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From top inspirational leadership stories 
to leadership guidance and program develop-
ment lessons, Leadership Excellence Essentials 
2016 editions covered a wide variety of topics in 
the leadership space. Top leaders and leadership 
programs were honored at the most rewarding 
event of the year, LEAD2016. The LEAD (Lead-
ership Excellence and Development) forums, 
unique two-day annual leadership events, are 
devoted to inspiring individuals and enriching 
lives across the globe. Every aspect of this event 
raises the bar in leadership. We hope you can 
join us on February 7th and 8th, 2017 either in 
person in Nashville,TN or via satellite broadcast 
to your boardroom or community. More Info 
on LEAD2017. 

Contributors to the Leadership Excellence 
Essentials 2016 editions inspired us with their 
thought-provoking and remarkable leadership 
content. Now, when we are set to welcome 
2017, we look forward to the enlightening new 
content from more thought-leaders across the 
globe in themed publications for leadership and 
other sectors of HR. We are sure that you will 
enjoy and benefit from the upcoming reading 
material in the New Year.

Included in the last issue of 2016, are a 
handful of leadership articles that focus on lead-
ership training, competencies and development. 
On the cover, Samuel B. Bacharach’s article, 3 
Leadership Competencies, highlights the type 
of leaders that will ensure your organization 
will thrive. Read this informative piece about 
three leadership competencies you will need to 
guarantee that your high potentials are prepared 
for the leadership pipeline and are able to carry 
the organization into the future.

Equality for women in executive management 
has always been a much debated and discussed 
topic. While nearly half of all entry-level jobs 
are held by women, this does not remain true 
as they move up the corporate ladder.  Across 
industries, women are leaving corporate America 
just when their value is beginning to peak. Why 
do women leave top level positions? If you 
are interested in knowing more, read Melissa 
Greenwell’s article Where Are The Women In 
Leadership?

There are far more similarities than differences 
between male and female brains, however, dif-
ferences definitely do exist. These brain-based 
differences become more evident when people 
are under pressure. They also offer organizations 
a unique opportunity to make better decisions 
and be higher performing. Read J. P. Pawliw-
Fry’s article, Women Leaders, for some sugges-
tions on what both organizations and individuals 
can do to improve performance under pressure. 

It’s important to focus on the “who” and 
get the right people on your team before fo-
cusing on the “what”. This starts with hiring 
candidates who align with your company’s core 
values. Read Tonya Lanthier’s article, Building 
A Strong, Vibrant Company Culture, for five 
tips on building a strong culture.

This is just a sneak peek into this edition of 
Leadership Excellence Essentials. Grab a coffee 
and enjoy this month’s articles. We would like 
to extend our heartfelt gratitude to all our con-
tributors and readers and wish everyone a happy 
holiday and successful New Year in every way. 
We look forward to your continued support. 
Let us make 2017 one of the best years ever! 

Do send us your valuable feedback!

Debbie Mcgrath
Publisher, HR.com

Babitha Balakrishnan
Editor, 
Leadership Excellence 
Essentials
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one of HR’s critical responsibilities is ensuring a leadership pipe-
line. It is continuity, transference, and evolution of leadership skills 
that sustains the organization. The question is, what type of leaders 
will ensure that your organization will thrive?

The first step is identifying your “high potentials” -- those who 
know their business, have the respect for others, possess ambition, 
can work within teams, and have the courage to make hard calls.  But 
identification is not enough.  It’s your job to ensure these employees 
are trained and equipped with the skills required of today’s leaders.

One of the most important – and least talked about – skills is the 
ability to move an agenda or project through the corporate maze. Your 
high potentials may know how to do their jobs, but in a complex 
organization, can they move agendas? Are they able to lead an idea 
from discovery to concrete implementation?

To make sure that your high potentials are prepared for the leader-
ship pipeline, and are able to carry the organization into the future, 
they need to be trained in three leadership competencies.

1. innovation Competence. Organizations cannot survive without 
ideation and innovation.  High potentials need to become familiar 
with the process of ideation, and have experience in seeing the cre-
ativity process unfold, from the proposal stage to prototype to final 
implementation.  There are specific skills that high potentials need 
to develop to help them create a safe environment where teams are 
free to risk and discuss ideas while collaborating with one another.

2. Political Competence. Having chosen an idea to pursue is a start.  
In fact, there are hundreds of ideas floating around any organization 
at any given moment.  The challenge for high potentials is to map 
the political terrain, anticipate resistance, build effective coalitions, 
and get the buy-in. These are specific behavioral leadership skills that 
high potentials need to develop.

3. Managerial Competence. Getting an idea off the ground in the 
early stages of development is one thing—getting people on board 
and securing the necessary resources—but teams can get burned out 
and ideas can fall to the wayside. It is important for high potentials 
to sustain momentum to get results.  This is about having the skills 
to enhance team members—that is, having the ability to mentor, 
coach, and develop team members. Having the ability to engage and 
enhance teams will help high potentials ensure effective and efficient 
implementation.  

To move your organization into the future, it is important that 
your future leaders—your high potentials—have the competencies 
and skills necessary to anticipate challenges, come up with innova-
tive solutions and products, and sustain momentum for results. LE

3 Leadership Competencies
Training your high potentials and young leaders to move agendas

By Samuel B. Bacharach
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i don’t care what your political leanings or prejudices are and 
whether you will agree with the following or not, but I want to share 
this as my final message this year. I have this inner feeling that the 
past ten years of uncertainty, negativity, poor growth and malaise are 
about to end abruptly and we are all going to experience an extended 
and exciting period of economic growth and positive progress.

 Having said this, during my career I have experienced four reces-
sions and each of them taught me two major lessons that you might 
find valuable - the first lesson - during poor economic times many 
organizations continued to circle the wagons, kept looking in the 
mirror and remained stuck in what was as the economy around them 
improved and they therefore failed to recover from the negative times 
while others reinvented, rejuvenated, recharged and embraced on what 
was a new and exciting adventure into the future and as a result they 
created new sales and revenue records.  It›s a simple choice folks - 
and one that is made by every employee, association member, CEO, 
department head and manager and everyone who finds themselves 
engaged in and/or surrounded either by accelerating change and 
opportunities and challenges - move on with confidence, courage, 
patience, positive anticipation, excitement and faith or stay stuck in 
the past and settle - missing all the potential the future has to offer. 

