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άLǘ ƛǎ ƘŀǊŘ ǘƻ ƳŀƪŜ ŎƻƳƳƻƴ 
sense when each person sees 
ǎƻƳŜǘƘƛƴƎ ŘƛŦŦŜǊŜƴǘέ

                                   ---- Karl Weick
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Leadership matters most when it 
is least clear what course should 

be followed

                                                               ---- Michael Useem



Sense making is about contextual 
rationality

Karl Weick, 1996

To point the way to safety in the face of surprise, 
leaders today need to develop resilient groups that 
are capable of four things: 

ÁImprovisation

ÁWisdom

ÁRespectful interaction

ÁCommunication
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²ƘŜƴ ŀƴ LƴŎƛŘŜƴǘ hŎŎǳǊǎΧ

It is too late to worry about:

VLeadership

VPlanning

VPolicy and Procedure

VTraining

VProper Equipment



9ǾŜǊȅǘƘƛƴƎ ƛǎ ōǳƛƭǘ ǳǇƻƴ ŀ άwh//έ ƻŦ ¢Ǌǳǎǘ
Mishra & Mishra, (2013)
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Reliable: you can be counted on

Openness: honesty, integrity, and 
complete transparency

Competence: able to perform to 
meet or exceed the job 
expectations

Compassion: genuine interest in 
the needs of another and
unselfishly working to fulfill 
those needs





The Seven Elements of Trust
B-R-A-V-I-N-G
Brown, B. (2017)

ÁBoundaries: Define and respect clear personal and 
professional boundaries to establish a sense of safety 
and reliability

You respect mine, and I respect yours; we are clear 
about what is okay and not okay.

ÁReliability: Deliver on your commitments and 
expectations consistently to demonstrate 
accountability and dependability 

You do what you say you will doτnot just once, but 
consistently over time.



ÁAccountability: Take responsibility for your 
mistakes and make amends when appropriate to 
contribute to transparent and trusting relationships 

You own your mistakes, apologize, and make 
amends instead of blaming others.

ÁVault: Refrain from sharing information or 
experiences told to you in confidence so your team 
members know that any information shared is 
always confidential

You keep confidences and do not share information 
or stories that are not yours to share.



ÁIntegrity: Act genuinely, honestly, and morally to 
strengthen trust, demonstrate ethical behavior, and 
remain true to your authentic self 

You choose courage over comfort and practice your 
values rather than just professing them.

ÁNonjudgment: Create an environment of non-
judgment where individuals can feel accepted and 
understood without fearing criticism.

Remember to demonstrate appreciation

ÁGenerosity: Engage in acts of kindness and genuine 
concern for the well-being, happiness, and success 
of others to build a foundation of trust. 

You extend the most generous interpretation to the 
intentions, words, and actions of others.



Relationship is Key

Dawuda, A., Amadu, S., Akabutu, C. and Abdallah, M.H. (2025)



The Paradoxical and Complex Nature of 
Leadership

ÁPower over versus power with: (Domination and 
control, versus collaboration and empowerment)

ÁAuthority versus humility: (Knowing and responsibility 
versus not knowing and delegation)

ÁStability versus adaptability: (Structure that crystallizes 
into bureaucracy versus adjusting to flexibility in the 
face of change or uncertainty)

ÁPerformance versus belonging: (Outcomesand 
effectivenessversus relationship, psychological safety, 
organizational justice, and trust)

Care and Connection are Critical to Leadership



The Leader Amplification Effect
Galinsky, A. (2025)

ÁThe leader amplification effect states that a leader's 
behaviors, emotions, and words are heavily 
scrutinized and magnified because all eyes are on 
them. 

ÁIn a crisis, a leader's emotional state is powerfully 
infectiousτ

üIf a leader shows calm and courage, others feel 
secure

üIf a leader panics, it rapidly ratchets up fear and 
anxiety across the team

Simple, direct, and resolute statements from a 
leader can actively transform a team's collective 

fear into operational hope and resolve



Leader Amplification Effect
We inspire others by words, actions, and 

interactions
Galinsky, A. (2025)

ÁEvery word and action from a leader gets amplified. 
¢Ƙƛǎ ƳŜŀƴǎ ǘƘŀǘ ȅƻǳ ŘƻƴΩǘ ƘŀǾŜ ŀ ŎƘƻƛŎŜ ƻŦ ǿƘŜǘƘŜǊ 
you will have an impact.

ÁBut you do have a choice of whether that impact 
will be inspiring or infuriating.



Simple, But Important Example

Your fellow officer: άL ƴŜŜŘ ǘƻ ǎŜŜ ȅƻǳ ƛƴ Ƴȅ ƻŦŦƛŎŜ 
ŀǘ о ǇƳΦέ

What do you think, and how do you feel?

Your Boss: άL ƴŜŜŘ ǘƻ ǎŜŜ ȅƻǳ ƛƴ Ƴȅ ƻŦŦƛŎŜ ŀǘ о ǇƳΦέ

What do you think, and how do you feel?

What if the boss thinks, goes further, and tells me 
why?

άI need to see you in my office at 3 pm regarding 
your perspective on a search warrant in the Jones 
caseΦέ

What do you think, and how do you feel now?



Example
Á[ŜŀŘŜǊ ǎǇŜŀƪƛƴƎ ŀǘ ǘƘŜ ōŜƎƛƴƴƛƴƎ ƻŦ ŀ ƳŜŜǘƛƴƎΧ 

άaȅ ǾƛŜǿ ƛǎ ǘƘƛǎΧ όbah bah bahύ ƴƻǿ ǿƘŀǘ Řƻ ȅϥŀƭƭ ǘƘƛƴƪΚέ

Will this statement affect the response?

ά[ŜŀŘŜǊ !ƳǇƭƛŦƛŎŀǘƛƻƴ 9ŦŦŜŎǘέ
Instead, the leader speaks at the end: άL ǿƻǳƭŘ ƭƛƪŜ ǘƻ ƘŜŀǊ ȅƻǳǊ 
ǾƛŜǿǎ ǘƻ ƭŜŀǊƴ ŦǊƻƳ ȅƻǳ ōŜŦƻǊŜ L ƳŀƪŜ Ƴȅ ŘŜŎƛǎƛƻƴΦέ 

²ƘŀǘΩǎ ŘƛŦŦŜǊŜƴǘΚ

²Ƙȅ ŀǊŜ ƻǘƘŜǊǎΩ ǇŜǊǎǇŜŎǘƛǾŜǎ ƛƳǇƻǊǘŀƴǘ ǘƻ ǘƘŜ ƭŜŀŘŜǊΚ

oLeader intuition is critical in decision-making (when you 
possess the expertise and experience within the domain where 
the decision needs to be made)

oIƻǿŜǾŜǊΣ Ƴŀƴȅ ǘƘƛƴƎǎ ǊŜƳŀƛƴ ƻǳǘǎƛŘŜ ǘƘŜ ƭŜŀŘŜǊΩǎ ŜȄǇŜǊǘƛǎŜ 
(or change or present new information)



Leaders do not have the option of 
having a neutral impact

ÁTheir off-hand comments or casual gestures are 
magnified by their position to either uplift or crush 
people

ÁNegative or toxic leadership relies on force to gain 
temporary compliance

ÁPositive inspiration builds lasting influence, 
internal motivation, and commitment

Inspiring leadership directly feeds the human 
brain's architectural need for purpose, security, and 

status



Two Types of Leader Behaviors
Mirror images of each other that exist on a continuum 
"Leaders change us insideτthey inspire us or infuriate us, but 

neutrality is rarely an option."

Inspiring 
VOsias of hope and 

possibility (well spring)

VRare

VCourageous and 
passionate

VOptimist, foresight, and 
sees the big picture 

VEmpowers, elevates, 
generous  

VOther focused

Infuriating 
VSieving cauldron of rage 

and resentment

VMany

VAnxious and cowardly

VPessimist and narrow-
minded

VDiminishes, stays in the 
weeds, and micro-
manages

VSelf-focused



Power creates either inspiring or infuriating Leaders

Continuum

V Visionary: Visualize and clearly 
communicate an optimistic big 
picture that is grounded in core 
values. 

V Exemplar: Lead by example with 
authentic passion, calm courage, 
and integrity. 

V Mentor: Empower, elevate, and 
empathize with others to help 
them reach their full potential. 

Inspiring Infuriating

Galinsky, A. (2025)

o The authority-centered
o Self-focused and serving
o Directly harmful
o Absence and/or neglect





Leadership is a philosophical attitude and more than 
just a functional role, but it is not a fixed concept. 

ÁIt is an ongoing reflective practice of learning, adapting 
ŀƴŘ ǊŜŦƛƴƛƴƎ ƻƴŜΩǎ ŀǇǇǊƻŀŎƘ ŀƴŘ ƛƳǇŀŎǘ ƻƴ 
organizational performance. 

ÁLeadership as a philosophical attitude can be seen as a 
hybrid of traits, behaviors and situational aspects which 
incorporates moral-oriented and contingency 
approaches to leadership.

Research indicates that leaders who reflect on their 
actions, who are open to different viewpoints and try to 

match what they do with their deeper convictions 
reveal their philosophical attitudes related to 
authenticity, transparency and ethical conduct

Ellingsen, P. (2026).



ÁLeaders who display a positive mindset are more 
likely to enhance their innovative behavior. 

ÁwŜǎŜŀǊŎƘ ǊŜƭŀǘŜǎ ŘƛǊŜŎǘƭȅ ǘƻ ƭŜŀŘŜǊǎΩ ƛƴƴƻǾŀǘƛǾŜ 
behavior in times of crisis.

Áleaders should recognize the need to prioritize 
ǇŜƻǇƭŜΩǎ ǿŜƭƭ-being and avoid any emotional and 
psychological stressors to improve their 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŎƘŀƴŎŜ ƻŦ ǎǳǊǾƛǾŀƭ ƛƴ ǘƛƳŜǎ ƻŦ ŎǊƛǎƛǎ

Ouakouak, M. L., Ouedraogo, N., Hewapathirana, G. I., & 
Zaitouni, M. (2025)



ÁA leader's attitude is the mental status which 
represents their emotions based on their feelings at 
a given time and controls his/her instantaneous 
behavior.

o It depends on the four factors: 

VFeelings

VEmotions

VBelief

VEnvironment. 



Dealing with stalled promotions and seeing 
less-ŎŀǇŀōƭŜ ǇŜŜǊǎ ŀŘǾŀƴŎŜ ǘŜǎǘǎ ŀ ƭŜŀŘŜǊΩǎ 

emotional maturity, resilience, and strategic 
perspective.

oPreventing bitterness: Unchecked resentment 
bleeds into daily interactions, poisoning team 
culture and eroding the leader's credibility.

oProtecting the team: Effective leaders insulate their 
direct reports from organizational politics, ensuring 
that personal frustration does not translate into a 
toxic working environment.



Insight into Agency Dynamics

ÁNot knowing the whole picture: lack of context and 
overall agency responsibility and mission cause us to 
make assumptions

ÁNot personal-but organizational: the dynamics of 
internal and external factors

ÁShifting from external validation to internal mastery: 
true leadership maturity relies on measuring success by 
purpose, meaning, impact, and skill growth rather than 
rank or position or squad titles.

ÁMastering political literacy: Processing these setbacks 
teaches leaders how organizational structures operate 
beneath the surface, preparing them to navigate 
complex executive environments later in their careers



Other Factors

ÁRecognizing risk aversion: Observing who gets 
ahead reveals what upper management truly 
valuesτoften compliance, visibility, or risk 
mitigation rather than raw output. 

The Peter Principle, systems often reward political 
alignment or safe mediocrity over functional 

competence

ÁEvaluating alignment: This disconnect forces a 
leader to reassess whether their current workplace 
aligns with their long-term professional values and 
goals, prompting a pivot rather than a blind 
struggle



Understanding the Flow

Order

Disorder

Reorder

Adapted from Richard Rohr

Confrontation

Resolution

Orientation

Going well

Problems

Fixed

1

2

3



Understanding the Flow

Order

Disorder

Reorder
1

2

3 Feels productive and 
stable, 
but it can create narrow 
cognitive rigidity.

Order can promote 
risk-averse, bureaucratic, 
and 
self-protective mindsets

Provides a stable structure
For credible process and 
trust for predictability 

Provides the space
For autonomy



Understanding the Flow

Order

Disorder

Reorder
1

2

3

A triggering event: 
administrative failure or 
operational blunder

Latent disorder: dysfunction exists but is not 
recognized, hidden, or masked.

Permeation: it spreads quietly 
across teams, processes, 
relationships, and solidifies 
into culture.

Eruption: what was 
internal becomes visible 
externally, often suddenly and 
disproportionately



Disorder
ÁEmerges when the existing order is disrupted by 

internal or external factors, such as personal issues, 
changes in work, technological advancements, or 
organizational crises

ÁDisorder is distressful but generative. 

ÁA crisis, a failed strategy, a process change τ these 
events break down old structures. 

ÁThe instinct is to restore order as fast as possible. But 
leaders who rush past disorder miss the diagnostic 
signal it carries: the old way no longer worked. 

ÁWe must go through disorder to learn and develop

This state can lead to confusion, inefficiency, and 
resistance among employees.



Disorder is Not Failure τ LǘΩǎ 
Necessary Growth

ÁDisorder is natural τ not a failure, as contemporary 
belief systems have led us to assume.

ÁOrganizational growth and change comes through 
disruption, disorder, and discomfort.

ÁThe leadership challenge here is significant: 

oLeaders who identify what needs to change for the 
mission to continue are going to disappoint people 
when they bring about disorder for the sake of the 
mission. 

oMany leaders tap out in the midst of disorder τ they 
ŎŀƴΩǘ ǘŀƪŜ ǘƘŜ ǘŜƴǎƛƻƴ ōŜǘǿŜŜƴ ǿƘŜǊŜ ǿŜ ǿŜǊŜ ŀƴŘ 
ǿƘŜǊŜ ǿŜΩǊŜ ƎƻƛƴƎ



Recognition and Acceptance of 
Disorder

ÁWhat leaders must not do is ignore that they are in 
a disordered state

ÁBecome obvious to feedback and blind to the 
operational realities around them.

