ? 'pointer' : 'default';
        }
        this.setButtonsVisibility(showPrev, showNext, showMaximize);
        this.updateButtonsDisplayState();
    }

    updateButtonsDisplayState() {
        // Update display style of the next/previous buttons so that they are present/removed from the
        // focus loop at the correct indexes.
        var itemCount = this.galleryObject.itemCount;
        var currentIndex = this.galleryObject.currentItemIndex;
        if (currentIndex == 0) {
            this.goToPrevButtonElement.tabIndex = -1;
            this.goToPrevButtonElement.style.display = 'none';
        }
        else {
            this.goToPrevButtonElement.tabIndex = 0;
            this.goToPrevButtonElement.style.display = 'block';
        }
        
        if (currentIndex == itemCount - 1) {
            this.goToNextButtonElement.tabIndex = -1;
            this.goToNextButtonElement.style.display = 'none';
        }
        else {
            this.goToNextButtonElement.tabIndex = 0;
            this.goToNextButtonElement.style.display = 'block';
        }
    }
    
    onMouseMoveInViewfinder(point) {
        this.killButtonsTimeout();
        this.updateButtonsVisibility(point);
        this.startButtonsTimeout();
    }
    
    onMouseEnterViewfinder(point) {
    }
    
    onMouseLeaveViewfinder(point) {
        this.hideButtonsWithoutDelay();
    }
    
    onClickInViewfinder(point) {
        this.killButtonsTimeout();
        var action = this.viewfinderActionForMousePosition(point);
        switch (action) {
            case ViewfinderAction.goToPrev:
                this.galleryObject.goToPrevFrame();
                break;
            case ViewfinderAction.goToNext:
                this.galleryObject.goToNextFrame();
                break;
            case ViewfinderAction.maximize:
                if (this.maximizeButtonElement) {
                    this.galleryObject.maximizeFrame();
                }
                break;
        }
        this.updateButtonsVisibility(point);
        this.startButtonsTimeout();
    }
    
    onPageShow() {
        this.hideButtonsWithoutDelay();
    }
    
    onPageHide() {
        this.hideButtonsWithoutDelay();
    }
    
    onMouseEnterButton(buttonElement) {
        this.buttonUnderMouseCursor = buttonElement;
    }
    
    onMouseLeaveButton(buttonElement) {
        this.buttonUnderMouseCursor = null;
    }
    
    onButtonGainedFocus(buttonElement) {
        Gallery.setButtonVisibility(buttonElement, true);
    }
    
    onButtonLostFocus(buttonElement) {
        Gallery.setButtonVisibility(buttonElement, false);
    }
}

class GalleryCurrentItemObserver {
    constructor(galleryObject) {
        this.galleryObject = galleryObject;
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        
    }
}

class GalleryImageAndCaptionRollsManager {
    constructor(galleryObject) {
        this.galleryObject = galleryObject;
        var galleryElement = galleryObject.galleryElement;
        this.imageRollElement = galleryElement.getElementsByClassName("gallery-image-roll")[0];
        if (galleryElement.getElementsByClassName("gallery-caption").length > 1) {
            this.captionRollElement = galleryElement.getElementsByClassName("gallery-caption-roll")[0];
        }
    }
    
    removeTransition() {
        this.imageRollElement.classList.remove("gallery-image-roll-transition");
        if (this.captionRollElement) {
            this.captionRollElement.style.visibility = 'unset';
        }
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        this.removeTransition();
        if (animate) {
            if (this.captionRollElement) {
                this.captionRollElement.style.visibility = 'hidden';
            }
            this.imageRollElement.classList.add("gallery-image-roll-transition");
            this.imageRollElement.addEventListener("transitionend", this.removeTransition.bind(this));
        }
        this.imageRollElement.style.left = -(newItemIndex * 100) + "%";
        if (this.captionRollElement) {
            this.captionRollElement.style.left = -(newItemIndex * 100) + "%";
        }
    }
}

class GalleryAccessibilityManager extends GalleryCurrentItemObserver {
    constructor(galleryObject) {
        super(galleryObject);
        this.announcementRegionElement =  this.galleryObject.galleryElement.getElementsByClassName("ax-announcement-region")[0];
        if (this.galleryObject.galleryElement.getElementsByClassName("gallery-caption-roll").length > 0) {
            this.initializeCaptionIDs();
        }
    }