If this is not your first economic decline or negative period, you 
have experienced - I am confident - you get it and agree with the 
above.  If this has been your first negative economic experience you 
are most likely shaking your head and asking - what can we do to get 
through this period and these circumstances? How can we survive? 

And the second lesson - the senior management of the organizations 
that successfully emerged from these negative periods all had one thing 
in common - they understood the importance of human capital and 
their employee›s (every one of them regardless of position) need and 
ability - in every decision, action, behavior and attitude was grounded 
in a positive and productive outlook and not one of fear, concern 
and the potential for failure.  They all brought excitement, creativity 
and imagination to every project, policy, plan and objective.  They 
all took positive ownership in the organization›s future regardless of 
their roles, responsibilities and talent.

 So, I’ll close with a simple thought - as this year and this negative 
economic period comes to an end are you and your employees or 
association members turned on and excited about what lies ahead 
and how to take advantage of these coming BooM years or are 
you still mired down in excuses, the past and what and who or what 
you have become during recent years?  If you are in the first group I 
am excited to announce that I have developed twelve new programs 
(each can be a keynote address or half and full day seminar) that can 
accelerate your journey into the positive future we have in front of 
us.  Here are just eight:  
•	 Staying relevant and successful in a rapidly evolving world.
•	 Life is a choice - embrace adversity and grow or let it destroy you.
•	 Creating and maintaining a culture of creativity, accountability 

and responsibility.
•	 Life is a daily miracle - don’t take anything for granted.
•	 Leadership is not a title but a mindset.
•	 Stop thinking outside the box - throw the box away.
•	 Make change your partner not the enemy in 2017.
•	 Creating communication grounded in integrity, consistency 

and clarity.
Make 2017 one of your best years ever.   All it takes is belief, 

courage, faith and action! LE

2017 Is A Choice
Choose wisely!

By Tim Connor

FEAtURE

tim Connor is a global speaker and trainer and best-selling author (over 80 
books).During his career. Tim has helped millions of people and hundreds 
of organizations around the world improve their sales, management and 
leadership effectiveness, employee performance and life success. 
Visit http://timconnor.com 
Connect tim Connor 
Follow @timCsP

Would you like to comment?

http://www.hr.com/en?t=/CustomCode/ePublications/submission/submission.main
http://timconnor.com/
https://www.linkedin.com/in/tim-connor-94b640
https://twitter.com/TimCSP
http://web.hr.com/xaka


One cloud 
 is all  you 
need.

Looking for a silver lining?

Be a better HR partner to your  
business with Dayforce HCM,  
a single application for Pay, Time, 
Benefits & HR. We’ve got your 
silver lining.

1.800.729.7655 
ceridian.com/silverlining

© 2016 Ceridian Corporation. All rights reserved.

http://ceridian.com/silverlining


While nearly half of all entry-level jobs are held by women, this 
does not remain true as they move up the corporate ladder.  Indeed, 
the percentage of women often reaches teens and single-digit numbers 
at executive levels.  It is clear that, across industries, women are leaving 
corporate America just when their value is beginning to peak. Many 
go on to embark on a different career or start their own business to 
have more flexibility and an environment they prefer. 

This fact impacts the confidence of women who want to attain 
senior positions in existing organizations. A McKinsey & Company 
study states that while seventy-nine percent of women and eighty 
one percent of men had high ambitions to reach a senior leadership 
position, the belief they would actually achieve it was only fifty-eight 
percent for women (a whopping twenty-one percent drop in confi-
dence). For men, the drop was five percent; they had a seventy-six 
percent confidence level of reaching a senior position.

The McKinsey study also highlighted corporate culture as the 
biggest driver of confidence levels for women, over perception of 
capabilities. While many women are confident in their knowledge 
and skills, if they don’t feel they’re in an environment supportive to 
women, they’re more likely either to not attain a leadership position 
or to leave the organization. For example, an organization that doesn’t 
have gender balance, or that penalizes women caring for families by 
not providing flexible work schedules or maternity leave, negatively 
affects women’s confidence in success.

Another factor affecting confidence is the sheer lack of women in 
the leadership roles they seek. This reality drives women to either leave 
or accept less senior positions. Women entering an organization filled 
with men in the top ranks experience big dips in ambition, simply 
because they perceive it’s not possible to get to those levels.  

Even if it’s possible they may not want to. A 2014 Bain study found 
a sixty percent drop in women’s aspiration to compete for top jobs. 
Women don’t want to be part of a culture full of middle-aged men 
telling their war stories and rewarding people for time in the office 
instead of for results. If women perceive that is what it takes to succeed 
in a company, they will choose another path.

Many organizations believe childrearing to be the number one 
cause of leaders losing their female talent. This is the assumption 
employers usually make when a talented female leaves the company. 
Sometimes that’s what the woman will say; it’s hard to argue with 
that reasoning, and it gets employers off the hook of having a more 
difficult conversation. In reality, many women leave to do something 
else they can manage professionally and personally.

I recently conducted a women’s leadership workshop and tested 
the following premise: When women opt out of the workforce, they 
want to stay home to raise families rather than doing something that 
enables them to keep and develop professional skills on a schedule 
that supports both. Laughter was the response. Most of the women 
at the workshop said they would go crazy if they stayed home full 

time, but they wanted enough flexibility to spend quality time with 
their children and not feel guilty when they couldn’t. They knew 
many women who left their job only because they could not find the 
flexibility they needed. Those women felt forced into that decision; 
staying home full time was not their first choice.