ÁtǊŜǘŜƴŘƛƴƎ ǘƘŜȅΩǊŜ ƛƴ ŀƴ ƻǊŘŜǊŜŘ ǎǘŀǘŜΣ ǿƘŜƴ 
ǘƘŜȅΩǊŜ ƴƻǘΦ 

This is a passive approach develops arrogance that 
welcomes passive-aggressive attitudes.



Disorder in an agency typically emerges 
from the interaction between external 

pressures and internal vulnerabilities that 
reinforce each other.



Understanding the Flow

Order

Disorder

Reorder
1

2

3

Restructuring and rethinking 
processes to adapt to the 
new realities.

Constructing something 
better-fitted to new 
conditions.  

Managing contradictions 
and ambiguity, 
making informed 
Decisions with 
incomplete information, 
and bringing people 
through that uncertainty 
and stress with
care and trust.

This phase is essential for innovation and growth, allowing 
organizations to emerge stronger and more resilient.



Reorder Requires a Different Kind of 
Knowing

ÁTo reconstruct, we need to move beyond cerebral, rational 
knowing toward a more spacious, contemplative knowing 
τ beyond the dualistic, win/lose, either/or worldview.

ÁThis is what distinguishes truly transformative leadership 
from mere management: reorder, or transformation of 
people and systems, happens when order and disorder are 
seen to work together.

This framework invites leaders to stop treating disruption 
as a problem to be solved and start treating it as a passage 
to be navigated τ with patience, honesty about where the 

organization actually is, and the courage to hold the 
tension long enough to reach genuine transformation.



This cycle is important to leaders
 because it normalizes disruption

Á¢ŜŀƳǎ ǘƘŀǘ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ŎȅŎƭŜ ŘƻƴΩǘ ǇŀƴƛŎ ǿƘŜƴ 
things fall apart τ they recognize it as a phase, not a 
failure.

ÁIt prevents premature closure. 

ÁLeaders often short-circuit disorder by imposing a 
solution too quickly, locking in the wrong reorder.

ÁIt builds adaptive capacity. 

ÁOrganizations that have navigated the cycle consciously 
develop a kind of institutional resilience τ ǘƘŜȅΩǾŜ ōŜŜƴ 
through it before and know they can come out the other 
side.

ÁLǘ ǊŜŦǊŀƳŜǎ ǘƘŜ ƭŜŀŘŜǊΩǎ ǊƻƭŜΦ



The cycle is a natural progression 
that agencies must navigate.

ÁIn order, the leader provides vision, sustains 
feedback, and oversight. 

ÁIn disorder, the leader sustains awareness, listens, 
and adapts.

ÁIn reorder, the leader builds trust, envisions and 
mobilizes. 

Each phase requires a different posture.



THIS IS THE KEY

Be aware of the present, remain 
mindful of the past, and 

constantly anticipate the future



The three leadership competencies 

ÁOrder: Leadership as a steward and guardian. 
Maintaining, protecting, optimizing what works. 

oThe risk here is complacency and rigidity.

ÁDisorder: Leadership as presence and security. 
Developing trust, managing the chaos, and 
mitigating the anxiety.

oDifficult and demanding.

ÁReorder: Leadership as a guide and coach. 
Authentic, curious, transparent, and vision-based.

oEmerging back to order.



Understanding Followership 
Capabilities is Key

ÁSpecific skills and behaviors that allow individuals to 
actively support a leader, collaborate within a team, 
and achieve organizational goals. 

ÁWhile leadership guides a vision, followership 
competencies provide the grounded execution, 
feedback, and independent thinking necessary to make 
that vision a reality.

oUnderstanding and cultivating these capabilities is the 
cornerstone of great leadership. 

Organizations with strong followership enjoy higher 
productivity, better risk management, and increased 

psychological safety



Organizations can develop stronger leaders by 
cultivating five followership capabilities:

Chamorro-Premuzic T. and Amy C. Edmondson, A.C. (2026)

ÁActive listening

ÁPrioritizing purpose over personal credit

ÁReliable execution

ÁCritical dissent

ÁCoachability 

These skills mobilize collective intelligence, reduce 
blind spots, build trust, and make others genuinely 

want to follow. 



The four skill sets for Leaders:
Brown, Brene. (2018)

ÁRumbling with Vulnerability: The foundational skill 
of leaning into difficult conversations and 
situations.

ÁLiving into Our Values: Acting in alignment with 
core values.

ÁBraving Trust: Building and maintaining trust.

ÁLearning to Rise: Bouncing back from setbacks. 



Poor leaders and managers fail to invest in their 
followers by not seeking understanding to 
learn. They do not provide clarity through 

vision, expectations, feedback, mentorship, and 
oversight.

THEY ARE:

ÁResponsibility absent (not aware)

ÁPhysically absent (never there)

Á9Ƴƻǘƛƻƴŀƭƭȅ ŀōǎŜƴǘ όŘƻƴΩǘ ŎŀǊŜύ

Results in bad outcomes (disorder)



The Practice dynamics of leadership
Filstad, C. & Karp, T. (2020)

ÁProducing refers to the ongoing everyday activities of 
policing and the common and collective achievements in 
leadership practices

oLǘ ƛǎ ŀōƻǳǘ ǘƘŜ ΨŘƻƛƴƎΩ ƻŦ ǇƻƭƛŎŜ ƭŜŀŘŜǊǎƘƛǇ ǇǊŀŎǘƛŎŜǎ

ÁRelating and social interactions in policing seem to be 
based on informal relations between leaders and 
employees while working

oThe importance of the collegial and social environment is 
often emphasized by the leaders themselves
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ÁInterpreting and sensemaking are integrated in 
social, cultural and contextual relations and ongoing 
practice dynamics

oDifferent interpretations lead to sensemaking when 
individuals construct their own sense of self as 
interdependent and dynamic within leadership 
practices 

ÁNegotiating refers to power and politics, which, 
according to a practice-based perspective, are 
integrated and embedded in leadership practice
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Law Enforcement Leadership



DǊŜŀǘ [ŜŀŘŜǊǎ ŀǊŜ ά{ǘǳŘŜƴǘǎ ƻŦ [ŜŀŘŜǊǎƘƛǇέ
Simon Sinek

ÁLike managing technology, they constantly 
upgrade their operating systems

ÁThey constantly read, research, and study to 
upgrade their skills and enhance their perspectives

ÁThey strive to stay current to enable them to 
understand, adapt, and adjust to different context 



This Class is about what we do
Where theory and practice are dynamically intertwined

ÁIs based on 47 years of practical and actual police 
experience blended into the most current academic study 
and empirical research

ÁIts focus is to interpret replicated leadership and 
management theory into the practical application to 
achieve effective results

ÁIts goal is to promote the professional growth and 
development of supervisors, managers, and executives in 
the contemporary law enforcement profession by providing 
the resources and principles from evidence-based practices

48

This course is evidence-based 



Your Class Today.

First, how we 
understand Leadership 
and management in 
the contemporary 
workplace.

Then the five burdens

üSelf-awareness

üCompetence

üServant-hood

üCommunication

üManagement



INTRODUCTION BEFORE THE FIVE 
BURDENS 

Leadership and Management 
Theory Basics

Foundations and Architecture 



The Triad of Leadership ά9ƳŜǊƎŜǎέ through three (3) 
Interconnected and Interrelated Domains 

ME

Context

WE

ά9ƳŜǊƎŜǎέ



3 Domains where Leadership Emerges
Ibrahim, L. Y. (2016).
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Stemming 
from within 
the leader

Arising from the 
nature of the 

leadership role

Leadership
Role

Coming from 
people and 
situations

External
    Factors

Internal 
Factors



[ŜŀŘŜǊǎƘƛǇ ƛǎΧ

A process

Of influencing a person or group 
dynamics

In a way that motivates them to the 
desired outcome

         

                                  Haslam, (2004); Smith, (1995); Rost, (2008)



Three (3) Critical Perspectives
Reicher, S.D., Platow, M.J and Haslam, S.A. (2007)

ÁLeadership can never be just about leaders

ÁLeadership should focus on power through 
people, not power over people

Á[ŜŀŘŜǊǎƘƛǇ ƛǎ ƴŜǾŜǊ ŀōƻǳǘ άa9έ ƛǘ ƛǎ ŀƭǿŀȅǎ 
ŀōƻǳǘ ά¦{έ



Leader        Followers

Mutual Influence



The Triad of Leadership 

Power
Trust

Relationship
Influence 

 
 

The ME
Leaders Perspective

Situations and CircumstancesIndividual Identity, Voice, Social 
Identity, Organizational Justice

Character, Competence, 
Commitment 

The CONTEXT 
Perspective

The WE 
Followers
Perspective





Trifecta of Management  

Operational 
Realities
 Standards, 

expectations, 
accountability 

Law 
Mandates and
Discretionary

Practices and Ethics
Policies, People, Politics, and Culture

In-depth Acumen 
Strategy, Tactics, Administration

Legal Perspective

Managerial 
Perspective

Operational
Perspective





Police Leadership is largely focused around 
the following:

Karp, Filstad, & Glomseth, (2019)

ÁWorking toward mastering the leader role(s)

ÁDealing with organizational tasks

ÁOperating the organizational unit, they are 
responsible for

ÁMaking choices and setting priorities 

ÁCaring for and developing interpersonal relationships

ÁManaging themselves
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ÁInfluencing the standard conditions

ÁBeing committed to the social mission

ÁDoing a job that is formed by a very specific 
leadership culture
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Public Safety Leaders Secret Sauce

ÁManage 

ÁMotivate

ÁAlign

VUnderstand the context they are operating.

VPromote understanding by casting vision, providing 
direction, and setting expectations to create and 
develop a proactive and anticipatory awareness.

VEnable a collaborative and interdependent 
environment with constant awareness through 

ongoing feedback.



Three Key Operational 
Perspectives

ÁStandards of good practice

ÁMetacognition and understanding 
context

ÁProactive and anticipative management



Three systematic reviews covering the period 
1992ς2023 examine why scholarly knowledge 

of effective police leadership remains limited.
Cathrine Filstad, Tom Karp & Anne Rød (2025)

ÁMost of these are leader-centric and tend to 
uncritically echo the conventional literature, 
focusing on police leaders` traits and styles as 
independent of context and practice. 

ÁThe collective and relational nature of police 
leadership, which is understood to be a co-
production involving leaders and followers, is under-
researched. 



Police Leaders
Filstad, C. Karp, T. and Rod, A. (2025)

ÁNavigate a landscape marked by substantial, diverse, 
and complex challenges

ÁThese include crime prevention, crisis management, 
inter-agency collaboration, and community relations. 

ÁThe current climate of heightened scrutiny and 
demands for reform have underscored the importance 
of effective leadership within law enforcement 
agencies. 



ÁPolice leadership now goes beyond personnel and 
resource management

It requires the strategic, ethical, and interpersonal 
competencies that are essential for the 
maintenance of public order and safety. 

ÁMeanwhile, the context of policing, (e.g. societal 
changes, legal developments, technological 
advancements, and cultural shifts) is also evolving



George Mason University integrative review of 
leadership studies over the last 20 years found

Zaccaro,Green, Dubrow, & Kolze, (2018) Oxford review, (2019) 

ÁIn terms of leadership development there is considerable 
scope for helping leaders develop the ability to control 
their outcomes by working with them on their:

oCognitive capacities
oSocial capacities
oCore values and beliefs
oKnowledge and skills (including emotion regulation skills)

Additionally, the research found leaders that:

ÁAcquire a more developmental mindset, (as opposed to a fixed mindset)

ÁUnderstand and develop their foundational traits in leadership capacities

ÁIncrease situational flexibility and awareness
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The Me



OR Neuroticism

The most basic difference between traits and values is that traits are descriptive variables 
whereas values are motivational variables

Dispositional traits will not predict how 
someone will be under different context



GFP relates to social competence criteria (e.g., 
friendliness, communication, emotional 
intelligence), that social competence 
characteristics 
(e.g., social ascendancy, empathy) 

General Factor of Personality
Rushton et al. (2008)

The Big Two



Faix and Mergenthaler, (2013), and Mergenthaler, (2017)

Competence 
and Warmth

Leveraging Power
Character



Critical to Understand

Á[ŜŀŘŜǊǎ ŀǊŜƴΩǘ ƎƛǾŜƴ ŎǊƻǿƴǎ ǘƘǊƻǳƎƘ ŎƻǊƻƴŀǘƛƻƴΣ 
investitures, inaugurations, or enthronements.

ÁLeaders ARE NOT ENTITILED (Rank is not a gift)

ÁLeaders are delegated responsibility from higher 
order to see to the standards, vision, mission, roles, 
and responsibilities of the agency AND care of their 
people  

ÁLeaders are accountable to the rule of law, their 
commander, and the people under their charge

[ŜŀŘŜǊǎƘƛǇ ά9a9wD9{έ ǘƘǊƻǳƎƘ ǘƘŜ ǇŜƻǇƭŜ ŀƴŘ ǘƘŜ 
circumstances at the time, then develops influence 

ǘƘǊƻǳƎƘ ά¢w¦{¢έ



The three (3) big requirements 
for a leader to shape culture

ωValues

ωIntegrity

ωTraits

Character

ωCompetence

ωConfidence

Ability
ωWork Ethic

ωPassion for 
the Job

Commitment
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Three (3) Interrelated Dimensions
The Automobile Metaphor: the essence of contemporary 

police leadership and management.      
Edwards, (2024)

Character and Behavior

Contextual Understanding

Interactions and Relationships

Engine

Drive train

Steering

LMX Theory



Other focus versus self focus
Iƻǿ ǿŜΧ

How we leverage power matters.
Gaining power reduces empathy and perspective-

taking.

