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Dt Stockwl found that cancepts rom laderehp hlped mprose macical crecn s
it Learsip sl roved 0 b an mporant par f succesflpaint car. Pryscians
‘wha demonstrated th highest levels of eacrsp showed bt erformance n o
s g daiy patentcae gols snd doing 5 in a timely manner. ravng on s
newry acqare knowedge o argenzatona behavior cncests, Dr. Stockwl continues
1o tach his el shyscans and ofher mediclprfessanas on s i the mprance
of leadership in e highly specilced work of medical care.

SPOTLIGHT ON RESEARCH

The Impact of Unconventional Leader Behavior
on Organizational Creativity

People ofin hecome teacted o leaders because of ther pecaliar use of words, gestares,
or the unconventionsl stances they take o suss. Reseachers hve long Known tht un.
conventionalbehavior of thissort fascinstes some fllowers, Some reséachers rgus tht
charimati sders guin influence overfollowers dus 10 the unconventional ehavior they
isplay snd the compeling dess they sommunicse.

Followers may find this Kind of behaviorntersting, butrsesechers wintedt under-
tand wht unconventional behavior demonstrted by leaders might mesn to organizs.
tions. For example, did follawers hecome more motivated,perform thei job beter,or
id they show more restivty when engsged with & harismtic Jader? Students t e
niversiysecived s Brst-hand oppartunity o fnd out v theunconventionalbehavior
ofleaders might improve creativiy:

Ou groupof studentscame to class and thei instructors used conventonal tools o
conductthecourse. Ther nsteucto sat i chai near the students,spoke o students
noramal way,sd inevery othe clement f behavior sppeared uncontroversil A second
group of students sxperienced samething markedly difeent The nsructor gave course
instructions on the back o t-shirts that sudents were ssked to wear,often stood on &
char, and onfirmed corect answerson an exam by handing outscaich snd i stck-
e Rathr than walte an the bosed i fontofthe classeoom, he nstructorwrote student
comments o socks snd hung them from a clotheslin strung acros he clssroom,

These stadents ok part in 4n sxereie fo bettr understend if unconventionsl
behavior demonstrated by a leade,in this case, 3 course Istructor, would improre
crativity. & group of outside obscrvers who knew nothing sbout e task rated the
cretivity o ssch indvidual and each group, The resal of the study revealed that,
under some circumstancss, the group exposed to the unconventionsl leader behav-
for demonstrstd highe lvels ofcrstiviy. his sty revealed sdditions]imsights 55
well. Crestivity only incrcased fthe students slso peresivd the instrotor 3¢ 8 ole
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model. I sddition, when grovps ofstudents slesdy had o bigh degec of motvation
o crsativity, thei exposure to an snconsentionsl leade inersssed group cohesion,
the mrions] sense af belonging to the group. The study lends credenc ta the nation
that unconventional behavior, demonstzated by leaders, ca indeed increase the per
formance outcomes of flloers,

Questions for Discussion
1. How might you and your lssmates rect i our instrutor ctedin such sn un
conventionsl way?
2. Whatlimits to unconventional behavior ight thee be? For exampl, are there
Cerain behavors, as demonsirated by nsirucors that might acualy decrease
5. What unconventional behavior have you observed in the workplce? In other
Setings? Was it efctve? Why do you think so?
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Expert Contribution

The Ups and Downs of Leading People

Michael Useem
University of Pennsylvania

Leadership is a matter of mobilizing those who report to you. Whethera com:
munity, cause, or a company, it means mustering those below for higher purpose. Or at
least thatis  common definition of wht it means to lead other people.

Yet that downward focus obscures moments when & manager can spply much the
same skillset to making s difference in the upward direction, persading a boss o think
more strategically or change course before it i too lae. It is not & matter of undermining
authority or eroding power of those above, Rather, upward leadership means stepping in
when 3 managers superiors would benefit from additional guidance in ways that benefit
the enterprise,regardlessof personal payolf.

Leading up is not the same as managing up, a vital but separate aspect of areer man-
agement. Leading up means influencing those i positions of superior pover. Most every-
body prefers the good graces of a good boss, of being seen as a diligent worker and team
player. The title of a lassic artice by John Gabarro and John Kotter perfectly captures the
essence of this career enabler: “Managing Your Boss.” and successfully doing so requires,
i their view, appreciating the bosss blind spots, works pressures, and personal predilec
tions. The creative steps for doing so are many, nearly five dozen in the subtile ofone slf
help manual: 59 Ways fo Build a Career-Advancing Relationship with Your Boss.!

‘Other volumes proffer advice for the relsted challenge of simply coping with s bad
boss: When Smart People Work for Dunsb Bosses: How o Survive in a Crazy and Dysfnc-
tional Workplace, offers one book. Another tite: I Hate My Boss!: How to Survive and Get
Ahead When Your Bossis A Tyrant, Control Freak or Just Plain Nutst

Leading up is a different calling—one that places enterprise purpose sbove parochial
interest. It entals offering up strategie advice, better products, or carly warnings—and
doing s regardless of the benefts o costs to the upward leader.

Leading up is a two-pronged affar, requiring leadership in two opposed directions at
the same time, It is 2 matter of stepping into a breach when nobody abave you is doing
So. And it s also @ matter of drawing the best from those below you before you siep off 3
il yourself.

Leading up is not always invited or welcomed. Many managers have worked for a
Superior who managed ever detail, ruled without  strategy, or faulted everything and
praised nobody: In such  situation, upward leadership can be risky,futle, or even ftal.

Even whenits sppreciated, upward leadership is not e naturalskill st any more than are
the capacitis thatdefine downward lesdership. But likeallleadershipabiltes, it can be learned
through study, experience, and feedback. Building on this premise, the business-school fc-
ulty on which & serve requires that al of our 2,500 undergraduate students and 2000 MBA
students suceessfully complete @ course on leadership. Everybody can improve their leader.
ship for both dircctions, we believe, and as a primer for the upward direction, 1 offer lour
accounts of thase who have ed wp—or faled to do so when they should have.

I you have not had occasion to lead in any substantial way, it is nonetheless likely that
you will have an opportunity to do so from time to time in your community, where you
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work, or maybe even in s social cause or political campsign. In anticipation of such s mo-
ment, mastering the art of eading others—not only reporting to you but also of those to
whorn you report—can be an importan step.

A good way to explare and test the ideas that ollow i to ty them out with individuals
whose leadership you laok up to, whether a sports coach, religous leader, public offcal, or
work supervisr, In doing so, however, it is important to be cautious, since alihough some
leaders welcome guidance from below others can be resentfulor even threatened. The exercise
of upward leadershipis thus undertaken with goad purpose, but also careful consideration,

The Cost of Not Leading Up

‘Samsung Group is Koresl larget conglomerate, making everything from ships and steel to
mobile phones and semiconductors, Unlike domestic rival Hyundai another diversiied gian,
however, Samsung does not produce automobils, hough not forthe lack of trying,

The chsirman of Samsung Group, Lee Kun Hee, decided in 1994 that his company
should enter into the auto market, and he directed $13 bilion at the effor, targeting the
production of 15 million vehicles by 2010. Though car making was already a crowded
and over-supplied industry, with too many selles vying for too fow buyers, the ambitious
Samsung chairman was an 3ulo enthusiast snd fn of bis plan,

Yet,less than s year afier the frst cars roled offits production line, Samsung Motors
sold offits assets to French car manufacturer, Renacll, and exited the auto making busi-
s, Lee was even forced to reach into his own fanmily fortune for S2 billion to meet the
demands of Samsungs unbappy creditors. His own subordinates had opposed the auto in
vestment to begin with, but they had opted o sulfer in silence, evidently reluctant 1o bring
their reservations up o the powerfal chicftsin. Had they done so, even if very unwelcome
advice at the time, it wold have certainly saved the compan ts investors, and the chair-
man himself from a very costly mistake.

The human cost offailing o take vital news up the chain was ever more starkly evident
i the wake of the sudden surfacing of U
of Hawaii on February 9, 2001. Commander Scott D, Waddle had been demonsirating
the submarines capabilities o sixteen civilian visitors on board that day, and after an sb-
breviated periscope inspection ofthe surface, the Greaneville shot to the surface, unaware
that a Japanese training ship for igh school students, the Ehime Maru, was by chance at
preciscly the same spot. The trsining ship sunk within minutes o ts rmming, killing five
crew members and four high school students.

A subsequent investigation revealed that the commander’s subardinates had been
concerned that he was rushing too quickly through the demonstration of the emergency
mancuver, The submaringt second ranking officer, for instance, barbored private doubts
sbout the commanders pace, and while he “was thinking these things! an investigator
concluded, "he did not articulate them to the commanding oficer” And that was because
the commander, in the words of the investigator, doesnt get a ot of corrective input from
subrdinates because hes very busy giving directions and the ship has experienced a lot
of success when he docs.”

For cash losses stemming from the falure of upwvard leadership,few disasters come closc
‘o that experienced by AIG Financial Products (AIGEP).Is parent, American International
Group (AIG), had been founded in Shanghai in 1919, and by 2008 it employed more than

Greeneville  nuclear submarine, o the coast
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115,000, serviced 74 million customers, generated $110 billion in revenue, and managed as-
s of $560 billon. It had become one of the 30 blue-chip stocks that define the Doww Jones
Industrial Average,and it ranked among the 20 largest publcly traded companies worldwide.