    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        var images = Array.prototype.slice.call(this.galleryObject.galleryElement.getElementsByClassName("gallery-full-image"));
        var captions = [];
        if (this.galleryObject.galleryElement.getElementsByClassName("gallery-caption-roll").length > 0) {
            var captionRollElement = this.galleryObject.galleryElement.getElementsByClassName("gallery-caption-roll")[0];
            captions = Array.prototype.slice.call(captionRollElement.getElementsByClassName("gallery-caption"));
        }
        images.forEach(function(image, imageIndex) {
                       if(captions.length > 0) {
                       var captionIndex = captions.length > 1 ? imageIndex : 0;
                       var caption = captions[captionIndex];
                       var captionTextElement = this.getFirstParagraphElementOfCaption(caption);
                       if (captionTextElement) {
                       var shouldHide = captions.length > 1 && newItemIndex != captionIndex;
                       captionTextElement.setAttribute("aria-hidden", shouldHide ? "true" : "false");
                       }

                       if (newItemIndex == imageIndex) {
                       this.announceForAccessibility(images[newItemIndex].getAttribute("aria-label"));
                       }
                       }
                       }, this);
    }

    initializeCaptionIDs() {
        if (this.galleryObject.galleryElement.getElementsByClassName("gallery-caption-roll").length > 0) {
            var captionRollElement = this.galleryObject.galleryElement.getElementsByClassName("gallery-caption-roll")[0];
            var captions = Array.prototype.slice.call(captionRollElement.getElementsByClassName("gallery-caption"));
            var galleryObject = this.galleryObject;
            captions.forEach(function(caption, index) {
                             var captionTextElement = this.getFirstParagraphElementOfCaption(caption);
                             if (captionTextElement) {
                             captionTextElement.id = galleryObject.getCaptionElementIDForIndex(index);
                             }
                             }, this);
        }
    }

    getFirstParagraphElementOfCaption(caption) {
        var paragraphTagNameArray = ["p", "li" ];
        for (var index = 0; index < paragraphTagNameArray.length; index++) {
            var paragraphTagName = paragraphTagNameArray[index];
            var paragraphElementList = caption.getElementsByTagName(paragraphTagName);
            if (paragraphElementList.length > 0) {
                return paragraphElementList[0];
            }
        }
        // no paragraphs/list items
        return null;
    }

    announceForAccessibility(announcement) {
        var liveRegionElement = this.announcementRegionElement;
        setTimeout(function() {
                   liveRegionElement.setAttribute("aria-label", announcement);
                   }, 500);

    }
}

class GalleryDotManager extends GalleryCurrentItemObserver {
    constructor(galleryObject) {
        super(galleryObject);
        this.dotContainerElement = galleryObject.galleryElement.getElementsByClassName("gallery-dot-container")[0];
        this.setupDotElementKeyupHandlers();
    }
    
    setupDotElementKeyupHandlers() {
        var dotElements = Array.prototype.slice.call(this.dotContainerElement.getElementsByClassName("gallery-dot-selectable"));
        dotElements.concat(Array.prototype.slice.call(this.dotContainerElement.getElementsByClassName("gallery-dot-current")));
        var handler = this.handleDotElementKeyUpEvent.bind(this);
        dotElements.forEach(function(dotElement) {
                            dotElement.onkeyup = handler;
                            });
    }
    