See
Think

Feel



ÁReduced Dependency (distance from others grows)

ÁAttention Narrows (a lot on your mind)

ÁEntourage Effect (leaders are told what they want to 
hear to smooth over discomfort to create a distorted 
reality)

ÁAttribution Shift (leaders attribute success to their own 
ǉǳŀƭƛǘƛŜǎ ŀƴŘ ŦŀƛƭǳǊŜ ǘƻ ƻǘƘŜǊǎΩ ǎƘƻǊǘŎƻƳƛƴƎǎύ

ütƻǿŜǊ ŘƻŜǎƴΩǘ ŎƻǊǊǳǇǘ ŜƳǇŀǘƘȅ ǘƘǊƻǳƎƘ ōŀŘ ƛƴǘŜƴǘƛƻƴΦ 
It does it through structural distance, cognitive 
narrowing, reduced dependency, and social insulation 
τ mostly invisibly, mostly gradually.

The leaders who stay empathetic treat it like a discipline, 
not a personality trait. They build systems and habits 

that force them back into contact with human reality τ 
because the institution, left to itself, will slowly pull 

ǘƘŜƳ ŀǿŀȅ ŦǊƻƳ ƛǘΦ



Empathy in leadership is predominantly associated 
with positive outcomes, justifying its relevance.

A systematic review of the literature
Muss, C., Tüxen, D., & Fürstenau, B. (2025)

ÁEmpathetic leaders can influence affect and attitudes. 

ÁBeing an empathetic leader may also encourage others to 
show empathy. 

ÁEmpathetic leaders can have an impact on equity in the 
workplace, interpersonal relationships, and leadership 
practices.

ÁEmpathetic leaders can change perceptions and influence 
performance.

ÁStudies also attribute an influence on well-being to 
empathetic leaders

¢ƘŜ ǳǎŀƎŜ ƻŦ ǘƘŜ άǇŜǊǎǇŜŎǘƛǾŜ-ǘŀƪƛƴƎέ ŀƴŘ άŜƳǇŀǘƘƛŎ 
ŎƻƴŎŜǊƴέ ƛǎ ǇŀǊǘƛŎǳƭŀǊƭȅ ƴƻǘŀōƭŜΦ



[ŜŀŘŜǊǎƘƛǇ ά.ŀǎŜ ƭƛƴŜέ aƛƴŘǎŜǘ

Humility 
and 

Curiosity  

Managing

Power

Other

Focused

Commitment

Empathy and
Perspective 
taking

Competence and
 Confidence
Metacognition

Courage to leverage power with vulnerability, virtue, respect, care, 
and fairness.



A Humble Leadership Mindset is 
Crucial 

 It is defined by the following characteristics

ÁSelf-awareness - knowing one's own strengths, 
weaknesses and limitations.

ÁAppreciation of others - recognizing and valuing 
the unique contributions of team members.

ÁOpenness to learning - demonstrating teachability 
and receptiveness to new ideas and perspectives.



ÁLow self-focus - maintaining a modest view of 
ƻƴŜǎŜƭŦ ŀƴŘ ƻƴŜΩǎ ŀŎŎƻƳǇƭƛǎƘƳŜƴǘǎΦ

ÁThe ability to admit mistakes.

ÁSeek genuine feedback for their own 
development.

ÁMaintain a focus on the greater good rather than 
personal advancement



Leaders Must Have Core Strength 
and Courage 

Brown, B. (2025)

Tri-focus to build our organization:

ÁPeople

ÁStrategy

ÁOperational Practice

Leaders can never succeed building on dysfunction. 

Leaders must have a strong core to build on a 
strong foundation.



Effective leaders and personal 
values

Brown, B. & Grant, A. (2026)

ÁValues are worthless without action to 
άƻǇŜǊŀǘƛƻƴŀƭƛȊŜέ ǘƘŜƳ ƛƴǘƻ ōŜƘŀǾƛƻǊǎΦ 

Á[ŜŀŘŜǊǎ ƴŜŜŘ ǘƻ ƛƴǎǘŀƭƭ άƛƴŘƛŎŀǘƻǊ ƭƛƎƘǘǎέ ǘƘŀǘ ƘŜƭǇ 
them realize when their actions are out of 
alignment with their values.

Á Identifying these values offers "strong ground" or a 
"compass" to act from during uncertain or 
challenging times. 

ÁValues are not just principles, but what you are 
willing to sacrifice for.



Values (The Compass): 
These are the ideals, 

principles, and 
standards you prioritize 
(e.g., honesty, freedom, 

success). 

They are cognitive 
beliefs you hold about 
what is important in 

life.



10 Core Values that Influence our 
Behavior

J. Koehler, (2023)

ÅIntegrity

ÅEmpathy

ÅResilience

ÅAuthenticity

ÅGratitude

ÅOpen-mindedness

ÅResponsibility

ÅCompassion

ÅFairness

ÅLifelong Learning



Value's important dual function
άDǊƻǳƴŘƛƴƎ ŀƴŘ !ƭƛƎƴƳŜƴǘέ

Brown, B. (2025)

Being grounded and aligned in values is crucial 
becauseit acts as an internal compass
VProvides stability in uncertainty 

VPromotes perception, attitude, and decision-making 
aligned with your values

VOpens your eyes, head, and heart to virtue

VCauses you to default to those values OR Creates guilt 
άƻǳǘǎƛŘŜέ ǘƘƻǎŜ ǾŀƭǳŜǎ

This alignment fosters emotional, mental, and ethical 
strength, providing leaders with the insight, conscience, 

and courage to navigate challenges and uncertainty 
with conviction.



How you feel can be your barometer 
as a Leader άLŦ ȅƻǳ ƘŀǾŜ ±ŀƭǳŜǎέ

Values minus discipline and 
accountability mean nothing

ÁValues that are operationalized and you hold 
yourself accountable to are important

ÁValues alone, are just words

ÁLike faith without works

When your operating outside of your values 
you feel bad or ashamed



The Four Cardinal Virtues
Plato, the Republic: Book IV, 426-435

ÁPrudence ƛǎ άǇǊŀŎǘƛŎŀƭ ǿƛǎŘƻƳέ 
the right reason applied to 
thinking (deliberation, 
judgment, and command)
ÁTemperance the dual practice 

of dignity and moderation 
(inner practice) with self-
discipline (outer practice) so as 
not being enslaved or act on 
your desires.
ÁFortitude translates into 

courage (endurance and 
moving forward in uncertainty, 
vulnerability, or fear) 
ÁJustice is rightly ordered 

relationships (that is constant 
and perpetual to render to each 
their due)

Virtues (Character)



άCƻǊǘƛǘǳŘŜ όCourage) is not simply one of the virtues but 
the form of every virtue at the testing point, which means 

ŀǘ ǘƘŜ Ǉƻƛƴǘ ƻŦ ƘƛƎƘŜǎǘ ǊŜŀƭƛǘȅΦ έ                                                                   
C.S. Lewis

                                                                                           

Virtues like prudence, justice, fortitude, and temperance have little 
meaning if they are abandoned when it is risky or costly to practice 

them

Your ingrained 
habits and actual 
behaviors that, 
when put into  your 
ingrained habits and 
actual behaviors 
that, when put into 
action, embody 
your values over 
time.



Managerial Courage emerges from self-emotion 
ǿƘƛŎƘ ŀŎǘǎ ŀǎ ŀ άƳƻǘƛǾŀǘƛƻƴŀƭ ŦƻǊŎŜέτthe power 

and energyτto do the proper thing in order to avoid 
the improper
Wan, K.E. (2017)

Two kinds of managerial courage:
ÁThe Courage to Act: ƛǎ ƛŘŜƴǘƛŦƛŜŘ ǘƘǊƻǳƎƘ ǇŀǊǘƛŎƛǇŀƴǘǎΩ 

use of action verbs such asdecide, act, promote, affront, 
confront, impose, andmove ahead

ÁThe Courage to be: in control of your emotions, 
objective, self-aware, tenacious, responsible, fair, and 
consistent

Three facilitators were found to be ego strength, self-
confidence, and support

              Adapted from: Harbour, M. and Kisfalvi, V.(2014)



Facets of managerial courage include:
ÁBeing able to make tough decisions, when necessary, 

even if they are unpopular.

ÁProviding honest and constructive feedback to 
employees, which may involve addressing poor 
performance issues or propose improvements

Holding People Accountable

NOT WALK PAST POOR PERFORMANCE OR CONDUCT

ÁAdvocating for what is right, such as voicing concerns 
and challenging unethical behavior or organizational 
practices.

ÁTaking responsibility for mistakes and failures rather 
than shifting blame.



Moral Courage

ÁMoral courage: ƛǎ άǘƘŜ ōŜƘŀǾƛƻǊŀƭ ŜȄǇǊŜǎǎƛƻƴ ƻŦ 
authenticity in the face of the discomfort of 
ŘƛǎǎŜƴǎƛƻƴΣ ŘƛǎŀǇǇǊƻǾŀƭΣ ƻǊ ǊŜƧŜŎǘƛƻƴέ (Lopez et al., 
2010, p. 23). 

ÁLǘ ǊŜǉǳƛǊŜǎ άǘƘŜ ǿƛƭƭƛƴƎƴŜǎǎ ǘƻ ǎǇŜŀƪ ǳǇ ƻǊ ǘŀƪŜ 
ŀŎǘƛƻƴΧŦƻǊ ƻƴŜǎŜƭŦ ŀǎ ǿŜƭƭ ŀǎ ŦƻǊ ƻǘƘŜǊǎέ (Bronstein, 
Fox, Kamon, & Knolls, 2007, p. 661). 

ÁaƻǊŀƭ ŎƻǳǊŀƎŜ άŎƻƳǇŜƭǎ ƻǊ ŀƭƭƻǿǎ ŀƴ ƛƴŘƛǾƛŘǳŀƭ ǘƻ 
do what he or she believes is right, despite fear of 
ǎƻŎƛŀƭ ƻǊ ŜŎƻƴƻƳƛŎ ŎƻƴǎŜǉǳŜƴŎŜǎέ (Peterson & 
Seligman, 2004, p. 216). 

It contributes to consistency between moral 
intentions and behavior



Four categories of morally courageous 
acts:

Witt, N., & Tanner, C. (2025)

ÁChallenging misconduct of others

ÁOpposing unethical orders [speaking to power]

ÁConfessing mistakes

ÁInitiating positive changes

Essential elements of moral courage, reflecting both 
reactive and proactive behaviors



Virtues as a Guide and a Guardrail 
for Our Practices and Habits

ÁIǳƳŀƴ ǾƛŎŜǎΣ άƧǳǎǘ ƘŀǇǇŜƴέ ǿŜ ƻŦǘŜƴ ŘŜŦŀǳƭǘ ǘƻ ƻǳǊ 
self-concerns or our rathers

Á±ƛǊǘǳŜǎ ƳŀƪŜ ǳǎ ǇŀǳǎŜΣ ƘŀǾŜ άǎŜŎƻƴŘŀǊȅ ǘƘƻǳƎƘǘǎέ 
ǊŜƎŀǊŘƛƴƎ άǿƘŀǘΩǎ ǊƛƎƘǘέ ŀƴŘ άƻǳǊ ǎŜƭŦ-ŎƻƴǘǊƻƭέ



Understanding Principled Leadership

The 
Principled

Leader

Standards
Virtues

Self-determination 
(commitment)

Self-discipline
    (practice)

Honoring 
(respect)

Grace
   (no grudges)

CREDIBILITY



https://polgovpro.blog/2019/08/28/golden-means-or-ends/



Crossan, M., Furlong, 
W. B., & Austin, R. D. 
(2023)



Leadership and Management must have a 
ά½ŜǊƻ-ǘƻƭŜǊŀƴŎŜέ for misconduct and 

unprofessional behavior 

Managers, Supervisors, and Officers remain aware, 
responsible, and held accountable to stay above the 

RED LINE
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Attitudes, Conduct, and Performance
If you turn a blind eye toward poor behavior, you 

endorse and reinforce it.
!b5 ŀŘǾŜǊǎŜƭȅ ƛƳǇŀŎǘ ŜǾŜǊȅƻƴŜ ŜƭǎŜΧ



Strong Ground
Brown, B. (2025)

Four attributes that provide an alignment 
between individual footing and relational 
connection in leadership:

ÁHumility

ÁCuriosity

ÁDiscipline

ÁAdaptability  



Leaders who play to win versus Leaders who 
play not to lose

Brown, B. (2025)

ÁLeaders who play to win operate from a place of 
abundance and courage. (confident humility, other-
focused)

o¢ƘŜȅΩǊŜ ǿƛƭƭƛƴƎ ǘƻ ǘŀƪŜ ǊƛǎƪǎΣ ōŜ ǾǳƭƴŜǊŀōƭŜΣ ŀƴŘ ƭŜŀƴ ƛƴǘƻ 
uncertainty.

oThey set bold goals, invite honest feedback, and are 
ŎƻƳŦƻǊǘŀōƭŜ ǿƛǘƘ ŘƛǎŎƻƳŦƻǊǘ ōŜŎŀǳǎŜ ǘƘŜȅΩǊŜ ŦƻŎǳǎŜŘ ƻƴ 
growth and possibility. 

ÁLeaders who play not to lose are driven by fear and 
scarcity. (Ego and hubris, self-focus)

oTheir primary goal is to avoid failure, criticism, or 
embarrassment τ so they play it safe, avoid hard 
conversations, and protect themselves from vulnerability. 



Courageous Leadership is made up 
of four elements

Brown, B. (2018)

ÁBeing grounded and clear in your values.

ÁYour behavior is aligned with those values.

ÁBeing able to maintain your integrity and remain 
in a state of vulnerability. (uncertainty, risk, and 
exposure).

ÁKnow when you're in it and not armor up.