AIG had launched its London-based AIG Financial Products in 1987 to insure cam.
plex and sisky financial products, such as bundles of subprime home morigages. AU its
peak, fewer than 400 employees at AIGFP managed an insurance portfolio of 1.6 trillion,
the equivalent of more than halfthe GDP of France, and in doing so they produced 17 per-
cent of the parents operating income. The average employee earned more than S1 million
annually, and confidence and optimisan predictably prevailed. AIGEP' president, Joseph
Cassano, reported, “It s hard for ws, without being flippant, Lo even see a scenario within
any kind of realm of eason that would see us losing one dollar in any of those transactions”

Despite the sanguine view at the top, by 2008, AIGFP’ mid-level managers had be
come increasingly alarmed about the systemic risks that had built-up in the sub-prime
home mortgage market, defaults of which thir division had been massively insuring
agsinst. Bt warning signs did not travel well up the hierarchy. Cassana, i the words
of one observer, had a "real talent for bullying peaple who doubted him” and the divi-
sion had become, in the words of one of s traders, “ dictatorship” Another employee
teparted that “the fear level was so high that when we had these morning meetings you
presented what you did ot 1o upset bim.” Still another said, “the way you dealt with Joc
was to start everything by saying, ‘you're right, Joe™

‘With failures in the subprime home mortgage rapidly spreading in 2008, Lehman col-
lapsed on September 15 in part because of them. AIGFP leadership, and that of s parent,
proved unprepared toface the resultng downdraf — despite ample warnings that would have
came up romm the middle ranks had they been tolerated. The parent company collapsed  day
later, brought down by the enormous losses of AIGER. AIG was in the red by $61 billon by
the end of the year, thelargest annal shorsfalin corporate history,and the United Statesul-
timatel injected more than 170 billion and took control to save the firm from bankrupicy

The sources of the failures of those in the middle o lead up were diverse. In the case of
Samsung, it was partly s product of a CEO style that did not encaurage upwsrd warnings
when a direction looked faulty. In the case of the USS Greeneville, it was partially attrib-
utable to the commander’ prior successes that discouraged upward warnings about his
own shortcamings. And in the case of AIGER, it was due in no small part o its presidents
brow-beating of subordinates,

Whatever the sources, the consequences of the upward leadership failures were cror-
mous. For Samsang, billions of dollars in lost investments for the Greeneville, mine fives;
and for AIG, the firm’s collspse. With the benefit of hindsigh, the Samsung chairman,
Greeneville commander, and AIG chief executive would certainly have preferred that
their subordinates had compelled them to lead in o different direction.

What It Takes

Erom withessing the costs of not leading up and then seeking to understand its bsence,
itis evident that upward leadership requires & combination of courage and perseverance:
courage to challenge superiors before their intent or ignorance can cause a disaster perse-
verance for the determination to inform and convince superiors despite their continuing
inertia o resistance.

Leadership
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Turned upside down, upward lesdership also requires downward encosragement, and.
thatis to embolden people belowr to speak up and inform their superiors what they need to
know, o fll n for the superiors'shoricomings when future success s threatened or know
when a diferent direction is better. Such a mindset i built, not bor, and for that, man.
agers who regulasly insist that more junior staff examine proposals and challenge their
judgment help create a eultare of upward leadership. Asking those of lesser rank to say
what they candidly think and consistently complimenting them for doing so are amang.
the small measures that can make a b difference.

Risk and Reward

“The stark costs of the failures of upward leadership can be matched by the special benefits
when it works well. For an affirmative llustration of upward leadership that ulimately
served the national interest, consider the upward leadership of . Trade Representative,
Charlene Barshefsky:

A Washington-based lawyer, after graduating seventh in her lw-school class at Catho-
lic Universicy, Barshalsky had been invited o join the new administration of President Bill
Clinton in 1993 35 an international trade offcial. She had been equivocal, even paralyzed,
aver whether to sceept the invitation until driving Lo work one morning, when a passing
car displayed a license plate with “Go4IL” Upon reaching the office that morning, she did

Chinese affcials in 1995 had reiterated a long:standing interest in becoming a mem
ber of the Warld Trade Organization, the Geneva-based agency that sets the rules for
international movement of goads and services. Membership had its privleges: country
exports are boosted, but it also required responsibility, including openness and fairness
in trade. Barshefsky warned at  Befjing press conference that “China canno expect the
American people to support new agreements if existing agreements are not enforced” for
the protection of intellectual property and related issues, and she outlined an arduous
“raad-map” for the Chinese to follow i they hoped to gain US. support in their bid for
WTO membership.

Barshefsky realized that apening trade with China would be an arduous path for the
United States as well It was not a frant-burner for her president, but she believed a swift
normalization of trade with China was unequivocally in the interest of the country that
Bill Clinton had sworn 10 protect, even though his own political party contained many
who were strongly opposed to free trade. For Barshefsky’, the driving principle was one of
economic growth and impraved security,in her wards pursuing “Roosevelts averarching
vision that countries that send goods across borders dorft send armis” She believed in
“bringing together of nations that were adversasies, an opening of the trading system to
help ensure peace, stability, and prosperity” and that would constitute “policy making at
its best for the broadest good”

Upward leadership requires anes awn development of a vision and then helping one’s
superior to appreciate and act on t. It entails not just ntellectually applauding the vision
but also personally resolving to making it a reality. On both fronts, Barshefsky was ahead
of the curve. She needed litle nstruction from the president to sppreciate what the future
would look like with Ching' incorporation into the globsl economy:

As Barshefsky began the arduous process of negotiating with the Chinese government,
led by premicr Zhu Rongi, she opened a parallel campaign with the US. constituencies
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most afected. She met with business associstions and trade unions, she tslked with offcial
supporters and political detractors, and her staf painstakingly revicuwed hundreds of tters
eceived from members of Cangress,organized lbor, trade associations, and business irms.

Zha signaled his readiness to make the necessary concessions to complete the deal,
and he departed for Washington 1o confismn the accord. President Clinton had signsled
s resdiness o receive him: “If China is willing to lay by the global rules of trade” he de-
clared, it would be an inexplicable mistake for the United States to say no” Yet, when the
Chinese premier acrived a the White House in 1999, President Clinton was not yat ready
o play. He faced intense resistance from his own party and wavered between approval
and rejection. Behind losed doors, Charlene Barshefsky argued that the agreement be
signed, but athers cautioned Clinton against the prospect of a fight with his ovwn political
constituency whose support he otherwise needed.

‘The president concluded thatthe iming was ot right,and an the very day ofthe Chinese
premmiers acrivalin the capital, Clinton told the premier that the deal would have to wait,
Stunned and humiliated, Zhu overtly expressed his displeasure: “Surely the American side
ealizes that the ime has come to end negotitions which have slready gone on for 13 years?

Not surprisingly, Barshefsky found herselfin a cross-fire of recriminations. “Barshef-
sky cut one of the strongest trade deals the US. has ever negotiated,” wrote the Wall Stret
Journal, but she “couldt sell it t her most important client, Clinton? Even the Chinese
prenvier chided her, saying that the Usited States *made public many documents and said
e had agred to them, but in fact we have not agreed”

To get negotiations back on track, Barshefsky turned to her Chinese counterpart in
Washington to lock dows what had already been agreed upon, and pushed for  statement
that confirmed the progeess o date. T had to keep the deal together! she recalled. “To lose
what we had when we were so close to getting it done would have been tragic”

Undercut by a superior who she had thought was ready for the agreement and then
widely criticized for arranging the Chinese visit that went nowhere, Barshefsky's immedi-
ate response was o go back to business and full steam abead. She appreciated that upwasd
leadership n behalf of arge causes will encounter significant setbacks, and without miss
ing a bea, she plunged ahead in the mission she knew was Loo worthy for anything les.
Barshefsky was soon back in Befjing to jamp start the negotiations, Her rlentless pursui of
the goal, whtever the inconsistency fram sbove, would inally and fully pay of for her pres.
ident and the country when the two sides signed a final sgeeement in Befing in late 1995.

Still, Congressional approval was not assared, and Barshelsky threw herself into per-
susding Capitol Fill to vote for the pact ss she entercd into Congressional arm twisting
at s best. She also sought to build public support, sceing it as essential if the president
were to secure the votes he needed. She helped secure the backing of 42 state governors,
119 prominent economists, and 200 chief exceutives. The House of Representatives voted
23710 197 for the measure, and then the Senate by s vote of 83 10 15. The legislation nor-
malized trade with China, sgnaling the greatest change in U, relations with the country
since president Nixon' historic visit in 197

A White House official abserved, “This thing didat get done because of happen
stance? A *helluva lot of things went into getting it done and at the forcfront was the
upward leadership of Charlene Barshefsky. Without several years of dogged pursuit of an
agreement, and without her appreciation for the fact that the president would only back
it and Congress would only approve it f she negotiated a deal they necded and then per-
suaded thems of that simple truth, it may never have gotten don.
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Courage to Lead Up

A common clement amang those who successfully lead up is a driving urge to make
things happen on high, and an unflinching willingness to take charge when not fully in
command.

The exercise of upward leadership as been made easier by contemporary expecta-
tions in many companies that managers learn not just from their superiors but from all
points of the compass. The phrase “360-degree feedback” has come to mean a manager’s
annual task of gathering reaction from direct subordinates and immediate basses, So it s
with Leading up: instead of just motivating those below, managers should look to muster
those above. And consersely, superiors need listen o those below.

