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SECTION A: The Four Clusters of Leadership Theory  
 

 

This section of the biblio -

graphy is organized around 

four clusters of leadership 

theory. Our view is that 

most theories of leadership 

fit primarily into one of 

these clusters, each of 

which has strengths and 

limits. However, an optimal 

approach to leadership 

would draw on all four 

clusters.  
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SECTION A: The  Four Clusters of Leadership Theory  
 

1.  Lead by Embodying the Right Personal Qualities.  

 

 

Overview  The upper left Cluster focuses on the qualities that are 

thought to universally contribute to leadership. It suggests 

that leadership requires being the righ t kind of person, or at 

least having particular personal qualities.  

 An early example is the ñGreat Manò theory of leadership, 

which was popular at a time when only men were thought to 

be leaders. This was followed by a wave of ñtraitò theories 

that tried to specify the particular qualities that accounted 

for leadership. An assumption in these earlier theories was 

that leaders are born, not made.  

 Interest in these early theories waned in 1930ôs and 1940ôs, 

as researchers were unable to agree on which quali ties 

accounted for leadership. However, the notion that the 

personal qualities of a leader are important has proved to 

have enduring value.  

 There was a resurgence of theories emphasizing character in 

the 1980ôs. You began to hear talk of ñtransformationalò 

leadership (e.g., Burns) and then ñcharismaticò leadership 

(e.g., Conger). In this approach the leaderôs role is to help 

followers reach their full potential, raising their motivation 

and even their morality. The classic examples here are 

Mahatma Gandhi and Martin Luther King. Nelson Mandela 

would be another natural addition to the list.  

 More recent versions of these theories place less emphasis 

on leaders being born and some assume that the desired 

qualities can be learned. But they tend to emphasize th e 

ñlarger than lifeò character of leaders. This has a downside. 

While it may be inspirational to review the contribution of 

people like political leaders like Gandhi, or corporate leaders 

such as Jack Welch, it could just as easily be disheartening. 

Such a n emphasis implicitly discourages ñordinaryò people 

from believing that they can rise to the leadership challenge. 

A subtler limit is that even if one did find a correlation 

between leadership and particular traits, it doesnôt follow 

that having those trai ts leads to leadership.  
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 Nonetheless, the emphasis on a leaderôs character continues 

to attract rich contributions to advice on leadership, and is 

the source of some of the most interesting recent 

contributions (e.g., Senge et al).  

 The value of this clust er for leadership development is that 

it:  

Á Reinforces the importance of recognizing that your most 

valuable tool as a leader is yourself.  

Á Calls attention to the critical role of self knowledge, 

knowing your strengths and your limits.  

Á Makes clear the importa nce of developing yourself fully as 

a person (i.e., developing your emotional intelligence, 

your ñwhole selfò). 

 Following are brief descriptions of some of the major 

examples of this approach. 1 

 

                                       
1 We are indebted to Arthur Jago for the basic idea of dividing leadership theory into four parts, which we 

have adapted and extended ("Leadership: Perspectives in Theory and Research." Management Science  

1982, 28(3): 315 -336.)  
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SECTION A: The Four Clusters of Leadership Theory  
 

1.  Lead by Embodying the Right Personal Qualities.  

 

 

Selected Examples  

 
Berens, Linda (2000). 

Understanding Yourself 

and Others: An Introduc -

tion to Temperament .  

Huntington Beach, Calif.: 

Telos Publications.  

In this very useful booklet Berens provides a concise overview of 

temperament theory ðits history, nature and applications. This 

theory, created by David Keirsey (see below), provides a simple 

though not simpli stic four - fold typology for understanding the ways 

in which people differ. Along with the MBTI, temperament offers one 

of the most useful of the many frameworks for understanding 

individual differences. Berens is a protégé of Keirsey and with him 

has been a strong advocate. She believes that leadership style is 

directly related to ñwho you are,ò which makes this work a good fit 

with the upper left cluster of theory. However, unlike Keirsey, she 

does not believe that Temperament directly predicts oneôs approach 

to leadership. Instead, it is a powerful way of understanding the 

differing basic orientations, including needs and values, that people 

typically bring to their leadership roles.  

 

Boyatzis, Richard and 

Annie McKee (2005). 

Resonant Leadership: 

Renewing  Yourself and 

Others with Mindfulness, 

Hope and Compassion .  

Cambridge, Mass.: Harvard 

Business School Press.  

 

This bo ok reflects a trend in leadership theory that points to the 

importance of developing oneôs character as a person in order to be 

an effective leader. As Daniel Goleman writes in the foreword, ñthe 

first task in managementéposes the challenge of knowing and 

managing oneselfò so that one can ñact in accord withéinner 

barometersò This means connecting to oneôs values, aligning 

emotions with goals, and cultivating compassion as a way of lifting 

oneself out of self -preoccupation. The authors provide suggestions f or 

how to follow the advice of Gandhi to ñbe the change you wish to see 

in the world.ò In doing so, they build on their previous work with 

Goleman, Primal Leadership, which underscored the impor tance 

emotional intelligence as a foundation for leadership. A new 

dimension in this work is attention to how leaders lose resonance 

through the ñsacrifice syndrome,ò which results from an inability to 

manage prolonged stress, and results in dissonance rather than 

resonance. They offer an approach to coping with str essðthe ñcycle 

of sacrifice and renewalòðthat is grounded in an recent research on 

brain chemistry, physiology, and positive psychology. It is a holistic 

approach, involving body, heart, mind and spirit. It requires inten -

tional self development to cultiva te mindfulness (aware of ourselves 

and the world around us), hope (belief that the future we envision is 

attainable) and compassion (understanding othersô wants and needs 

and feeling motivated to respond).  
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Brill, Pam (2004). The 

Winnerôs Way: A Proven 

Me thod for Achieving Your 

Personal Best in Any 

Situation .  New York: 

McGraw Hill.  

 

Psychologist Bill has created an original and illuminating synthesis 

of research and practice on how to be your best self. She organizes 

the book around a simple but compelling framework, the ñThree 

Aôsò: Activation (the physical/physiological aspect of experience); 

attention (where you choose to focus); and attit ude (guiding 

values, beliefs, and assumptions). Proper alignment of all three 

offers a path for staying ñin the zone,ò where peak performance is 

possible The book has a self -  promotional tone, and using language 

with a good deal of ñhype.ò However, readers who are not put off 

by these stylistic features will be rewarded with a substantive and 

useful treatment of a proposition that is increasingly prominent in 

leadership theory: the foundation for effective behavior (including 

leadership) is management of on eôs own consciousness. Discussion 

of ñActivationò integrates what has been learned about how ath-

letes achieve superior performance. Brill encourages people to 

become aware of and manage their level of activation. Discussion 

of ñAttentionò highlights on patterns of individual difference in 

where we focus our attention, and the consequences of these 

choices, which are often tacit. And discussion of ñAttitudeò makes 

accessible key findings from psychology and cognitive therapy 

about the underlying assumptions  that shape our perception and 

experience, and how to become aware of them. In all these areas 

she provides practical tips.  

 

 

Burns, James McGregor 

(1979). Leadership .  New 

York: Harper Torchbooks.  

 

This cla ssic work on leadership offers a scholarly and subtle discus -

sion of varied leadership styles, distinguishing between ñtransform-

ingò and ñtransactionalò leadership. Burnsô notion of ñtransformingò 

leadership has had enormous influence, and is the foundati on for 

what has become better known as ñcharismaticò leadership. Five 

hundred pages in length, the book poses a substantial but reward -

ing challenge.  

 

 

Collins, Jim (2002). Good 

to Great: Why Some Com -

panies Make the Leap and 

Others Don't .  New York: 

Harper Collins.  

 

Challenging the conventional wisdom, Collins argues that trans -

forming a company from merely good to truly great does not require 

a larger - than - life  personality. Rather the essential ingredient is 

having a ñlevel 5ò leader who blends personal humility with intense 

professional will. The common characteristics of such leaders are 

humility, will, ferocious resolve, and the tendency to give credit to 

oth ers while assigning blame to themselves. He contrasts the turn -

around successes of outwardly humble executives like Gilletteôs 

Colman Mockler and Kim berly -Clarkôs Darwin Smith with those of 

larger - than -life leaders like Al (ñchainsawò) Dunlap and Lee Iacocca, 
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who courted personal celebrity. Collins is not clear whether these 

traits can be learned. His argument is summarized in "Level 5 

Leadership: The T riumph of Humility and Fierce Resolve." ( Harvard 

Business Review , January 2001, pp. 67 -76).  

 

 

Covey, Stephen (1990). 

Principle - Centered 

Leadership .  New York: 

Simon and Schuster.  

 

Covey does much better than most writers on leadership in going 

beyond the limits of a single cluster. His ñprinciple-centered leader -

shipò is concerned both with who we are and what we do. In 

Coveyôs view, leaders should be guided by principles, which like a 

compass, alw ays point the way. The principles he advocates fall 

into four domains: security, guidance, wisdom and power. Covey 

seems most concerned with character. For example, he lists the 

characteristics of principle -centered leaders (e.g., continually 

learning, ser vice oriented, radiate positive energy). But he often 

pays attention to both character and behavior ðe.g., ñTrustworthi-

ness is based on character, what you are as a person, and compe -

tence, what you can do.ò And at times he turns his attention fully to 

what leaders should do, listing thirty ñmethods of influenceò 

(ranging from the moralistic -- ñrefrain from saying the unkind or 

negative thingò-- to the more operational and practical ðñdelegate 

effectivelyò). In this vein, he devotes a chapter to how to get ñcom -

pleted staff work.ò Covey even shows some sensitivity to the need 

to adjust oneôs behavior to the situation, distinguishing between 

four levels of application of leadership: personal, interper sonal, 

managerial, and organizational. But at heart he seems most con -

cerned with the kind of people we are. When the four areas of 

principle are harmonized, ñthey create the great force of a noble 

personality, a balanced character, a beautifully interfaced individ -

ual.ò Covey is most compelling as a preacher, extolling the virtues 

of good character.  

 

 

Csikszmentmihalyi, Mihaly 

(1990). Flow: The 

Psychology of Optimal 

Experience .  New York: 

Harper & Row.  

 

This rigorously researched w ork describes a high performance state 

of mind that is accessible to many people under certain conditions 

and shows up in activities as diverse as chess, rock climbing, creat -

ive acts and states of rapture. By ñflowò the author means ñthe 

holistic sensatio n present when we act with total involvement.ò It is 

characterized by the merging of acting and awareness. In this 

sense ñflowò has similarity with ñpresencing.ò Citing Maslow, the 

author reports that people describing this state often use terms like 

ñloss of e go,ò ñloss of self-consciousnes s,ò and even ñfusion with 

the world.ò It is a state of mind that is very pleasurable and that 

also generates very effective outcomes. Csikszmentmihalyi des -

cribes the conditions that appear to be required by a flow state . But 
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the larger point is that effective engagement in work or play is 

often directly related to the quality of the consciousness of the 

performer.  

 

 

Erikson, Erik (1993). 