Many women in the room were struggling with this kind of deci-
sion as well. They weren’t necessarily happy with their current job-
family balance but also weren’t willing to give up their career. These 
female leaders were also frustrated with having to compete and work 
harder in male-dominated environments to get promoted, not only 
to be better subject matter experts but also to be noticed for it. It’s 
hard work to push through the crowd to be able to participate in 
leadership and be recognized. They said that women simply burn out 
and decide to do their own thing, which could mean anything from 
starting their own business to finding an organization with a differ-
ent environment, often taking smaller paychecks in the transition. 
Because women tend to value meaning over money, it’s much more 
likely that women will make a career move for the satisfaction of job 
purpose and being valued, rather than the paycheck. Credit Suisse’s 
Gender 3000 states that the number of women-owned businesses in 
the United States went up by sixty-eight percent between 1997 and 
2014, twice the increase in male-led start-ups.

The bottom line is that women leave companies because many 
companies make it difficult for them to stay. Corporate cultures that 
are outdated, not flexible, pigeonhole people into roles that don’t 
leverage their best skills, and don’t recognize or promote women will 
continue to lose their female talent and perpetuate male-dominated 
environments. 

Some may think women are leaving corporations primarily to 
focus on family, but that is not the case. Instead, they are creating 
professional scenarios where they feel valued and that will make it 
easier to have a family and a career. Women are crafting a work-life 
integration plan that works for them which means choosing to work 
differently, not choosing not to work. LE

Where Are The Women In 
Leadership?
Choosing to work differently

By Melissa Greenwell
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By Marina Arshavskiy 

Skills and traits for highly effective leadership

Great Leadership

There is a debate about whether highly effective leaders are born, 
or “made” as a result of training, experiences and the environment in 
which they function. Proponents of the “born to lead” theory, cite 
leaders, like Winston Churchill and Margret Thatcher, who didn’t 
have particularly distinguished leadership careers prior to emerging 
as leaders of distinction.  

Through research and interviews, Forbes found that leaders exist 

on a continuum defined by a bell curve. The truly extra ordinary 
ones, as represented at the top of the curve, are indeed born leaders, 
while the bottom 10%-15% are marginal in their leadership abilities. 
However, the vast majority of leaders, as represented by the middle 
of the curve, are those who are “made”.

So what makes a successful leader, and what traits and qualities 
does it take to become an effective leader – whether born or formed. 
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The Making of Great Leaders
Regardless of the side of the “born or made” debate leadership 

watchers sit on, there is remarkable agreement on some of the char-
acteristics needed to become highly effective leaders. Some of those 
traits include:
1) self - confidence

Leadership is meant to inspire confidence in those who follow. If 
a leader is seen as unsure or uncertain about a particular course of 
action he/she is proposing for the team, then the rank and file will 
have doubts about whether they should follow the recommended 
path. Self-confidence will help instil unwavering confidence in their 
leaders’ actions.
2) Motivation

Effective leadership is about persistence, and the ability to remain 
optimistic even when the end is not clearly visible. Good leaders aren’t 
usually motivated by the same factors that inspire most ordinary folks. 
Goals like promotions, higher pay or a better work-life balance usually 
don’t stimulate a leader. Instead, they are challenged to do their 
best to change the course of history, fulfil a particular vision (either 
their own or that of someone they admire), or break new ground in 
whatever they are doing. 

Unless you have deep motivation to accomplish what you set your 
mind to do, chances are that you won’t be able to inspire others to 
follow you.
3) determination

The results of great leadership are often measured in terms of real 
accomplishments. Often, the road to accomplishment is fraught with 
setbacks and obstacles. True leaders have the courage and determination 
to pursue their endeavours by either surmounting or circumventing 
the barriers to their accomplishments.   
4) Good Judgement

Every leader makes scores of decisions during the course of their 
day. However, the truly great ones stand out by making “judgement 
calls” that invariably turn out to be the right call. While many good 
leaders make what they call fact-based decisions, great leaders cultivate 
a sort of sixth-sense that helps them judge a situation even without 
all the facts readily available to them.
5) risk taking

Many management situations call for a “leap of faith.” Good leaders 
are often found to be adept at making calculated leaps of faith that 
end in success. They fully understand the risks of going in a particular 
direction, yet they are fully prepared to assume the consequences. 
Without this ability, many of the great leaders of today would likely 
not have achieved what they have accomplished.
6) integrity

In leadership circles, a leader is only as successful as his or her ability 
to inspire and motivate the team they are leading – whether it is a 
team of 1 person, or a multinational company of 10,000 employees 
spanning across the world. Great leaders have the ability to appear 
honest, sincere and trustworthy across the team, in everything they 
say and do.

Without this trait of integrity, leaders may manage to get some fol-
lowers to work in lock step with them through deceit and half-truths. 
However, lack of integrity will ultimately lead to mass desertions 
amongst team members.
7) Knowledge (or lack of it!)

Let’s face it: No one knows everything about everything! As hard 

as it is sometimes to believe, great leaders are seldom all-knowing 
about every aspect of the organizations they lead. While great leaders 
are knowledgeable about the core aspects of their domain, they often 
make up the deficiency by inherent traits they do possess.

To be an effective leader, you can get the knowledge you need 
by surrounding yourself with great people – who often know much 
more than you do about a specific subject. You can also exponentially 
boost the power of their knowledge by facilitating collaboration and 
cooperation across the organization – something that “ordinary fol-
lowers” do not always excel at.
8) Big Picture

Great leadership is born from lofty ideas, and lofty ideas often come 
from leaders that dare to see the bigger picture. The ability to see way 
into the future, gives good leaders a unique insight into what they 
need to do now, in order to accomplish that future. 

By focusing on the bigger picture, while letting the Subject Matter 
Experts (SMEs) deal with the minutia, great leaders are able to produce 
real change within their organizations and their communities.  

The above traits of great leaders aren’t necessarily embraced and 
practiced with equal zeal by each and every leader. All great leaders 
do not act alike – they may each have their unique leadership styles. 
Some are “roll up your sleeves and take charge” types – always leading 
from the front, while others seldom let the limelight fall upon them, 
choosing instead to lead from the sidelines.

Regardless of which leadership style they choose to practice however, 
the core traits discussed here are common in great leaders.
Actions Make Leaders

While the “born to lead” camp cites credible research from sources 
like the American Psychological Association, showing that great leaders 
are born with brains that are “wired differently”, there is equally 
convincing evidence, from sources such as Psychology Today, which 
conclude that great leaders are “mostly made”. Regardless of which 
thought you subscribe to, one thing is clear: The essence of leadership 
is highlighted by a leaders’ actions.