Once established, s company-wide emphasis on leading upwards serves as a kind of
inertial guidance system, continuslly reminding everybody that they are obliged to stand

up without the need for superiors o ask them to do so.

EightPrincilesfor Leading Up

For the Person Lea

g Up

Confidence: Bulding aboss'sconfidence n you
depens n ghing him or er your confdence
and complte commitment o the enteprse.

Cler-Minded: The more uncertainyour superirs
areabout ahieing 2 goal, the more clerminded

You must b n fornulating and executing 2
svategyfor reaching the goal.

For the Person Who Seeks Upward
jership from Thase Below

Convey Your ntens: For upiard eadership
from these below,convey yourvison and
strategy though repeated expressionofand
conssent adherence to the.

Listn o Subordinates:Stay toned o hat
subordinates ae sayig since thy may
apprecae the moments isks and opporuu-
tis better than yourselt.

Communicate: An effectve upward rlatinship
with a boss requies an open -y lo of
informaton and support

Use thei Advie:Subordinates will ofr thee
best adice f you consistently heavalue,and
make use of

Courage: Pesistence often ays but it requies
resience ostay on a path tat s eyt entall
requent setbacks and resistance

Virtuous Circ: Downward and upward
Ieaderstiprinforceone anothea
you re effective inone, it ortes

Further Reading

ead Your Bos: Th

ol Baldon,

ubtle Art of Managing Up, Amacor, 2009

Jim Collins, Goou 0 Great: Why Some Companis Make the Leap...and Others Do, Harper.

Collins, 2001

Michacl Uscer, Leading Up:How o Lead Your Boss 5o You ot Wi, Crown Business, 2001
Michacl Uscen, The Leader’ Checklst, Wharton Digital Press, 2011
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Crisis Leadership: The New Norm for
Effectively Leading Organizations

Erika James

Emory University

The dawn of the twenty-first century has proven to be a remarkable time for
business-related erises around the world. Coming out of 2000 and the potential theeat of
the Year 2000 technological challenge (V2K or millennium bug), businesses progressed
through a series of financial scandals and melidowns (ineluding Enron, Worldcom,
Lehman Brothers, and Merrill Lynch) and other catasirophes. To date, the century has
een peppered with naturaldissstes (¢ Hurricane Sandy in 2012, the Japanese tsunami
in 2011, Haiti earthquake in 2010, and the 2005 Huericane Katrina along the gulf coast
of the Usited States), and by what many consider to be potentially the most severe envi-
ronmental tragedy in history—the Briish Petroleam (BP) offshore oi rig explosion in
the Gulf of Mexico that killed 11 workers and caused extensive damag to marine and
wildlife a5 well 2 to the econonic vialty of the region. The decade was further marked
by labor disputes, and other employee crises (e, Wal- Marts class action sex discrimina-
tion) and produet recals (e Firestone and Toyota). In sddition to this sampling of busi-
s crises there were the litany of personal crisesthat have adversely affected individual
carcers (e, Tiger Woods, Martha Stewart, former US. senator and one-time presidential
candidate John Edwards). Moreover, we expect new crises to manifest with the prolifera-
tion of sacial media.

“The consequuences Lo a frmsreputation a5 @ result of a crisis can be severe. et it s often
the case tha the mishandling of a crisis, not always the risis event iself is what leads to the
most sobering consequences for a firm and it leadership, Consider the 2010 ofl spll i the
Gulfof Mexico afer the B ofidhore ol drill exploded. Almost a year lter, there i itte visi:

ble nvironmental damage o the gulf cosst, and many businesses are slowly returning to

spill conditions. Y, what contines o exist n the publics memory are the missteps made by
the BP leadership. One prominent blunder was reated to communication with siakeholders,
which was deemed insensitive to the victims. Another problern was with the perceived slow
response tme 1o the leak at the outset of the crisis. Perhaps even more importantly, how-
ever,were the potential mistskes by B even before the explosion—mistakes sssocisted with
safety,for example, that il industry experts believe may have contributed to the explosion
and subsequent leak. The casts of BP' mishandling o the risis were numerous, including a
severe dip in the fimis reputation, increased regulatory scrutiny, and considerable financial
implcations in the formm of egal fees, reimbursements, and elean-up expenses.

Background on Crisis

Crisis management includes: 1) the definition of crisis, 2) risis typologies, and 3) the

crisis-management process
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Defining Criss. The notion of s business crisis was initally referred to 55 3 type of
strategic issue that has the potential to lead to negative organizational outcomes in the
absence of an intervention.? Sirategic issues were thought to difer from non-strategic is
Sues because they are accompanied by time pressure and ambigaity. The more importan,
immediate, and uncertain the issue, the maore ikely it is o be characterized by a firm as 3
threat or crisis’ In more recent

by suggesting that it s  high-impact,low-probability event that threatens the security and
well being of the public, and s ofien ambiguous in cause,effec, and means of resolution.
Finally, James and Wooten (p. 142) defined crisis as ‘any emotionally charged situation
that, once it becomes public, invites negative stakeholder reaction and therefore has the
potential o threaten the financial well being, reputation, or survival of the firm or some
portion thereof

‘Cansistent with each of the definitions described above is the idea that rises are rare
events. Unlike 8 run-of-the-mill business problem, 3 true crisis event is something that
is encountered infrequently, and as such, managers do not have a boiler-plate stratesy
for dealing with it In addition, cach of the aforementioned defintions alludes to crises
being significant events. The potential adverse impact is severe, and, in the most extreme
case, can lead 1o the demise of the organization. Finally, crises take a toll on individuals
or groups that have a stake in the organization. Typical stzkeholders include consumers,
employees, neighboring communities, and even the natural environment* I some cases,
the cffccts of a crisis have consequences for people beyond local geographic boundaries
and can affect stakeholders remotely, s was the case when the Chernobyl nuclear plant in
Ukraine exploded, releasing radioactive material into the atmosphere that spread across
country borders in the USSR and Furope.

Crisis Typologies. Although erises have some common features, there is o sin-
gular type of crisis event. As a result, scholars have devoted considerable attention to
categarizing criscs in meaningful ways. The benefit for doing so is that typologies can
offe insight into how different organizational threats develop?” ho stakeholders may
be aifected, and most importantly how to identily appropriate management responses.”
Among the most basic erisis typologies are those that e dichotomous. For example,
crises can be sudden or smoldering in nature. Sudden crises are those unexpected events
that disrupt daily operations. Natural disasters and acts of terrorism ate two forms of
sudden crises. Smoldering crises, conversely, are those events thal start out as small,
internal problems within a firm, become public to stakeholders, and eventually escalate
1o crsis status as a result of inattention by management, According to the Institute for
Crisis Management, nearly three-quarters of all business crises fal into the smolder
ing category and include such crises as: mismanagement, labor disputes, fraud, and
class action lawsuits." As organizalions continue 10 increase in complexity, s0 100 do
the crisis types to which they may be vulnersble. Thus, in the evolation of the study
of crisis and crisis management, organizational scholars have increasingly argued for
and developed more sophisticated criss typologies and engaged in mare fine-grained
analysis of crisis events,

Crisis Management Process. Whether  crisis is sudden or smoldering, the manage
ment of it is & process that unfolds over time. There are five typical stages of a business
rsis.* These phases provide insight into efective management practices during times of
crsis. " Phase 1 is called the signal detection phase because it is during this stage where

cars, researchers added to the characterization of crsis
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eriss managers have the opportunity to heed warning signs that signal a crisis may be im
minent. or various reasons, including the illusion of nvulnerability, many managers fail
o recognize the warnings and fsil o sct in ways that could prevent the crisis or reduce its
adverse impact, Phase 2, preparation and prevention,is characterized by intentional plan-
ning activities intended to anticipate and avoid crises at the outset, Phase 3, or damage
control and crisis containment, is enacted once 3 crisis event has occurred. Here, a man.
agerts sesponsibility is o develop and execute a strategy for ending the crisis and limiting
its scope and impact on stakeholders. Finally,in phase 4, the abjective is business recovery,
or getting the organization back to satus quo.

Understanding these phases of a business crisis s 4 necessary precursor to develop.
ing the leadership competency 1o be a leader of arganizations. However, rescarch that
only emphasizes these phases, or that secks to focus only on developing more crisis
typologies, is imiting. Rather, | argue that the challenge of managing crises is increas-
ingly becominga leadership respansibility and as such needs to be more closely aligned
with the leadership licerature. Understanding crisis phases and typologies, therefore,
serve as a backdrop to the next seetion where | specifically discuss leadership in times
of erisis.

Crisis Leadership: What Leaders Do

So what differentiates firms that successfully maneuver through a crisis, and thrive in
its aftermath, from those that mercly survive and return Lo status quo? One important
answer is the leadership displayed throughout the crisis handling process. As deseribed
by James and Wooten, crisis leadership is the abiliy to take a broad and long-term view.
of the organization and its stakeholders sa as not to be blinded by a need to react and b
defensive. Crisis Leadership is lso about tapping into creativity, in oneself or in others,
i susch a way as to use the crisis as  stating point for making the organization better off
after the erisis than it was before.” Yt {00 often, crisis leadership is mistaken for a series
of reactive decisions and strategic communication. Even worse is when leaders deem a
risis o be over merely because the acute stage of the problem has been addressed. To be
clear, the tactical spects of crisis response,including erisis communication and damsge
control, sre an important and necessary part of crisis mansgement. But truc leadership
during crisis entails something so much more than these mansgement activites. As
James and Wooten articulated, there are key aspects of crisis leadership, several of which
are deseribed below.