The Importance of Vulnerability
Brown, B. (2018)

Vulnerability is very simply defined as the 
emotions you feel when you experience:
VUncertainty

VRisk

VEmotional exposure 

Leader vulnerability is the affect or emotion we feel in 
times of great uncertainty, risk, and - (when) an 

emotional exposure means I put myself out there
The ultimate purpose of being vulnerable is to give us 
άǎǇŀŎŜέ ǘƻ ƛƴǾƛǘŜ ǘƘƻǳƎƘǘǎ ŀƴŘ ƛƴǎƛƎƘǘǎ ŦǊƻƳ ǎǳōƻǊŘƛƴŀǘŜǎΣ 

stakeholders, and peers, which, in turn, builds trust.

Courage is born out of vulnerability, not strength.



ά±ǳƭƴŜǊŀōƛƭƛǘȅ ƛǎ ǘƘŜ ǿƛƭƭƛƴƎƴŜǎǎ ǘƻ ǎƘƻǿ ǳǇ ŀƴŘ ōŜ 
ǎŜŜƴ ǿƘŜƴ ǿŜ ƘŀǾŜ ƴƻ ŎƻƴǘǊƻƭ ƻǾŜǊ ǘƘŜ ƻǳǘŎƻƳŜέ

Dr. Brene Brown

ÁVulnerability is important in leadership becauseit 
builds trust, fosters creativity, and improves 
performance

Á It creates psychological safety, rather than using 
"armor" like perfectionism or cynicism to mask 
emotional exposure.

Leaders who embrace vulnerability can have 
courageous conversations, ask for and give 

feedback, and model authenticity, which is crucial 
for true innovation and connection within a team.



ÁThe more comfortable, open, truthful, and 
authentic the leader is, the more people open up to 
themτand the more respect and valuable input 
they get from others.

ÁBeing vulnerable creates a space for leaders to let 
others into their heads.

ÁDemonstrating that you can be emotionally 
vulnerable permits others to be vulnerable too.

It creates the space for curiosity and 
thoughtfulness



Vulnerability is not the same as disclosure, 
ŀƴŘ ƻƴŜ ŘƻŜǎƴΩǘ ŀǳǘƻƳŀǘƛŎŀƭƭȅ ǇǊƻŘǳŎŜ ǘƘŜ 

other.

ÁDisclosure = the raw act of sharing information. 

LǘΩǎ Ƨǳǎǘ ǘƘŜ ŎƻƴǘŜƴǘ τ the facts, feelings, or 
struggles you reveal.

ÁVulnerability = a specific quality of that sharing τ 
it has less to do with how much you disclose than 
ǿƛǘƘ ǘƘŜ ǉǳŀƭƛǘȅ ƻŦ ǿƘŀǘΩǎ ŘƛǎŎƭƻǎŜŘ ŀƴŘ ǘƘŜ 
intention behind it. 

It requires uncertainty, risk, and genuine emotional 
ŜȄǇƻǎǳǊŜΣ ƻŦŦŜǊŜŘ ǿƛǘƘƻǳǘ ŀ ƎǳŀǊŀƴǘŜŜ ƻŦ Ƙƻǿ ƛǘΩƭƭ 

be received.



Setting Boundaries is Critical
Brown, B. (2017)

ά²ƘŀǘΩǎ ƻƪŀȅΣ ŀƴŘ ǿƘŀǘΩǎ ƴƻǘ ƻƪŀȅΦέ

ÁBoundaries provide clarity

ÁProvides the foundation for integrity

ÁBoundaries disrupt the unspoken assumptions 
people make about us

ÁBoundaries are not rejection, they promote 
alignment



Lack of Boundaries Sets up Chaos

Á²ƘŜƴ ǿŜ ŘƻƴΩǘ ŎƻƳƳǳƴƛŎŀǘŜ ǿƘŀǘΩǎ hY ŀƴŘ ǿƘŀǘϥǎ 
ƴƻǘΣ ǿŜ ŘƻƴΩǘ Ƨǳǎǘ ƭƻǎŜ ƻǳǊǎŜƭǾŜǎ ǿŜ ǎǘŀǊǘ ǊŜǎŜƴǘƛƴƎ ǘƘŜ 
people we were trying to please in the first place

ÁWhen we avoid setting boundaries to keep the peace, 
its not real peace (It's a silent war within ourselves, we 
start keeping score)

L ŘƛŘ ǘƘƛǎ ŦƻǊ ǘƘŜƳΣ ōǳǘ ǘƘŜȅ ŘƛŘƴΩǘ Řƻ ǘƘƛǎ ŦƻǊ ƳŜ

When we shallow our own needs instead of expressing 
them.

ÁLŦ ǿŜ ŘƻƴΩǘ ǎŜǘ ōƻǳƴŘŀǊƛŜǎΣ ǘƘŀǘ ŀƳōƛƎǳƛǘȅ ōŜŎƻƳŜǎ ŀ 
source of our resentment to others



Vulnerability (Minus) Boundaries is 
Not Vulnerability

ÁHow much is too much to share about my feelings?

oAre you moving work, connection, or relationship 
ŦƻǊǿŀǊŘΧ

oOR are you personally disclosing your private thoughts 
with somebody. (dumping your feelings on others)

Evaluate your intention around sharing and who you are 
sharing with in the context of the information in 

appropriate manner for the right reason.

The discernment to know when, to whom, and how we 
expose our authentic self

Vulnerability and boundaries are deeply intertwined and 
interdependent



How they work together

ÁVulnerability: is showing up openly and honestly.

The willingness to tell the truth be open an 
authentic.

The flower in the garden that blossoms

ÁBoundaries: is knowing where we end and others 
begin.

Tools that allow us to protect ourselves in 
sustainable ways.

The fence that protects the garden



Armored Leadership 
(Self-Protection)

ÅPerfectionism and Fear of 
Failure:Avoiding mistakes at all 
costs.

ÅKnow-it-all Attitude: Pretending 
to have all answers to avoid 
feeling vulnerable.

ÅBlame and Cynicism:Using 
shame or blaming others to 
manage, rather than taking 
accountability.

ÅWithholding 
Recognition:Fearing that 
acknowledging others diminishes 
self.

ÅAvoiding Tough 
Conversations:Masking fear 
with defensiveness or ignoring 
issues.

ÅLeading by Fear/Control:Top-
down, micromanagement, and 
scarcity-based cultures.

Daring Leadership 
(Vulnerability)

ÅRumbling with 
Vulnerability:Leaning into 
discomfort rather than avoiding 
it.

ÅBeing a Learner:Admitting "I 
don't know" and embracing 
growth.

ÅAccountability and 
Empathy:Taking ownership and 
giving clear, kind feedback.

ÅCultivating Belonging:Creating 
inclusive cultures rather than 
requiring "fitting in".

ÅLeading Strategically:Proactive, 
transparent communication and 
embracing change.

ÅSelf-Compassion:Practicing 
kindness toward oneself to 
navigate setbacks.

Brown, B. (2018)



wŜǇƭŀŎŜ !ǊƳƻǊ ǿƛǘƘ ŀ άDǊƻǳƴŘŜŘ 
/ƻƴŦƛŘŜƴŎŜΦέ

Brown, B. (2025)

ÁSelf-awareness

ÁMindfulness (non-judgmental awareness of the 
present moment)

ÁMetacognition (the active, analytical process of 
thinking about your thinking)

ÁEmotional Intelligence (the ability to recognize, 
understand, and manage your own emotions, as well 
as influence the emotions of others)

ÁSystems thinking (how individual parts of a system 
interact and influence one another within the whole)



Grounded Confidence
Brown, B. (2025)

ÁA brand of confidence that is built not on arrogance 
or postering

ÁDeveloped on the solid ground of self-awareness, 
courage, and practice.

ÁGrounded competence is accepting and embracing 
learning and unlearning, with practicing and failing.

At its core, it is driven by discipline and the joy of 
mastery.



Grounded Confidence vs. Armored 
Leadership

ÁGrounded Confidence: Stems from an internal 
anchor, accepting vulnerability, and holding space 
for paradox or uncertainty.

ÁArmored Leadership: Stems from fear, 
perfectionism, posturing, and the exhausting need 
to prove or protect an infallible image.



Three Elements of Grounded Confidence
Brown, B. (2025)

Core Components

ÁRumble Skills: The courage to have tough, honest 
conversations without tapping out or putting up 
defensive armor.

ÁCuriosity: An open mindset that replaces snap 
judgments and assumptions with deep questioning 
and a willingness to admit what you do not know.

ÁPractice: The ongoing discipline of turning abstract 
personal values into visible, everyday behaviors



Contemporary leaders must use 
άDǊƻǳƴŘŜŘ /ƻƴŦƛŘŜƴŎŜέ ǿƛǘƘ ǘƘŜǎŜ 

abilities that work together effectively.
Brown, B. (2025)   

ÁAnticipatory awareness

ÁSelf-awareness

ÁSituational awareness

ÁTemporal awareness

ÁStrategic thinking

ÁSystems thinking



Systems Thinking
Brown, B. (2025)

ÁSeen through the lens of organizational leadership, 
emotional regulation, and human connection.

ÁUnderstanding how personal, team, and cultural 
systems interact is critical for navigating complexity. 

ÁRather than acting in silos, leaders must ensure 
their boundaries remain permeable to allow 
feedback to flow.

ÁWhen systems shut down due to fear or 
complexity, they become self-referencing, leading 
to atrophy and isolation. 

Navigating uncertainty and complexity requires 
leaders to resist panic-based scarcity thinking, and 

make thoughtful, more strategic choices. 



ÁSystems thinking in high-stress environments 
requires creating a "pause" to consider the holistic 
impact of your decisions rather than reacting 
immediately.

Between stimulus and response, there is a space. In 
that space is the power of choice. 

ÁProvides the ability to step back, assess the moving 
parts of the system, and anticipate the long-term 
consequences of current actions over time.

Leaders must be highly aware of their own hidden 
assumptions and mental models that might be 

unintentionally restricting the larger organizational 
system analysis



Our Brains are hard-wired for Narratives and 
stories

Our Brains hate uncertainty

ÁThe mind is a resolution machine 

ÁIt takes complexity, ambiguity, and contradiction and 
converts them into clarity as quickly as possible 
(assumptions)

ÁUncertainty feels like a threat and activates the brains 
survival mode

ÁCognitive dissonance and the drive for certainty causes 
tension in trying to hold conflicting thoughts

VOur goal is not resolution but capacity

VTo stay in the tension long enough for objective reality 
to emerge from the insight and integration to provide 
understanding 



Information gaps, confirmation bias, and time 
constraints can lead to assumptions

ÁWhen a leader makes assumptions without asking, 
it often leads to misunderstandings, damaged trust, 
and lowered engagement.

VPause and audit: assumptions by asking, "What do 
L ǘƘƛƴƪ L ƪƴƻǿΣ ŀƴŘ ǿƘŀǘ Ŏŀƴ L ŀǎƪ ǘƻ Ǝŀƛƴ ŎƭŀǊƛǘȅΚά

VClarify with Curiosity: Replace assumptions with 
open-ended questions. (e.g., "What is your 
perspective on this situation?")

VCheck for Alignment: Over-communicate 
expectations and ask the subordinate/team to 
summarize their understanding



Tolerance for uncertainty matters for leaders 
because their job is fundamentally about making 

decisions with incomplete information.

Á5ŜŎƛǎƛƻƴǎ ŎŀƴΩǘ ǿŀƛǘ ŦƻǊ ŎŜǊǘŀƛƴǘȅΥA leader who needs full 
certainty before acting either freezes or acts too late.

Á{ƘŀǇŜǎ ǘƘŜ ǘŜŀƳΩǎ ǇǎȅŎƘƻƭƻƎȅΥ If the leader can hold 
ambiguity calmly, people can be objective and think more 
clearly themselves.

ÁEnables honest communication:Leaders comfortable 
ǿƛǘƘ άL ŘƻƴΩǘ ƪƴƻǿ ȅŜǘΣ ƘŜǊŜΩǎ Ƙƻǿ ǿŜΩƭƭ ŦƛƴŘ ƻǳǘέ ōǳƛƭŘ 
more trust than those who make knee jerk decisions.

ÁPromotes risk-adversity: [ŜŀŘŜǊǎ ǿƘƻ ŎŀƴΩǘ ǘƻƭŜǊŀǘŜ 
ambiguity tend to default to safe, incremental choices τ 
and fail to take the initiative by taking prudent risk.



ÁIt improves judgment over time.The best leaders 
can hold different views and perspectives at the 
same time (in tension) to provide the space (time) 
where they can evaluate data, expert input, small 
experiments, and weigh consequences τ while 
accepting that some uncertainty will always remain.

V¢ƻƭŜǊŀǘƛƴƎ ǳƴŎŜǊǘŀƛƴǘȅ ŘƻŜǎƴΩǘ ƳŜŀƴ ƛƎƴƻǊƛƴƎ Ǌƛǎƪ 
or acting carelessly. 

VIt means being able to function welldespitenot 
having all the answers, rather than being 
paralyzed by that gap.



"I would rather have questions that can't be 
answered than answers that can't be 
ǉǳŜǎǘƛƻƴŜŘΣά                           --- Richard Feynman

VEmbracing Uncertainty: Feynman routinely 
expressed comfort with living with doubt, stating it 
is far more interesting to not know than to hold 
rigid beliefs that might be wrong.

VCore of Science: Real inquiry requires treating 
every assumption as testable and open to revision.

VDanger of Dogma: Unquestioned answers stop 
growth and lead to stagnation, whereas open-
ended questions drive true understanding.



Holding Paradox (contradictions) and Managing 
¢Ŝƴǎƛƻƴ ƛƴ ŀ [ŜŀŘŜǊΩǎ ¢ƘƻǳƎƘǘ tǊƻŎŜǎǎ

ÁParadox: two opposites co-existing. 