Furthermore, in order for leaders to act “leader-like”, they need to 
display many of the characteristics discussed in this article. The only 
difference between the two types of leaders (born versus made), is that 
these traits come naturally for some, while other leaders work hard to 
learn and use them in their leadership activities. LE

Great Leadership
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transformational leaders have been posited to impact an or-
ganization’s culture and strategy. These types of leaders manifest 
themselves as change agents who manipulate organizational factors 
with the aim of improving organizational outcomes.  Organizational 
culture includes three dimensions: collaboration, trust and learning. 
Transformational leaders facilitate collaboration by using the ideal-
ized influence dimension which develops relationships in organiza-
tions. A transformational leader contributes to the cultural aspect of 
trust, through considering both employee’s individual interests and 
company’s essential needs. Also, transformational leaders identify 
individual needs of their employees and develop a learning culture 
by intellectually stimulating them to generate new knowledge and 
share it with others. Transformational leaders can highly manipulate 
a firm’s culture (i.e., collaboration, trust and learning) to conform to 
the needs and expectations of strategic goals and objectives. 

Organizational strategy embraces four aspects: analysis, pro-active-
ness, defensiveness and futurity. The first aspect, “analysis,” focuses on 
identifying the best solutions for the organizational problem. Transfor-
mational leaders apply this strategy to enable intellectual stimulations, 
which creates more innovative solutions for organizational problems. 
The second aspect “futurity” emphasizes the effectiveness of long-term 
decisions. Transformational leaders employ this kind of strategy to 
facilitate the effectiveness of idealized influence by developing a vision 
of adopting more comprehensive information about the future. The 
third aspect, “defensiveness” can also be applied by transformational 
leaders by taking into account the objectives of strategic implication 
that seeks to decrease organizational costs and redundancies. While 
transformational leaders focus on implementing changes, a defensive 

strategy can be used to modify the current processes to enhance or-
ganizational efficiencies. The fourth aspect, “futurity” incorporates a 
pro-active strategy that identifies the opportunities that are available 
but not always addressed in the business, the global environment, 
and the political regulation changes. The aspect can be enhanced by a 
transformational leader as they adopt a strategic posture that inspires 
employees to identify better opportunities in both the internal and 
external environment. 

Transformational leaders that employ the four strategic aspects of 
analysis, defensiveness, futurity, and pro-activeness may enhance goal 
achievement. For example, an analysis strategy could enhance the 
knowledge creation process through identifying new opportunities 
in order to provide better alternatives for managers to make a more 
effective decision. Scholars have (such as Cohen & Sproull, 1996) 
indicated that the analysis strategy is highly associated with a company’s 
capacity to create new knowledge. In many ways, a proactive strategy 
could enhance knowledge transfer by developing interactions with both 
departmental units and the business environment. When adopting a 
more futurity type strategy, transformational leaders can enhance the 
knowledge utilization process, thereby developing guidelines for future 
pathways and determine future trends in the external environment 
and allocate their resources accordingly. Transformational leaders can 
improve organizational knowledge cycles through embracing the four 
strategic aspects of analysis, pro-activeness, defensiveness, and futurity. 

In an empirical study, 254 respondents, who held various job titles 
such as CEO, MIS manager and others, answered the questions. The 
analysis of the data supported this point. In other words, transforma-
tional leadership, organizational culture and organizational strategy 
showed significant relationship between them. Therefore, American 
transformational business leaders support organizations to achieve 
business goals and act as change agents that provide a more human-
istic and applicable approach to effectively managing organizations. 
In conclusion, a transformational leader that incorporates the four 
dimensions of transformation leadership, the cultural and knowledge 
aspects of prosperity, and the four tenets of strategy, can enhance 
global prosperity in our hypercompetitive business environment that 
exists today. LE

references 
Cohen, M. D. & Sproull, L. S. (1996). Organizational Learning. Thousand Oaks, Cali-
fornia, Sage Publications

Leadership And Change
How American transformational leaders act as change agents
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imagine a tall, strong oak tree standing in front of you with no 
leaves, just the trunk and the branches. When you look at the tree you 
can see its strength and character:  mighty branches extending out, 
curving up to the sky. A leader’s character is much like the mighty 
oak tree’s branches, shaped and grown strong by standing fast during 
challenging times when courage was all there was to offer. 

A young leader and I met last week during a mentoring conversa-
tion about the next potential step in her career—managing people.  
Our conversation gravitated to the difference between managing 
people and being an individual contributor.  We discussed the many 
characteristics that exemplify a great leader but spent most of our 
time talking about courage.

We talked about the differences between being an individual con-
tributor and manager is exposure—exposure to more sensitive situ-
ations. Regardless of our roles, we all are challenged to demonstrate 
courage; but as managers we experience more exposure to a vast variety 
of situations that may challenge our character. Courage grows from 
the deep roots of each person’s being, and enables the ability to stand 
strong during difficult challenges.

After we finished our conversation, I spent some time reflecting on 
what it meant to be a courageous leader. The adjective “courageous” 
derives from the Old French word corage, meaning “heart, innermost 
feelings, or temper.”1 I thought about times as a leader and as a manager 
where I needed to courageously venture forward. These were times 
that tested my resolve to speak the truth and stand up for what was 
right – especially when it was unpopular. Oliver Wendell Holmes 
stated, “Courage is about doing what you’re afraid to do. There can 
be no courage unless you’re scared. Have the courage to act instead 
of react.” During these times, I needed to have the ability to confront 
my own fears and anxieties, put them behind me, and embrace what 
laid ahead. It was much easier to say than do!  

As I think about this young leader, my thoughts are drawn to the 
significance of demonstrating courageous leadership. This is the legacy 
we leave for the next generation of leaders.  Leading people involves 
tall expectations to set direction and lead courageously.  In the shadow 
of leaders who have failed before us, it is even more critical for us to 
lead courageously. 