    handleDotElementKeyUpEvent(e) {
        var element = e.target;
        var currentIndex = this.galleryObject.currentItemIndex;
        var itemCount = this.galleryObject.itemCount;
        if (e.keyCode == 37) /* Left Arrow */ {
            if (currentIndex > 0) {
                this.galleryObject.goToPrevFrame();
                var selectedDotElement = Array.prototype.slice.call(this.dotContainerElement.getElementsByClassName("gallery-dot-current"))[0];
                selectedDotElement.focus();
            }
        }
        else if (e.keyCode == 39) /* Right Arrow */ {
            if (currentIndex < itemCount - 1) {
                this.galleryObject.goToNextFrame();
                var selectedDotElement = Array.prototype.slice.call(this.dotContainerElement.getElementsByClassName("gallery-dot-current"))[0];
                selectedDotElement.focus();
            }
        }
    }
    
    deselectCurrentDot() {
        var currentDotGroupCollection = this.dotContainerElement.getElementsByClassName("gallery-dot-current");
        if (currentDotGroupCollection.length > 0) {
            currentDotGroupCollection[0].setAttribute("aria-checked", "false");
            currentDotGroupCollection[0].tabIndex = -1;
            currentDotGroupCollection[0].className = "gallery-dot-selectable";
        }
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        this.deselectCurrentDot();
        var newCurrentDot = this.dotContainerElement.getElementsByClassName("gallery-dot-selectable")[newItemIndex];
        newCurrentDot.setAttribute("aria-checked", "true");
        newCurrentDot.tabIndex = 0;
        newCurrentDot.className = "gallery-dot-current";

        // work around a bug where WebKit will not render DOM updates sometimes, by temporarily
        // setting the div to display:none, and then back to its previous value.
        var dotDisplay = newCurrentDot.style.display;
        newCurrentDot.style.display = "none";

        setTimeout(function() {
            newCurrentDot.style.display = dotDisplay;
        }, 0);
    }
}

class GalleryMouselessButtonsManager extends GalleryCurrentItemObserver {
    constructor(galleryObject) {
        super(galleryObject);
        var viewfinderElement = galleryObject.viewfinderElement;
        this.goToPrevButtonElement = viewfinderElement.getElementsByClassName("gallery-button-goToPrev")[0];
        this.goToPrevButtonElement.onclick = galleryObject.goToPrevFrame.bind(galleryObject);
        this.goToPrevButtonElement.onkeyup = this.handleNextPreviousButtonKeyUpEvent;
        this.goToNextButtonElement = viewfinderElement.getElementsByClassName("gallery-button-goToNext")[0];
        this.goToNextButtonElement.onclick = galleryObject.goToNextFrame.bind(galleryObject);
        this.goToNextButtonElement.onkeyup = this.handleNextPreviousButtonKeyUpEvent;
        this.maximizeButtonElement = viewfinderElement.getElementsByClassName("gallery-button-maximize")[0];
        if (this.maximizeButtonElement) {
            this.maximizeButtonElement.onclick = galleryObject.maximizeFrame.bind(galleryObject);
        }
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        var itemCount = this.galleryObject.itemCount;
        var showNext = newItemIndex + 1 < this.galleryObject.itemCount;
        var showPrev = newItemIndex > 0;
        Gallery.setButtonVisibility(this.goToPrevButtonElement, showPrev);
        Gallery.setButtonVisibility(this.goToNextButtonElement, showNext);
        Gallery.setButtonVisibility(this.maximizeButtonElement, true);
    }
}


class GalleryViewfinderManager {
    addViewfinderHandlers() {
        this.viewfinderElement.onclick = this.onClickInViewfinder.bind(this);
        this.viewfinderElement.onmouseenter = this.onMouseEnterViewfinder.bind(this);
        this.viewfinderElement.onmouseleave = this.onMouseLeaveViewfinder.bind(this);
        this.viewfinderElement.onmousemove = this.onMouseMoveInViewfinder.bind(this);
    }
    
    addObservers() {
        this.viewfinderObserverArray = [];
        if (!useMouselessButtons()) {
            this.viewfinderObserverArray.push(new GalleryButtonsViewfinderManager(this));
        }
    }
    