Gandhi's Truth: On the 

Origins of Militant Non -

violence .  New York: 

Norton & Co.  

 

This is a complex portrait of one of the 20th centuryôs greatest 

leaders, written by one of its most gifted psychologists.  

 

 

George, Bill with Peter 

Sims (2007). True No rth: 

Discover Your Authentic 

Leadership .  San Francisco, 

Calif.: Jossey - Bass  

 

This book is one of several recent sources of validation for the basic 

assumption unde rlying the ARYLS seminar: that leadership is 

personally distinctive. Harvard Business School Professor Bill 

George and co -writer Peter Sims interviewed 125 executives, aged 

23 to 93, who had been identified as ñauthenticò leaders. The result 

is a book whic h, as Presidential adviser David Gergen writes in a 

foreword, provides powerful testimony to the idea that ñwhat 

ultimately distinguishes the great leaders from the mediocre are 

the personal, inner qualities.ò More specifically, a common theme in 

those int erviewed was that the power and authenticity of their 

leadership came from their ability to draw positive lessons from 

their interpretation of their life stories. Their ability to lead grew out 

of their life struggles and challenges and the meaning they ma de 

from those experiences, not from being born with extraordinary 

talents or by imitating others . The congruence between their 

personal story and their approach to leadership is the source of 

their authenticity. The lesson for leaders is that if you want to 

become authentic, know your own life story.  

 

George reports his own experience in learning from personal life 

challenges to become CEO d then Chairman of Medtronic, a global 

medical technology company. He also tells the story of many 

others, from Oprah Winfrey ðwho went from an abused childhood 

to bui ld a media empire ðto Starbucks' founder Howard Schultz, 

who resolved to build a company that would protect people like his 

father who lost his job to an accident. Under his leadership 

Starbucks became the first U.S. company to provide health 

insurance for every employee, including part - time workers. A key 

dimension of authenticity, the authors found, was a transformation 

in thinking from "I" to "we." Only when leaders stop focusing on 

their personal ego needs are they able to become fully authentic 
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and deve lop other leaders.  

 

Are authentic leaders more effective than those that are not? The 

authors believe so, as do the people they interview, though no 

evidence is offered.  However, the book explores particular ways to 

optimize your leadership effectiveness , which include using a style 

that fits the situation you are facing, and being versatile enough to 

adapt.   

 

 

Goleman, Daniel. (1996). 

Emotional Intelligence: 

Why It Can Matter More 

than IQ .  London: 

Bloomsbury.  

 

In what has become one of the greatest selling books on manage -

ment, Goleman identifies five components of emotional intelli -

gence: self awareness, self regulation, motivation, empathy, and 

social skill. Such intelligence is partly genetic, but Goleman con -

cludes that it is to some extent learnable. However, the learning 

needs to address the limbic part of the brain, which governs feel -

ings, impulses and drives, rather than the neo -cortex, which 

governs analyti cal and technical ability. The limbic system learns 

best through motivation, extended practice, and feedback. For a 

summary focused on leadership, see "What Makes a Leader?" 

(Harvard Business Review , Nov. ïDec., 1998, pp. 94 -102). Goleman 

is concerned with behavior, and not just underlying character or 

ñintelligence,ò so this work is relevant to the next cluster as well 

(which is where Goleman himself might place it). However, the 

work has an emphasis on underlying capacity that we believe gives 

him the high est affinity with those theorists who emphasize 

character above all else.  

 

 

Goleman, Daniel (1998). 

Working with Emotional 

Intelligence .  New York: 

Bantam Books.  

 

Following up his earlier widely read work, Emotional Intelligence, 

Goleman offers evidence that success in the workplace is associ -

ated with a core set of emotional competencies. Goleman grounds 

his observations in summaries of the latest research on human 

behavior and the brain, pointing to the possibility ðand difficulty ðof 

changing oneôs behavior to increase emotional intelligence. 

 

 

Helgesen, Sally (1985). 

The Female Advantage: 

Womenôs Ways of Leader-

ship . New York: 

Doubleday.  

 

Helgesen argues that gender differences make for fundamental 

differences in approach to leadership. For example, the emphasis 

on vision reflects a bias toward the masculine tendency to step 

back and view things objectively,  which is reflected in the Western 

view of science. By contrast, the more subjective female approach, 

which appreciates context and the interdependence of the observer 

and the observed, emphasizes voice rather than vision. She uses 

the metaphor of the ñweb of inclusionò to characterize the female 
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approach that follows from this difference, contrasted with the male 

tendency toward hierarchy. Providing case studies of four women, 

Helgesen contrasts her findings with Henry Mintzbergôs portrait of 

five male lea ders (Mintzberg, The Nature of Managerial Work 

[1973], New York: Harper Row). Among other differences she 

found that women paid more attention to relationships, shared 

information rather than hoarded it, and saw their jobs as just one 

element of who they w ere (versus the male tendency to identify 

with their job).  

 

 

Joiner Bill and Steve 

Josephs (2007). Leader -

ship Agility: Five Levels of 

Mastery for Anticipating 

and Initiating Change .  

San Francisco, Calif.: 

Jossey - Bass.  

 

Joiner and Josephs have contributed one of the most thoughtful 

and useful books on leadership to appear in recent years, which has 

the additional virtue of being clearly written. It offers a thorough 

and useful application to leadership of a powerful body of literature 

on developmental psychology. Building on the work of his teacher 

Bill Torbert ( Action Inquiry , 2005) and other developmental 

theorists, Joiner  and co -author Josephs do a masterful job of 

demonstrating how differences in the quality of thinking make a 

difference in how leaders approach challenging situations and the 

results they get. For example, a fascinating chapter (ñThe Five 

Edsò) imagines how a composite character with 5 different levels of 

ñmasteryò of leadership agility would approach the same situation. 

The book also lays out four core competencies that further define 

leadership agility, pertaining to context setting, dealing with 

stakehol ders, being creative, and self - leadership.  Other nuggets 

include descriptions of the differing ways in which leaders at the 5 

levels of mastery reflect.  

 

The authors devote some attention to how to assess leadership 

agility and how to develop it. The rub ðand the opportunity ðis that 

attaining higher levels of mastery is not simply a matter of skill 

acquisition. It involves development in oneôs overall level of con-

sciousness ðthe way we see the world. In theory we are all capable 

of development to levels of  mastery that go beyond even the 5 

described by the authors. And there is strong incentive for us to do 

so, as the increasing complexity of the situations leaders encounter 

calls out for leadership at the highest levels of mastery. Unfortun -

ately, most of us get stuck far short of our highest potential, and as 

a result are ñin over our headsò (the title of a book by another of 

the thinkers who has influenced the authors, Robert Kegan).  

 

 

Kabat - Zinn, Jon (2005). Mindfulness meditation is among the most powerful tools for sharp -
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Coming to Our Senses: 

Healing Ourselves and t he 

World through Mindful -

ness .  New York: Hyperion.  

 

ening a leaderôs perceptions. This is the most recent of several 

good books on this practice by the physician who revolutionized the 

practice of stress reduction through use of mindfulness meditation. 

ñApplying mindfulness in the moment of contactéwe can rest in the 

openness of pure se eing, without getting caught up in our highly 

conditioned, reactive, and habitual thinking or in a stream of dis -

turbance from the feeling realm, which of course only leads to more 

disturbance and turbulence of mind, and carries us away from any 

chance of appreciating the bare actuality of what is.ò Seeing in this 

way is good for us and good for the world, as we are more likely to 

be able to ñrespond in an effective and authentic way.ò Kabat-Zinn 

quotes Proust, ñThe true journey of discovery consists not in seek -

ing new landscapes but in having fresh eyes.ò His book makes an 

eloquent case for one way of developing fresh eyes. Increasingly 

one finds evidence that this perspective is finding itôs way into 

leadership development programs.  

 

 

Kegan, Robert (1994). In 

Over Our Heads: The 

Mental Demands of 

Modern Life .  Cambridge, 

Mass.: Harvard University 

Press.  

 

Kegan, a developmental psychologist, offers one of the more 

intriguing of a number of current ñstageò models of adult develop-

ment. Extending the work of Piaget, who has shown that children 

evolve through relatively well defined stages in which their ability 

to reason expands, Kegan argues that adults have  similar potential 

to continue to evolve to higher states of consciousness. Unfortu -

nately, the kinds of challenges that we face in modern Western 

lifeðat work, in marriage, and in parenting ðrequire us to have 

developed further than most of us do: thus we are ñin over our 

heads.ò To effectively deal with these challenges, we will be best 

served by leaders who have succeeded in attaining higher stages of 

development.  

 

 

Keirsey, David (1998). 

Please Understand Me II: 

Temperament, Character, 

Intelligence .  Del Mar, 

Calif.: Prometheus 

Nemesis Book Company.  

 

Keirsey is the creator of temperament theory, for which he and his 

student Linda Berens (see above) have been the principal advo -

cates. His basic premise is that people are different from one 

another and that this determines their approach to life, including 

the way they exercise leadership. Like the Myers -Briggs Type 

Indicator, with which it has high correlation, tem perament theory 

takes the view that we all have a valuable contribution to make, 

but we make it in different ways. Being effective in dealing with 

others is enhanced by understanding the nature of our own 

contribution and how it differs from that of others . The four tem -

peraments (Guardian, Rational, Artisan, Idealist) each have a close 

correlation with four of the 16 types of the Myers -Briggs Type 

Indicator (SJs, NTs, SPs, and NFs). Subcategories of the four tem -
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peraments correlate directly with the 16 MBT I types. Although the 

emphasis on ñwho you areò as the basis for approach to leadership 

places Keirseyôs work most directly in this cluster, it does have 

direct implications for adjusting oneôs approach to suit othersô 

styles, and therefore makes a contrib ution to the third (lower left) 

cluster as well.  

 

 

Keirsey, David and Ray 

Choinere (1992). Presi -

dential Temperament .  Del 

Mar, Calif.: Prometheus 

Nemesis Book Company.  

 

This work, based on Keirseyôs temperament theory (see above), 

reviews the approach to leadership of all the U.S. presidents 

through George H. Bush and assesses their temperament. The 

authors provide a rationale for their judgments that is always 

interesting and infor mative, even though other advocates of the 

MBTI and temperament theory might quarrel with some of their 

conclusions.  

 

 

Klein, Gary (2003). 

Intuition at Work: Why 

Developing Your Gut 

Instincts Will Make You 

Better at What You Do .  

New York: Currency/ 

Doubleday.  

 

The author is a respected practitioner who has trained Marines, 

among other professionals, to increase their intuition. Klein offers  a 

pragmatic definition of intuition: ñthe way we translate our experi-

ence into action.ò In his model, situations generate cues that ena-

ble people to recognize patterns that trigger action scripts. The 

action scripts are tested by mental simulations usin g relevant 

mental models. All this is done tacitly, drawing on experience. 

Kleinôs work has helped build appreciation for a kind of knowing 

that goes beyond logic and analysis. At the same time, his notion of 

intuition is quite limited in comparison with ñprimary knowingò as 

described by Eleanor Rosch (annotation below), that is also advo -

cated in the book Presence (also annotated below).  