Being a leader is a privilege and an honor. Honor is earned by how 
you lead –not just in how you lead in big moments, but how you lead 
in small moments every day. This is the legacy of a courageous leader. 
Like the mighty oak tree, we are shaped by the moments in how we 
lead. Each branch of your own learning, extends strong and resilient 
new branches to grow and provide strength to with stand the winds of 
change and challenge. To stand resolute we learn courageous leaders 
draw strength from adversity. Adversity is our teacher, and it is where 
we learn to lead with humbleness and vulnerability.

When you hear the call to lead, learn from those behind you and 
teach for those in front of you. LE

Notes
1. https://www.vocabulary.com/dictionary/courageous

Courageous Leadership
What it means to be a courageous leader

By Karyl King 
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By Sattar Bawany 

What happens to employees during such times?

Leadership During Turbulent 
Times

Business leaders face huge challenges during turbulent times 
including period of economic recession. Qualities such as courage, 
self-confidence and the ability to make tough commercial decisions 
under pressure all come to the fore. Less widely appreciated and un-
derstood is the crucial psychological and emotional role that leaders 
must play during periods of acute uncertainty if they are to optimize 
the long-term performance of their business. 

Leaders must understand the dynamics that lie “below the surface” 
of their organisations and skillfully address the unspoken needs of 
their staff. This takes maturity and skill but will maximize the chances 
of weathering the economic storm and emerging strengthened when 
times improve. Those businesses that do not achieve this will find their 
commercial problems compounded by destructive internal dynamics 
and underperformance.

While leaders may have had setbacks during their career, most will 
not have experienced a global downturn. They face a steep learning 
curve if they are to succeed in the new business environment.

Managers who harness this unprecedented opportunity for growth, 
development, and collaboration, and build bridges between different 
generations of employees as well as leveraging on the repertoire of the 
various effective leadership styles, will thrive in particular in today’s 
turbulent economic landscape. Many managers mistakenly assume 
that leadership style is a function of personality rather than strategic 

choice. Instead of choosing the one style that suits their tempera-
ment, they should ask which style best addresses the demands of a 
particular situation.
What Happens to Employees during turbulent times?

The suddenness and severity of the current economic downturn 
has inevitably generated a shared sense of shock and foreboding. The 
media’s relentless reporting of the latest bad news fuels this mood and 
only adds to of a sense of insecurity and lack of confidence in the future.

Within organisations, negative feelings are compounded as col-
leagues interact. Research and experience demonstrate that feelings 
and states of mind are highly contagious.

In the workplace, all employees can be influenced by a prevail-
ing mood of anxiety, which gradually dominates the organizational 
“system”. Negative thoughts and feelings predominate while more 
positive views become subtly excluded or difficult to express. This 
creates an intangible but powerful emotional backdrop that can be 
termed “systemic anxiety”.

This negative dynamic is exacerbated by pressure on staff to work 
longer and harder. Many organisations control costs by cutting re-
sources and jobs but aim to maintain output. Extra demands are placed 
on the remaining employees who generally feel unable to refuse. Fre-
quently they are also expected to demonstrate new levels of flexibility, 
covering the work of former colleagues or adapting to new working 
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methods. This fuels longer working hours and associated problems.
During a recession, workers are also likely to undergo repeated 

experiences of loss. This is an inevitable consequence of the cutbacks, 
project cancellations, job freezes, redundancies and retrenchment 
businesses engage in to survive. In his book Managing Transitions, 
William Bridges emphasizes that change - even when desired - always 
involves a loss. This is more significant when change is unwelcome 
and imposed from outside. Feelings of sadness, anger and guilt prevail.
role of Leaders during turbulent times

Leaders must understand the dynamics that lie “below the surface” 
of their organizations and skillfully address the unspoken needs of 
their staff. This takes maturity and skill but will maximize the chances 
of weathering the economic storm and emerging strengthened when 
times improve. Those businesses that do not achieve this will find their 
commercial problems compounded by destructive internal dynam-
ics and underperformance. Leaders also often fail to appreciate how 
profoundly organizational climate influence organizational results. 
Research has shown that it can account for nearly 30% of financial 
performance.

It is not enough to gauge leaders by personal traits such as character, 
style, and values. Rather, effective leaders know how to connect these 
leadership attributes with results. Leaders may adopt the Results-Based 
Leadership (RBL) approach developed by the Centre for Executive 
Education (CEE) which is designed to assist executive manage their 
day to day managerial leadership challenges effectively. It shows 
executives how to deliver results for employees, for the organization, 
for its customers, and for its investors. 

Today’s turbulent business environment demands that individuals 
and organizations perform at higher levels and with greater speed than 
at any time in the past. Organizational leaders and team members 
alike must place a new emphasis on learning and the harnessing of 
individual and collective creativity. 

Too often in times of turbulence the temptation is to “batten down 
the hatches” and seek safety by focusing on what can be controlled. 
Typically that means turning inward and acting “defensively” to avoid 
damage and minimize risk. Caution and prudence, like most other 
leadership behaviors, are useful only in conjunction with the exercise of 
good judgment. In stressful circumstances, leaders need to remember 
that not all risks are bad, not all opportunities for growth disappear, and 
a broad, externally-focused perspective is more important than ever.
recommended Leadership Practices

There are four key behaviours that leaders must master in order to 
provide the workforce with the best possible sense of psychological 
“containment”. This set of behaviours takes considerable insight, 
resourcefulness and maturity on the leaders’ part but the stakes are 
high. If achieved, they will:
•	 Reduce anxiety, fear and anger
•	 Build trust, loyalty and commitment
•	 Generate resilience and optimism

Behavior 1: Prompt and considered action
When an organisation enters turbulent times, the first behavior 

its leaders must demonstrate is a prompt and energetic response 
to the difficulties facing it. The workforce needs to know that its 
leaders recognize the seriousness of the situation and are addressing 
it. However, the leaders’ actions must not be the result of impulse or 
panic. Leaders should immediately announce that they are making 

the problems their absolute priority while explaining that they need 
time to finalize the best course of action.
Behavior 2: Honest and consistent communication