    constructor (galleryObject) {
        this.galleryObject = galleryObject;
        this.galleryElement = galleryObject.galleryElement;
        this.viewfinderElement = this.galleryElement.getElementsByClassName("gallery-image-viewfinder")[0];
        
        this.addViewfinderHandlers();
        this.addObservers();
    }
    
    viewfinderMouseEventCoordinates(event) {
        var viewfinderBounds = this.viewfinderElement.getBoundingClientRect();
        var point = { "x" : event.clientX - viewfinderBounds.left, "y" : event.clientY - viewfinderBounds.top };
        return point;
    }
    
    onMouseEventInViewfinder(event, handlerName) {
        try {
            var point = this.viewfinderMouseEventCoordinates(event);
            this.viewfinderObserverArray.forEach(function (observer) {
                                                 observer[handlerName](point);
                                                 });
            stopEventPropagation(event);
        }
        catch (error) {
        }
    }
    
    onMouseMoveInViewfinder(event) {
        this.onMouseEventInViewfinder(event, "onMouseMoveInViewfinder");
    }
    
    onMouseEnterViewfinder(event) {
        this.onMouseEventInViewfinder(event, "onMouseEnterViewfinder");
    }
    
    onMouseLeaveViewfinder(event) {
        this.onMouseEventInViewfinder(event, "onMouseLeaveViewfinder");
    }
    
    onClickInViewfinder(event) {
        this.onMouseEventInViewfinder(event, "onClickInViewfinder");
    }
    
    onPageShow() {
        this.viewfinderObserverArray.forEach(function (observer) {
                                             observer.onPageShow();
                                             });
    }
    
    onPageHide() {
        this.viewfinderObserverArray.forEach(function (observer) {
                                             observer.onPageHide();
                                             });
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex) {
        this.viewfinderObserverArray.forEach(function(observer) {
                                             observer.onCurrentItemChange(oldItemIndex, newItemIndex);
                                             });
    }
    
}

class TouchManager {
    constructor(galleryObject) {
        this.galleryObject = galleryObject;
        this.viewfinderElement = galleryObject.viewfinderElement;
        this.viewfinderBounds = this.viewfinderElement.getBoundingClientRect();
        this.frameWidth = this.viewfinderBounds.width;
        this.dragTouchID = null;
        this.goToPrevButtonElement = this.viewfinderElement.getElementsByClassName("gallery-button-goToPrev")[0];
        this.goToNextButtonElement = this.viewfinderElement.getElementsByClassName("gallery-button-goToNext")[0];
        var element = this.viewfinderElement;
        element.addEventListener("touchstart", this.onTouchStart.bind(this), true);
        element.addEventListener("touchmove", this.onTouchMove.bind(this), true);
        element.addEventListener("touchend", this.onTouchEnd.bind(this), true);
        element.addEventListener("touchcancel", this.onTouchCancel.bind(this), true);
    }
    
    viewfinderPositionOfChangedTouchMatchingDragID(event) {
        if (this.dragTouchID) {
            var changedTouchCount = event.changedTouches.length;
            for (var changedTouchIndex = 0; changedTouchIndex < changedTouchCount; changedTouchIndex++) {
                var changedTouch = event.changedTouches[changedTouchIndex];
                if (changedTouch.identifier == this.dragTouchID) {
                    var point = { "x" : changedTouch.pageX - this.viewfinderBounds.left, "y" : changedTouch.pageY - this.viewfinderBounds.top };
                    return point;
                }
            }
        }
        return null;
    }
    
    onTouchEvent(event, doDump) {
        if (doDump) {
        }
        stopEventPropagation(event);
        event.preventDefault();
        if (event.changedTouches.length == 0) {
        }
    }
    