Building Trust. In order to achieve the proverbial apportunity (rom crisis, it is in-
cumbent upon leaders to engage in the difficult process of building a foundation of
trust with an organization’ internal and external stakeholders. Without trust, orga-
nizational decision making and strategy implementation are doomed to fail because:
1) employees need to fecl safe in their work environments, 2) customers need to have
fith in the products or services rendered by organizations with which they do busi-
ness, and 3) business partners require cooperative intentions and mutually beneficial
work arrangements. To build trust, leaders need to communicate openly, honestly, and
often.” Although sharing information is paramount, some leaders fear that it will be
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perceived as 2 sign of weakness because acces Lo information is power. Vel giving
away porwer and allowing oneself s a leader to be velnerable i precisey the behavior
that fosters trust in the workplace and ensures that internal and external stakeholders
will be by your side during difficult imes, Leaders then use that foundation to prepare
thei organizations for difficul imes, to contain crises when they oceur, and to actively
learn fromm erisis sitwations for the purposes of creating positive organizational change
and imnovation

Perhaps no other cisis conjures up the centralty of trust mor than the now infamots
case of the Jobnson & Johnson (1) Tylenol criss. The pharmaceutical giont had built
4 reputation of being or
cxemplified their commitment o establishing trust with ll their stakeholders. In 1952
the company was racked by crisis when bottles o it flagship product, Tylenol, had been
Iaced with poison and killed seven people. Far among consumers was wide spréad, et fo
pullthe product from store shelves all over the country would have been costly o the firn,
J 8] realzed, bowever,that th costofthe irms reputtion was s more expensive than
the cost to temporarily pull the prodact. The company was gided by its comitmen to
stakeholders and was able to restore public trust in ts brand despit circumstances that
would have severely steained many other ems.

Tuking Courageous Action. The abilty to take courageous acton is another important
leadership competeney during crisis. However, during these trying imes is when i is
ofien most difcult o be coursgeous and take risks. There s so much ambigity associ-
ated with a risis and it impending ovtcomes that managers ofien atiempt o counter that
tisk by becoming extra conservative in ther zesponse to iL” Effective crisis Jeaders will
cmbrace the opportuity to think snd act big, yet respansibly. This often entals making
decsions and sdopting behavior that s counte-inteitive or that goes beyond what might
be mandated by the stuation

“The now infamous plane landing of US Airvays Flight 1519, by Captsin Sullenberger
demonstrates 3 leader taking courageous action. Shortly after the fight departed New
Yorks LaGusrdia sieport, the plane it 2 flack of birds which dissbled both of the jt's
engines. The plane would have to make sn emergency landing despte there being, two
airporis in the vicinity: Sullneberger’ assessment was that the plan would not make i o
ither destination. Rather than become paralyzed by far he mad the courageous decision
10 atempt a landing in the Hodson Rive despite bis having no first-hand experience with
water landings. The decison paid off and everyone, passengers and crev, walked away
from the accident

Learning from Crisi. Just s building trustng reationships and taking courageous
action with sakeholders is an important pre-crisis leadership responsiblity, adopting 3
earning stance is an important postcrisis Leadership objective.” The fied of medicine
offrs a relevant analogy. When a patient is severely injured and risks bleeding to death,
doctars generally spply » tourniquet. When the bleeding stops, t s ustomary to oosen,
the tourniguet. Without additional atention to subscquent healing, however, the wotund
never completely mends. Furthermore, in the sbsence of understanding the factors lead
ing up 1o the injury, the person remains vulnerable o njuriesin the future. The same
logic applis to organizational criscs. 1 Jeaders ail to appropriately “dress the wound”
left by the crisis event, or fail to engage n a root cause analysis to understand why the

¢ of the most trusted brands in the world, and the frms credo
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Figure 1 Crsis
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crisis oceurred or what the organization could have done differently to prevent ts escala-
tion, then they leave themselves vulnersble to repeat threats.

Organizations learn from cither their own previous mistakes or from the mistakes of
others, 3s was the case when a newspaper headline read the “Georgia Pover Learns from
Coca-Cols Bias Suit: Utility’ Response Shows Lessons Gleaned from Soft Drink Giants
Actions™ On the heels of a public and costly class action discrimination lsssuit by the
Coca-Cola Company i Atlanta, GA, Georgia Power, alsa located in Atlants, scemmingly
took stack of the mistakes made by Coca-Cola n their handling of the lwsuit, In light of
that learning, Georgia Power favorably altered its course for managing its own discrim
ination.related crisis and was rewarded with positive media attention, which can easily
translate into positive reputational bencfis

Ideas in Action: Benefits of Crisis Leadership

Whereas crisis managementis sbout the tactical aspects of responding o criss (e, crisis
communication and damage control), as T have oulined above, crisis leadership entails a
more holistc set of behaviors. Furthermore, crisis leadership s & mindset accompanicd
by those behaviors. The mindset is essentially one in which all things are possible and &
belief that even in times of crisis, people and organizations can emerge betier off affcr o
crsis than belore. As shown in Figure 1, there are two key apportunities o be reaped from
ersis. The firs s the apportunity 1o reduce the frequency, ikelihood, or impact o future
negative events.If, for example, in managing a crisis,leaders climinate conditions that de-
tract from their frmis abilty to compete, or f they make changes that make fiure crises
less likely o recur,then they are better off a5 result of having experienced the crisis. On
the other hand, oppostunity may be realized if organizations can enhance the frequency
likelihood, or impact of future postive events. Leaders who are sble to introduce changes
into the organizations culture, systems, processes, products, o services that have the efect
of enhancing firm performance are more inclined to yield good outcomes for the firm and
itsstakeholders.
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Conclusion

On the surface, the hallmarks of effective crisis leadership are applicable under any
leadership circumstance, so highlighting leadership in the context of a crisis may seem
unnecessary. While there is some truth to this assertion, there are unique features of
leadership during times of crisis that waszant special atention. First, leaders in crisis are
often forced to operate under heightened visiblity and publicity. The public nature of
these situations can foster anxiety that may adversely afect behavior and performance.
Second, during crisis a leader's fight or flight respanse is activated which can also result
i suboptimal (eg. less strategic and thoughtful) decision-making, restrict information
processing, and constrict control within an organization such that power and influence
becomes concentrated with the most senior-level decision makers.* Finally, because
crises are unpleasant to deal with, leaders desire for them to reach resolution quickly
In the process of "efcient” crisis management, hawever, leaders may circumvent sound
business practices and engage in behavior that is deceptive or unethical—the antithes
of erisis leadership. Tlowever, by consciously being attuned to the big picture of a cri-
sis and the opportunities for innovation that can be created as a result of some criscs,
organizations may be positioned to reap numerous benefts. This artcle highlights im-
portant leadership competencies to help leaders transition from crisis management to
erisi leadership.
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Expert Contrioution

Why Should Anyone Be Led By You?

Rob Goffee
London Business School

Gareth Jones
IE Business School, Madrid

Leadership isn‘t easy. This scems an obvious statement. But much of the literature
and the media frenzy surrounding leaders and leadership suggests that leadership
is elfortlessly attained or effective leadership can be explained by a list of desirable
attributes. Tt cannot.

The success of the many leaders we have worked with and interviewed over the
past twa decades stems from active engagement in a complex series of carefully culti
vated relationships—ofien in very different contexts, Leaders who nurture these relation.
ships and master different contests are able 1o help their organizations achicve s clearly
identified higher purpose. Those who get it wrong are often derailed. The high rates of
CEO turnaver that have attracted interest over recent years are proof that the risks of
leadership can be great.

Walking on the high wire is a powerful metaphor for the work of eaders. The reality is
that with their eyes on the prize, leaders have 1o be constantly aware of the potential price
of leadership. As a leader you sre invlved in @ balancing act in five key areas:

+ Knowing and showing yoursel(—cnough
« Taking personsl risks

+ Reading—and rewriting—the context

« Mansging social distance

+ Communicating with care

Ifyou ever want osilence a oom full of estve executives, drop the tone of your voice and.
quictly ask them ‘Why should anyone be led by you? You'l get silence—its a hard question.

Leadership: An Overview of Past Research

Peaple have been talking sbout leadership st least since the ime of Plato. But in organiza.
tioms all over the world—in dinosaur conglomerates and new-economy start-ups alike—
the same complaint emerges: we dant hae enough leadership. We have to ask ourselves,
“Whyare we so obsessed with leadership?”

‘One answeris that there is a crisis of belief in the modern world that has its roots in
the rationalist revolution of the cightcenth century. During the Enlightenment, philoso-
phers claimed that through the application of reason slone, people could control their
destiny: This marked an incredibly aptimistic turn in world histary. In the nineteenth
century, two belies stemmed from this rationalist nation: a belief in progress and a be
lief in the perfectibility of man. This produced an even more optimistic world view than
before. Tt wasntuntl the end of the nineteenth centary, with the writings frst of Sigmund.
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Freud and later of Max Weber, that this ideology was challenged. These two thinkers
questioned Western man's belie in rationality and proress. The current quest for leader-
ship is a direet consequence of their work.