Though reassured by seeing their leaders “in action,” employees will 
inevitably be preoccupied with what the downturn means for them. 
In the absence of reliable information, rumors and speculation flour-
ish. To reduce these and build trust, leaders should provide honest 
and timely information (within appropriate constraints) about the 
challenges facing their business and the measures that may need to 
be taken as a result.
Behavior 3: Emotional connection

A speedy response and honest communication are not enough to 
maximize “containment”. Leaders must also maintain an emotional 
connection with their workforce. They must:
•	 Acknowledge the painful impact of bad news on their workforce 

and resist moving on too quickly to something more positive out of 
discomfort, guilt or insensitivity.
•	 Find an authentic way of disclosing some of their own sadness, 

concern or disappointment so employees know they genuinely care.
•	 Let staff vent their feelings, listen and empathize - even though 

they cannot make the bad news go away.
Behavior 4: inspiration

The most impressive leaders go one step further. While remaining 
realistic about tough conditions, they find a way to motivate and inspire 
their followers to perform. To achieve this, they must draw on deep 
reservoirs of leadership energy, fuelled by a powerful combination of 
self-confidence, personal humility, passion and belief in the future.

This fourth behavior must be founded upon the three previous 
leadership behaviours action, honesty and empathy. It is only when 
a leader has demonstrated these that their “call to arms” will be ex-
perienced as truly authentic and compelling.
Conclusion

Together, the leadership behaviours described will provide a sense 
of psychological safety and emotional containment in organisations 
undergoing great uncertainty, instability and often painful change. 
Leaders cannot avoid or prevent painful events affecting their people. 
However, with the support of HR, they can take charge of threaten-
ing situations with alacrity and resolve. They can deal honestly with 
their people, convey genuine empathy and create a powerful sense 
of hope in the future. 

Leaders who achieve this will help staff deal more effectively with 
difficult experiences and inspire tremendous loyalty and trust. They 
will also succeed in focusing the energy of the workforce on the job in 
hand, helping their organisations to emerge successfully from recession 
when the conditions for economic growth return. LE

Leadership During Turbulent Times
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the strongest, most disruptive companies have leaders who drive 
innovation by creating a culture that encourages curiosity, facilitates 
growth and inspires self-improvement. Company leaders set the tone, 
but they can’t do it alone. As HR professionals, you play an important 
role in building a vibrant culture. Hiring the right people is key to 
nurturing a culture.

 It’s important to focus on the “who” and get the right people on 
your team before focusing on the “what”. This starts with hiring people 
who align with your company’s core values. For example, at DentalPost, 
we have five core values and we weave them into everything we do. 
From hiring to customer communication, our core values drive our 
business. Here are five tips to build a strong, vibrant company culture:

1. define your values: Our core values drive our hiring process 
and the traits we seek in new team members. Taking the time to 
define your core values will pay off. It’s important to remember core 
values start with the leader of the tribe. New hires will look to you 
to see how core values drive behavior in the workplace. Core values 
will drive your culture, and your culture will drive your team so it’s 
important to make sure everyone is on the same page.

2.  identify a distinct purpose: Building your company culture 
with a distinct purpose is the key to success. Think of your purpose as 
your “why”. Ask yourself and your team why you are in the business 
you are in. Every company has a culture, whether its leaders set the 
culture or not. Without a leadership team that nurtures a positive, 
productive culture, a shared mindset will emerge and your culture 
will default. When this happens, there’s no guarantee it will support 
the organization’s goals. That’s why you have to define it proactively, 
so your culture will grow around that purpose.

3. integrate your values and purpose into a culture-fit job 
description: Your core values and purpose should guide hiring. This 

starts with your job description. Make sure your job description 
clearly lists your core values. Finding someone with the right skills and 
experience is the easy part. Finding the right culture fit is the challenge. 
Company culture influences your productivity, customer satisfaction, 
team buy-in and happiness. Your job description should attract the 
right candidates and repel the wrong. Ready to interview? Be sure to 
craft questions that draw out the applicant’s passions and purpose. 

4. Encourage innovation: Examine your processes to make sure 
they support innovation. Evaluate how your team works together and 
how ideas are shared. Then, it’s time to figure out how to measure 
a job candidates’ creative skills. Ask candidates about how they’ve 
creatively solved problems in the past. Find out if they learn from 
their failures or if they are brave enough to take risks. Encouraging 
innovation will increase employee retention and your bottom line 
saving you both time and money. 

5. Measure commitment:  In today’s hyper-competitive 
environment, companies strive to set themselves apart by delivering 
excellent customer experience and support. That means continuously 
evaluating results and finding a better way, making your customers’ 
lives easier. Create that culture by hiring people who are devoted to 
being the best and are committed to your purpose. You can measure 
their commitment to excellence by asking about past experiences and 
how the candidate reacted in that situation.

Effective leaders set the tone for the company, instill the vision and 
define the core values that drive the organization’s culture. Ensuring 
that the culture thrives and grows as you expand comes down to 
who is on your team. That means as the leaders of the organization 
you have an important responsibility. It’s up to you to ensure that 
new hires embody the company culture and fit seamlessly into your 
existing team.

 While the company’s executive team plays a key role by leading 
by example, creating a culture that fosters curiosity, encourages 
growth and drives continuous self-improvement is all about hiring 
the right people. If you focus on the “who” instead of the “what,” 
you will be well on your way to ensuring that your company’s culture 
remains strong and vibrant into the future. LE

Building A Strong, Vibrant 
Company Culture
5 tips to follow

By Tonya Lanthier

FEAtURE

21Submit your ArticlesLeadership Excellence Essentials presented by HR.com | 12.2016

tonya Lanthier, RDH, began her career as a dental hygienist in 1995. 
Her love for dentistry was a driving force in the founding of DentalPost.
net in 2005, as an easy-to-use platform to help dental professionals and 
dental practices connect. Tonya is a delegate for the Atlanta Dental Hygiene 
Society, serves on the planning committee for the Gala for Smiles, and 
volunteers for the Georgia Mission of Mercy and the Ben Mansell Clinic. 
Tonya lives in Atlanta and is the mother of twin girls.
Connect tonya Lanthier
Follow @tlanthier
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Pablo Picasso once said, “The older you get, the stronger the wind 
gets – and it’s always in your face.” Regardless of how accomplished a 
seasoned leader may be, the twilight of his or her leadership career is 
not challenge free. After summiting the apex of your leadership career, 
a certain cresting is inevitable. At the later stage of your leadership 
career, though, you’ve already proven yourself. The ambition it once 
took to make your mark and establish your worth is less necessary. 