ÁManaging the tension to hold both in mind to provide 
ǘƘŜ ǎǇŀŎŜ ǘƻ ŎƻƴǎƛŘŜǊ ōƻǘƘ άAND.έ

ÁwŀǘƘŜǊ ǘƘŀƴ ŘŜŦŀǳƭǘƛƴƎ ǘƻ ŎƘƻƻǎƛƴƎ ŜƛǘƘŜǊ άhǊέ as a core 
leadership skill.

o It requires άWǳǎǘ ƳŀƴŀƎŜŀōƭŜ ŘƛŦŦƛŎǳƭǘȅΦέ 

üPushes right against the edge of your current abilitiesτ
challenging enough to keep you engaged, but not so 
hard that it overwhelms or frustrates you.

"The test of a first-rate intelligence is the ability to hold 
two opposed ideas in mind at the same time, and still 

ǊŜǘŀƛƴ ǘƘŜ ŀōƛƭƛǘȅ ǘƻ ŦǳƴŎǘƛƻƴΦά
F. Scott Fitzgerald (1936)

ω"The test of a first-rate intelligence is the ability to hold two opposed ideas in mind at the same time, and still retain the ability to function." [1, 2]

https://infjs.quora.com/In-his-1936-essay-The-Crack-Up-F-Scott-Fitzgerald-offers-a-definition-of-intelligence-that-aligns-closely-with-the-INF
https://qz.com/1247378/forget-the-turing-test-give-ai-the-f-scott-fitzgerald-test-instead


Embrace Paradoxical Thinking
Brown, B. (2025) 

ÁThe ability to embrace "both/and" scenarios, holding two 
opposing ideas or truths simultaneously without rushing 
to simplify them.

ÁThe stubborn, unflinching nature of paradoxes often 
makes us uncomfortable and tempted to choose the 
easier, familiar option.

ÁInstead of choosing one extreme, successful leaders and 
individuals hold tension.

ÁThese contradictions are essential truths to be managed

Leaders learn to be comfortable with the discomfort of 
these tensions and must proactively identify and raise 

them, while also avoiding the negative consequences of 
anxiety and defensiveness







Authentic leadership
Almutairi, M., Timmins, F., Wise, P. Y., Stokes, D., & Alharbi, T. A. F. (2025)

 

ÁSelf-awareness or the understanding of one's own 
strengths, values, and limitations

ÁBalanced processing, which refers to the objective 
evaluation of relevant information

ÁAn internalized moral and ethical perspective, 
anchoring behavior in ethical principles

ÁRelational transparency through open, honest 
communication with followers. 

Authentic leadership tends to produce psychologically 
safe working environments where trust, engagement, 

and innovation can flourish



ÁThe ethical and relational qualities of leadership are 
directly connected to an agencies ability to become 
more adaptive, continuously learn, and sustain 
strategic domain competency. 

ÁIn an era of social turmoil, economic change, and 
rapid technological advances, environmental 
awareness and the ability to find strategic 
ŀƭǘŜǊƴŀǘƛǾŜǎΣ ŀǊŜ ŎǊƛǘƛŎŀƭ ǎƻǳǊŎŜǎ ƻŦ ŀƴ ŀƎŜƴŎȅΩǎ 
ability to navigate emerging challenges.

Al-Shyyab, Y., M. Almomani, L., Al-Abdallat, Y., & Abdallah, A. 
B. (2026)



A new (2025) conceptual analysis of authentic 
leadership

Almutairi, M., Timmins, F., Wise, P. Y., Stokes, D., & Alharbi, T. A. F. 
(2025). 

There are 7 core authentic leadership attributes: 

ÁSelf-awareness

ÁTransparency

ÁBalanced processing

ÁInternalized moral perspective

ÁCaring

ÁShared decision making

ÁMoral/ethical courage 



Authentic leadership tends to have the 
following outcomes:

oEnhanced employee wellbeing, job satisfaction, and 
retention

o Improved work environment engagement and trust

o Increased productivity, safety, and customer 
satisfaction



Bill George: Authentic Leadership

Compassion

Heart

Passion

Purpose Behaviors

Values

Consistency

Self-discipline

Connectedness

Relationships

Being 
AUTHENTIC
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ÁThe three dominant moral approaches (i.e., ethical, 
authentic, and servant leadership) clearly indicates 
that moral leadership behaviors positively impact a 
host of desirable organizationally relevant outcomes. 

                              Lemoine, G. J., Hartnell, C. A., & Leroy, H. (2019)

oEthical leadership: Has connections to moral 
philosophy (values, virtue, and ethical behaviors)

oAuthentic leadership: A behavioral pattern that 
includes self-awareness, models a clarity of values, 
and an internalized moral perspective that is sincere

oServant leadership: Serving others above self, which  
leads to benefits for both the leader and their 
employees
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Leaders as Role Models
Scarnati, J.T. (2001)

Respect and dignity are central to all moral 
philosophy; it is of the same importance in 
manners.
ÁSuccessful leaders utilize proper etiquette and 

manners

ÁBeing mannerly helps the leader to grasp the covert 
signals within the agency

ÁOthers will reciprocate

ÁIt will keep them upright and on the correct path.

No matter who you are, there is never an excuse for 
poor manners.



ÁWhen employees are exposed to rudeness, they 
are three times less likely to help others and their 
willingness to share drops by more than half. 

ÁCivility, on the other hand, enhances individual 
contributions and team performance by increasing 
ǘƘŜ ŦŜŜƭƛƴƎ ƻŦ άǇǎȅŎƘƻƭƻƎƛŎŀƭ ǎŀŦŜǘȅΦέ 

ÁTeam environments become trusting, respectful, 
and safe places to take risks.

                                                               



üThe number-one attribute that garnered 
commitment and engagement from employees 
was respect from their leaders. 

ÁNo other leadership behavior had a bigger effect 
on employees across the outcomes measured. 

ÁBeing treated with respect was more important to 
employees than recognition and appreciation, 
communicating an inspiring vision, providing useful 
feedback, or even providing opportunities for 
learning, growth, and development.

Porath, C. (2016).



aŀƴƴŜǊǎ ŀǊŜ ŀōƻǳǘ άw9{t9/¢έ

ÁMutual recognition respect is an important form of 
respect in workplace relationships that can bring 
benefits to both the individual and the 
organization.                    Clarke, N., & Mahadi, N. (2017)

ÁRespect based on mutual recognition is an 
important component of respect in the 
relationships that exist in the workplace, and it can 
provide advantages to both the individual and the 
organization.             Maaz Ali, M., & Siddiqui, D. A. (2024)



Manners
ÁManners are represented by our comportment (personal 

bearing or conduct; demeanor; behavior) in the public 
and private worlds we navigate
Á¦ƴŘŜǊǎǘŀƴŘƛƴƎ άǘƘŜ ǾŜƛƭέ ōŜǘǿŜŜƴ άǇǊƛǾŀǘŜέ ŀƴŘ άǇǳōƭƛŎέ 

worlds. 
ÁManners are grounded in vision (you must learn to see 

right)
ÁManners are rituals or liturgies (the way we look at things 

and the proper codes of conduct) 
ÁaŀƴƴŜǊǎ ŀǊŜ ǎƳŀƭƭ ƳƻƳŜƴǘǎ ƻŦ ϦƘƻƴƻǊƛƴƎΩǎ ŀƴŘ ǊŜǎǇŜŎǘΦέ
ÁaŀƴƴŜǊǎ ǇǊƻƳƻǘŜ ƘƻƴƻǊƛƴƎϥǎ ŦƻǊ ŀ ǇŜǊǎƻƴΩǎ ǾŀƭǳŜ ŀƴŘ 

civility in our behaviors 
ά/ƻƳƛƴƎ ǘƻ ǘƘŜ ŀƛŘ ƻǊ ǿŜƭŎƻƳŜ ƻŦ ŀƴƻǘƘŜǊ ǳƴŀǎƪŜŘΦέ 

--- Dante    
               



Civility

ÁThe idea of civility a concern for making aspects of 
our social-political lives easier to navigate.

Á ΨIŀǊƳƻƴȅΩ ƎƻŜǎ ŦǳǊǘƘŜǊ ǘƘŀƴ ǘƘƛǎ ōȅ ōŜƛƴƎ ƴƻǘ Ƨǳǎǘ 
a model for how we can survive our social relations 
with others but for prescribing a way to repair 
them. 

ÁIn that sense, we might call it a reparative form of 
civility.

The accommodation of others profoundly changes 
the way we interact with disagreeing others



Tolerating those with whom we disagree is a 
mark of the virtue that philosophers and 
non-philosophers alike refer to as civility.

ÁCivility is the distinctive virtue of communicating 
respect for our fellow citizens. 

ÁTrue civility on this view consists not just in being 
respectful or considerate. 

ÁIt requires us to engage in social practices and 
behaviors that display respectfulness

                                                   van Oosterum, K. (2025)



In disagreements, civility is not a luxury.
Grant, A. (2025)

ÁIt's a necessity.

ÁDisrespect provokes defensiveness and prevents 
critical thinking. 

ÁRespect prompts openness and promotes logical 
reasoning.

ÁThe ability to debate without disdain is a 
foundation of intelligence. (statesmanship)

A mindset that allows for the space to 
ǇǊŀŎǘƛŎŜ ά!ƴǘƛŎƛǇŀǘƻǊȅ DǊŀŎŜέ ƛǎ ōŜƴŜŦƛŎƛŀƭΦ

                                                                                   



Paul's Explanation of Christian Love Provides a 
Blueprint Corroborated by Science

1 Corinthians 13.

ÁPatient: not quick-tempered, irritable, or resentful

ÁKind: selfless and involves truth-telling, fortitude, 
constancy, and tolerance

ÁNon-envious: does not envy, boast, or brag

ÁNon-arrogant: is not pompous or inflated

ÁNon-self-seeking: does not seek its own interests

ÁNon-revengeful: does not brood over injury or rejoice 
over wrongdoing

ÁTruth-loving: rejoices with the truth

ÁForgiving: bears, believes, hopes, and endures all things



ά¢ƘŜ ōŜǎǘ ŎǊƛǘƛŎƛǎƳ ƻŦ ǘƘŜ ōŀŘ ƛǎ ǘƘŜ 
ǇǊŀŎǘƛŎŜ ƻŦ ǘƘŜ ōŜǘǘŜǊΦέ

                                                --- Richard Rohr



The Ecosystem the leader must create, 
develop, and maintain by their insights, 

judgments, and behaviors

Culture

Values

Decisions

Fairness

Vision

Direction

Standards

Expectations 

Oversight

Performance

Outcomes



Culture Components
D.D. Warrick (2017)

ÁModeling by the leader (integrity and work ethic)

ÁHow time and resources are managed

ÁThe way that Language, conversation and 
feedback are used 

ÁInteractions and relationships

ÁThe standards and expectations communicated, 
and the oversight applied

ÁThe opportunities created (growth and 
development)

ÁThe structures, systems, processes, roles, and 
routines put into place

ÁThe environment created and experienced 144



! ǇǊƻŦŜǎǎƛƻƴŀƭ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŎǳƭǘǳǊŜ ƛǎ ƳŀŘŜ 
up of several interlocking elements τ some 

visible, many not

ÁValues and beliefs

VThe stated principles the organization claims to operate by 
(integrity, excellence, safety, etc.).

VWhat actually matters is whether these are lived, not just 
written down τ the gap between stated and enacted values 
is where culture problems usually start.

ÁNorms and unwritten rules

V¢ƘŜ ƛƴŦƻǊƳŀƭ άƘƻǿ ǘƘƛƴƎǎ ǊŜŀƭƭȅ ƎŜǘ ŘƻƴŜ ƘŜǊŜέ τ often more 
powerful than official policy.

VCovers things like how mistakes are handled, whether people 
speak up in meetings, how much overtime is expected, or 
whether shortcuts are quietly tolerated.



ÁLeadership behavior

VLeaders are the most visible signal of what the 
culture actually rewards and punishes.

Their consistency (or inconsistency) between words 
and actions shapes how much people trust the 

stated values.

/ǳƭǘǳǊŜ ƛǎƴΩǘ ƻƴŜ ǇƻƭƛŎȅ ƻǊ ǇǊƻƎǊŀƳ τ ƛǘΩǎ ǘƘŜ ǎǳƳ ƻŦ 
thousands of small signals (how leaders act, what 
gets rewarded, whether people feel safe speaking 
ǳǇύ ǘƘŀǘ ǘƻƎŜǘƘŜǊ ǘŜƭƭ ƻŦŦƛŎŜǊǎ ǿƘŀǘΩǎ ŀŎǘǳŀƭƭȅ ǘǊǳŜ 
ŀōƻǳǘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΣ ǊŜƎŀǊŘƭŜǎǎ ƻŦ ǿƘŀǘΩǎ 

officially claimed.



ÁCommunication patterns

VHow information flows τ top-down only, or genuinely 
multidirectional.

VWhether people feel safe raising concerns, disagreeing, 
or admitting errors (psychological safety).

VFormal channels (meetings, reports) versus informal 
ones (hallway conversations, rumor mills) τ a strong 
informal grapevine often signals weak formal 
transparency.

ÁSymbols, rituals, and artifacts

VPhysical and symbolic elements: office layout, dress 
code, awards, ceremonies, traditions, even 
language/jargon specific to the org.

These reinforce identity and belonging, and signal 
ǿƘŀǘΩǎ ǾŀƭǳŜŘ όŜΦƎΦΣ ŀƴ ƻǊƎ ǘƘŀǘ ŎŜƭŜōǊŀǘŜǎ ƭƻƴƎ ƘƻǳǊǎ 

vs. one that celebrates work-life balance).



ÁAccountability and justice systems

VHow consistently and fairly rules are enforced, 
across all levels.

VPerceived fairness (organizational justice) is one of 
the strongest predictors of trust and morale τ 
inconsistency here erodes culture fast.

ÁReward and recognition systems

VWhat gets promoted, praised, or compensated 
reveals true priorities, regardless of stated values.

Misaligned incentives (rewarding results while 
ignoring how they were achieved) are a common 

source of cultural dysfunction.