 

 

Quinn, Robert E. (2004). 

Building the Bridge as You 

Walk on It: A Guide for 

Leading Change .  San 

Francisco, Jossey - Bass.  

 

This is the third in a trilogy in which Quinn offers his understanding 

of the inner state that corresponds to leadership. In Change the 

World (2000), he  presented eight principles inspired by the exam -

ple of three transformational leaders: Jesus, Gandhi, and Martin 

Luther King. Despite reliance on these larger than life exemplars, 

his emphasis there was on how ordinary people can embody trans -

formational qualities. In his latest work, Quinn has strengthened his 

conviction that ñthe foundation of leadership is not thinking, behav-

ior, competencies, techniques, or position. The foundation of lead -

ership is who we are.ò He identifies four characteristics of the 

ñfundamental state of leadership:ò being 1) externally open (as 

opposed to blocking out signals for change to stay focused on 

existing tasks); 2) focused on others and the common good (vs. 

ego -driven); 3) internally directed (instead of defining oneself  by 
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how one is judged by others); and 4) purpose -centered (instead of 

seeking comfort by sticking with the familiar). He goes on to 

describe eight ñcreative statesò for entering the state of funda-

mental leadership, each of which represents a paradoxical e mbrace 

of polarities. The second half of the book describes practices corre -

sponding to each of these 8 states that can be used to cultivate the 

fundamental state of leadership. Quinnôs case studies lack quanti-

tative indicators of the impact of leaders th at he believes have 

attained the ñfundamental state.ò Nonetheless he makes a compel-

ling case for the importance of the leaderôs inner state and provides 

useful tools for accessing it. An article in the July -August 2005 

Harvard Business Review  (ñMoments of Greatness: Entering the 

Fundamental State of Leadersh ipò) summarizes key parts of the 

book.  

 

 

Rosch, Eleanor (1999). 

Primary Knowing: When 

Perception Happens from 

the Whole Field: An Inter -

view with Professor 

Eleanor Rosch . 

www.dialogonleadership.  

org/interviewRosch.html.  

 

How does a leader know what to do? U. Berkeley professor Rosch 

uses the term ñprimary knowingò to describe a kind of knowing that 

does not depend directly on sensory data or even past experience. 

ñIntention, body, and mind come togetherò to enable access to a 

field of consciousness in which the knower tunes into a storehouse 

of knowledge going bey ond the individualôs prior experience. She 

has combined scientific rigor to arrive at conclusions that appear 

radical but which are quite consistent with ancient wisdom 

traditions: ñThe body is a kind of energy system that can actually 

serve as a bridge to  wisdom knowing. The heart may be the best 

access through the physical system to this kind of wisdom.ò The 

basis for effective action, then, is a quality of consciousness that 

has cultivated this way of knowing. This interview with Rosch was 

one of the str ong contribution influences to the U -Theory articulated 

in Presence (2004), by Senge et al (see annotation below).  

 

 

Scharmer, C. Otto (2007). 

Theory U .  Cambridge, 

Mass.: Society for 

Organizational Learning.  

 

This book represents a major, path -breaking contribution to leader -

ship theory and practice. It develops in much greater depth the ñU 

Theoryò that is described by Scharmer and co-authors Peter Senge, 

Joseph Jaworski and Betty Sue Flower in Presence  (2004) ,  

annotated below . Both works resulted from research undertaken by 

Jaworski and Scharmer to understand how to help leaders learn 

how to better sense what was needed in the world and bring it 

forth ði.e., how to ñlearn from the future.ò They interviewed over 

150 thought leaders from around the world, including economists, 

entrepreneurs, cogni tive scientists, educators, and Eastern gurus in 

the areas of creativity, high performance, and leadership. These 

interviews persuaded them that leaders will have to addr ess a 
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ñblind spotò in our understanding of leadership. Leaders need to 

develop a new cognitive capacity that involves ñprimary knowing,ò 

or knowing in a more holistic and intuitive way. From this 

perspective, ñthe most important tool for leading 21st century 

change is the leaderôs self.ò The higher oneôs self development, the 

greater oneôs potential impact as a leader. This philosophy is 

captured in a quotation from former Hanover Insurance Company 

CEO Bill OôBrien: ñThe success of an intervention depends on the 

interior condition of the inter -vener.ò Theory U  is Scharmerôs fuller 

articulation of the process whereby leaders can move from taking in 

new information to acces sing their capacity for make deeper sense 

of that informa tion, to envisioning and prot otyping new 

innovations. The theory depicts three spaces that are envisioned in 

the form of a ñUò: sensing (seeing current reality), presencing 

(reflecting deeply), and realiz ing (acting). The bookôs description of 

the ñUò is scholarly but with many concrete illustrations. It 

elaborates a point of view developed in a series of articles and 

interviews, many of which are available at 

www.dialogonleadership.org . 

 

 

Seligman, Martin (2002). 

Authentic Happiness .   

New York: Free Press.  

 

In light of evidence that a leaderôs mood can have a dramatic 

impact on the surrounding organization (See Goleman and Boyatzis 

in the next section), itôs worth exploring whether leaders can 

enhance their basic happiness. Seligman believes that the answer 

is ñyes,ò and we agree. Seligman is a student of cognitive therapist 

Aaron Beck, is a co -founder of the ñpositive psychologyò move-

ment. In an earlier work (Learned Optimism), he brings a 

rational/empirical lens to the concepts of pessimism and optimism, 

showing the latter to be a critical success factor in many profes -

sions and something which ðas the title suggests ðcan be learned. 

In this book he offers a rational deconstruction o f the elements of 

happiness. Happiness = S + C +V, where S = your "set range" (a 

genetically determined disposition toward happiness), C = circum -

stances, and V = factors under= your voluntary control ðI.e., atti -

tudes. (E.g., regarding past, the key is a c ombination of forgive -

ness and gratitude; regarding the present, it's pleasures (savoring, 

mindfulness) and ðbetter yet ðgratifications, which consist of doing 

the things that you are especially good at; regarding the future itôs 

ñhopeò and ñoptimism.ò) 

 

 

Senge, Peter, Joseph 

Jaworski, Otto Scharmer, 

and Betty Sue Flowers. 

This book resulted from r esearch undertaken by Jaworski and 

Scharmer to understand how to help leaders learn how to better 

sense what was needed in the world and bring it forth ði.e., how to 

http://www.dialogonleadership.org/
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Presence (2004) . 

Cambridge, MA: Society 

for Organizational 

Learning.  

 

ñlearn from the futureò in order to address the clashing forces that 

confront leaders in a world of increasing change and uncer tainty. 

They interviewed over 150 thought leaders from around the world, 

including economists, entrepreneurs, cognitive scientists, 

educators, and Eastern gurus in the areas of creativity, high per -

formance, and leaders hip. The authors believe that learning from 

the past to face such unknowns is not adequate. Rather, ñthe new 

leadership challenge is to sense and actualize emerging opportuni -

ties.ò These interviews persuaded them that leaders will have to 

address a ñblind spotò in our understanding of leadership. Leaders 

need to develop a new cognitive capacity that involves ñprimary 

knowing,ò or knowing in a more holistic and intuitive way. This 

leads the authors to the view that ñthe most important tool for 

leading 21st century change is the leaderôs self.ò The higher oneôs 

self development, the greater oneôs potential impact as a leader. 

This philosophy is captured in a quotation from former Hanover 

Insurance Company CEO Bill OôBrien: ñThe success of an interven-

tion dep ends on the interior condition of the intervener.ò To render 

such abstract propositions more accessible, the authors put forth a 

ñU modelò for how leaders can move from taking in new informa-

tion to accessing their capacity for make deeper sense of that 

in formation, to envisioning and prototyping new innovations. To 

make this philosophy more accessible, the authors put forth the ñU-

Process,ò consisting of three spaces that are envisioned in the form 

of a ñUò: sensing (seeing current reality), presencing (reflecting 

deeply), and realizing (acting). The title derives from the notion of 

ñpresencingòðwhich means both ñpre-sensingò and ñbeing 

present.ò Both meanings underlie the capacity to bring future 

possibilities into the present. The book elaborates a point of view 

presented in a series of articles and interviews, many of which are 

available at www.dialogonleadership.org . A recent book by Otto 

Scharmer elaborates on the underlying theory ( Theory U , 2007, 

Cambrid ge, Mass. Society for Organizational Learning) , annotated 

above.  

 

 

Sternberg, Robert and 

Victor Vroom (2002). ñThe 

Person vs. the Situation in 

Leadership,ò Leadership 

Quarterly ,  13, 301 - 323.  

 

In this obscure but fascinating journal article, two heavy -weight 

thinkers on leadership debate the importance of the person (Stern -

berg, defending Cluster #1) vs. the situation (Vroom, on behalf of 

Cluster #3). Each succeeds in persuading the other to some degree 

of the importance of his perspective, resulting in agreement on 

appreciation of both viewpoints. For example, Vroom admits to an 

ñobviously incorrect assumptionò in believing that leaders have the 

skills necessary to executive each of his leadership styles and the 

flexibility to move from one to another with ease, and resolves to 

http://www.dialogonleadership.org/
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see that he and his colleagues will pay more attention to individual 

differences.ò For his part Sternberg acknowledges the impact of 

situational variables in recent world events on George W. Bush and 

Putin. The resulting convergence of perspectives would allow us to 

place this writing in either of the two Clusters. It is a good example 

of a dialogue that would ideally  take place among all four Clusters.  

 

 

Torbert, Bill and 

Associates (2004). Action 

Inquiry ðThe Secret of 

Timely and Transforma -

tional Leadership .  San 

Francisco: Berrett -

Koehler.  

 

Like Kegan (see the annotation above), the authors believe that 

people evolve through discrete stages of consciousness that create 

implicit ñframesò for organizing reality and taking action. These 

frames ðto which Torb ert has given names such as ñOpportunist, 

Diplomat, Expert, Achieveròðare a quality of consciousness that 

characterize a personôs overall approach to leadership. Growth as a 

leader requires commitment to evolving through successive frames, 

each of which in cludes the capacities of the former. Torbert and 

colleagues build on this perspective and integrate it with Torbertôs 

previous work to offer a version of the Action Science advocated by 

Argyris and Schön (see the second cluster). This emphasis on the 

consc iousness underlying effective action greatly enriches that 

framework, resulting in a powerful synthesis. This work is summa -

rized in a recent article by David Rook and William Torbert, titled 

ñTransformations of Leadership,ò Harvard Business Review , April,  

2005: 66 -77.  

 

 

Wilber, Ken (2000). A 

Brief History of Every -

thing .  Boston, Mass.: 

Shambhala.  

