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FROM SELF DEVELOPMENT TO 

COACHING OTHERS 
 

Abstract: Objective of this paper is to show advantages 

of Lean Leadership (LL) Model over Traditional 

Leadership one; a path to develop efficient Lean 

Leaders and results that will occur as a natural 

consequence of the path. Depicting benefits of LL by 

comparing the two models, steps to develop an efficient 

Lean Leader is pointed out, marking Self-Development 

through continuous challenge and reflection as the first 

move. Once the (prospect) leader has passed the 

learning cycles himself, acquiring and sticking to the 

values, they are ready to move onto Coaching Others, 

teaching them how to develop properly. Those 

leadership skills are used to support the daily 

improvements and embed them into a culture of Doing 

Things Right. Aligning people towards common 

company objectives is an objective that is to be reached 

simultaneously. Eventually, expected outcome of the 

true LL comes as a gradual change full of patience and 

repeating patterns followed up with performance 

metrics, changing for better. 

Key words: Leadership, Self-Development, Coaching, 
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1. INTRODUCTION  
 

Leadership, as a concept, has been used 

for many centuries now, dating back to Plato’s 

Republic with first written reflections on 

importance of Leadership, raising questions 

about traits an individual should be possessing 

for a Leader [1]. Being the topic of thousands 

of books and myriad of academic papers then 

on, it has been analyzed, reflected upon and 

written about on a world wide scale. Different 

theories have been formulated and promoted on 

Leadership, making distinction between 

Transactional and Transformational, depending 

on the focus [2]. 

The name itself has been ever since 

applied to roles in politics, sports, business, 

religion; the term joining history, philosophy 

and social science; embracing activities in 

which “a person can enlist the aid and support 

of others in the accomplishment of a common 

task” [3]. Nevertheless, studies and theoretical 

and practial applications of Leadership through 

centuries have not contributed much to a 

unified definition of it and, as James 

MacGregor Burns notes: “Leadership is one of 

the most observed and least understood 

phenomena on Earth” [4].  
The English word “leadership” originates 

from leith, meaning “to go forth and die” as in a 

battle [5]. In this sense, Leadership is assigned 

to violence and tyrannical leadership embodied 
in Hitler or Stalin, for example. 

However, if we dared to modify the 

original definition into “to go forth and 

influence others for a good cause”, then 

revolutionary figures that history would 

remember for good, like Winston Churchil or 

Martin Luter King would be considered as 

exemplary leaders. 

Therefore, essential is that the term 

Leadership is defined semantic wise, taken as a 

general noun and by adding an appropriate 

adjectives, be formed into a desired term. Good 

Leadership. Efficient Leadership. Inspirational 

Leadership. 

Once defined with a positive conotation, 

the scope of application shall be narrowed for 

our purpose, taking business for the focal field; 

values shall be added to the Concept; steps to 

acquiring those values and ways to develop 

personal traits described. In this paper we will 

focus on Inspirational Leadership in Business 
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Environment, also known as Lean Leadership. 

 

 

2. LEAN LEADERSHIP 
 

Lean Leadership is a bridge of culture 

built upon theoretical knowledge, experience, 

and practical application and supported by 

standardization. It is not a tool kit ready for one 

to use or a set of rules that one should learn by 

heart, apply and pass on. If taken so, it may be 

an example, but of destined-to-fail attempts due 

to superficial try out of implementing Lean, 

where methodology and tools are used with 

traditional mindset and thus, unchanged 

behavior; results are soaring during first week 

of exhilaration and then disappointingly 

deteriorating for it cannot be sustained beyond 

few weeks of enthusiasm. The “secret” to 

understanding how to implement Lean 

successfully is to grasp that Lean leadership is 

an integral part of a culture, arising from 

Toyota Production System (TPS) [6] [7] 

 

 

3. TRADITIONAL VS LEAN 

LEADERSHIP  
 

In this part differences between 

Traditional and Lean Leadership are depicted, 

to clearly show advantages of the latter. 

 

3.1 Traditional Leadership 

 

Traditional Leadership has been formed by 

old worldviews, implicating power and control 

of a chosen individual over people [8]. 

 

Traditional Leader: 

1. Is seen as a natural born, heroic, character 

possessing special traits; 

2. takes over the Leadership style from their 

predecessor and mentor by copy/paste 

method; 

3. is results oriented and in control of 

achieving them by using “punish – 

reward” system;  

4. selects similar-to-them successors 

promoting them on favoritism base; 

5. pushes for goals, identifying high and low 

performers by metrics; 

 

3.2 Lean Leadership 

 

Lean Leadership may be best described 

through the advice given by NUMMI’s senior 

Japanese to Gary Convis, a senior American 

leader “Lead the organization as if you have no 

Power” [9]. Lean Leadership is all about 

learning, not control; it is about enhancement of 

skills and their improvement at all levels, not 

only those “at the top”. 