ÁCohesion and shared identity

V! ǎŜƴǎŜ ƻŦ ŎƻƳƳƻƴ ǇǳǊǇƻǎŜ ŀƴŘ άǿŜΩǊŜ ƛƴ ǘƘƛǎ 
ǘƻƎŜǘƘŜǊΣέ ǿƘƛŎƘ ǎǳǎǘŀƛƴǎ ƳƻǊŀƭŜ ŘǳǊƛƴƎ ǎǘǊŜǎǎ ŀƴŘ 
change.

VOverly rigid conformity, though, can suppress 
healthy dissent τ so cohesion needs to coexist 
with room for disagreement.



ÁSocialization and onboarding

VHow new members learn the culture τ formally 
through training, informally through observation 
and peer influence.

VStrong cultures have consistent onboarding; weak 
or fragmented cultures let new hires absorb 
inconsistent or contradictory signals.

ÁBelonging, inclusion, and psychological safety

VWhether different perspectives are genuinely 
welcomed or just tolerated.

VInclusive cultures tend to surface problems earlier 
and adapt faster, since more people feel safe 
contributing honestly.



ÁAdaptability and learning orientation

VWhether the organization treats failure as a 
learning opportunity or purely a liability to punish.

VCultures that support continuous improvement 
handle disorder and change far better than rigid, 
blame-oriented ones.

ÁStandards of practice and regular oversight

VSound up to date policy, trained on, and enforced.

VActive supervision and management

VFeedback-rich environment

VOngoing oversight

VPerformance measures and accountability 



Four behavioral domains provide the most 
observable evidence of how culture operates 

in practice:
Raaijmakers, M. (2026).

ÁDecision-making

ÁOwnership

ÁCommunication

ÁLearning

Schein, E. H. (1990)



My Frequent Prayer

ά[ƻǊŘ ƎƛǾŜ ƳŜ ǎŜƭŦ-awareness

 The insight to see 

The empathy to feel

The objectivity to think

The wisdom from humility

And the courage and confidence to 
ŘŜŎƛŘŜ ŀƴŘ ŀŎǘΦέ



There are two fundamental tensions in work 
culture:

Grant, (2023)

Results vs. Relationships and Rules vs. Risk
Failing to strike the right balance between these values can lead 
ǘƻ ǘƘŜ ŜƳŜǊƎŜƴŎŜ ƻŦ άŦƻǳǊ ŘŜŀŘƭȅ ǎƛƴǎέ ƻŦ ǿƻǊƪ ŎǳƭǘǳǊŜΥ 

oToxicity: disrespectful, self-centered, micro-managing, unethical 
boss. No support, selfish, cutthroat actions toward employees

oMediocrity: relationships take precedence over results, no 
accountability or drive

oBureaucracy: excessively rule-oriented, stifling innovation and 
growth. Red tape impedes decision-making and hampers 
employee autonomy [No effort to teach and empower]

oAnarchy: uncontrolled risks and the absence of rules. Strategy 
and structure are disregarded, resulting in confusion and disarray154



LǘΩǎ ŀƭƭ ŀōƻǳǘ Ƙƻǿ ǿŜ ƭƻƻƪ ŀǘ ά[ŜŀŘŜǊǎƘƛǇέ 
ŀƴŘ άtƻǿŜǊΦέ

An Alpha Leader in the 
wild acts as a "consoler-in-
chief." 

They lead from the front by 
building coalitions, 
protecting the vulnerable, 
and maintaining group 
stability. 

True alphas, as de Waal 
observed, often act as 
peacemakers, utilizing 
empathy and generosity to 
hold power rather than 
relying solely on 
intimidation.

Dr. Frans de Waal 



In 1992 they added Informational power as number six 



Leading Diverse Groups of People
Why Reverent Power is Important?

Five bases of social power identified by French and 
Raven (1959): Coercive, reward, legitimate, referent, 
and expert. Later Raven (1965), added informational 
to make six.

ÁReferent power isthe ability to influence others 
due to admiration, respect, and identification with 
an individual, essentially stemming from the 
leader's personal qualities and likability.

ÁPeople are more likely to follow or agree with 
someone they like, respect, and see as a role model. 



WHY IT MATTERS

ÁReferent power is considered the most potent 
ōŜŎŀǳǎŜ ƛǘ ŘƻŜǎƴΩǘ ǊŜǉǳƛǊŜ ǘƘŀǘ ŀ ƭŜŀŘŜǊ 
micromanage, use coercion, or reward to influence 
others. 

ÁAccording to French and Raven, referent power has 
the broadest range of influence of any power, 
allowing it to be leveraged on a large scale.

People follow a leader with referent power 
based on who the leader is and how they 

behave.

Leadership is power through people, not over 
people



Power in Leadership can Emerge from Four 
Distinct Expressions:

Brown, B. (2020), and Follett, M.P. (1941)

ÁPower Over: built on dominance, force, coercion, and 
control.

oThis type of power is finite, meaning leaders hoard and 
protect it out of fear. 

o It motivates through fear, shame, and blame, prioritizing 
"being right over getting it right".

ÁPower With: shared power built on collaboration, mutual 
support, and respect.

oRecognizes that the synergy of a group is greater than any 
individual contribution, focusing on building bridges, 
teamwork, and collective action. 



ÁPower To: the unique potential and agency every 
person has to make a difference.

oEmpowers individuals to shape their own lives, 
complete tasks, and maintain agency over their 
work rather than merely following top-down 
directives. 

ÁPower Within: grounded self-leadership, 
confidence, and self-worth.

oThe personal ability to recognize differences, 
challenge assumptions, and believe that you can 
make a difference. 

o It is rooted in self-trust, healthy boundaries, and a 
clear purpose. 



Powers Influences on Leaders

ÁReduced accountability:People with power face 
fewer consequences for bad behavior

Impulses that were previously restrained get 
expressed.

ÁEmpathy erosion:Studies suggest power can 
ƭƛǘŜǊŀƭƭȅ ŘŀƳǇŜƴ ǘƘŜ ōǊŀƛƴΩǎ ƳƛǊǊƻǊ-neuron 
responses

tƻǿŜǊŦǳƭ ǇŜƻǇƭŜ ōŜŎƻƳŜ ǿƻǊǎŜ ŀǘ ǊŜŀŘƛƴƎ ƻǘƘŜǊǎΩ 
emotions and perspectives.



ÁSelf-serving justification:Power tends to make 
people feel their own judgment is more valid, 
which can slide into believing rules apply to others 
but not them.

ÁSelection effect:Ruthless or self-interested people 
may be more likely to seek and win power in the 
ŦƛǊǎǘ ǇƭŀŎŜΣ ǎƻ ƛǘΩǎ ƴƻǘ ŀƭǿŀȅǎ ǘƘŀǘ 
powerchangessomeone τ it can just remove the 
mask.

ÁIsolation:The more power someone has, the more 
people around them filter bad news or flatter 
them, cutting them off from honest feedback.



Psychological changes in the leader

oDisinhibition.Power reduces threat-sensitivity in 
the brain, making leaders act more impulsively and 
take more risks

Including social risks like belittling or ignoring 
others.

oLoss of perspective-taking. As power grows, 
ƭŜŀŘŜǊǎ ǊŜƭȅ ƭŜǎǎ ƻƴ ƻǘƘŜǊǎΩ ǾƛŜǿǇƻƛƴǘǎ ŀƴŘ ƳƻǊŜ 
on their own judgment

Which shows up as dismissiveness, poor listening, 
and blindness to how their actions land.



oEntitlement.Extended power exposure fosters a 
belief that one deserves special treatment

Leading to exploitation of subordinates, double 
standards, and self-serving decisions dressed up as 

άǿƘŀǘΩǎ ōŜǎǘ ŦƻǊ ǘƘŜ ǘŜŀƳΦέ

oObjectification of others.Some research finds 
powerful people start viewing subordinates more 
as tools for achieving goals than as people

Which underlies abusive or exploitative 
management styles.



Structural changes around the 
leader

oYes-men effect.Subordinates self-censor criticism 
to avoid punishment, so toxic behavior goes 
uncorrected and can escalate.

oNarrowing feedback loops.The higher up someone 
is, the fewer people are positioned (or willing) to 
challenge them, so toxic patterns calcify rather than 
get corrected.

oReward for toxicity.In hierarchical or high-pressure 
cultures, aggressive, domineering leadership 
sometimes gets rewarded with results in the short 
term, reinforcing the behavior.



Compounding factor: who seeks power

ÁtƻǿŜǊ ŘƻŜǎƴΩǘ ƴŜŎŜǎǎŀǊƛƭȅ ŎƻǊǊǳǇǘ ǎƻ ƳǳŎƘ ŀǎ ƛǘ ǊŜƳƻǾŜǎ 
the usual checks on behavior τ and it attracts and reveals 
traits already there. 

Á¢ƻȄƛŎ ƭŜŀŘŜǊǎƘƛǇ ƛǎƴΩǘ ǇǳǊŜƭȅ άǇƻǿŜǊ ŎƘŀƴƎŜǎ ƎƻƻŘ ǇŜƻǇƭŜέ 
τ Oftentraits like overconfidence, manipulation, charisma 
with low empathy are amplified 

Power amplifies and emerges those traits in people as 
leaders

ÁThis can create a culture of fear, insularity, and lack of 
awareness due to no psychological safety and unchecked 
accountability. 

Toxic leadership is far less likely when a leader has peers 
ǿƘƻΩƭƭ ǇǳǎƘ ōŀŎƪΣ ǎǳōƻǊŘƛƴŀǘŜǎ ǿƘƻ ŦŜŜƭ ǎŀŦŜ ǎǇŜŀƪƛƴƎ ǳǇΣ 
and real consequences for bad behavior τ power alone 
ŘƻŜǎƴΩǘ ƎǳŀǊŀƴǘŜŜ ǘƻȄƛŎƛǘȅΣ ōǳǘ ǇƻǿŜǊwithout 

accountabilityreliably produces it.



A Leaders Status
Galinsky, A. (2025)

Is not the same thing as power, and it 
functions almost like a report card from the 
people around you rather than something a 
title confers.
ÁStatus is earned respect, not granted authority.

oWhere power is control over resources and 
outcomes

oStatus is the level of respect, admiration, and 
voluntary deference a leader actually receives from 
others. 

oYou can be handed power by rank; status has to be 
given to you by the people under your charge.



ÁPower without status is corrosive: The destructive 
nature of power without status shows that leaders 
who have control but lack respect tend to put 
others down.

ÁOften as a way of compensating for feeling 
disrespected despite holding formal authority. 

LǘΩǎ ǎǘŀǘǳǎ ƛƴǎŜŎǳǊƛǘȅ ǘǊŀƴǎƭŀǘƛƴƎ ƛƴǘƻ ŘŜƳŜŀƴƛƴƎ 
behavior toward others.



Insecurity tends to turn power from a tool 
into a shield

 τ and the leader is often the last to notice the switch, 
because it feels like decisiveness or high standards rather 

than fear.

ÁControl substitutes for confidence.A secure leader 
can tolerate ambiguity and dissent; an insecure one 
ƻŦǘŜƴ ŎŀƴΩǘΣ ōŜŎŀǳǎŜ ǳƴŎŜǊǘŀƛƴǘȅ ŦŜŜƭǎ ƭƛƪŜ ŜȄǇƻǎǳǊŜΦ 

oThis shows up as micromanaging, over-centralizing 
decisions, or needing to be the smartest person in 
every room τ not because the situation demands it, 
but because losing control feels like losing safety.



ÁInsecurity is very often a past-shaped reaction τ 
ƻƭŘ ǇǊƻƻŦ ǘƘŀǘ ȅƻǳ ǿŜǊŜƴΩǘ ƎƻƻŘ ŜƴƻǳƎƘΣ ǿŜǊŜƴΩǘ 
ǊŜǎǇŜŎǘŜŘΣ ǿŜǊŜƴΩǘ ǎŀŦŜ τ showing up as present-
day authority. 

Á¢ƘŜ ƭŜŀŘŜǊ ƛǎƴΩǘ ǊŜŀŎǘƛƴƎ ǘƻ ǘƘƛǎ ǘŜŀƳ ƻǊ ǘƘƛǎ 
ŎƘŀƭƭŜƴƎŜΤ ǘƘŜȅΩǊŜ ǊŜŀŎǘƛƴƎ ǘƻ ǿƘŀǘ ŎƘŀƭƭŜƴƎŜ ǳǎŜŘ 
to mean. 

The tell is usually the size of the reaction: if the 
emotional charge is bigger than the actual stakes of 

the situation, that gap is often insecurity, not 
judgment.



ÁAuthority gets used to silence rather than test 
ideas.Disagreement can land as a threat to status 
rather than useful information. 

oAn insecure leader may punish pushback subtly τ 
freezing out the person who challenged them, 
rewarding agreement τ which trains a team to 
stop bringing honest input long before anyone 
names why.

ÁCredit and blame get distorted.Insecurity often 
Ǉǳƭƭǎ ŎǊŜŘƛǘ ǳǇǿŀǊŘ όάL ōǳƛƭǘ ǘƘƛǎ ǘŜŀƳέύ ŀƴŘ ǇǳǎƘŜǎ 
ōƭŀƳŜ ŘƻǿƴǿŀǊŘ όάŜȄŜŎǳǘƛƻƴ ŦŀƛƭŜŘ ƳŜέύ ōŜŎŀǳǎŜ 
ǘƘŜ ƭŜŀŘŜǊΩǎ ǎŜƴǎŜ ƻŦ ǿƻǊǘƘ ƛǎ ǘƛŜŘ ǘƻ ōŜƛƴƎ ǎŜŜƴ ŀǎ 
capable, not just being capable. 