One day you will walk into work and things will be ever so slightly 
different. Your energy will be just a smidge lower. You will barely be 
able to notice that you are a tad less concerned about the things that, 
up until now, got you hot under the collar. People’s problems will 
seem just a little less significant, and your response when they bring 
them to you will register with a hint of dispassion. One cold reality 
on the backside of the crest is that you will never have a leadership 

The Ambassadors
 An approach for retaining leadership wisdom

By Bill Treasurer
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role of the same significance as the one you hold now. This is it. There 
is no larger mountain to climb.

Cresting, that inevitable condition where the best days of your 
leadership career are no longer in front of you, can be acutely un-
comfortable. Sure, you’re still in the game, you’re just not at the top 
of it. You still attend the important meetings, you still get a speaking 
slot at the annual business offsite, and people still seek out your input 
before making big changes. But your luster is less lustrous. The full 
weight of your influence has become lighter.

Discomfort is often a function of diminishing opportunities. Leaders 
get jazzed by creating opportunities to grow and develop people and 
organizations. Much of the excitement of leadership comes from the 
opportunities that leaders are able to identify, shape, and exploit. In 
a very real way, leaders are opportunity creators. One of my previ-
ous books, Leaders Open Doors (ATD Press, 2014), highlights the 
central leadership responsibility of opening doors of opportunity for 
others. There is something completely energizing and gratifying about 
using your influence for the good of others. What makes cresting so 
challenging for the seasoned leader is that there are fewer doors of 
opportunity to charge through. The fewer opportunities there are, 
the more uncomfortable the leader gets. The leader may feel acutely 
fearful or panicked. Time is running out! he may think. There were so 
many other things I’d hoped to accomplish, but I’m not going to be able 
to get them all done!
Gate-closing Panic

So common is this phenomenon that there’s even a term for it: 
Torschlusspanik. The word first appeared in the Middle Ages and is 
literally translated as “gate-closing panic.” In medieval times, when 
many European cities were enclosed fortresses, city residents would 
need to get back through the city gates by nightfall or risk getting 
locked out. The consequences of not getting through the gate on 
time could be serious, such as freezing to death, getting attacked by 
marauding thieves, or being eaten by wild animals!

As it relates to leadership, Torschlusspanik has an added dimension of 
melancholy, brought on by a pronounced fear of missing out (FOMO). 
Soon the leader will be left outside the organization’s gates, part of 
its history but exiled from its future. All of the leader’s wonderful 
accomplishments pale in comparison to the infinite number of op-
portunities he or she will not experience. Yes, leaders open doors, but 
when the opportunities to do so start to close, they will feel less useful 
or important. Life is more vibrant and fulfilling inside the city walls 
than it is when you’re left outside as the sun is setting.

Talent management professionals need to be sensitive to the needs 
and challenges of aging leaders. The hard-earned wisdom that they can 
provide to the entire organization – in particular to less experienced 
leaders – is too valuable to lose.
The Ambassadors

One powerful way to develop new leaders is to enlist senior leaders 
to do the developing. When the old guard shares their insights and 
wisdom with the next generation of leaders, not only does it acceler-
ate the development of the new leaders, but it honors the experiences 
and contributions of the senior leaders. It mitigates the feelings of 
marginalization that late-stage leaders experience. In my new book, A 
Leadership Kick in the Ass (Berrett-Koehler Publishers, 2017), I share 
the story of the sixty-year-old owner of a Chicago-based construction 
company who established an Ambassador Program, to reinvigorate the 

seasoned leaders, all of whom were also sixty or over. Their mission 
is simple: to provide direction, support, and corporate memory to 
the company. The ambassadors meet monthly to apply their wisdom 
to current company challenges while reminiscing about how similar 
challenges had been faced and dealt with in the past. They have their 
own logo (similar to the logo of the superhero Avengers) which they 
wear on their shirts so that people are able to identify them, and thus 
approach them with problems to be solved. 

The company actively engages The Ambassadors, by having them 
do such things as help assimilate new executives into the company 
culture when they’re hired from the outside, teach the company’s 
leadership and training workshops, mentor newly promoted execu-
tives, and conduct safety audits, quality inspections, and jobsite visits. 

The Ambassador program sends a powerful message to the entire 
workforce that company longevity is valued and wanted. It showed 
the older executives, in a tangible way, that their contributions were 
still needed. Experience matters, and drawing on the experiences of the 
company’s senior leaders helps the company create an enduring future.
Then Again . . .
The transition of a leader’s career from the top of the crest to the 

other side can actually be a beautiful thing. This is the time when your 
wisdom is ripest, when the bulk of your legacy has been established, 
and when your influence has left a tangible and positive mark. At 
this stage of your leadership career, you are a leader in full. It’s worth 
noting that the leadership influence of many leaders became fully 
expressed late in life. Benjamin Franklin was seventy when he signed 
the Declaration of Independence (Samuel Whittemore was eighty-
one). Ronald Reagan was sixty-nine when he became president, and 
seventy- seven when he left office. Golda Meir became prime minister 
of Israel when she was seventy- one. Dr. Ray Irani, the CEO of Oc-
cidental Petroleum, is currently seventy-six years old, making him 
the oldest Fortune 500 CEO.