    onTouchStart(event) {
        try {
            this.onTouchEvent(event, true);
            if (!this.dragTouchID) {
                if (event.changedTouches.length > 0) {
                    var changedTouch = event.changedTouches[0];
                    this.dragTouchID = changedTouch.identifier;
                    this.dragStartPoint = this.viewfinderPositionOfChangedTouchMatchingDragID(event);
                    this.dragStartTime = new Date().getTime();
                    this.dragStartX = this.dragStartPoint.x;
                    this.dragStartItemIndex = this.galleryObject.currentItemIndex;
                    this.lastTouchPosition = this.dragStartPoint;
                }
            }
        }
        catch (error) {
        }
    }
    
    onTouchMove(event) {
        try {
            this.onTouchEvent(event, false);
            var changedTouchPosition = this.viewfinderPositionOfChangedTouchMatchingDragID(event);
            if (changedTouchPosition) {
                var dragCurrX = changedTouchPosition.x;
                var deltaX = dragCurrX - this.dragStartX;
                var relativeDeltaX = deltaX / this.frameWidth;
                var newItemIndex = this.dragStartItemIndex - relativeDeltaX;
                if (newItemIndex >= 0 && newItemIndex <= this.galleryObject.itemCount - 1) {
                    this.galleryObject.changeCurrentItemIndex(newItemIndex, false);
                }
                this.lastTouchPosition = changedTouchPosition;
            }
        }
        catch (error) {
        }
    }
    
    onTouchEndOrCancel(event) {
        var changedTouchPosition = this.viewfinderPositionOfChangedTouchMatchingDragID(event);
        if (changedTouchPosition) {
            var dragEndPoint = changedTouchPosition;
            var dragEndTime = new Date().getTime();
            var didChangeIndex = false;
            var endItemIndex = this.galleryObject.currentItemIndex;
            var intEndItemIndex = Math.round(endItemIndex);
            var deltaT = dragEndTime - this.dragStartTime;
            // If duration short enough.
            if (deltaT < 250) {
                // If it hasn't resulted in a current item change.
                if (intEndItemIndex == this.dragStartItemIndex) {
                    var absDeltaX = Math.abs(dragEndPoint.x-this.dragStartPoint.x);
                    var absDeltaY = Math.abs(dragEndPoint.y-this.dragStartPoint.y);
                    // If absDeltaX is not trivially small
                    // and absDeltaY is no larger than a fraction of absDeltaX.
                    if (absDeltaX >= 50 && absDeltaY <= 0.4 * absDeltaX) {
                        if (endItemIndex > intEndItemIndex) {
                            if (intEndItemIndex < this.galleryObject.itemCount - 1) {
                                intEndItemIndex++;
                                didChangeIndex = true;
                            }
                        } else if (endItemIndex < intEndItemIndex) {
                            if (intEndItemIndex > 0) {
                                intEndItemIndex--;
                                didChangeIndex = true;
                            }
                        }
                    }
                }
            }
            
            this.galleryObject.changeCurrentItemIndex(intEndItemIndex, true);
            
            if (!didChangeIndex) {
                // see if we can handle this as a tap
                if (this.dragStartPoint.x == dragEndPoint.x && this.dragStartPoint.y == dragEndPoint.y) {
                    var viewfinderBounds = this.viewfinderElement.getBoundingClientRect();
                    var prevButtonBounds = this.goToPrevButtonElement.getBoundingClientRect();
                    var nextButtonBounds = this.goToNextButtonElement.getBoundingClientRect();
                    var pointInViewfinder = { "x" : event.changedTouches[0].clientX - viewfinderBounds.left, "y" : event.changedTouches[0].clientY - viewfinderBounds.top };
                    prevButtonBounds.x -= viewfinderBounds.x;
                    prevButtonBounds.y -= viewfinderBounds.y;
                    nextButtonBounds.x -= viewfinderBounds.x;
                    nextButtonBounds.y -= viewfinderBounds.y;
                    
                    var x = pointInViewfinder.x;
                    var y = pointInViewfinder.y;
                    var gotoPrev = prevButtonBounds.x <= x && x <= prevButtonBounds.x + prevButtonBounds.width && prevButtonBounds.y <= y && y <= prevButtonBounds.y + prevButtonBounds.height;
                    var gotoNext = nextButtonBounds.x <= x && x <= nextButtonBounds.x + nextButtonBounds.width && nextButtonBounds.y <= y && y <= nextButtonBounds.y + nextButtonBounds.height;
                    