“The founder of psychoanalysis, Freud theorized that beneath the surface of the ra-
tional mind was the unconscious. He supposed that the unconscious was responsible for
4 considerable proportion of human behavior. Weber, the leading cric of Marx and o
brilliant sociologist, also explored the linmits of reason. Tndeed, for him, the most destruc-
tive force operating in institutions was something he called technicsl rationality—that is,
rationality without morality.

For Weber, technical rationality was embodicd in one particular organizational form
the bureaucracy. Bureaucracies, he said, were (rightening not for their incficiencies but
for their efficiencies and their capacity (o dehumanize people. Weber believed that the
only power that could resist burcaucratization was charismatic lesdership. But even this
has very mixed record in the twentieth century. Although there have been inspirational
and transformational wartinme leaders, there have also been charismatic leaders like Hitler,
Stalin, and Mao Tee-tung who committed horrendous atrocities.

By the twenticth century, there was much skepticism sbout the power of reason and.
manisability to progress continuously. Thus, for both pragmatic and philosaphic reasons,
an intense interest in the oncept of leadership began to develop. It also became clear that
effective leadership had a big positive impact on performance. In the 19205, the irst seri
ous behavioral science started. The fist leadership theory—trait theory—attempted to
identify the common characteristics o efective leaders. To that end, leaders were weighed
and measured and subjected to @ battery of psychological ests. But no ane could idenify
what effective leaders had in common. Trait theory fll into disfavor soon after expensive
studies concluded that effective leaders were cither above-average height or below:

Trai theory was replaced by style theory in the 1930s, primarily in the United Stacs.
One particular style of leadership was singled out as having the most potential. It was o
hail-ellow-well-met democratic style of leadership, and theusands of American execu
tives were sent o taining courses 1o learn how 1o behave this way. There was anly one
drawback. The theory was essentially capturing the spiri of FDR
cratic, and meritacratic. And so when McCarthyism and the Cold War followed the New
Deal,a completely new style was required. Suddeny, everyone was encouraged to behave
like a Cold War warrior! The poor exccutive was completely confused.

Recent leadership thinkingis dominated by contingency theory, which says thatlead
ership s dependent on @ perticalsr situation. Thats fundamentally true, but given that
there are endless contingenciesin life there are endles varietiesof esdership. Once again,
the beleaguered executive looking for a model to help him is hopelessly st

For this article, we ransacked all the leadership theories to come up with the five s
sential leadership qualities. Like Weber, we laok at leadership that is primarily antibu
reaucratic and charismatic (knowing and showing yourself enough). From trat theary,
we derived the qualities of persons risks and individual diferences. Unlike the original
trait thearists, however, we do not believe that al eaders have the same weaknesses; our
research only showed that all eaders expose some flaws. Managing social distance grew
out of style theory, which looked at different kinds of reationships between leaders and
their followers. Finally,context theory set the stage for needing to read the situstion—and
to rewrit it through carcful communication.

America—open, demo-
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Knowing and Showing Yourself—Enough

Leadershipis personal. 1t s nlikely that you will b abl o fspire, arouse, excit,or o
tivate people unles you can show them who you are, what you stand for, and what you
can and cannot do.

Inspirational leaders capture what is unique about themselves —and use i, skilfully.
Gonsider S Martn Sorrel eader of the worlds largest communications services com
pany, WPP:Sorrel rums an organization full of creativ tlent. Creative people are notori-
ously dificult o lead oreven manage butare crtical o WPPS suceess.

Sorell i 2 bundle of energy: He s opinionated, forthright, and clever, Over  sus
tained period he has applied these talents to build a ormidable glbal business. And aver
the years he has also learned to use some of his personal differences as a eader. Ask his
colleages abot Soreeland a firy consistent picture emergs.

First they il tll you of his legendarily rapid response to ¢-mails—whenever, wher-
ever It not wnusual, for example for Sorrll o spend a working week inthe United Sates
but remain on UK. time for those he works with in London. All of Sorrels collcagues
ave access o him, His message is clar: | m available. You sre important. As he told
s, "I someone contacts you, theres reason. s got nothing o do with the hicrarchy:
daeset matter i they're not  big person. Theres nothing more frustrating than a voice
mail and then nothing back. Wee ina service business”

But this s not the only diference he communicates, | am seen s the boring, worka-
Holic accountant and ss  micromanager” he told s “But | take 553 compliment rather
than an insult. Involvement i important, You've got to knowe whats going on.” Anone re-
cavinga vist from Sorrel can expect some fough ane-ta-one questioning—on the num.
bers as well as the creative sde of the busines. Sorells diference reminds people tha,
central though creativty is, WEP is a creative bsiness

Sorellis not the most introspective character in the world—he s fa too busy for
that. Bt he knows enough sbout what works for him in @ artiular contex. He uses his
leadership differences —accessibilt,cose involvement i business detail, estcssness o
balance the creativ side. These leadership asets are a ol for, on the one hand, the hicr.
archy and complacency that can strangl large, successul businesses and, on the other,
wnresrained generation of new ideas, which can lead ereative orgnizations to lose busi-
ness focus.

o show people who you are requires a degree of sel knowledge (or at lest slf
awareness) s well as sef-disclosure. One without the other is hopeles. S0 o be yoursel,
you must know yoursel and show yourseli—crough.

Taking Personal Risks

Showing yoursel as a leader always involves risks, and the risks are personal. Leaders
must always be willing to commit themselves —knovwing that they can be undone.

‘Charles de Gaulle poignantly abserved of those wha sspired to lead, “The price they
bave to pay for leadership is unceasing sell-discipline, the constant taking of risks, and
perpetualinner struggle...whence that vague sense of melsncholy which hangs sbout the
skirts of majesty”
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Because they really care about the purpose of the organization, effective leaders reveal
themselves—what they care sbout, why they care about it and how they believe the orga-
nization can schieve its stated gosls.

Leadership is not an end in itself. It is for @ purpose—feeding the world, curing can-
cer, making great music widely available or selling lots of BMWs. Leaders feel this decp
involvement with the purpose of their organizations. It ane of the reasons that they can
tap into decp reservoirs of cnergy.

Bt thereis also an element of detachment that ensbles authentic leaders to monitor and.
adjust their own effectiveness. For example,effective leaders reveal weakness. In doing so
they give their followers a chance to helpand encourage them to reveal thei own, The reve-
lation of weakness humanizes the leader, nitally we suspect that the revelation of weskaess
is unknowing, Bt once leaders begin Lo recognize the impact of displays of falibility,sclf-
awvareness increases—and with it the option to modify their behavior, if only i small ways.

Effective leaders care enough to reveal their authentic selves. This doesn't mean that
they show everything, They can be slightly enigmatic and followers respond to this by be
ing eurious to know more about thern,

“This combination of caring involvement and detachment based on self-knowledge is
what we call tough empathy? It means leaders dorst lose sight of their overarching pur-
pose. They give people what they need rather than what they want. People and task are
integrated in the enactment of leadership.

Reading—and Rewriting—the Context

The exercise of leadership is contextual. Ahvays. Effective leaders understand that there
are no universals, no guaranteed ways of ensuring leadership impact. On the contrary,
they practice and hone their context-reading skills and realisically appraise theie ability
o rewrite that context.

Being sensitive to context, being able o detect the way the wind is blowing, s s essen-
tial for any leader as it is for a high-wire walker. Authentic leaders have good, sometimes
excellent, situation.-sensing capabilitis.

Frans Humer, the Chairman of Roche and Diageo, is a lassic sensor. e is highly ac-
complished in detecting shifs in climate and ambiences he can resd subtle cucs and sensc
underlying corrents of opinion that can elude less perceptive people. Humer says he de-
veloped this skill as 2 tour guide in his mid-twenics when he was responsible for groups
of 100 or more. “There was o salary, only tps;” he explains. “Pretty soon, [ knew how to
hone in on particular groups. Eventually, | could predict within 100 percent hos much
1 could carn from any particular group” Indeed, great sensors can easily gauge unexpressed
fealings they can accurately judge whether relationships are working or not. The pracess
is complex, and as anyone who has ever encountered it knows, the results arc impressive.

Efective situation sensing involves three separate but relsted skills. The firstis made
up of observational and cognitive skills. Leaders sce and sense what's going on in their
organizations—and then use their cognitive skill to interpret these abservations. They
know when team morale is shaky or when complacency needs o be challenged. They
collect information, secmingly through esmosis, and use it to understand the context in
which they are aspiring Lo lead.

“The second element involves behavioral and adsptive skils. Having observed and
understond the situation, effective leaders adjust their behavior. They adapt without
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ever losing their sense of self. For leaders, this behavioral clement of situation sensing
invalves the self-conscious use of social skill to maximize leadership impact in a par-
ticular context.

Think of Mayor Rudy Giuliani of New York. During the traumatic hours and days im
mediately following /11, Giuliani sensed that as  leader he needed 1o be outon the streets,
With the people. He tuned in 10 the context. Ata time of terrible anguish, Mayor Giuliani
gave New Yorkers a sense of pride i themselves and their cty that helped them cope.

‘The final clement of effectve situation sensing is that eaders use their own behavior
o change the situation. Leaders are not passive recipients of the context. On the contrary,
they work with their followers Lo socially construct an alternative reality. This is what
differentistes those who merely react o situations from those who have the capacity to
transform them.