 

Wilber has written over a dozen books in the past 30 years, which 

together have articulated a compell ing new paradigm ðIntegral 

Theory . This paradigm  is attracting a growing following and is 

having increasing influence on a number  of fields, although it has 

been largely ignored by the academic world. It  offers a p articularly 

powerful and holistic way of th ink ing about leadership . A Brief 

History of Everything  is a good summary of this theory . As the title 

suggests, it constitutes a hugely ambitious intellectual synthesis of 

an astonishing volume of knowledge from many disciplines, eras, 

and cultures. It also has a strong spiritual flavor. Proceeding on the 

assumption that no one is dumb (or smart) enough to be 100% 

wrong, Wilber believes that all schools of thought in all domains 

offer some truth but only a partial truth. The challenge is to find 

out the limit of each. He constructs a meta - theory that makes right 

as much possible of as many as possible other theories. This theory 

is graphically represented by a two -by - two matrix along the 

dimensions of Objective/Subjective and Individual/Collective , 

creati ng four quadrants ðI, We, It, and Its ðinto one of which he 

places all theories . Cutting across all quadrants are the various 

dimensions of the ñGreat Chain of Being,ò which in Wilberôs version 

consists of matter, body, mind, soul, spirit.  He holds a 
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develo pmental view of both individuals and society as a whole, 

seeing an evolution of consciousness in both.  The resulting integral 

perspective brings a consideration of ñall quadrants, all levelsò to 

any given topic, whereas most theories address just one. Wil ber, a 

practicing Buddhist, has developed an integral psychology that 

includes but goes beyond Western models of development (e.g., 

those of Kohlberg, Kegan, Gilligan) to add several stages 

corresponding to spiritual development. He links this development 

to the ñperennial philosophyò that he finds in all religions. 
 

Wilber, Ken, Terry Patten, 

Adam Leonard and Marco 

Morelli (2008). Integral 

Life Practice: A 21st -

Century Blueprint for 

Physical Health, Emotional 

Balance, Mental Clarity, 

and Spiritual Awakening . 

Boston: Integral Books.  

 

In this book Ken  Wilber and two colleagues offer a practical 

program for self -development based on Wilberôs ñintegral theoryò 

(see preceding review). While the work  does not address leadership 

directly, it speaks to the foundation of self -development which is 

the heart of  this  quadrant of leadership theory.  The book is a 

handbook of tips, organized around a conceptual framework 

described in very accessible ways. The core modules are: Shadow, 

Mind, Body, and Spirit. In each the authors provide a concise 

rationale, followed by a description of practices that will foster that 

dimension of development. The power of the perspective offered is 

its ñintegralò nature, addressing multiple dimensions of 

development which have the potential to reinforce one another as 

they lay the fou ndation for extraordinary performance in any field 

of endeavor.  

 

 

Zander, Rosamand S. and 

Benjamin Zander (2000). 

The Art of Possibility: 

Transforming Professional 

and Personal Life .  

Cambridge, Mass.: Harvard 

Business School Press.  

 

Although this book is not explicitly about leadership, it offers 

insights drawn from Benjamin Zanderôs experience as an orchestra 

conductor ðalong with his wife Rosamund Zanderôs experience in 

her professional practice of psychotherapy ðthat are highly relevant 

to leadership. The book is about ways of thinking about oneôs 

approach to interactions with others that opens up possibilities . The 

aim is to step into the ñuniverse of possibilityò and out of the con-

ventional world, governed by limiting mindsets such as scarcity, 

competition, and measurement. One does this through a set of 

practices, or habits of mind. For example, ñgiving an Aò is the prac-

tice of focusing on what is of value in a person rather than meas -

uring the person with respect to others or some abstract standard. 

Another is ñbeing the board,ò which means identifying not with your 

particular piece in the chess game of lif e, but rather taking a 

broader perspective and defining oneself in relation to the board, 

the context, in which the game takes place. And then thereôs ñRule 

Number 6ò: ñDonôt take yourself so goddamned seriouslyò (there 

are no other rules). The ten practic es are illustrated with poignant 

and often humorous examples from the world of orchestras and the 

world of therapy. The book is a refreshing and inspirational read.  
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Zichy, Shoya (2000).  

Women and Leadership Q: 

Revealing the Four Paths 

to Influence and Power . 

New York: McGraw - Hill. ]  

 

Zichy uses a leadership questionnaire based on the Myers -Briggs 

Type Indicator to study whether accomplished women share any 

similar traits. She finds common traits (including optimism in the 

face of setbacks) but also points to differing styles of leadership. 

The aim of the book is to help women assess their strengths and 

develop them.  The book contains a self - scoring vers ion of the 

leadership questionnaire. An additional virtue of the book is profiles 

of 36 of the women interviewed.  
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SECTION A: The Four Clusters of Leadership Theory  
 

2.  Lead by Doing the Right Things.  

 

 

Overview  The lower left Cluster calls attention to  what leaders actually 

do without emphasizing their underlying character. One leads 

by doing the right things, and those things are the same, 

regardless of the particular situation. This perspective began 

to emerge in the 1940s and 50s and was the beginnin g of 

attention to leadership ñstyle.ò Many of the behavioral 

frameworks pointed to two behaviors, relating to tasks and 

to relationships. A popular example was the Blake -Mouton 

Managerial Grid, which appeared in about 1960 and was 

widely used in management  training. The Grid implied that 

there is one best style, which should always be used ðone 

combining high emphasis on both task and relationship 

behavior ðan appealing notion unsupported by research.  

 Clearly there is some wisdom in the perspective of this 

cluster. It seems common sense to assume that itôs not 

enough just to show up and flex your qualities; it matters 

what a leader does. And certain behaviors tend to get 

mentioned again and again (e.g., creating a vision, walking 

the talk). So it seems reason able to suppose that, on 

average, some actions are better than others. And, taking an 

inclusive view of ñbehavior,ò this cluster invites attention to 

how leaders think about their role, suggesting that some 

conceptions of leadership are consistently more p otent than 

others (see Heifetz for a thoughtful definition of leadership).  

 But although this cluster adds value by calling attention to 

what leaders actually do, most of its proponents tend to 

neglect the importance of the person undertaking the action. 

This is unfortunate. Can anyone just pick up a practice and 

use it effectively? Presumably not. Underlying intention may 

be decisive, as may skill. And despite the intuitive appeal of 

the notion that some actions are consistently the right thing 

to do, no a greement on what those actions are has emerged. 

Indeed, observing truly extraordinary leaders suggests that 

their behavior often has a paradoxical quality that is not 

easily summarized in a ñto doò list. Still, this cluster 
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continues to attract many new an d valuable contributions, of 

which the entries below are illustrative.  

 Our view is that the best way to leverage this Cluster is to 

begin to be clear on your High Performance Leadership 

Pattern. From that foundation, you can draw upon this 

literature to  

Á I ncrease your awareness of how your behavior changes at 

different points in the leadership cycle.  

Á Enrich your fundamental leadership approach by identifying 

patterns of thought and behavior that strengthen your 

basic tendencies or that fill in missing gaps.  
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SECTION A: The Four Clusters of Leadership Theory  
 

2.  Lead by Doing the Right Things.  

 

 

Selected Examples  

 
Argyris, Chris and Donald 

Schön (1975). Theory In 

Practice: Increasing Pro -

fessional Effectiveness .  

San Francisco: Jossey 

Bass.  

 

Although they do not present their work as a leadership theory per 

se, Argyris and Schºnôs ñAction Scienceò contains a strong set of 

both warnings and recommendations for leaders. In this, the first of 

many books together that have had significant influence on organi -

zational consulting and leadership development, they make the 

case that although most leaders advocate approaches that are col -

laborative a nd inquiring, almost all unwittingly behave in ways that 

are in fact competitive and unilaterally controlling. The reasons for 

this awareness gap lie in the underlying mindsets that guide their 

behavior, which lead to actions that are discrepant with espou sed 

intentions. For example, most of us operate according to tacit 

beliefs in the importance of winning, being rational, and avoiding 

embarrassment to self and others. These ñgoverning variablesò lead 

us to behave in ways that are competitive and limit our  learning, 

while being unaware of how our actions are experienced by others. 

As a result we contribute to misunderstanding and conflicts in ways 

to which we are blind and therefore unfairly blame others and do 

not learn from our experience. Argyris and Sch ön identify an alter -

native set of governing variables and associated actions that are 

more consistent with what leaders commonly espouse. The recom -

mended mindsets and skills are not easy to acquire, but for those 

willing to make the effort, they constitu te a powerful leverage point 

for not only increasing individual effectiveness, but also creating 

organizations that are capable of learning from their mistakes and 

creatively adapting to changing realities. For those interested in 

pursuing these ideas in d epth, see Action Science  (Chris Argyris, 

Robert Putnam and Diana Smith [1985]. San Francisco: Jossey -

Bass).  

 

 

Badaracco, Joseph Jr. 

(2002). Leading Quietly: 

An Unorthodox Guide to 

Doing the Right Thing .  

Boston, Mass.: Harvard 

Business School Press.  

 

This book lends support to the common -sense notion that not all 

leaders are heroic figures acting out highly visible dramas. What 

makes the world work consists less of the larger - than - life accom -

plishments of charismatic personalities than the sum of millions of 

small yet consequential decisions that people out of the limelight 

make every day, such as how a line worker for a pharmaceutical 

company responds when h e discovers a defect in a productôs safety 

seal, or how a trader handles a transaction error that will cost a 
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client money. Mindful that most people will want to minimize risk 

while doing the right thing, Badaracco offers a set of realistic and 

pragmatic g uidelines for acting responsibly while surviving, drawn 

from 150 case studies (including some drawn from fiction). In so 

doing he hopes to correct the over -emphasis in business schools 

and executive development programs (like those at the Harvard 

Business School, where he teaches) on the ñgreat manò theory of 

leadership implicit in most classroom teaching. He offers four rules: 

ñput things off until tomorrowò (to let things calm down); ñpick your 

battles;ò ñBend the rules, donôt break them;ò and ñfind a compro -

miseò (avoid seeing situations as polarized tests of ethical princi-

ples). Key points of the book are summarized in ñWe Donôt Need 

Another Heroò (Harvard Business Review , September 2001, pp. 

121 -126).  

 

 

Bennis, Warren and 

Nanus, Burt (1997). 

Leaders: The Strategies 

for Taking Charge . New 

York: Harper Business.  

 

On the basis of interviews with 60 business and 30 public -sector 

leaders, the authors find two common at tributes: providing 

organizational vision, and being able to translate those visions  

into reality.  

 

 

Bennis, Warren (1997). On 

Becoming a Leader .  

Perseus Press.  

 

In support of the well known conclusion that "Managers do things 

right, leaders do the right things," Bennis articulates four key 

strategies to help leaders do the right things. The first is to focus 

people's attention on a common vision. Second, leaders need to 

create a sense of meaning about w ork through extensive communi -

cation. Third, leaders build a genuine trust through tireless advoca -

cy of a set of principles and values. Finally, a leader holds a strong 

belief in and awareness of him/herself, which naturally disposes 

others to follow.  

 

 

Bennis, Warren and Robert 

J. Thomas (2002). 

"Crucibles of Leadership." 

Harvard Business Review :  

39 - 45.  