                    if (gotoPrev) {
                        if (this.galleryObject.currentItemIndex > 0)  {
                            this.galleryObject.goToPrevFrame();
                        }
                    }
                    else if (gotoNext) {
                        if (this.galleryObject.currentItemIndex < this.galleryObject.itemCount - 1) {
                            this.galleryObject.goToNextFrame();
                        }
                    }
                }
            }
            
            this.dragStartX = null;
            this.dragStartItemIndex = null;
            this.dragTouchID = null;
            this.lastTouchPosition = null;
        }
    }
    
    onTouchEnd(event) {
        try {
            this.onTouchEvent(event, true);
            this.onTouchEndOrCancel(event);
        }
        catch (error) {
        }
    }
    
    onTouchCancel(event) {
        try {
            this.onTouchEvent(event, true);
            this.onTouchEndOrCancel(event);
        }
        catch (error) {
        }
    }
}

class Gallery {
    createImageRollElement() {
        this.viewfinderElement = this.galleryElement.getElementsByClassName("gallery-image-viewfinder")[0];
        this.imageRollElement = this.viewfinderElement.getElementsByClassName("gallery-image-roll")[0];
        
        var imageFrameElementArray = Array.prototype.slice.call(this.viewfinderElement.getElementsByClassName("gallery-image-cropper"));
        this.itemCount = imageFrameElementArray.length;
    }
    
    completeItemCaptionElements() {
        //this.itemCaptionRolodexElement = this.galleryElement.getElementsByClassName("gallery-item-caption-rolodex")[0];
        //this.itemCaptionRolodexElement.onclick = stopEventPropagation;
    }
    
    addSelectionDots() {
        this.dotContainerElement = this.galleryElement.getElementsByClassName("gallery-dot-container")[0];
        this.innerDotContainerElement = this.dotContainerElement.getElementsByClassName("gallery-dot-inner-container")[0];
        if (this.innerDotContainerElement.getBoundingClientRect().width < this.dotContainerElement.getBoundingClientRect().width) {
            var dotExtenderElementArray = Array.prototype.slice.call(this.innerDotContainerElement.getElementsByClassName("gallery-dot-extender"));
            for (var itemIndex = 0; itemIndex < this.itemCount; itemIndex++) {
                var dotExtenderElement = dotExtenderElementArray[itemIndex];
                dotExtenderElement.onclick = this.selectFrame.bind(this, itemIndex);

                var captionIndex = this.galleryElement.getElementsByClassName("gallery-caption").length > 1 ? itemIndex : 0;
                var captionID = this.getCaptionElementIDForIndex(captionIndex);
                var dotElement = dotExtenderElement.getElementsByTagName("span")[0];
                dotElement.setAttribute("aria-describedby", captionID);
            }
        } else {
            this.innerDotContainerElement.style.display = 'none';
        }
    }
    
    completeTree() {
        this.createImageRollElement();
        this.completeItemCaptionElements();
        if (!this.isFullscreen()) {
            this.addSelectionDots();
        }
    }
    
    addWindowEventListeners() {
        window.addEventListener("pageshow", this.onPageShow.bind(this));
        window.addEventListener("pagehide", this.onPageHide.bind(this));
    }
    
    createObservers() {
        this.currentItemObserverArray = [];
        if (!this.isFullscreen()) {
            this.currentItemObserverArray.push(new GalleryDotManager(this));
            if (useMouselessButtons()) {
                this.currentItemObserverArray.push(new GalleryMouselessButtonsManager(this));
            }
        }
        this.currentItemObserverArray.push(new GalleryAccessibilityManager(this));
    }
    
    startUp() {
        this.currentItemIndex = -1;
        var newItemIndex = parseInt(this.galleryElement.getAttribute("data-current-item-index"));
        this.changeCurrentItemIndex(newItemIndex, false);
        