{ŜŎǳǊŜ ƭŜŀŘŜǊǎ Ŏŀƴ ǎŀȅ άǘƘŀǘ ǿŀǎ Ƴȅ ŎŀƭƭΣ L Ǝƻǘ ƛǘ 
ǿǊƻƴƎέ ǿƛǘƘƻǳǘ ƛǘ ŎƻǎǘƛƴƎ ǘƘŜƳ ŀƴȅǘƘƛƴƎ ƛƴǘŜǊƴŀƭƭȅΦ



ÁtƻǿŜǊ ƎŜǘǎ ǳǎŜŘ ǘƻ ƳŀƴŀƎŜ ǘƘŜ ƭŜŀŘŜǊΩǎ ƻǿƴ 
ŜƳƻǘƛƻƴǎΣ ƴƻǘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƴŜŜŘǎΦDecisions 
ǎǘŀǊǘ ƻǇǘƛƳƛȊƛƴƎ ŦƻǊ άŘƻŜǎ ǘƘƛǎ ƳŀƪŜ ƳŜ ƭƻƻƪ ǎǘǊƻƴƎ 
κ ŀǾƻƛŘ ƭƻƻƪƛƴƎ ǿŜŀƪέ ƛƴǎǘŜŀŘ ƻŦ άƛǎ ǘƘƛǎ ŀŎǘǳŀƭƭȅ 
ǊƛƎƘǘΦέ 

¢ƘŀǘΩǎ ƻŦǘŜƴ ƛƴǾƛǎƛōƭŜ ǘƻ ǘƘŜ ƭŜŀŘŜǊΣ ōŜŎŀǳǎŜ ƛǘΩǎ 
dressed up as strategy or firmness.

ÁPerfectionism and hierarchy tighten.Delegation 
feels risky when your identity is tied to being 
indispensable, so insecure leaders often hoard 
ƛƳǇƻǊǘŀƴǘ ǿƻǊƪΣ ǘƘŜƴ ǊŜǎŜƴǘ ǘƘŜ ǘŜŀƳ ŦƻǊ άƴƻǘ 
ǎǘŜǇǇƛƴƎ ǳǇέ τ a dynamic they themselves 
created.



ÁPower reduces perspective-taking: Power propels 
leaders toward their goals, but it makes people 
anchor too heavily on their own vantage point and 
under-adjust for how others see things. 

oPower becomes a psychological accelerator τ 
useful for getting things done, but dangerous 
without a counterbalance.

ÁPerspective-taking is the missing steering wheel: 
Effective leadership needs both power (the 
accelerator) and perspective-taking (the steering 
wheel)

Leaders who combine power with genuinely taking 
ƻǘƘŜǊǎΩ ǾƛŜǿǇƻƛƴǘǎ ƛƴǘƻ ŀŎŎƻǳƴǘ ƳŀƪŜ ōŜǘǘŜǊΣ ƳƻǊŜ 
ƴǳŀƴŎŜŘ ŘŜŎƛǎƛƻƴǎΣ ǿƘƛƭŜ ǘƘƻǎŜ ǿƘƻ ŘƻƴΩǘ ŀǊŜ ǇǊƻƴŜ 

ǘƻ άŎǊŀǎƘƛƴƎΦέ



ÇHigh status comes with amplified scrutiny.Once a 
leader has status, people watch and interpret their 
behavior far more closely

VThis is his Leader Amplification Effect. 

VThe flip side is the Leader Silencing Effect: 

The more status a leader has, the less likely people 
are to give them honest, critical feedback, because 
the stakes of disagreeing with a high-status person 

feel higher.



Leader Amplification Effect
We inspire others by words, actions, and 

interactions
Galinsky, A. (2025)

ÁEvery word and action from a leader gets amplified. 
¢Ƙƛǎ ƳŜŀƴǎ ǘƘŀǘ ȅƻǳ ŘƻƴΩǘ ƘŀǾŜ ŀ ŎƘƻƛŎŜ ƻŦ ǿƘŜǘƘŜǊ 
you will have an impact.

ÁBut you do have a choice of whether that impact 
will be inspiring or infuriating.



ÁLeverage Positive Amplifications: Be generous with 
praise and appreciation. Provide clear guidance. 

ÁAvoid Negative Amplifications: Regulate your 
emotions and your critical tongue. 

oLeaders can be impulsive and send:

VAmplified Signals.

oSubordinates' interpretation:  

VIntensified Reactions or Wrong Assumptions.

Avoid ambiguity or silence when communication is 
needed. 



ÁThe Leader Amplification Effect:Once someone has 
power and status, everything they do or say gets 
magnified τ 

otŜƻǇƭŜ ǿŀǘŎƘ ŀ ƭŜŀŘŜǊΩǎ ŜǾŜǊȅ ƳƻǾŜΣ ǿƻǊŘΣ ŀƴŘ 
expression closely, so their behaviors and the reactions 
they produce in others are both intensified. 

A casual offhand comment from a leader lands very 
differently than the same comment from a peer.

ÁThis creates the Leader Silencing Effectτ the same 
ŀƳǇƭƛŦƛŎŀǘƛƻƴ ǘƘŀǘ ƳŀƪŜǎ ƭŜŀŘŜǊǎΩ ǿƻǊŘǎ ŎŀǊǊȅ ƳƻǊŜ 
weight also makes people uncomfortable sharing 
honest, dissenting perspectives with leaders, which 
quietly cuts leaders off from the accurate feedback 
ǘƘŜȅΩŘ ƴŜŜŘ ǘƻ ŎƻǊǊŜŎǘ ŎƻǳǊǎŜΦ



ÁPower without checks breeds overconfidence and 
disinhibition. Research ties power to overconfident 
decision-making and reduced awareness of real 
constraints

Leaders start believing their read on a situation is 
more reliable than it is.

Power amplifies whatever a leader already is, and it 
does so while simultaneously shrinking their ability 
to see other perspectives and cutting off the honest 
feedback that would catch it. 

!ƴ ƛƴǎŜŎǳǊŜ ƻǊ ǊŜŀŎǘƛǾŜ ǇŀǘǘŜǊƴ ŘƻŜǎƴΩǘ Ƨǳǎǘ ǇŜǊǎƛǎǘ 
under power τ it gets louder, while the leader gets 

ƭŜǎǎ ƛƴŦƻǊƳŀǘƛƻƴ ǘƻ ƴƻǘƛŎŜ ƛǘΩǎ ƘŀǇǇŜƴƛƴƎΦ



Power creates either inspiring or infuriating Leaders

Continuum

V Visionary: how they see the 
world

(satisfies human needs of meaning 
and understanding)
V Exemplar of desired behavior: 

How we are in the world (sense 
of security and promotes 
energy)

V Great mentor: how we interact 
with others in the world (valued 
and respected)

Inspiring Infuriating

Galinsky, A. (2025)

o The authority-centered
o Self-focused and serving
o Directly harmful
o Absence and/or neglect



The Authority-Centered Control Cluster

Autocratic Authoritarian Despotic Tyrannical

V Centralized decision-making and strict hierarchical control
V Demand for unquestioned obedience and compliance
V Limited communication (primarily top-down)
V Suppression of subordinate input and autonomy
V Use of coercive power to maintain dominance



The Self-Serving/Grandiose Cluster

Narcissistic Hubristic Machiavellian Self Protective

VPrioritization of personal interest over organizational or 
follower welfare
VInflated self-perception and overconfidence in abilities
VDismissal of criticism and opposing viewpoints
VManipulation of relationships for personal advantage
VRisk-taking behavior that serves self-image rather than 

organizational needs  



Directly Harmful Cluster

Psychopathic Abusive Bullying Toxic

V Systematic patterns of harmful behavior towards 
subordinates

V Creation of climates characterized by fear, mistrust, and 
psychological distress 

V Undermining of employee wellbeing and organizational 
effectiveness

V Use of intimidation, humiliation, and verbal 
mistreatment

V Violation of legitimate organizational and employee 
interest



Passive or Withholding Control 
(Controlled by Absence/Neglect)

Laissez-Faire Impoverished Derailed

VLaissez-Faire -control by absence: withholding decisions, 
guidance, and feedback
VImpoverished -control by indifference: neglecting both 

people and task, forcing employees to cope without 
direction
VDerailed -control lost, but also exerted erratically through 

arrogance, poor adaptation, or passive-aggression 



Zaghmout, B. (2024)



Four interlocking themes emerge from toxic 
leadership behaviors

Alshmemri, M. (2026)

ÁPublic humiliation/blame, intimidation.

ÁInformation gatekeeping

ÁPerceived favoritism

ÁEroding psychological safety. 

[Operational] quality was consequently perceived to be 
affected by defensive practice patterns, communication 
hesitation and delayed escalation, siloed teamwork, and 

reduced organizational learning. 

Technical reporting infrastructures alone may be 
insufficient when psychological safety and leadership 

accountability are weak.
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In recent years, workplace incivility has 
become increasingly prevalent and 

detrimental.
Yaqoob, S., Shahzad, K., Faisal, M., Kitchlew, N., & Abualigah, A. (2025)

ÁIncivility is not only a research concern but also a 
pressing managerial challenge.

ÁLeft unaddressed, it undermines employee 
wellbeing, weakens service quality, [stakeholder 
problems] and increases organizational risk and 
costs. 

Managers need practical guidance on how to 
recognize, contain, and prevent incivility in their 

everyday operations

Bhutto, M. H., Dineva, D., Mero, J., & Karjaluoto, H. (2026)



The Power of Extreme Ideology and its 
Adverse Influences  

ÁIdeological extremes by leaders in organizations can 
manifest in various forms, often leading to division, 
polarization, conflict, stress, and abuse.

ÁRefers to the far ends of a spectrum of beliefs or values 
held by leaders, individuals, or groups within an 
organization 

Some examples: 

oWork over family

oPay over purpose 

oMission always over people

oOutcome over safety



Leadership Fragility
Roberts, R. (2026)

ÁLeadership fragility characterized by low 
adaptability, high ego-defense and poor emotional 
resilience can accelerate entropy, or the gradual 
breakdown of order in organizational systems.

ÁTogether, these forces dismantle relational trust 
and ethical norms, leading to a regression from 
leadership to powership. 

This shift results in increased control, fear-based 
tactics, and reduced psychological safety.



ÁCharacterized by low adaptability and high ego-
defense that accelerates organizational entropyτ
(the decay of order, culture, and performance)

ÁWhen leaders cannot navigate complexity, they 
often revert to "powership," substituting genuine 
leadership with coercive, positional power. 

ÁThis cycle fosters toxic environments



ÁLeadership Fragility:Marked by rigid, non-adaptive 
behaviors that, instead of withstanding disruption, 
become brittle and fail under stress.

ÁOrganizational Entropy:The natural tendency of 
systems toward disorder, accelerated by fragile 
leadership, resulting in cultural breakdown, loss of 
focus, and inefficiency.

ÁRise of Powership: A shift away from healthy 
leadership where leaders rely on rank, fear, or 
bureaucracy to control, rather than empowering or 
leading, often leading to lower engagement.



Factors that Impact Subordinates 

ÁUncertainty: occurs in the workplace in a number 
ƻŦ ǿŀȅǎΣ ǎǳŎƘ ŀǎ ǿƘŜǘƘŜǊ ƻƴŜΩǎ Ƨƻō ǇŜǊŦƻǊƳŀƴŎŜ ƛǎ 
ŀŘŜǉǳŀǘŜΣ ƻǊ ǳƴŎŜǊǘŀƛƴǘȅ ǊŜƎŀǊŘƛƴƎ ƻƴŜΩǎ Ƨƻō 
security due to operational conditions

ÁTask autonomy: refers to a feeling of control over 
ǘƘŜ ƻǳǘŎƻƳŜǎ ƻŦ ƻƴŜΩǎ ǿƻǊƪΦ !ƴ ŀŎŎŜǇǘŀōƭŜ ŘŜƎǊŜŜ 
of task autonomy is important for psychologically 
healthy work
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ÁSelf-efficacy: the belief that one can successfully 
execute a desired course of action. (Employee 
Confidence)

ÁCongruent expectations: Psychological contracts that 
ǊŜŦŜǊ ǘƻ ŜƳǇƭƻȅŜŜǎΩ ǇŜǊŎŜǇǘƛƻƴǎ ƻŦ ǿƘŀǘ ǘƘŜȅ ƻǿŜ ǘƻ 
their employers and what their employers owe to 
them

ÁMorale: the effect of a work environment on 
employees, and how well a group can hold up under 
hardship. Good morale is likely to be contagious, 
helping to shield individuals in the work group from 
negative mental states
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ÁSocial support: There are different types of social 
support, including tangible (i.e., instrumental) 
support, appraisal support, and informational 
support, emotional support, which includes empathy, 
listening, and showing that you care

ÁOrganizational just supervision: treating people with 
dignity and respect, giving people an opportunity to 
voice their questions or concerns, explaining 
judgments and decision-making process, and being 
truthful, transparent, fair, and impartial (free from 
self-interest, bias, prejudice, or favoritism)
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Traits and habits that were common 
among the ineffective leadership

ACTS OF COMMISSION

ÁFocus on self over

    others

ÁEgo/arrogance 

ÁClosed mindedness

ÁMicro-management

ÁCapriciousness

ACTS OF OMISSION

ÁPoor work ethic

ÁFailure to act

ÁIneffective

    communication

ÁLack of interpersonal

    skills

ÁLack of integrity
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Most common characteristics of bad 
leaders include:

Bigger, S. (2021)

ÁA lack of empathy or connection with followers

ÁObsession with gaining and increasing personal power, 
rather than having a focus on making the organization 
better

ÁBullying co-workers and followers

ÁFavoritism

ÁCriticizing colleagues and peers who are considered to be 
threats to their status or position
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ÁUsing power and threats to get people to do things

ÁRefusing to engage properly in teamwork or consult 
with others before making decisions

ÁHigh levels of risk-aversion that causes the 
organization to miss opportunities for growth

ÁLack of trust in delegation, that keeps the 
organization from operating quickly and efficiently
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The Moral Injury of Ineffective Police 
Leadership: A Perspective
Simmons-Beauchamp & Sharpe, (2022)

ÁIneffective police leadership is characterized by 
inconsistency, moral ambiguity, lack of support, 
oppression, and self-serving agendas

ÁThe pervasiveness of ineffective leadership is further 
experienced in the paramilitary context of police culture 
where orders and rank are expected to be followed

ÁCommunities require police to be well to effectively 
address public safety

ÁIt is critically important that police leadership be aware of 
ǿƘŀǘ ƛƳǇŀŎǘǎ ǘƘŜƛǊ ƻŦŦƛŎŜǊǎΩ ƳŜƴǘŀƭ ƘŜŀƭǘƘ ǿƘƛƭŜ ŎǊŜŀǘƛƴƎ 
and supporting psychologically safe workplaces.
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Toxic Leadership is destructive, 
abusive, and ineffective

Milosevic, Maric & [ƻƴőŀǊ, (2020)

ÁToxic leaders conceal their lack of relevant competence 
and maintain a position of control, at the exclusion of 
other organizationally relevant objectives

ÁToxic leaders engage in upward and downward directed 
influence attempts that create ambiguity and confusion

ÁToxic leaders increase the toxicity of the job context and 
ƛƴǘŜǊŦŜǊŜ ǿƛǘƘ ƻǘƘŜǊǎΩ ŀōƛƭƛǘȅ ǘƻ ǇŜǊŦƻǊƳ ǘƘŜƛǊ ǿƻǊƪ
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Padilla et al., 2007



Lose the 
will to 
work

https://www.csaimages.com/

Negative experiences 

Suppressed emotions

Rumination

Distress



Two Primary Mechanisms of Toxic 
Leaders  

1) Upward influence via impression management

2) Downward influence and control via micromanaging

Ingratiated relationships
VExcessive flattery
VAligning interest to please the boss

  
Keep a separation between the people above them and 
people below them that they are trying to control   
VMicromanage
VCreate bureaucratic obstacles or rules 
VKeep away from upper management 

Milosevic, Maric, & Loncar, (2020) 

Kiss up

Beat 
down



Ingratiating behavior

ÁRefers to actions taken by individuals to gain favor 
or approval from others, often at the expense of 
their own authenticity. 