 

The authors argue that one of the most reliable indicators of lead -

ership is the ability to learn from even the most negative experi -

ences. Interviews with more than 40 leaders in business and 

government revealed that all of them had endured traumatic 

experiences (ñcruciblesò) that transformed them by forcing them to 

ques tion who they were and what was important or gave them new 

insight into the people and organizations they were trying to lead. 

The authors identify four essential skills associated with this capac -

ity to learn from experience: 1) ability to engage others i n shared 

meaning; 2) a distinctive and compelling voice; 3) a sense of 

integrity; and 4) adaptive capacity.  
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Block, Peter (1987). The 

Empowered Manager: 

Positive Political Skills at 

Work . San Francisco: 

Jossey - Bass.  

 

Managers, especially those in the middle, often feel powerless to 

control their own lives or shape their organizations. Block argues 

that with ñpositiveò political skills, which avoid manipulation and 

subter fuge, managers can empower themselves and others. By 

acting with courage, authenticity and integrity they avoid falling 

victim to the bureaucratic mentality. The chapter on ñcreating a 

vision of greatnessò is an excellent description of an approach to 

visi on development.  

 

 

Bolman, Lee and Terrence 

Deal (2000). Reframing 

Organizations: Artistry, 

Choice, and Leadership . 

San Francisco: Jossey 

Bass.  

 

The au thors describe four perspectives or "frames" that offer dif -

ferent vantage points for making sense of organizations. The struc -

tural frame focuses on formal roles and relationships; the human 

resource frame speaks to the need to motivate, enable and develo p 

people to get maximum benefit from their ideas, energy and skills; 

the political frame illuminates the inevitable competition for re -

sources and power; and the symbolic frame calls attention to the 

myths and rituals that provide meaning. Together these l enses 

provide a full appreciation of multiple organizational ñrealities, 

awareness of which enables leaders to develop more strategies for 

leadership. To the extent that the relative power of each of these 

frames may vary by situation, this book can be see n as a contribu -

tion to the third Cluster as well. However, the fundamental recom -

mendation is to consider the view from each of the four frames in 

any situation.  

 

 

Bradford, David and Allan 

Cohen (1990). Influence 

Without Authority .  New 

York: John Wiley & Sons.  

 

The authors make a very strong case ðwith good examples ðfor the 

importance of being authentic and maintaining integrity in interper -

sonal interactions, as  a means to building trust.  

 

 

Covey, Stephen (2004). 

The 8th Habit: From Effec -

tiveness to Greatness . 

New York: Free Press.  

 

Adding another dimension to his previous works ( The Seven Habits 

of Highly Effective  People  and Principle -Centered Leadership ), 

Covey has added an ñ8th  habit:ò to find your voice and inspire 

others to find theirs. For him this habit adds the possibility of 

greatness to the foundation of effectiveness, increasingly critical to 

coping with todayôs challenges. Voice lies at the nexus of our 

things: talent, passion, need, and conscience. Covey cites the 

example of Nobel Prize winner Muhammad Yunus, the founder of 

the Grameen Bank, to illustrate what he means by finding oneôs 

voice. Yunus reports that he didnôt start with a vision. He simply 
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saw people in need  and tried to fill it, from which the vision 

evolved. He sensed a need and responded to his conscience by 

applying his talent and passion. In 400 pages Covey elaborates on 

how you can follow the example of Yunus and others.  Readers 

expecting a simple ñhabit,ò similar to the ñsevenò that preceded it 

will be disappointed. To describe this ñhabitò Covey offers a 

somewhat intimidating array of concepts and practices: modeling 

and pathfinding; aligning and empowering; focus and execution. 

However, he has a knac k for articulating wisdom by weaving 

together principles and anecdotes, making the book worth reading.  

 

 

Drath, Wilfred and Charles 

Palus (1994). Making 

Common Sense: Leader -

ship as Meaning - making in 

a Community of Practice .  

Greensboro, N.C.: Center 

for Creative Leadership.  

 

This highly original and provocative essay was inspired by the 

realization that prevailing views of leader ship see it in terms of 

dominance and influence. The authors propose a different way of 

thinking, reflected in a ñnew viewò of five concepts: ñfrom social 

influence to social meaning making;ò ñfrom dominant individual 

leader acting on followers to people p articipating in a shared proc -

ess;ò ñfrom authority figure as de facto leader to the authority fig-

ure as a participant in a process of leadership;ò ñfrom óhow do I 

take charge and make things happen?ô to óhow do I participate in 

an effective process of le adership?ôò Thus leadership is not so much 

a characteristics of leaders, but a process that arises in a commu -

nity when people work together. For the authors, leadership devel -

opment is not a matter of developing the ability of managers to 

lead, but rather  improving everyoneôs ability to participate in the 

process of working together.  

 

 

Greenstein, Fred (1994). 

The Hidden - Hand Presi -

dency: Eisenhower as 

Leader . Baltimore, Md.: 

Johns Hopkins University 

Press.  

 

This book offers praise for Eisenhowerôs behind-the -scenes leader -

ship on several national issues, including some (civil rights, the 

anti -Communist campaign) of those he is accused of neglecting. 

(Cited by Badaracco as  helpful in his study of ñquiet leadership.ò) 

 

 

Fisher, Dalmar, David 

Rooke and Bill Torbert 

(2001). Personal and 

Organizational Transfor -

mations Through Action 

Inquiry .  Boston: 

Ed ge \ Work Press.  

The authors build on Torbertôs previous work to offer a version of 

the Action Science advocated by Argyris and Schön (see above). 

The term ñaction inquiryò reflects an emphasis on taking action in 

ways that are informed by inquiry and continuously open to learn -

ing. The approach is grounded in a set of skills and underlying 

mindsets that have their roots in the idea ðto be found in Argyris 

and Schön and made more popular by Senge (below) o f combining 
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 an emphasis on ñadvocacyò and a balancing emphasis on ñinquiry.ò 

The distinctiveness of Torbertôs approach lies in integration of this 

idea with work on human development. Like Kegan (see Cluster 

#1), he believes that people evolve through disc rete stages of con -

sciousness, which create implicit ñframesò for organizing reality and 

taking action.  These frames ðto which he gives names such as 

ñOpportunist, Diplomat, Expert, Achieveròðcharacterize a personôs 

overall approach to leadership and are t herefore the greatest limit 

to a leaderôs effectiveness. Growth as a leader requires commit-

ment to evolving through successive frames, each of which includes 

all the possibilities of the prior fame and a whole new set of alter -

natives as well. This emphas is on the consciousness underlying 

effective action greatly enriches the framework, which provides a 

powerful synthesis. This could also argue for classifying Torbertôs 

work in Cluster #1. However, the overriding emphasis on action 

makes it a better fit wi th theories that stress the actions that con -

sistently produce the best results.  

 

 

Fisher, Roger, William Ury, 

and Bruce Patton (1991). 

Getting to Yes: Negotiat -

ing Agreement Without 

Giving In .  London: 

Hutchinson Business.  

 

The authors, associated with the Harvard Negotiation Project at the 

Harvard Law School, offer four helpful ways of approaching nego -

tiations that are also useful in oth er challenging interpersonal inter -

actions: separate the people from the problem; focus on interests, 

not positions; invent options for mutual gain; insist on using objec -

tive criteria. This ñmutual gainsò approach has had wide influence 

on approaches to n egotiation and mediation, even though (or per -

haps because) it is vulnerable to the charge of being a bit overly 

idealistic in its assumption that underlying interests can always be 

identified that will help defuse competitive, partisan bargaining.  

 

 

Fletcher, Jerry (1993). 

Patterns of High Perform -

ance: Discovering the 

Ways People Work Best .  

San Francisco: Berrett -

Koehler.  

 

Based on work with over 5,000 individuals, Fletcher argues that 

each person has a unique ñhigh performance patternò that underlies 

his or her most dramatic successes. He describes a procedure for 

helping people identify their own pattern, which enables them to 

more consistently b ehave ñon pattern,ò to better choose the situa-

tions in which they strive to achieve something, and to focus on 

creating conditions more supportive of their pattern in whatever 

situation they find themselves in. Fletcher believes that by acting in 

these wa ys on awareness of the high performance pattern, a per -

son can achieve outstanding results. This workshop builds on 

Fletcherôs research and connects it specifically to leadership. 
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Gallwey, Timothy (2000). 

The Inner Game of Work .  

New York: Random House 

Trade Paperbacks.  

 

Gallweyôs Inner Game of Tennis  made a stir when it came out in 

the 1970s, showing how high performance in tennis was better 

served by a quality of consciousness of the tennis playe rðthe qual -

ity of attention to playing ðthan by a focus on winning, which was 

in fact counterproductive. In this book he applies the same principle 

to the workplace, arguing that the key to the ñgame of workò is 

valuing awareness, consciousness, paying clos e attention to what is 

happening within and around us. In work, as in tennis, there is a 

higher game than simply winning. At the same time, by his empha -

sis on creating conditions in organizations that are conducive to 

learning, Gallwey points in a directi on that has the potential to 

unite the inner game of satisfying oneself and the outer game of 

achievement by creating organizations that are both effective and 

satisfying for their members. As Peter Block writes in the preface, 

ñélearning and performing are one and the same thing. High per -

formers are people who simply learn faster. We learn faster when 

we pay attention and see the world the way it iséò Thus leaders do 

well to cultivate the consciousness that enables them to pay atten -

tion and to foster tha t quality in others.  

 

 

Goldsmith, Marshall, B. L. 

Kaye, et al. (2000). 

Learning Journeys: Top 

Management Experts 

Share Hard - Earned 

Lessons on Becoming 

Great Mentors and Lead -

ers .  Palo Alto, Calif.: 

Davies Black.  

This edited volume contains personal stories from prominent man -

agement thinkers and change agents, offering lessons reflecting 

key lea rning moments in their lives. The thirty -seven essays are 

rich in reflections on learning to lead, overcoming setbacks, be -

coming open to change, mentoring, and developing self -awareness. 

Each essay includes questions for reflection to help readers apply 

the lessons learned to their own lives and careers. The book also 

offers suggestions for using the stories in training workshops and 

ideas for making more effective use of your own and others' stories 

in mentoring and leading.  

 

 
Hamel, Gary (2000). 

Leading  the Revolution .  

Cambridge, Mass.: Harvard 

Business School Press.  

 

Well known strategy consultant Hamel argues that in the current 

age of revolutionary change, companies must continually reinvent 

themselves, adopting radical new agendas of innovation. He aims 

to offer a blueprint for how managers can get a revolution started 

in their company, articulating a number of ñdesign rulesò in various 

areas (e.g., to ñstart an insurrectionò he describes rules such as 

ñòwrite a manifesto,ò ñcreate a coalition,ò ñpick your targets and 

pick your momentsò) for innovation, the rules include ñelastic busi-

ness definition,ò ñnew voices,ò ñan open market of talent,ò ñlow-risk 

experimentationò). Hamel studies a number of ñgray-haired revolu -

tionariesòðcompanies that have managed to reinvent themselves 
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and their industry more than once. Examples include Charles 

Schwab, BE Capital, Cisco, and (alas) Enron. Hamel draw on 

lessons from social activists such as Saul Alinsky  as well as on 

business leaders. Though focusing on companies, the recom -

mended strategies can be adopted by individual leadership as well.  