    }
    
    constructor (galleryElement) {
        this.galleryElement = galleryElement;
        
        this.completeTree();
        
        this.viewfinderManager = new GalleryViewfinderManager(this);
        
        this.addWindowEventListeners();
        
        this.createObservers();
        this.imageAndCaptionRollsManager = new GalleryImageAndCaptionRollsManager(this);
        
        if (!useMouselessButtons()) {
            this.touchManager = new TouchManager(this);
        }
        
        this.startUp();
    }
    
    isFullscreen() {
        return false;
    }
    
    changeCurrentItemIndex(newItemIndex, animate) {
        if (this.currentItemIndex != newItemIndex) {
            if (Math.abs(newItemIndex - this.currentItemIndex) > 1.0) {
                // Animation is supported only between neighbouring frames.
                animate = false;
            }
            this.imageAndCaptionRollsManager.onCurrentItemChange(this.currentItemIndex, newItemIndex, animate);
            var intCurrentItemIndex = Math.round(this.currentItemIndex);
            var intNewItemIndex = Math.round(newItemIndex);
            if (intNewItemIndex != intCurrentItemIndex) {
                this.onCurrentItemChange(intCurrentItemIndex, intNewItemIndex, animate);
                this.galleryElement.setAttribute("data-current-item-index", intNewItemIndex);
            }
            this.currentItemIndex = newItemIndex;
            this.updateImagesAXVisibility();
        }
    }
    
    updateImagesAXVisibility() {
        var currentIndex = this.currentItemIndex;
        var images = Array.prototype.slice.call(this.galleryElement.getElementsByClassName("gallery-full-image"));
        images.forEach(function(image, index) {
                       image.setAttribute("aria-hidden", index == currentIndex ? "false" : "true");
                       });
    }
    
    goToPrevFrame() {
        var currentItemIndex = this.currentItemIndex;
        this.changeCurrentItemIndex(currentItemIndex-1, true);
    }
    
    goToNextFrame() {
        var currentItemIndex = this.currentItemIndex;
        this.changeCurrentItemIndex(currentItemIndex+1, true);
    }
    
    selectFrame(newItemIndex) {
        this.changeCurrentItemIndex(newItemIndex, true);
    }
    
    maximizeFrame() {
    }
    
    onCurrentItemChange(oldItemIndex, newItemIndex, animate) {
        this.currentItemObserverArray.forEach(function(observer) {
                                              observer.onCurrentItemChange(oldItemIndex, newItemIndex, animate);
                                              });
        
        this.viewfinderManager.onCurrentItemChange(oldItemIndex, newItemIndex);
    }
    
    onPageShow() {
        this.viewfinderManager.onPageShow();
    }
    
    onPageHide() {
        this.viewfinderManager.onPageHide();
    }
    
    getCaptionElementIDForIndex(index) {
        var captionIndex = index+1;
        return this.galleryElement.id + "-caption-" + captionIndex;
    }
    
    static setButtonVisibility(buttonElement, visible) {
        if (buttonElement) {
            buttonElement.style.opacity = visible ? 1.0 : 0.0;
        }
    }
}

class RegularGallery extends Gallery {
    static setDisplayToNoneForElementsOfClass(className) {
        var elementArray = Array.prototype.slice.call(document.getElementsByClassName(className));
        elementArray.forEach(
                             function(element) {
                             element.style.display = 'none';
                             });
    }
    
    static loadGalleries() {
        this.setDisplayToNoneForElementsOfClass("gallery-fallback");
        this.setDisplayToNoneForElementsOfClass("gallery-fallback-separator");
        
        var galleryElementArray = Array.prototype.slice.call(document.getElementsByClassName("gallery"));
        galleryElementArray.forEach(function(galleryElement) {
                                    galleryElement.style.display = '';
                                    new RegularGallery(galleryElement);
                                    });
    }
}


function Body_onLoad() {
    RegularGallery.loadGalleries();
}
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