Leaders know that situation sensing s important. They also know that it becomes.
more critical as you move up organizational hicrarchies. Elevation brings with it increas
ingly sanitized information—fltered through the cyes snd cars of others who may have
a view about what the leader should know. Effctive lesders know this snd take steps to
ensure they remain connected to the action, sensitive to the ever-changing context

Managing Social Distance

Effective leaders are able to evoke highlevels of emotionsl respanse, oyalty, and affection.
Remember emotions sre major sources of energy st work. The ully ratione] humen being
is emotional—emotians are not the froth on the cappuceino, they are the coffee. Leaders
empathize with those they lead, step into their shoes, and get close to them. Yet they also
seem able to communicate a sense of edge, to remind people of the job at hand and the
purpose of the collective endeavor. In doing so, they move skillully from closeness to
distance and back sgain. They are able to get close to their followers, yet paradoxically
they keep their distance. The underlying concept of social distance comes from the work
of Georg Simmelis writing i the carly decades of the twentieth century. He uses it to mea
sure the degree of intimacy between individuals

Skilful management of social distance is becoming even more important for lead-
ers. ierarchies, for example, are becoring flatter. Hicrarchics have shuays been much
more than structural devices. They have also been saurces of meaning for people. Moving
through stable hicrarchies gave the illsion of becoming more of  leader.

Those days are gone. Leaders now need distance to establish perspective—to see the
big things that may shape the future of the organization—and closeness to know what is
really going on insice their business.

A sense of closeness delivers two important benefits. First, it anables leaders to know
and understand their followers—a vital prerequisite for effective leadership. Sccond,
closeness ensbles followers to know more of their leaders. By being close we show who e
are. T offers s context for disclosure—of weskness as wellas strength,

Of most significance here s that social istance enables leaders to handle performance
issues. Distance can be used to signal that a different kind of conversation is about o start.
s also useful for leaders 1o be able o stand back and focus on the larger strategc pus-
poses of the organization without being distracted by personal tie. f those who aspire to
leadership can' do closencss they never reall find aut what' going on and if they can't do
distance they shy sway from confronting performance issacs,
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Communicating with Care

It s commonplace to read that effective leaders are good communicators. They are, but
there is more to it Skillful leaders make sure they use the right mode of communication.
This requires a fine appreciation of the message, the context, and the people you wish to
communicate with, as well asof your awn personal strengths and weaknesses

Clearly,contextisimportant. The mistake many lesders make s to assume that follow-
ers can be engaged primarily through rational analysis and straightforward assertion of
the facts But this approach, on s own, i rarely successful i energizing others

To properly engage others eaders need to constructa compalling narradive. Effctive lead.
ensbring their casealve through rich examples, personl experiences, analogics, and sorics.

Why e these devices so powerful s means or leadership commanication? There arc
Several reasons. First, a convincing story is a means of engaging others. It presents  puzzle
that must be salved, a challenge that must be overcome-—a quest, i you will. And stories
are effective because ultimately they allow others to draw their own conclusions,

Second, well-chosen use of personal experiences can help followers identify with
leaders. Personal ancedotes and experience are an important means of reducing social
distance—and revealing suthentic biography: By using familiar episodes or contexts from
daily life, leaders are often able to connect with others on the basis of shared experience.

Thied, by personalizing their communications—through anecdotes, analogies, and ha.
mor, for example—leaders are able to reveal more of who they are. And the more leaders
reveal their own emotions (skillully) the more they evoke an emotional reaction in others.

Jack Welch, the celebrated former CEO of General Electric, used this technique to
conneet with people, frequeny recalling stories from his childhoad and early adultife to
illustrae key messages.

“Time and sgsin leaders face the difficul question of pace and timing, In a socially net-
‘worked world, with performance pressares increasing, many business leaders i particular
fecl driven to show their impact aster and faster, Effctive leaders sense situations, articu
late and communicate fast-—before Twitter docs it for therm,

High [&

Maverick

Ideas into Action

Effective

In our Harvard Business Review article “Why Should Any-
leaders

one Be Led By You?” the concluding injunction is clear
if you wish to be a more effective leader you should, Be
Yourself-—More— With Skill.

Authenticity

Unaware

clumsy

Low

T Iis & beguilingly simple message that of course in-

volves more than seems the case. We are really concerned
with measuring two variables: authenticity—the exient to
which individuals both know and selectively shaw their
true self and skill—the extent to which individuals deploy
themselves in situstionally ppropriste ways. These vari-
ables are represented in the simple matrix reproduced be-

Inauthentic
role-players

Figure 1 dentfying Your LeadershipApproach

Wi low (Figore 1). We ask people o consider three questons:
sl Where are you in the matrix now? Where do you wat to
get 107 And what do you need to work on in order to get
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there? In box B, individuals combine skill and authenticity to produce effective leader-
ship. In box A, indivicuals have @ profound sense of who they are, what made them and.
what values they stand for. However, they lack the skills to make adequate use of their
leadership assets. They fil o read context, o communicate in a compelling way and to
¢ appropriately with their followers. In box C, we find individuals who.
exhibit considersble interpersonl skills but who lack s strong sense of sel. Their follow-
ers may fecl that they are being manipulsted. In box D, we find the clumsy individuals so
successfully satrized i television's The Office.

The matrix helps but it aso conceals some significant differences between the two.
variables. Messuring improvements in leadership skills is easicr. You can use repeted
360-degree feedback to give s  sense of how peoples leadership skills are developing. In
general, the resuls are encouraging. Individuals can learn reltionship skils, situational
Skill,and communication skills which improve their leadership impact. The power of this
technique rests upon the notion that you canit be a leader without followers. Their percep
tions mater. If the feedback says that youre not a great team leader—then you arenit, We
are operating in an area where, in so for as things are defined as “real’, then they are “real”
in their consequences.

‘The other variable—authenticity—is much harder to measure. How can we know
whether individuals have really come to know and show themselves? Da we sometimes
confuse effective leadership with skillful roleplaying? There are no casy answers to these
difficult questions. We stress that leadership development is not an even but a process,
arguably lifelong,

use social distan

Conclusion

Effective leaders, therefore, combine the expression of authenticity and the deployment
of skill. Diffcult? Yes. However, we are constantly and pleasantly surprised by the ways in
which leaders in a wide variety of context bring meaning and performance 1o organiza-
tions. They provide purpose and excitement. They balance authenticity with skill—and
they can make a big difference.

Appendix 1: Leadership Differences and Minorities

Our viey

i that leadership rests upon the expression of authentic personal diffrences, How-
er, minority groups often have negative stereotypical differences projected on 10 thern.

‘Gender differences can be used to either a positive or negative effect, Women, in par-
tieular,are prane to being stereatyped according to differences —albeit usually not the anes
that they would choose. Partly thisis because there are fewer women than men in minage
ment positions. According o rescarch in social psychology if s group's representation falls
below 20 percent n s given society, then it going o be subjected to sercotyping whether
itlikes it or not. For women, this may mean being typecast as & “helper; “murturer; or “se
ductress”—roles that may prevent them from defining their own differences.

In carlier rescarch, we discovered that some women try 1o avoid this dynamic by dis

appesring. They try to make themselves invisible. They wear clothes that disguise their
bodies;they try to blend in with men by talking tough. Thats certainly one way to avoid.
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negative stereotyping, but the problem s that it reduuces a womaris chances of being scen
ss0 potential leader, She's not promoting her real self and differcnces. Another response
to negative stereatyping s to collectively resst it—for example, by mounting 2 campaign
that promotes the rights, apportunitics, and even the number of women in the workplace,
But on 3 day-to-day basis, survival i often all women have time for, therefore making it
ditficultfor them to organize themselves formally

A third response that emerged in our research was that women play into stereotyping
o personal advantage. Some woman, for example, knowingly play the role of ‘nurturer”
at work, but they do i with such wit and skill that they are able to benefit from it T cost
of such astrategy? It furthers harmful stereotypes and continues t limit opportunities for
other women to communicate their genuine personal diferences.

Appendix 2: Four Popular Myths About Leadership

We can all be leaders

Not true. Some people dortt have the self-knowledge or the authenticiy necessary for
leadership. In addition, individuals must also wan to be leaders, but many employees
are notinterested in shouldering that responsibility. Others prefer 1o devote more time to
their priva

lives than to their work

Leaders deliver business results

Not abuays. If results were an outcome of good leadership, picking leaders would be
straightforward. In every case,the best strategy would be to go for peaple in companies
with the best results. But clearl, it not that simple. Businesses that dominate markets can
often do very well—at least for & period—with competent management rather than great
leadership. Equall, some well-led businesses do not necessarily produce results, pariica-
larly in the short term.

Peaple who get o the top are leaders

‘Not necessarily, One of the most common misperceptions is that people insenior positions
are leaders. But people who make it to the top may have done so because of political acu.
men, not necessarily because of eadership ability. What's more, leaders sre found all over
the organization, from the executive suite o the shop floor. By definition, eaders e sim-
Ply peaple who have followers, and hierarchism or position doesrit have much to do with
that, Effctive miliary organizations ike the U.S. Navy have long realized the importance
of developing leaders throughout the organization.

Leaders are great coaches

Rarely: There is an unrealistc expectation that good leaders ought ta be good coaches, But
that thinking assumes that a single person can both inspire others and impart skills. OF
course, it possible that great leaders may also be great coaches, but we sce that only ac-
casionally. More typical are leaders ke Steve Jobs whose distinctive strengths lic in their
abilty to excite others through theis vision rather than through their coaching talens.
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Topic Summary Learning Objectives

1. Identify the factors of leadership—the leaders, those being led, and

the context

2. Explain the diferences between leadership and management.

3. Describe the wrait, behavioral, situational, LMIX, and charismatic
approaches to leadership.

4. Compare and contrast ransformational with transactionl leadership
and describe different approaches to transformational leadership.