While a leader’s leadership career may span many years, the current 
average retirement age in the United States is sixty-two. Given that 
average life expectancies have been steadily growing, figuring out what 
to do with all that accumulated leadership wisdom and influence 
before they retire needs to be a key talent management priority. LE

The Ambassadors

Bill treasurer is the chief encouragement officer of Giant Leap Consulting, 
Inc. He is the author of four books, including Leaders Open Doors: A Radi-
cally Simple Leadership Approach to Lift People, Profits, and Performance (TD 
Press, 2014). For over two decades Bill and his company has developed 
leaders in such renowned organizations as NASA, Accenture, Spanx, UBS 
Bank, Lenovo, Walsh Construction, CNN, Children’s Miracle Network, 
Pittsburgh Pirates, and the U.S. Department of Veterans Affairs. 
Visit www.GiantLeapConsulting.com
Connect Bill treasurer
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there are far more similarities than differences between male 
and female brains, however, differences definitely do exist. These 
brain-based differences become more evident when people are under 
pressure.  They also offer organizations, who take advantage, a unique 
opportunity to make better decisions and be higher performing. This 
article looks at these differences and offers some suggestions on what 
organizations and both women and men can do to improve perfor-
mance under pressure. 

First of all, women and men have some brain-based structural 
differences that are important to understand. The hippocampus is a 
key area of the brain when it comes to memory and decision-making. 
In women, the hippocampus is larger and, when under pressure, it 
receives more blood flow. Women also have a more fully developed 
prefrontal cortex, the executive function part of the brain, where the 
‘context’ of a situation is processed. Together, these are important 
because it helps women be more effective at processing and coding 

Women Leaders
Value the unique contribution that women possess

By  J. P. Pawliw-Fry
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emotional experiences into their long-term memory, as well as linking 
past experiences and recalling intricate physical details. 

Finally, women’s brains have nearly ten times more white matter 
than men’s and the structure connecting the left and right lobes is 
10% thicker, on average, in female brains. The benefit of these dif-
ferences is that, under pressure, women tend to weigh more variables, 
consider more options, see more context, and visualize a wider array 
of solutions and outcomes to a problem vs. their male counterparts. 

Men, on the other hand, when under pressure, have a greater ten-
dency to develop ‘tunnel vision’, the inclination to focus exclusively 
on a single or limited goal or point of view while ignoring everything 
else around them.  This is obviously not true of all men, nor women 
for that matter, but these are common tendencies that occur especially 
under pressure.  These tendencies need to be managed because the 
consequences to decision making, managing resistance and addressing 
stakeholders’ needs and keeping employees engaged are significant.

When a leader falls prey to tunnel vision, there are at least two 
consequences: 
•	 They miss valuable information that might make a change 

initiative (or any project) more successful, and, 
•	 They lose the engagement of key stakeholders who don’t feel 

like their point of view was taken into consideration in the process. 
This goes far beyond women being ‘more empathetic’ as one of their 

stronger contributions to leadership or a company’s culture. This is 
about women enabling an organization to be more effective at some 
of the most mission critical parts of the business: continually changing 
to meet the needs of clients and the evolving competitive landscape 
while keeping key stakeholders engaged along the way. 

Unfortunately, many organizations lose the unique contribution 
and value of women because they either have too few women in their 
ranks or they are not aware of how pressure affects decision making. 
This oversight can be observed when it comes to teams, an important 
place where many organizational decisions are made and where we 
will turn our focus.

In extensive studies of teams at professional service firms, Heidi 
Gardner of Harvard Business School found that teams tend to defer 
to high-status members, at the expense of using expert team members. 
This finding would be analogous to a team of physicians ignoring the 
expertise of the best surgeon in the group and deferring to another 
doctor who is not a specialist in the field but is a senior on the staff. 
Teams tend to do this under pressure when they become caught up 
with the risks of failure, rather than with the requirements of excel-
lence. As a result, they revert to safe, standard approaches, instead 
of offering original solutions tailored to clients’ needs. In effect, the 
pressure is causing them to play it safe rather than take a risk. 

This risk-aversion can have a direct impact on women getting their 
voice heard on a team because they often don’t have the highest per-
ceived status on a team, even when they possess significant expertise. 
So as pressure increases, team members defer to status over expertise 
(women do it as much as men) with the consequence being that a 
woman’s unique contribution can be lost. Their capability to consider 
multiple perspectives, and a wide array of variables is overlooked from 
the decision in the change process or the key project. Lower quality 
decisions often ensue and the organization loses ground. This is one 
of the reasons that organizations that have less of a female influence 

underperform compared to organizations that have more of a female 
influence. 

A growing array of studies are now finding that organizations that 
make the most of their female voices experience significant benefits. 
For instance, a recent University of California study found that 
companies with women in top leadership positions have “stronger 
relationships with customers and shareholders and a more diverse 
and profitable business.” This is for many reasons, including a direct 
reflection of women’s ability to see multiple viewpoints, such as the 
needs of a diverse customer base. 

Going further, a 2011 Pepperdine Professors conducted a 19-year 
survey of 215 Fortune 500 companies and found that by every measure 
of profitability – equity, revenue, and assets – the companies with 
the best records for promoting women outperform the competition. 
There are many other corroborating studies that support this finding. 

It is clear that women have the potential to make a unique contribu-
tion to decision making in organizations and that organizations are 
better off when their voices are heard so tackling this problem matters. 

What to do:
1. The learning for organizations should be obvious: find ways to 

get more female leaders’ perspectives into your decision-making. This 
includes increasing the number of women in senior team decision-
making. Also, increase awareness around the trap that men and women 
can fall into when making decisions as a team, where expertise is lost 
to status. 

2. Be aware of – and value – the unique contribution that women 
possess. Value it.  And, women, don’t hold back. 

3. Consider what extra variables might be missing in the decision-
making process (a takeaway for men!).  Determine whether you’re 
getting stuck in tunnel vision and potentially missing important 
context. You would be surprised at how valuable this simple question 
can be for male leaders. LE

Women Leaders

J.P Pawliw-Fry, an internationally renowned expert, trainer, and speaker at 
the Institute for Health and Human Potential (IHHP), is one of the world’s 
most highly respected resources on pressure and performance.  His New 
York Times Best Selling book, Performing Under Pressure (co-written with 
Hendrie Weisinger), provides actionable “pressure solutions” that maximize 
success during pressure situations, as well as real-world examples from his 
clients, including corporate executives, Olympic athletes, and Navy SEALS.  
He also offers in-depth, science-based research about pressure’s impact on 
the brain and, ultimately, our performance.
Follow @drPawliwFry
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