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The words that were most  

often used to describe  the 

challenges were:

• Complexity

• Change

• Global

• People

• Context

My PhD Research

24 Interviews about what challenges leaders face



Is it a leadership failure?

• CCL: “half of leaders are considered a disappointment, incompetent, amiss-hire or a complete failure”
• Corporate Research Forum – less than one third of respondents rates “their overall ability to develop leaders as 

“good” or “excellent”
• Deloitte study: only 6% of respondents rated leaders as “very ready” in their pipeline
• Three Harvard professors – the current state of leadership education lacks the intellectual rigor and institutional 

structure required to advance the field beyond its present stage. 
• There is a high rate of turnover among leaders. 
• Workplaces are mostly horrible – Pfeffer



Problem 1: COMPLEXITY GAP

Lectica



Problem 2: Toxic and Bad Leadership is plentiful and not 
addressed



7

“I’ve learned one thing – people who know the least 
anyways seem to know it the loudest.”  Andy Capp



3 Ways Senior Leaders Create a Toxic Culture
Ron Carucci HBR

1. Scattered Priorities
It’s astounding how badly most leadership teams use their time together. They set meeting agendas 
haphazardly, frequently only days beforehand (if at all). Their conversations veer off topic, often into 
minutia. They leave unaddressed the decisions and problems needing resolution.

2. Unhealthy Rivalries
Competition among leadership teams isn’t unusual. After all, leaders that made the cut had to distinguish 
themselves among their peers to get the “big jobs.” But a team of excessively individualistic leaders vying 
for resources, status, influence, and, most often, their boss’s job, can fracture the organization beneath 
them.

3. Unproductive Conflict
When conflict and information are mishandled among a leadership team, the rest of the organization 
follows suit. Speaking negatively behind one another’s backs, withholding honest perspectives, or pocket 
vetoing decisions after they are made should be unacceptable.

https://hbr.org/search?term=ron%20carucci
https://hbr.org/2004/09/stop-wasting-valuable-time
http://www.navalent.com/resources/blog/fragmented-organization-%E2%80%93-bridging-organization-boundaries


Problem 3: Poor leadership development

HBR



• The word “leadership” – no precise and agreed upon definition and meta model
• Another issue is that leadership experts assume leadership is good. We also need to 

teach what bad leadership is. 
• There is no widely agreed meta curriculum. 
• There is conceptual redundancy.
• There is inadequate research. 
• Who should teach how to lead? Philosophers? Psychologists? Academics? What 

expertise and certifications should they have?

Problem 3: Poor leadership development



So... WHAT CAN BE DONE ABOUT IT?



Solution 1: Update the definition of leadership



Tricia Naddaff , MRG



Manfred Kets de Vries writes: 

“At its heart, leadership is about human behaviour— what we do, how 
we do it and why we do it.  Leadership is about the way people behave 
in organisations and effective leaders are those who meet the needs of 
their followers; pay careful attention to group processes; able to calm 
anxieties and arouse hopes and aspirations; and know how to liberate 
human energy and inspire people to positive action.  

In short, leadership involves harnessing and leveraging the different and 
complex forces and dynamics at play in organisational functioning.”

Solution 1: Update the definition of leadership



Hero leadership
Trait theory

Command and control
Competencies

Job security
Hierarchy

Narrow tasks and roles
Socialised

For the elite few

Visionary
Charismatic

Transformational
Behavioural
Horizontal

Competencies
Empowerment

Culture
Socialised
Situational

SHARED
Human

Integrative 
Holistic, deep
Eco systemic

Lifelong journey
Complex

Social
Context

Neuro plasticity
Horizontal and vertical

Agile and adaptive
Digital

Technology
Virtual and flexible

Self authoring

Leadership 1.0 Leadership 4.0Leadership 2.0 and 3.0

Solution 1: Update the definition of leadership



Leadership 
4.0
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Solution 2: Develop a meta model of leadership 4.0



Personal 
agility

Growth mindset
Grit/resilience

Relationships and 

communication through 

Clear Leadership

Focus/deliberate practice/

deep work

Emotional agility and positivitySelf awareness

Personal Agility

Mindset shifts

Growth mindset
Strengths focus
Focused attention
Self driven learning and growth
Positive outlook
Habit change



Mindset: Robert Kegan, in his research into adult development 
describes the five stages as follows: 

Stages of Adult Development:

• Egocentric – The world happens because of me (think of a self-centered teenager) 

• Reactive – The world happens to me (a defensive victim of circumstances – the external 
defines me) 

• Creative – I create my world (reality is the result of powerful choices – self authoring) 

• Integral – The world is a reflection of me (external reflects internal – self transforming) 

• Unitive – I and the world are one (transcend the mundane and identify with the planet ) 

One way to think about these stages is as a successive series of operating systems – each 
representing a more evolved, more robust configuration or “release”. Inherent in this is the 
understanding that each stage stands on and develops from the one before it. 



Source: slideserve.com

https://www.slideserve.com/nayef/kohlberg-s-theory-of-moral-development


Contextual intelligence



Solution 3: Develop and Integrated Leadership Development Model 

Integrated Leadership 
Development Model 

(ILDM)

All leaders at all 
levels – readiness 

checked and 
collectively and 

individually  
developed, 

learning owned by 
the learner

Co-created lifelong 
journeys fit for 

strategy, culture,  
context and reality

Omni-learning, digital, 
social,  experiential and 

reflective learning –
always available on all 

devicesDesigned for all 5 
moments of 

learning, horizontal 
AND vertical, 
humanised

Holistic and 
interdisciplinary 

– focused on 
mindsets and 

ethics

Transformative 
facilitators skilled 

in new ways of 
learning and 
performance 

support

Results and 
learning tracked 
and adjusted in 

real time

1 - DESIGN

2 - PARTICIPANTS

3 - METHOD

4 - LEARNING

7 – EVALUATED AND ADAPTED

6 - FACILITATION

5 - CONTENT
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