 

 

Heifetz, Ronald (1994). 

Leadership Without Easy 

Answers . Cambridge, 

Mass.: Belknap Press of 

Harvard Univ. Press.  

 

In one of the most original and thoughtful works on leadership, 

Heifetz defines leadership as mobilizing people to tackle tough 

problems (ñadaptiveò as opposed to ñtechnicalò work). This ap-

proach contrasts with the notion that leaders should have a vision 

and align people with it. Solutions lie in collective wisdom, not in 

leadersô minds. Heifetz frames leadership as an activity, not a posi-

tion. We are leaders only to the extent that we act , and this can be 

done from any organizational (or societal) role. He describes the 

widespread and ñmaladaptiveò tendency to seek solutions from 

people in authority. Heifetz draws examples widely from politics, 

business, and medical practice. In a related article ("The Work of 

Leadership" ( Harvard Business Review , December 2001, pp. 131 -

140) Heifetz and Donald Laurie offer six principles: ñget on the 

balconyò (step back from the field of action to see the context); 

ñidentify the adaptive challengesò (pinpoint how an organizationôs 

value systems or methods of collaboration need to change); ñregu-

late the inevitable distressò (contain anxiety); ñmaintain disciplined 

attentionò (address differences in employee habits and beliefs); 

ñgive the work back to peopleò (let employees take initiative); and 

ñprotect the voices of leadershipò (encourage the voices from 

below.  

 

 
Heifetz, Ronald and Marty 

Linsky (2002). Leadership 

on the Line: Staying Alive 

through the Dangers of 

Leading. Cambridge, 

Mass.: Harvard Universit y 

Press.  

This work, by two professors at Harvardôs Kennedy School of 

Government, stresses the dangers of leadership, offering practical 

advice on how to survive. For example, they recommend ñcooking 

the conflictò by creating a secure place where conflicts can freely 

bubble up and controlling the temperature to ensure that the con -

flict doesnôt boil over. It also calls attention to ñthe dangers 

withinòðstressing the need to manage needs such as the desire for 

control and to be important. The authors reiterat e Heifetzô meta-

phor of ñgoing to the balconyò to highlight the importance of step-

ping back and maintaining perspective. Key points of this work are 

summarized in ñA Survival Guide for Leadersò (Harvard Business 

Review , June 2002, pp. 65 -75).  

 

 

********* *****  
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Isaacs, William (1999). 

Dialogue and the Art of 

Thinking Together: A 

Pioneering Approach to 

Communicating in Busi -

ness and in Life .  New 

York: Currency.  

 

The capacity to foster group dialogue is an essential tool for leader -

ship. Building on the work of physicist David Bohm, Isaacs defines 

dialogue as ña conversation with a center, not sides.ò Bohm offers 

the metaphor of a river flowing between two banks. The result of 

this flow is the generation of ideas that no one party could have 

imagined on their own. The atmosphere of such dialogue is a ñfieldò 

from which new ideas can be brought forth. To enable this fie ld, it 

is necessary to create a safe setting for the participants, a ñcon-

tainerò that can be created by practicing four key behaviors: genu-

ine listening, respecting one another, suspending judgment, and 

speaking with oneôs own voice. When we greet opinions that are 

different from our own with questions rather than rebuttals, we 

encourage the ñfree flow of meaningò that constitutes dialogue. 

While including many inspiring case studies, the book stops short of 

being a practicum for implementing dialogue ses sions. For practical 

dialogue exercises, Isaacs was the primary contributor of the 

ñTeam Learningò chapter of The Fifth Discipline Fieldbook  by Peter 

Senge et al (New York: Currency Doubleday, 1994).  

 

 

Johnson, Barry (1996). 

Polarity Management: 

Identifyi ng and Managing 

Unsolvable Problems .  

Amherst, Mass.: HRD 

Press.  

 

Leaders often treat situations as problems to be solved. This default 

thinking traps them int o ñeither/orò thinking. They tend to find one 

solution as being the ñrightò way to go, having been taught that 

problems can only have one right answer. But some situations 

require a new set of tools and a different thinking style. Paradoxes 

or polarities, as Barry Johnson calls them, can never be solved, 

they have to be managed. They require a ñboth/andò solution. 

When we try to solve a polarity as we would a problem the results 

are usually worse. Polarities have two or more ñrightò answers that 

are interde pendent. Typical polarities that leaders face are: cost vs. 

quality, individual vs. team, focus vs. flexibility, planning vs. action, 

idealistic vs. pragmatic, action vs. reflection, effective vs. efficient, 

stability vs. change, centralized vs. decentrali zed. In this illuminat -

ing book Johnson provides a highly useful tool, the polarity map, to 

describe the pros and cons of each side of a polarity and illuminate 

how it can be managed. To effectively manage the polarity requires 

us to see the whole picture,  to understand the dynamics that 

creates the tension, and to accept that the tension inherent within 

the polarity needs to be managed over time.  
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Kahane, Adam (2004). 

Solving Tough Problems: 

An Open Way of Talking, 

Listening, and Creating 

New Realities .  San Fran -

cisco: Berrett - Koehler.  

 

Adam Kahane recounts the evolution of his thinking about how to 

bring leadership to tough problems over a 25 -year professional 

career. He began with an expert/analytic approach, grounded in his 

training in physics and economics, which evolved to a facilitative 

approach, bringing together multiple stakeholders on difficult orga -

nizational and societal issues.  A central conclusion underlying the 

methods that Kahane came to appreciate is that ñour talking and 

listening often fails to solve complex problems because of the way 

that most of us talk and listen most of the time.ò Beginning with his 

work with Joseph J aworski at Royal Dutch Shell, he discovered 

ways of bringing together people who were part of a ñstuckò prob-

lem to engage in reflective and generative dialogue to  co-create 

new realities. An endorsement on the bookôs cover from Nelson 

Mandela is appropria te, in that one of the interventions described in 

the book is the Mont Fleur Scenario Project, which is credited with 

influencing the economic policies of the first post -Apartheid South 

African government. The description of this and other interventions 

in  enormously contentious political situations throughout the world 

(Argentina, Columbia, Guatemala) provide moving accounts of how 

facilitated dialogue can shift peopleôs ability to understand and 

empathize with those who were once regarded as  enemies.  

 

 
Kegan, Robert and Lisa 

Lahey (2009).  Immunity 

to Change.   Cambridge.  

Mass. Harvard Business 

Press.   

The authors devote this book to presenting a fuller explanation of 

the rational for and implications of the ñimmunity to changeò 

exercise described in earlier works. The result is a rich resource for 

both understanding and overcoming our ñresistanceò to behavior 

change.  They borrow from Ronald Heifetz (1994) to argue that the 

problem is that  we tend to view such changes as ñtechnicalò (solved 

through known techniques) rather than ñadaptiveò (requiring a 

transformation of understanding). Thus we are vulnerable to the 

New Yearôs Resolution syndrome. We set goals for change that fail. 

And we att ribute the failure to a lack of will power.  Kegan and 

Lahey suggest a more powerful (and self - forgiving) possibility: 

efforts to change fail because the behavior we are trying to change 

is not something ñbadò that can simply be eliminated. Rather the 

beha vior serves a very useful purpose: protecting us from fears of 

what we think will happen if we donôt follow the familiar path. The 

ñbadò behavior is in fact purposeful, but it serves a self-protective 

purpose. The key to change is to identify the assumptio ns that 

underlie the fear and see if they make sense. Often they do not. 

We learned lessons that are no longer relevant, which evolved at 

earlier stages of our life when we were less powerful and 

resourceful. But our reliance on these assumptions has becom e 
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automatic and unconscious, forming a defense system against the 

fears resulting from the assumptions. Once we have identified 

irrational or limiting mindsets that block the changes we want to 

make, we can modify them to preserve whatever truth they conta in 

while allowing the change we seek.  We learned lessons that are no 

longer relevant.  This perspective  is summarized in ñThe Real 

Reason People Wonôt Changeò (Harvard Business Review , 

November 2001, pp. 84 -93).  

  

 

Kotter, John (1990). A 

Force for Change:  How 

Leadership Differs from 

Management . New York: 

The Free Press.  

 

Kotter offers one of the more useful frameworks for distinguishing 

leadership from management. He observes that while leaders and 

managers perform similar functions (setting an agenda, creating a 

network for implementation), they do different things (e.g., estab -

lishing a direction vs. planning and budgeting; aligning people vs. 

organization and staffi ng). This viewpoint is summarized succinctly 

in ñWhat Leaders Really Doò (Harvard Business Review , December 

2001, pp. 85 -97). In this book and earlier works (The General 

Managers; The Leadership Factor) Kotter describes how successful 

managers utilize info rmal networks. His work shows the degree to 

which leadership matters at every level of the organization. (Kotter 

is cited by Badaracco as helpful in his study of ñquiet leadership.ò) 

 

 

Kouzes, James and Barry 

Posner (2002). The Lead -

ership Challenge .  San 

Francisco: Jossey - Bass.  

 

Examining leadership as a relationship between leaders and follow -

ers, Kouzes and Posner have a database of nearly 50,000 individual 

records to support their  leadership theory. This has become one of 

the more widely read books on leadership, partly through its asso -

ciated 360 degree feedback tool, the Leadership Practices Inven -

tory. It recommends five sets of behaviors, all of which the authors 

believe contri bute to effective leadership in most situations: mod -

eling the way, inspiring a shared vision, challenging the process, 

enabling others to act, and encouraging the heart.  

 

 

Kouzes, James and Barry 

Poser (1995). Credibility: 

How Leaders Gain and 

Lose It, W hy People 

Demand It .  San Francisco: 

Jossey - Bass.  

 

The authors of The Leadership Challenge identify the cornerstone of 

effective leadership as cre dibility. The six personal disciplines for 

attaining and maintaining one's credibility are: personal awareness, 

appreciation of one's constituents, affirming shared values, devel -

oping the capacity of others, leading in the service of others, and 

keeping p eople's hopes alive.  

 

 

McGregor, Douglas 

(1960). The Human Side 

A former President of Antioch College, McGregor made a contribu -

tion to leadership by pos iting two approaches, each making very 
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of Enterprise .  New York: 

McGraw Hill.  

 

different assumptions about human nature: ñTheory Xò assumed 

that people do not like to work, seek security rather than responsi -

bility and need to be directed and controlled through external re -

wards and sanctions. B y contrast, ñTheory Y,ò which assumed that 

people are motivated from within, encourages an approach that 

allows room for individual initiative and assumes that commitment 

and responsibility will emerge if work conditions are satisfactory. 

Not surprisingly,  McGregor advocates Theory Y, at least for manag -

ers and professionals.  

 

 

Messick, David and Max 

Bazerman. "Ethical Lead -

ership and the Psychology 

of Decision Making." Sloan 

Management Review  

(Winter 1996): 9 - 22.  