ÁThis type of behavior can manifest in various social 
contexts, from personal relationships to 
professional settings. 

They also talk about instead of to people





Dr. Joseph Schafer, (2008) survey (FBI NA) that found 
the following traits of effective leaders: 

ÁSet a proper example and demonstrate 
trustworthiness.

ÁConsider input from others.

ÁAccept responsibility and admit mistakes.

ÁMake informed decisions based on appropriate 
research and study.

ÁTreat all employees fairly and with dignity.

ÁAllow subordinates to handle duties 
commensurate with their skills and authority 
level. 
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Traits of Effective Leaders
Biggers, (2021)

ÁBeing risk-open and pursuing new opportunities and ideas 
from followers, which promotes an enterprising work 
culture

ÁDelegating tasks and spreading power downwards 
throughout the organization

ÁMaking decisions with other leaders democratically and 
based on evidence as a team, combining strengths, while 
lessening the negative impacts of their weaknesses

ÁSetting challenging goals for followers and expecting 
excellence to encourage improvement
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ÁMentoring followers by providing social support 
and training them to become leaders, as well as 
helping them grow professionally and personally

ÁAsking followers for their opinions and ideas 
before making decision

ÁEncouraging followers to assume more control 
over their work and to play a more active role in 
their own career development

ÁA set of empowering personal beliefs and a vision 
that fits the organization's needs
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Leaders as Mentors Must Find 
the Right Balance Between

ÁEmpowering and supporting them.

ÁEncouraging and challenging them.

ÁHelp them to be autonomous without putting too 
much pressure on them

ÁReflecting instead of reacting in situations



¢ƘŜ ¦ƴƛǾŜǊǎŀƭ ¢ƘǊŜŜ άLƴǎǇƛǊƛƴƎέ 
Leadership Behaviors 

ÁAn empowering leader: signals opportunity, trust, 
and provides the fundamental human need of 
control.

ÁAn elevating leader: shares success and praises 
(celebrating others, enhancing the leader's status)

ÁAn emphatic leader: perspective taking to 
understand the context in which people find 
themselves 

The best mentors integrate these qualities



Four Essential Strategies
Look Beyond the Numbers for the Quiet Indicators of 

Culture.
Hoyos, J. (2026).

ÁEngage in small acts of noticing to prevent large 
acts of repair

ÁHave empathy and the courage to sit with 
discomfort

ÁRecognize the human signals 

[ŜŀŘŜǊǎƘƛǇ ǘƘŀǘ ŜƴŘǳǊŜǎ ƛǎƴΩǘ ƳŜŀǎǳǊŜŘ ōȅ Ƙƻǿ 
many follow you, but by how many feel 

acknowledged in your presence



A fundamental truth that guides daily 
practice: presence precedes performance. 

Hoyos, J. (2026).

Á²ƛǘƘƛƴ ǘƘŜ άǎƳŀƭƭ ŀŎǘǎΦέ 

VtŀǳǎŜ ōŜŦƻǊŜ ǊŜǎǇƻƴŘƛƴƎ ǘƻ ŀ ŎƻƭƭŜŀƎǳŜΩǎ 
frustration.

V/ƻƴǎƛŘŜǊ ǿƘȅ ǎƻƳŜƻƴŜ ƛǎƴΩǘ ǎǇŜŀƪƛƴƎ ǳǇ ƛƴ ŀ 
meeting.

VOffer mentorship without being asked. 

VStay curious instead of judgmental.



Remember 

ά²Ƙŀǘ ȅƻǳsow; youwill 
alsoǊŜŀǇΦέ

Galatians 6:7



άw9Ltέ ²Ƙŀǘ ¸ƻǳ {ƻǿ
Galinski, A. (2025)

ÁR- Reflect: on your inspiring and infuriating 
experiences.

ÁE- Emulate: inspiring others by reflecting on 
how they inspired you.

ÁI-  Intend: turn your reflections into intentions.

ÁP- Practice: turn your intentions into practices.



KEY FACTOR

Á̧ ƻǳ ŎŀƴΩǘ ƛƴǎǇƛǊŜ ƻǘƘŜǊǎ ǳƴƭŜǎǎ ȅƻǳΩǊŜ ƛƴǎǇƛǊŜŘ 

Á̧ ƻǳ ŎŀƴΩǘ ŦŀƪŜ Ǉŀǎǎƛƻƴ

It must be authentic 



Great leaders reduce fear and 
promote safety and security



https://ewfinternational.com/new-leadership-role-workplace-politics-tips/



Leading up: is about loyalty, dedication, and work ethic; 
putting the organization ahead of yourself.

Sucking up: is about doing what you can, when you can to 
put yourself ahead of everything; and to create an 
ƻǇǇƻǊǘǳƴƛǘȅ ǘƻ άǎƘƻǊǘ Ŏǳǘέ ƻǊ ƻōǘŀƛƴ ȅƻǳǊ ŀƳōƛǘƛƻǳǎ Ǝƻŀƭǎ 
άŦǊŜŜΦέ 
                                                 

                                                      From John Maxwellôs 360-degree leader                         
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At whatever level you function as a leader, your 
ultimate ability to succeed will in large part depend 

on the support you receive from your 
ǎǳǇŜǊƛƻǊǎΧ¸ƻǳ Ƴǳǎǘ άƭŜŀŘ ǳǇέ

Maxwell, J. (2011)



Leading up greatly assists you in 
leading your subordinates

1) Your reputation in the agency

2) Your credibility with the bosses

3) Your strength in issues

4) Your ability to help them

5) Your ability to obtain resources

6) Ability to make change

7) They inherit your influence and power.
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Principles

Lead yourself exceptionally well.

ÅManage your emotions

ÅManage your time

ÅManage your priorities

ÅManage your energy

ÅManage your thinking

ÅManage your words

ÅManage your personal life
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Other Principles

Á[ƛƎƘǘŜƴ ¸ƻǳǊ [ŜŀŘŜǊΩǎ [ƻŀŘ

Á.Ŝ ǿƛƭƭƛƴƎ ǘƻ Řƻ ǿƘŀǘ ƻǘƘŜǊǎ ǿƻƴΩǘ

ÁBe Loyal

Á.Ŝ ǇǊŜǇŀǊŜŘ ŜǾŜǊȅ ǘƛƳŜ ȅƻǳ ǘŀƪŜ ȅƻǳǊ ƭŜŀŘŜǊΩǎ ǘƛƳŜ

ÁBecome a go-to player

ÁBe better tomorrow than you are today



[ŜŀŘƛƴƎ ǳǇ ǘƻ ά/ŀǇǘǳǊŜ ȅƻǳǊ .ƻǎǎΩǎ ±ƛǎƛƻƴΦέ
Brown, B. (2025)

Your Statement:

VI want you to win; I want to contribute to the win.

Your Inquiry:

V/ŀƴ L Ǉƭŀȅ ōŀŎƪ ǿƘŀǘ L ǘƘƛƴƪ ȅƻǳΩǊŜ ǎŀȅƛƴƎ

¢ƘŜ ǊŜǎǇƻƴǎŜ ȅƻǳ ǿŀƴǘ ǘƻ ƘŜŀǊ ǘƻ ǎƘƻǿ άŎƻƴƴŜŎǘƛƻƴέ

Vά¢ƘŀǘΩǎ ǊƛƎƘǘΦέ 

Your Commitment: (Clarity)

VLΩƳ ƻƴ ƛǘΣLΩƳ ŎƭŜŀǊ ƻƴ ǿƘŀǘ ȅƻǳ ǿŀƴǘΣ L ǿŀƴǘ ǘƻ Řƻ ƛǘΣ L 
know my team, I want to be effective, I need your 
permission to lead my team

We need to know what our boss values and understand 
what success looks like for them.



Other Important Principles in leading up
From Vernon Keenan, Retired Director GBI

ÁFinalize projects you are responsible for managing. 
(The boss should never have concerns about a 
projects status or completion) and provide regular 
updates

ÇProvide executive briefings or summaries

VDefine issues and outline problems

VBe objective, specific and concise

VProvide viable options and realistic solutions
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ÁConcentrate your efforts in areas you can influence

ÁDo not waste time or foster discourse in matters that you 
have no control

ÁDo not argue after the final decision is made, understand 
the importance of being committed to the execution and 
implementation of the decision 

ÁUnderstand the final decision may not be final 
(unanticipated influences, the discovery of new 
information may come into play) 

Á¦ƴŘŜǊǎǘŀƴŘ άƳƻǎǘέ ŜǾŜǊȅ ōƻǎǎ Ƙŀǎ ŀ ōƻǎǎ

ÁA global (Agency Team) perspective of war and theater of 
battle over just a battlefield mindset (strategy and 
Stakeholders)

ÁWhen asked provide truthful input

ÁNever compromise your personal integrity 
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Factors in Sound Relationships

ÁMutual benefit and reciprocity

VDƻƻŘ ǇǊƻŦŜǎǎƛƻƴŀƭ ǊŜƭŀǘƛƻƴǎƘƛǇǎ ŀǊŜƴΩǘ 
transactional, but they should feel fair over time τ 
both people contributing, both getting value.

VOffering help, credit, and support without 
immediately expecting something back builds long-
term goodwill.

ÁRespect, reliability, and accountability

VRespectful behaviors

VFollowing through on commitments; when you 
ŎŀƴΩǘΣ ŎƻƳƳǳƴƛŎŀǘƛƴƎ ŜŀǊƭȅ ǊŀǘƘŜǊ ǘƘŀƴ ƭŜǘǘƛƴƎ 
someone find out the hard way.

VOwning mistakes directly instead of deflecting.



ÁMaintenance over time

VRelationships decay through neglect, not usually 
through dramatic events. 

Regular, low-effort check-ins matter more than people 
expect.

VRevisiting and repairing the relationship after conflict, 
rather than letting unresolved tension quietly harden 
into distance.

DƻƻŘ ǇǊƻŦŜǎǎƛƻƴŀƭ ǊŜƭŀǘƛƻƴǎƘƛǇǎ ŀǊŜƴΩǘ ƳŀƛƴǘŀƛƴŜŘ ōȅ 
grand gestures τ ǘƘŜȅΩǊŜ ōǳƛƭǘ ǘƘǊƻǳƎƘ ǎƳŀƭƭΣ ŎƻƴǎƛǎǘŜƴǘ 
behaviors (follow-through, honesty, respect) repeated 
over time, which is exactly what makes trust durable 

rather than fragile.



ÁMost relationship disorder is really a 
communication and clarity problem wearing a 
personality-conflict costume. 

Fixing the structure (who does what, how issues get 
raised, how decisions get made) usually does more 

than trying to fix personalities directly.



The Greatest Sin in Leadership is 
Leading by Assumption

Maxwell, (2023)

Assuming:

ÁYou know what your people think

ÁThey're on the same page with you

Á¢ƘŜȅ ŀǊŜ άƻƴ-ōƻŀǊŘέ ȅƻǳǊ ƭŜŀŘŜǊǎƘƛǇ ǘǊŀƛƴ



Important Leadership Perspective

Not Just Inputs (From the leader)

They are Outputs (From the followers)

ÁLeading teams is about groups and how those groups

oFeel

oThink

oBehave

ÁHow we shape attitude and thought through transitions at 
the group level

ÁLeaders and Leadership are transformed by the group

ÁCentral to leadership is building strengths, alignments and 
balance, with clarity of concepts



Identity (Me)

ÁOur individual identity refers to how we think 
about ourselves, who we are and what we stand for

    (Self-esteem, values etc.)

ÁThis process of gaining an identity is largely done 
referentially within our social context

ÁWe tend to define ourselves by our similarities and 
differences to others we meet or know of
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Social Identity (We)

ÁRefers to the process of how we define who we are by 
reference to the social groups we align with or are 
members of

ÁExamples are organizations, group memberships, family 
groups, social and political allegiance, etc. 

ÁThese group memberships tend to be ingrained with 
values, emotional responses and patterns of cognition 
(thinking and problem solving) and behavior

ÁThey give us a sense of belonging, meaning, give us 
direction, and so these groups our source for social 
support and so on
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