Lean Leader: 

1. can recognize potential within themselves 

and others and develop them according to 

Lean principles; 

2. profoundly understands the situation at 

Gemba and shares the knowledge; 

3. is process improvement oriented; 

4. teaches others by encouraging them to go 

through the same learning cycles they 

have gone themselves; 

5. Initiates and sustains continuous 

improvement through visual management 

of goals.  

 

 

4. STEPS TO DEVELOPING LEAN 

LEADERS 
 

Even when ideals of Leadership are 

recognized, the hardest part is yet to come and 

many organizations struggle at this point – to 

develop Lean Leaders that will truly comply 

with ideals, live the philosophy and develop 

others in the same spirit. [10]. 

So, how to develop them? Recognize 

potential ones; name them Leaders, assuming 

people will follow them by default? Supply 

them with Leadership literature and expect 

them to learn by themselves? 

Jeff Liker and Gary Convis have 

developed a model based on Toyota and 

described it in their “Develop Lean Leaders at 

all levels” [11]. According it, first thing is to 

Challenge all levels, from the top management 

to the shopfloor operators to work on, learn and 

improve themselves through improving 

Processes. Challenge equals to specific pre-set 

targets and Problems, or rather, Opportunities 

that come along the way.  Process improvement 

contains in itself thorough understanding of the 

current situation and aiming for the desired 

state through detailed steps of Problem Solving 

(Figure 1).  The gap between current and ideal 

state must be broken down to achievable steps.  
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Figure 1 - The Thinking Production System 

(TPS) Source: Michael Balle 

 

4.1. PDCA cycle learning 

 

The way to pass the steps and conquer the 

challenge is through Plan-Do-Check-Act 

(PDCA) cycle (see Figure 2). PDCA is the 

scientific method for learning and a way of 

thinking and acting. Its name suggests 

meticulousness starting with a plan to be 

leading to solutions. Cyling PDCA wheel 

means learning, preventing oneself to jump to 

conclusions and their first idea of what a 

solution might be.  

 
Figure 2 - Grasp the Situation at the Center of 
PDCA, Source:  Jeff Liker & George Trachilis 

 

0: Before planning, one needs to understand 

what is going on. It can be called a zero step 

that leads to Planning.  

1: The Plan phase includes clear definition of 

the problem, understanding the gap between 

present and wanted situation; if a problem is 

big, it should be broken down to small chunks 

and an action plan for each defined; root cause 

found and analyzed; countermeasures set up 

and brought to action. 

2: The Doing stage means both, following the 

plan and deviating from it, when required, 

observing and noting the deviations as part of 

the learning process.  

3: In the Check phase, understood has to be 

what has been accomplished and not 

accomplished.  
4: In the Act phase, another reflection on the 

entire process is going to happen, followed by 

standardization of what works out and spread 

out of it as a good practice. [12]. 

4.2. Self – development is a milestone 

 

Developing starts with self-awareness and 

responsibility taken by a person, with skills that 

will be developed through repeated learning 

cycles. It is On Job learning & training that 

includes identifying, testing, and acquiring 

knowledge through the experience. Self 

developing leaders shape themelseves but shape 

the external world at the same time.   

 

4.2. Leadership Skills 

 

Prerequisite for Lean Leaders is that they 

are open-minded, good listeners, motivational, 

influential, positive and ready to learn, but also 

teach the others at all times and continuously. 

Through the learning process, Lean Leader will 

develop a whole scope of additional skills, 

coming up with creative ideas, stretching their 

minds, deeply observing, thinking and asking 

why.  

 

 

5. DEVELOPING OTHERS INTO 

LEADERS  
 

In order to develop others, one would need 

to go through the same steps of Self-

Development prior to it. Self-developing leader 

has trained them to practice the process of 

“Plan, Do, Check, Act” and live it. Every 

problem makes the solution easier as one is 

getting better with performance. Another step 

of their own development is being able to teach. 

For that, one needs to learn to see true potential 

in others; assess it and estimate which level 

they belong to; teach them to use the same 

system of problem solving they have been 

working on; teach them how to make small 

improvements at a time; teach them how to use 

their own knowledge and experience, 

accompmanied by monitoring and directing by 

the Leader’s side; build trust with the students 

but remain critical towards them.  

 

 

6. CONCLUSION 
 

In this paper, Leadership as a concept has 

been introduced and advantages of Lean 

Leadership emphasized. The Way to develop 

develop Lean Leaders and their successors have 

been depicted with emphasis on self 

improvement, that is a key to grow, to be 



 

684                                        J., Ricciardelli, J., Pantic, I., Macuzic 

efficacious, and to achieve the highest results for oneself and the company. 
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