 

The authors argue that leaders can improve the ethical quality of 

their decisions by becoming more aware of the three kinds of theo -

ries that underlie their decisions: theories they hold about the 

world, about other people, and about themselves. The article is a 

good summary of common fallacies in reasoning in each of these 

areas. E.g., regarding ñTheories about the world,ò we often over-

estimate the risk of low probabil ity events and underestimate the 

importance of chance. Regarding theories of other people, we 

typically view those who are like us more favorably than those who 

are not. And regarding theories of ourselves, we tend to take more 

responsibility than is justi fied for our successes and less for our 

failures. We also tend to be unrealistically optimistic about our 

future relative to others, seeing ourselves as immune to common 

risks. From this article it is easy to conclude not only that holding 

more accurate th eories in these domains can improve the quality of 

decision -making in ethical matters, but of decision -making in 

general.  

 

 

Meyerson, Debra (2001). 

Tempered Radicals: How 

People Use Difference to 

Inspire Change at Work .  

Boston, Mass.: Harvard 

Business School Press.  

 

The ñtempered radicalsò in Meyersonôs work are people who 

successfully walk the tightrope between conformity and rebellion. 

Her work has par allels with that of Badaracco (see above), empha -

sizing use of incremental means rather than heroic and dramatic 

approaches. Meyerson studies doctors and teachers as well as CEOs 

and entrepreneurs to illustrate the ways in which everyday leaders 

maintain t heir values and assert their agendas without jeopardizing 

their careers. Meyerson pays particular attention to people who 

embody a ñdifferenceò (e.g., women and minorities) that creates 

tension between themselves and the organization.  

 

 

Phillips, Donald ( 1992). 

Lincoln on Leadership: 

Executive Strategies for 

This is a highly accessible treatment of the person that many 

regard as the  best American President. See in particular Chapter 14 

(ñInfluence People Through Conversation and Storytellingò), which 
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Tough Times . New York: 

Warner.  

 

gives examples of Lincolnôs masterful use of storytelling, and 

Chapter 7 (ñBe a Master of Paradoxò), which captures Lincolnôs 

paradoxic al qualities, not uncommon among great leaders.  

 

 

Schein, Edgar (1992). 

Organizational Culture and 

Leadership .  San Francisco, 

Jossey - Bass.  

 

Schein describes how leaders transmit organizational culture, 

arguing that an understanding of culture is crucial to leadership. To 

manage culture, leaders must help decipher the assumptions on 

which it is based. Ideally, leaders will create a learning organization 

capable of managing its cult ure.  

 

 

Schein, Edgar (2002). 

"The Anxiety of Learning." 

Harvard Business Review : 

100 - 106.  

 

Learning is critical to renewal and change, yet few companies 

master the art of transformational learning, which requires chal -

lenging deeply held assumptions about a companyôs processes and 

altering thoughts and actions in response. In this interview Schein 

argues that recognizing and managing the anxiety created by 

learning is impor tant to fostering this capacity. He draws on his 

research on the brainwashing of prisoners of war to draw lessons 

for leaders on how to best manage learning anxiety. Most compa -

nies, he feels, rely too heavily on appeals to survival anxiety by 

using the st ick over the carrot. By contrast, when leaders become 

genuine learners themselves they set a good example and help to 

create a psychologically safe environment for others. He stresses 

that unless leaders become learners ðacknowledging their own 

vulnerabilit ies and uncertainties ðtransformational learning will 

never take place.  

 

 

Senge, Peter (1990). The 

Fifth Discipline: The Art 

and Practice of the Learn -

ing Organization .  New 

York: Doubleday.  

 

Senge describes five ñdisciplinesò that contribute to building learn-

ing organizations ði.e., organizations that support individuals and 

groups in undertaking the kinds of conversation and reflection that 

enable learnin g from experience and creatively adapting to new 

challenges. The five disciplines are: personal mastery, mental mod -

els, shared vision, team learning, and systems dynamics. This is an 

excellent book for appreciating the complexities and subtleties of 

syste mic forces in organizations and avoiding some of the traps 

that leaders tend to fall into (e.g., failure to see causal connections 

and focusing on blaming rather than learning).  

 

 

Senge, Peter, Art Kleiner, 

Richard Ross, Charlotte 

Roberts and Bryan Smith 

(1994). The Fifth Disci -

As a companion volume to Senge's popular The Fifth Discipline , the 

Fieldbook offers further insights and practical suggestions for 

t ransforming organizations.  
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pline  Fieldbook: Strategies 

and Tools for Building a 

Learning Organization .  

New York: Doubleday.  

 

 

Schön, Donald (1983). The 

Reflective Practitioner: 

How Professionals Think 

in Action . New York: Basic 

Books.  

 

Schön, co -developer wi th Argyris of the powerful Action Science 

paradigm, provides case studies of how professionals in a variety of 

areas think and act, dispelling the myth that they operate according 

to ñtechnical rationality.ò Instead, he makes the case that they 

decide to a ct through a process of ñreflection-in-action.ò Yet few 

professionals reflect on this process or make it transparent to 

others, which inhibits their capacity for leadership, collaboration 

with colleagues and clients, and coaching others to develop.  

 

 

Ston e, Douglas, Bruce 

Patton, and Sheila Heen 

(1999). Difficult Conver -

sations: How to Discuss 

What Matters Most . New 

York: Viking Press.  

 

This is a very insightful and readable book on the interpersonal 

skills that are critical to leadership, written by a team that includes 

one of the authors of Getting to Yes. It identifies the skills and 

attitudes that enable a ñlearning conversationò in which people 

move beyond blame to identify and explore differing perspectives. 

It offers helpful hints for avoiding common pitfalls, such as assum -

ing that one can infer what someone intended by an action from 

the impact that it had.  

 

 

Tichy, Noel and Mary Anne 

Devanna (1986/1990). 

The Transformational 

Leader .  New York: John 

Wiley & Sons.  

 

Building on Burnsô distinction between transactional and transfor-

m ational leaders, Tichy and Devanna argue that needed innovation 

and entrepreneurship will come only from the latter, who are lead -

ers rather than managers. But rather than attribute the capacity for 

transformational leadership to individual character, they  see it as ña 

behavioral process capable of being learned and managedéa disci-

pline with a set of predictable steps.ò At the highest level there are 

three steps: revitalization (recognizing the need for change), cre -

ating a new vision, and institutionalizi ng change.  

 

 

Torbert, Bill and 

Associates (2004). Action 

Inquiry ðThe Secret of 

Timely and Transforma -

tional Leadership .  San 

Francisco: Berret t -

Koehler.  

 

This work is annotated in the first cluster, but merits mention here 

because ðlike many of the most interesting theories ðit bridges 

more than one cluster. While itôs primary emphasis is on the quality 

of consciousness that underlies effective ac tion, the book also 

describes the skills needed to translate this consciousness into 

effective action. The book buildôs on Torbertôs previous work to 

offer a version of the Action Science advocated by Argyris and 

Schön (see the annotation in this cluster).  The term ñaction inquiryò 
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reflects an emphasis on taking action in ways that are informed by 

inquiry and continuously open to learning. The approach is ground -

ed in a set of skills and underlying mindsets that have their roots in 

the idea ðto be found in A rgyris and Schön  and made more popular 

by Sengeôs Fifth Discipline (see annotation in the second cluster)ð

of combining an emphasis on ñadvocacyò with a balanced emphasis 

on ñinquiry.ò which provides a powerful synthesis. This work is 

summarized in a recent  article by David Rook and William Torbert, 

titled ñTransformations of Leadership,ò Harvard Business Review , 

April, 2005: 66 -77.  

 

 

Wheatley, Margaret 

(1992). Leadership and 

the New Science: 

Learning About 

Organization from an 

Orderly Universe .  San 

Francisco, Berrett 

Koehler.  

 

Wheatley suggests that emerging lessons from science can help 

leaders make sense of the apparent chaos that they face. Drawing 

on readings in a wide range of scientific disciplines, she uncovers a 

number of principles that point to an orderly world underlying all 

the flux and change. E.g., autopoiesis, ñthe characteristic of living 

systems to continuously renew thems elves and to regulate this 

process in such a way that the integrity of their structure is main -

tained.ò Disorder can be a source of order, since growth is found in 

equilibrium, not balance. Leaders are vulnerable to confusing con -

trol with order. Control w ould be appropriate if organizations were 

machines, but they are not. Instead they are dynamic systems, 

obeying forces that reflect an underlying coherence. Wheatley sees 

such underlying principles reflected in the growing support for 

things like participa tive management and worker autonomy, which 

mirror the ñfocus on relationshipsò and ñlocal autonomyò to be 

found in science. Seeing in the new science a reason to have confi -

dence in the capacity of systems to renew themselves through self -

organization, Whe atley offers few specific recommendations, but 

instead encourages leaders to trust in the unfolding ñdance of order 

and chaos.ò 

 

 

Zenger, John and Joseph 

Folkman (2002). The 

Extraordinary Leader: 

Turning Good Managers 

into Great Leaders .  New 

York: McGraw Hill.  

 

The authors aim to ñsolve the mystery of leadershipò through 

analysis of 200,000 responses to 360 degree feedback quest ion -

naires to understand what people see as ñgreat leaders.ò They offer 

evidence that leadership makes a difference in bottom line results 

and that the impact of great leaders is dramatically higher than 

that of good ones, justifying substantial investment  in helping 

managers make this transition. Their research leads them to iden -

tify five core competencies for successful leadership: character, 

personal capability, interpersonal skills, focus on results, and lead -

ing organizational change.  

 



 

Appendix. 36   Annotated Bibliography on Leadership  

 

McGonagill Associates Â www.yourleadershipstyle .com Â www.reflectivepractitioner.com  

36 Highland Avenue, Suite 55  Â Cambridge , MA 02 139  Â Tel (617) 714 -5583  Â Fax (617) 714 -5584  Â Email grady@mcgonagill -associates.co m  

©2008  McGonagill Associates. All Rights Reserved.  

SECTION A: The Four Clusters of Leadership Theory  
 

3.  Lead by Adapting What You Do to Fit the Situation.  

 

 

Overview  Many of the theories that emphasize behavior also take the 

view that leaders should adapt their behavior to the situa -

tion. Situational leadership, whi ch became very popular in 

the 1960s and is still a visible force, illustrates this approach. 

Rather than assuming that ñone size fits all,ò leaders adjust 

their approach to take into account various realities of the 

particular situation.  

 This reasoning is  quite compelling. And some of these 

theories, like Situational Leadership, are able to offer simple, 

actionable advice (i.e., adjust the degree of direction and 

support you offer your subordinates to take into account 

their level of commitment and skill).  To be sure, not all of 

these theories are so simple and readily usable (e.g., Vroom 

and Jago).  

 Most theories of this kind suffer to some degree from an 

assumption that we believe is fundamentally flawed. They 

imply that a leader can select a style as if it were one of a 

set of golf clubs with which the leader is equally skilled. But 

there is good reason to doubt that is true. Everyone has 

strengths and limits that suit them for some situations more 

than others. Trying to use a style that does not come 

nat urally simply may not work. The theories that claim the 

most general usefulness (such as the menu of six styles 

recommended by Primal Leadership) are the most vulnerable 

to the limits of this assumption. How many leaders can 

readily switch from a ñcommandingò to a ñcoachingò style? 