5. List the contemporery fssues in leadership and why they are

important.

6. Apply the concepts of leadership 1o organizations,
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Introduction to Leadership

eadership describes the proces, whersby a eader enlists othes to help achcve 3
change, vison, or goal! This topc summary shows how contemporary approaches
1o lcadership bld o calc theories and regaed leadership s process of fluence,
communication, and inspiaton. The contemporary study of eadersip concerns sl
with theeeprimary actors:
1. trisand behaviors of thelesder.Behavior cn frtherbe divided oo intrper
sonaland tskrlaed bebaviors,
2. those being I, which include the oteractions between the leader and the
ollower nd

3. context, ituation,or contingencie hatshapesleadership,

Thess thce facors iterst o provide s comprehensive pictue of he leadership pro-
cos s Figure5.1),

Leaders versus Managers
The it cansideraton i o understand te disinction betveen Jeadashi and mansge

et Leadersip nvlves atvtis such ss inrssing onganzationl ey, hling
othrs undertan the et important hins o et don, prodacing chang, o

Sicating snd nspiing” Manging,on te othr hand, invales crcating ordr and <t
ccncy,stablishing lans, and slocatin esources Mansgsmen i ypicaly ssociaed
it formal poston i orgsization, bt esdershipcanbe demostratd by amyons,
egaraless oones posiion.Aslon s the petson hs the capacity o uence, i, o
ey ot change heough thrs they e comsdred s loder

The Leader

Early spprosches to eadersip focusedshmostcxcusiely on the lesder s 5 person. T
primary fcetsofthe caderproved mportant the lesder aits and he lader’s behavirs,

Traits
Traits deseribe atebutes of the lesder They inclue intligence, and may
slso incluce personality and even physicl tests Over 300 difrent rsts
ave been astacisted with Jadership Seversl s have gained atention
ecauserecent studies show corrlation between thes et ad eadership,
For cxample, rescarch hasshown that people i organiztions stsbute il

i of lesdershi o people with personality factors such 3« extraverson,

phsical chrscteisies such as height and weight and cogaiive sbily.
B

Despie the findings o his rescarch,  single et hsyet b conclsive.

ossesing thes Uais docs ot translae o leadership efectivencs,

Behaviors
Many researhers have donplyed the role of trits 3 instead focused on
behavioral facetsof JeadershipInconteast o the trait approach,the behavioral
spproach ocuses on whl leuders do snd how they ac: Actions, ccordingl
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ae though o form thebasisofeadeeship. I contrast o trats,which e ypcalyfctors
with which o lader is born,behaviers are larned. Thus, more contemporary approaches
emphasize facets o a eader that are learned bhaviors, and thus,focus thle rescarch on
thespeciic sl a leade mecds in order to be efctive. Ressarchers have dentied o
types o behaviors that e crticlfor leadership: task behaviors, or those behiors s
ciated with prforming  paticula 55k, and interpersomal behaviors,ortho behaviors
rlated o people”

Blake snd Mot leadership grid shows how ledees vary i their ev of concern
for ither people o ask”The eadersip id describes ive diferentsyles of leadership
based on the degre t which a leader shoves concern for pople o a ek (ce Figare 5.2

« The Gountey CIub syl f fsder shaws high concee o people, b il o

focus on tas

« The Impoverished tyleofesder shovws concern or eithr pegple nor fo sk

+ The Authorisrian styleofeader shovs high concrn for task ut il o o

concern for pecple,

« The Team Leadee syl shows concern fr bt people and task.

+ Finall,the Middle of the Road leadership style shows  limied,but by no

mean high concern fo both people and ssk.

Some rescarchers sugaet hat by themselvs,ledership trits and behavors il (o
istinguish eaders from non eaders

Context, Situation, and Resources

Others s on the context,sttion, snd rsources sssocated with eadership, This
perspective focuses on how leaders change thei behaviors o lsen new skils s they
encounter different circumstances The situational leadership approach suggests (rat
SucccssolTeaders shif thei behviors to address ieent stustions as they i, For
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Lo ocuson support

Leaderfous on sk

exsmpl, a lsder might shit betwesn a concern for 3 task and a concern for & per
son (peopl) depending on what an organizatin needs 3t any one time. Hersey and
Blanchards model of stuational ladership (sce Figare 5.3) has gained populariy, par
ticularly amng those who provide leadeeship trining i organizations.” Thie model
describes howleaders hif thei behavior based o the motivation nd sompetsnce level
ofthefollower. The leader adjuststhe degee of support or direcion given to cach fo-
lower hased on an ssessanent of the ollower'smotivaton and competence o  task. For
example,f th fllover i highly mativsed and highly skilld, the lesder il be o in
both support and dirsetion, sloing the flloer 0 determine his o her owa dirction
on thetask. 11, on the other hand,the follower i in nced of dvelopment, hen th lader
will prvide specific diseton on how 1o perform th tsk. The leder may aleo demon-
s cosching and supporting behaviors s th followse becomes more sutonomous
and lesrn o function independently.

Aceses o esources s another fucor linked tolsdership, The nstare of th crganize
tion, the speefc sk, snd the ype of oceupation should beconsidsred. Havsespath-gosl
theory srgucs that leades provid the righ contest for work when ther . 1) rewards
o ok performed, 2) 8 clar path 0 schievegosl,and 3)the rightresourcs necessry
o reachgasle Pth-goal theory ggests that sccse o externl esoureesmay be more
mportant i detemining eadership succes than th capabilfy of the individual esdr.

Tnespecific contxt ofeaderships o important Socal instabilty, or cxampl, s
offered s determinant o leadership. Sociologis Max Weber offred tht during times
oF great socal instablty,such a times of chang o crisis, specal type of Leader was
likey to smerg." He belcved that i fimes of social instsbilty, folloers wre lkely
o seck ut » charimatic leader, The term Charisma comes from ancient Greck. [t
tranlstes 3 Wivinely nspired g6 Charismatc leaders hold an ssmistskable sppesl
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to Dllowers. Followers ind charismatc leaders inspiing,intrestng, and hold ther
i high regard. Charismatic leaders often svoke strong <motions in ther fllowers,
Charisma i usually understood s trait of the leader, bt some have ofered 3 diffr
et view of charismaticleadership. In this view, charims is s behavior and thercfore
charisma s a kil tht <an be lesrned in order 1o gain the atenton snd oyaly of ol
Towers. For exampl, charismatic leaders siculate an appealing vision,take personal
risk 0 achieve the vision,show sensitiviy o the environment and o fllowers s that
the needs of the allowersare addressd. Charismatic laders ofen diplay unconven
tional behavior a5 wel"

Those Being Led

Followers lso play an important role i understanding lesdership. For cxsmple,follow
ers might stribute 3 semse of restaess or chrisma 0 the eader. According to 3 linc of
thinking caled follower attibution, lenders emerge because they Tl 3 pychologi

ol need for olowers. n imesof socil instabily, for example, followees may 1 (0 3
Ieader imondert redice feclings of confosion o s, Followers may o urn 103 eader
becaus they bleve theeader will el the ollowers achievea goal o stablish  compel

Jingvson ofthe e, The needsand goslofthe ollowe hecome even mre important
in discussians of ransormations esdership, s discused st

Transformational Leadership

Transformationsl leadership makes = ditinction between two types of sders A trne
formational Jesder obaims fllowers by budimgtrust snd 3 sense ofloyahy btween the

Leadership
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Tesder snd follower. The tramsformations leder sscks pasitive outcomes snd invites
others Lo share n the ision, 3nd sppeal to he maral alucs of e ollower i 30 3t
empt o e thei comseiousness shoteleal ssves. Ulimtcly, the transformatonsl
Teader nspires 3 ollowing by encouraging schiverment o a igher purpose. [ contras,
& transactional eader simply appeals to the senlerets ofthe followers 1 the lader
offee the ollower something angibe in cxchange for lyaly: Tramsactions! eaders offr
e quid pro quo, or something in exchange or something mentaly. For exsmpie,
ramsactonal pitcs leader may try o matiate voter by sppealing o tei self nerest
and offeing o lowe taxesfr  partiula group. I contrst,the rsnsformaions] polt
ol leaderwould appes o3 deep sense of atiotisn,

Much of the work ontransformationa eadership begsn wich Fsmes MeGrogor Burns,
He studied poliicalJeaders and believed tha ledership could only be understood by
Tooking at the relatonship between the follower and the lsdec? According o Burs, 3
trsnstormationalleader i 3 person who

ks for potentsl motivsors in followers, seck to sty higher necds, and
engages the full persan o the follower, The resslt..is » reatonship of mtus]
Simslation snd evslustion that converts ollowers nt lesders snd may comvert
Teaders o moral sgents” (. 4)

Rather than sppeling o exchange and sef-inteset ke th transactional leader, the
transformationsl lader secks out the higher-lvel mativations of the followe. The wl-
mate goa of the transformaronal eader s o change the status quo, mprove the moral
capacity of theindividus ollowe,and nthe process, transform th culare. 5 sddition
o thetransformational and tansactional eader, Buchs also idenified 3 thrd type—the
bureaucrtic leade. The buresucratic leader i & person who maivats followers by
appealing tolegitimateauthority bestowsd by an nstittion o by appealing to ruls nd
raditons

Althosgh Burns riginslstudy focused mainly on poltcal eadses,transformstonl
leadership applice to busines Jeadership as wel.Berni Bue built an Bura' ides and
applicd the noton of trnsformational leadership to other types of kaders.” Professors
Watren Bennis snd burt Nanus concluded that ] kinds of leaders, sspecilly business
leaders, might demonsrate tsnsformations qualte. Transtormations]leadership n-
volvs he kil of,

« Managing attention by creting  sense of foeus nd divction relted o the
arity ar purposefor he organizaton,

 Communicating thee ision n  way tht s sccssible or understandable to
followers

« Gaining he st o ollowers i the organization b showing consstncy
etween their meseage and their actionsand hove thy trest various ndividuals
within the organizaion.

« Showing espectand care bt the sitation of e ellowes,

Qe
tortoestuh
aciors ks
e
s canr.
e st

« Tiig risks bcuuse they sre wnafrsid o lurestha mightoccur when try
difrent things

3

« Creating new ways of doing things snd new things to o rther than elying on
taditions”
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Koutes s Posnersdied eansformatonal leadership by collecting dts rom v
sand of eaders wiin orgeniztions. They lentified several Fctor ha lead o success
folledership, These fctor nclde

 Challenging the process by seaeehin fo oppertunities, experimenting. and
taking sk

« lnsiring a shaved vision by envisioning the futur and by enlsiogothers in
the vison.

« Enablig others 1o act by fsteri olsboration and strengthening others

© Servng as role el oy et esamples s schieing sall wins and
by encouraging the hese by recogniing contebutions and ceebrting
accomplishments.

Leader-Member Exclhange

Transformations lesdership heps us anderstand the resionship amon leaders, those
being e, and the context. Leader-mermber exchange i« another pprosch st ampiss
e theimportance of this reltonship.* Leader- mermber exchange, or LMX, describes
the impartance of a strong iterpecsanal eltionship between the leade and 2 select
sroup of followers. Trust developsbetwee theleader and these privlged Fllowers. But,
Thos followerswho ae not i thi selctgroup will Rt shar n i deep rust and oftn
i out o acees o information and other resources

Contemporary Issues in Leadership

‘Contemporary tudies of edership identy how formalladership theoris might be ap.
i to more contemprry isues in organizators.Isues include globalzstion,ethics
S corporste socislrespansiblit, and dversiy and gender

Globalization

Afer resicwing how leadership differs across many different clturs,Robert House and
i colleagscs concluded that diferent cultural siations demand difrent skl roles,
andexperiencesfrom s eader,Calturs ife o several key dmensions including

+ the deggee of ssertveness that s scssptable

+ time-orietaton towards cither the e o e psst

+ sender equality

+ crtentaton toward humaneness

+ intittionalsm

+ performance

+ powerand uncertsnty”

From a cross-culturs perspective, many of the rsts and behaviors asacited with

leadership may o e s refevant acros diflcent culturs.Despits thegroving impartane.
of Ghina and othe Asian couniie, th stdy ofesdership has et o flly consider how

SRS =

5 ustecmn
ity ey

e b A

concepts found in Asian culture might impact eadersip. For example,the concept of
interpersonal fvors (rn-ing) and reciprocation which s represented by th sying that
i somcone brings you a drop of wate, you reciprocate with  spring Likewise, social
conventions ik fac.saving behaviors (rian-z) and social nctworks (guan) are ot
ecognized in Westrn eadership theory.

Ethics and Corporate Social Responsibility

(Concernsar growingabout the sbuse of power by leaders, nappropriste behavior n or
Eaniztionsinchuding corruption, and neidents o eaders reslzng personal g t the
expense of followers. Thes and other roblems pt sthical concerns of eaderfip at the
forcfront of contemporary eadersip studic,

Eihical spproaches to leadersip buildon the notion of intgrity and the el thst
Tesders st be more conseious of their v valis,th valuesof soiety, 04 the in-
diidual fllower Authentic leadership ofes an approach (hat emphasizes ctbics and
{ntegrty. At the sme time, it de emphasizes the importance f power. Authentc enders
demonsteste cangracnce between e vl nd he ctions, hold clear knowledge of
i o v, and ey o these vlues when eding. A1, sthericJeaderssorrund
themsclres wil others who shar these same values. Th sotheticeader shovs ranspe
eney and commanicates he e values, which i turn genertes rust btween the lesder
and the follower?”

‘Comtemporsry Teadership ssdis have sho focused on expasing the ncgative out
comes of some typesof leadership’® Do 1o the poentil destructive sspects of eadin,
some have refered to this s the dark side of eadership. The dark side merges when 3
Teader sppeal o far o prejudice n order o gain followers. Leaders who draw on nega
tiveemationsar efrred o 35 demagogues. & demagoge espouscs st rellects
personal need rather tha th Jrger goal o sus i hand, often exaggsate thir
description and manipuates their sudence by steeotyping others. Cult leader sich a3
Jim Jones are considerd demagogcs because hei moives ae selsh and destrsctive T
e case of im Jones, 3 reigious e, he was selfsh and engaged himsellin many of
the behaviorsthat he condemned in athers. He ventually killed nearly all o his church
members.

Diversity and Gender

The el study of lsdershipremsined preoceupied with men and masculne st eited
o eadershi. Tn ft, arly studie of eadersip often referrdto the et ! heories
oflesdersi, Contemporary leadeship studies, howeter,have finally began 0 account
or isues asocistd with women and divesit when onstderinglesdershi. Women iow
epresent 2 percent of CEO i the privat and public sctor and nearly 20 pescent of the
Unitd States Congressare women. Ve, some have argued tht women must meet i
et sacial expetationsthan men and thus, women fucs different eadership challnges
For example, women may be expected ttake charge and command, just ke a man i+
lesdership rol. At the s fime,a femsle eader may b expected t show warmh nd
underssnding, charscteristics typically sssocisted with women. Perspectves ke shared
eadership, which consider what happens when ladership resporsibilies are shared
amang muliple leaders,may provide insightsinto different ways of leading * In addion
o teying o undersand difrence in culiure and gender, leadership studies have twrned
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ostudy e enviromments, ke  trauas cener that epresent s continsly changing
and contemporary work smvronment, n this contet, the work that i performed ranges
rom routine an ever boring o novel and itense. Studing leadershipin ifrent cor.
texts may lesd 1 improved uederstanding of how leadership il differ based on he
partcula contex.

Conclusion

Leadership desribes the process whereby a leader influcnces fellowersfo help achicve
Something importan to the organizaton, This topi symmry shove how conten
porary approaches to ledership build on carlie theories and regard leadership as 3
process that consders fllowers and contest. Contemparary spprosches (o leader
Ship emphasze clements of a lesder it ars learned behavior, and eadership ressarch
Tocuses o the speific skill s leader needs in order to e ffctive and thecontestthat
ihis accurs,
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OB AT WORK

LEADERSHP IN CRITICAL-CARE MEDICINE
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D2t skt e n s s ofcnzaions e
o 1o ensure the best delery of mecical care. s the Medica
Diectr of the Pediatic ntensive Care unt st e Chideen' Natonl
MecalCanter, heabservs physicans and other medica prsonnel o a
l basis H falesthat leaceship plays an impcrtant ol n howi doc-
fors and nurses cary ot ther iy patient v, often caled ounds',
interact i patients and thi reltes, and agminster medical care.
The best physicians, he exlans, st clar task gosl, engage with both
patents an cther medical professionl,and stabsh an envronment of
learing. Convincing other physicans thatleadestp plays an mpartant
part i thir uccss requies mre than ust casual cbservtin.
ke st physcians i he Unted Sate, O, Stacknel receved exper raning in
meciing and ha spent mastof i adl fe larning nors £ rouce the et care -
e through g diagnos and estmen, but O Stackwel s hat mastprysiians
receied it or o taiing i sacrship. T lack of taining i eadersip may lad 1o
probles inclading pocr patint cae, folre o acheve iy goas, and gensraly poor
becede mamner

I order 1o improve the eadersp of medial personnel on i uni, Dr. Stockel
eeloped a program based on rgariztiona behavior and leacership principes. P,
Or. Stockul became famiar with gener leadership theories. Seeral mportani
leadersnip heoris stacd out fo him. Transactional and vansformatonal leaderine
elped hm understand how physicans needd to focus on bath the emotonal 3nd
the mesdcalaspects o patent care. Cantext factors in eadarship hefpec David rlize
the mportance of buiting a cultre sfe for Gentiying and taking atout errrs To
futher s Knowledge, Dr. Stackiell returnet to school and earmed an MEA here
e learned about the ol of matvatin, teams, and perscnaly n medicne, Wih hs
e nowledge of organ ational behavor nd leadersis, he evloped a it of skls
hat were mportant for leacing 1 the Crica Care Unit, which re summarized n the
falonng ttle:

1

Leadership Kils fo Physicians n a Pediatic Intensive Care Unit*
Understands nd acknonledges the importance of teamwork

Communcates gols and exoctatons

Adknovieciges rcrsand mistakes, including those of theleader

Recogizes and adiesses conflcts on the teom

Encourages team members take on responsiiltes

ilps manaoe sess and tme prssres

ncourages learning

entiie goas and st high sandrds

Contusd