 Another limit of this Cluster is that there is no theory that 

covers all situations. Each one tends to have a particular 

emphasis that ignores others. And so thereôs no map to 

guide a leader in judging whether itôs more important to 

focus on the nature of your subordinates, as recommended 

by Situational Leadership, pay attention to the nature of the 

decision being made, as in Normative Theory, or attend to 

the overall character of the situation, as recommended in 

Primal Leadershi p.  



 

Annotated Bibliography on Leadership  Appendix. 37  

 

McGonagill Associates Â www.yourleadershipstyle .com Â www.reflectivepractitioner.com  

36  Highland Avenue, Suite 55  Â Cambridge , MA 02 139  Â Tel (617) 714 -5583  Â Fax (617) 714 -5584  Â Email grady@mcgonagill -associates.com  

©200 8 McGonagill Associates. All Rights Reserved.  

 Itôs also the case that one of the situational factors that is 

usually overlooked in these theories is time. Most do not take 

into account the need for leaders to do different things at 

different stages of a leadership initiative (Kotterôs work is 

one of several exceptions.)  

 Nonetheless, this Cluster contains very substantial contribu -

tions, and continues to attract more.  

 The usefulness of this Cluster as a resource for leadership 

development is that it  provides suggestions on where it could 

make sense to sup plement/adapt your High Performance 

Leadership Pattern in order to be more fully responsive to 

the particular situation (e.g., the situation of taking on a new 

leadership role).  
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SECTION A: The Four Clusters of Leadership Theory  
 

3.  Lead by A dapting What You Do to Fit the Situation.  

 

 

Selected Examples  

 
Blanchard, Kenneth, 

Patricia Zigarni, and Drea 

Zigarni (1985). Leadership 

and the One Minute Man -

ager .  New York: William 

Morrow.  

 

Building on earlier work by Reddin, Hersey and Blanchard have 

developed the approach known as ñsituational leadership,ò which 

has become one of the more widely known approaches to leader -

ship development. One of the first of many theories based on the 

notion that different situations require different kinds of leadership, 

Hersey and Blanchard (and several collaborators) focus on two 

particular dimensions of difference that can vary by situation: the 

level of co mpetence and the level of commitment of a leaderôs sub-

ordinates. In response to the four general combinations of these 

qualities, leaders are encouraged to choose from a menu of four 

styles, that combine varying degrees of director and supportive 

behavior : Directing (for low skill and will), Coaching (low skill, high 

will), Supporting (high skill, low will), and Delegating (high skill and 

will). The approach is simple, based on common sense, and is 

relatively easy to put into action, which no doubt account s for its 

popularity. However, by focusing primarily on supervision, the 

ñsituationalò approach takes a rather narrow approach to leader-

ship. For example, it does not address group leadership. And, 

despite its success as a training paradigm, the approach also has 

relatively little empirical validation.  

 

 

Goleman, Daniel, Richard 

Boyatzis and Annie McKee 

(2002). Primal Leadership: 

Realizing the Power of 

Emotional Intelligence .  

Boston, Mass.: Harvard 

University Press.  

 

This book links Daniel Golemanôs earlier work on ñemotional intelli-

genceò (see the section on ñLeadership and Learning,ò below) with 

an approach to leadership. The first book suggested that although 

leaders can be effective by using different styles, effective leaders 

are alike in having a high degree of emotional intelligence ðwithout 

which a high IQ or high expertise are insufficient. Goleman identi -

fied five co mponents of emotional intelligence: self awareness, self 

regulation, motivation, empathy, and social skill. (ñmotivationò and 

ñempathyò have since been collapsed into ñsocial awarenessò). This 

book goes on to argue that a leaderôs moods have enormous power 

and should be consciously managed to establish a positive envi -

ronment. Therefore a top executiveôs primal task is emotional 

leadership. The authors recommend a five -step process of self -

reflection and planning designed to help them determine how their 

leadership is driving the moods of their organization and how to 

adjust their behavior accordingly. They also recommend a leader -
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ship framework that offers six styles: visionary, coaching, affilia -

tive, democratic, pacesetting, and commanding. Each of the st yles 

works best in particular situations, but the last two are less fre -

quently useful and can be destructive. These styles are summarized 

in Golemanôs "Leadership That Gets Results" (Harvard Business 

Review , March -April, 2000, pp. 78 -90.) The key points o f the book 

concerning emotional leadership are summarized in "Primal Leader -

ship: The Hidden Driver of Great Performance" Harvard Business 

Review  (December, 2001, pp. 42 -53).  

 

 

Oshry, Barry (1995). 

Seeing Systems: Unlocking 

the Mysteries of Organiza -

tiona l Life .  San  Francisco: 

Berrett - Koehler .  

 

Oshry vividly depicts the organizational worlds of ñtops,ò ñmiddles,ò 

ñbottoms,ò and ñcustomers,ò arguing persuasively that people in 

those roles experience different realities. These realities lead most 

people to resort to a ñreflex responseò to survive. For example, 

ñBottomsò reflexively feel oppressed and blame ñThem.ò The reflex 

responses vary by world, but they have i n common the fact that 

they donôt work very well for the people who use them or for the 

system as a whole. Oshry recommends an alternative set of ñlead-

ership stancesò for each world that carry with them a corresponding 

set of ñstrategies.ò The emphasis on patterns of thought and be -

havior that vary by organizational role places Oshryôs work in the 

third Cluster.  

 

 

Oshry, Barry (2002). In 

the Middle .  Boston, Mass.: 

Power & Systems, Inc.  

 

Oshry (see above) has done  more than anyone else to illuminate 

the dilemmas of being ñin the middle.ò This classic work depicts 

how as individuals and as groups we people in middle roles (or 

anyone caught in between the conflicting goals of other players) 

can fall prey to psycholog ically ñsliding into the middleò (i.e. taking 

on othersô problems as if they were oneôs own), thereby losing their 

capacity for strategic judgment and action. He recommends a 

robust set of leadership strategies for both individuals and groups 

as an antidot e to this pattern. It is available only through Oshryôs 

company, Power & Systems, Inc. online 

(http://www.powerandsystems.com).  

 

 

Schaeffer, Leonard 

(2002). "The Leadership 

Journey." Harvard 

Business Review :  42 - 48.  

 

Schaeffer described how he consciously adopted three very differ -

ent styles of leadership in the evolution of his role as Chair and CEO 

of a managed care company. When he took over Blue Cross of 

California he  was initially an autocratic leader, acting like an emer -

gency room physician. As the company rebounded he became a 

participative, hands -off leader. Finally, be turned into a reformer, 

focused externally to address changes in health care and society.  
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Tan nenbaum, Robert and 

Warren Schmidt (1973). 

"How to Choose a Leader -

ship Pattern." Harvard 

Business Review  (May -

June).  

 

In this classic ar ticle on leadership style, the first version of which 

was published in 1958, the authors address the question: ñShould a 

manager be democratic or autocratic ðor somewhere in between?ò 

Their answer takes the form of identifying a range of behaviors 

from one extreme to the other, each of which could represent a 

good choice depending on the situation. They conclude that ñthe 

successful manager can be primarily characterized neither as a 

strong leader nor as a permissive one. Rather he (sic) is one who 

maintains  a high batting average in accurately assessing the forces 

that determine what his most appropriate behavior at any given 

time should be and in actually being able to behave accordingly.ò 

 

 

Useem, Michael. (2001). 

Leading Up: How to Lead 

Your Boss So You Both 

Win . New York: Crown 

Publishing.  

 

Useem presents eight intriguing case studies in support of his 

thesis that ñmore upward leadership is essential.ò His cases provide 

examples of leaders who took the risk of delivering difficult mes -

sages upward (such as Civil War General Robert E. Lee), those who 

did not (such as Generals Johnston and McClellan), and assesses 

the often dramatic consequences. Upward leadership requires not 

only risk but also skill. Useem speculates that a more forceful effort 

on the part of a U.N. official could have saved 800,000 lives in 

Rwanda. The author combines the ability to write highly readable 

stories with a more fervor, urging his readers to c onsider that al -

though ñwe might fear how our superior will respondséwe all carry 

a responsibility to do what we can when it will make a difference.ò 

 

 

Vroom, Victor and Arthur 

Jago (1988). The New 

Leadership: Managing 

Participation in Organiza -

tions . Englewood Cliffs, 

New Jersey, Prentice Hall.  

 

With the help of Jago, Vroom extends his earlier work (Vroom and 

Yetton, Leadership and Decision Making,1 973), which offered a 

ñcontingencyò or situational approach to leadership, encouraging 

differing degrees of employee participation in accordance with the 

nature of decisions that leaders make. It criticizes the ñsimple 

nostrumsò of some of the Cluster #3 theories, such as Blake and 

Moutonôs 9-9 Leadership and McGregorôs Theory Y, in which the 

same approach is advocated for all situations. But it also summa -

rizes the criticisms that have been made of the earlier Vroom/  

Yetton model (including, ironically, th e criticisms that it is both too 

complex and too simple), and strives to offer significant revisions to 

the model to increase its validity and usefulness. Reflecting their 

academic orientation, the authors are more concerned to address 

the criticism of the  model being too simple than concern about its 

complexity. Leaders are now encouraged to choose among five 

degrees of participation on the basis of an assessment of twelve 

situational variables. The resulting model reflects very sophisticated 
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thinking abou t the conditions under which participatory leadership 

styles are to be recommended, yet it requires a degree of system -

atic analysis that is likely to discourage many potential users. This 

is regrettable, as Vroom and Jago are among the more thoughtful 

con tributors to leadership theory. Their model has much to offer to 

those willing to make the investment.  
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SECTION A: The Four Clusters of Leadership Theory  
 

4.  Lead by Selecting/Adapting the Situation to Fit You.  

 

 

Overview  The last Cluster calls attention to the power of matching a 

leaderôs qualities to the situation. The basic idea is to choose 

situations in which you can succeed. This notion makes a lot 

of sense. We all have a different combination of strengths 

and limits and it stands to reason  that weôll be more effective 

in some situations than others. Yet for many years there was 

only one well known theory of this type (Fiedlerôs) and itôs 

more well known to researchers than to managers. The 

reason may be the implication that, since traits ar e not easily 

changed, some people are not suited for some leadership 

situations.  

 In the last few years there have been some additions to this 

Cluster. The approach taken by the Gallup Organization 

(described in Buckingham and Clifton, below) fits here. Th ey 

emphasize identifying your strengths and building on them. 

There is not a heavy emphasis on adapting to the situation, 

but they do acknowledge that you may not succeed in some 

situations and should avoid them.  

 A related idea is that there is limited va lue in focusing lead -

ership development on deficiencies. A person could spend a 

long time trying to get better in an area of weakness and 

never become more than mediocre. Therefore leaders may 

get higher leverage in further developing their strengths than 

from trying to shore up areas of mediocrity.  

 One risk of this cluster is that it could tacitly encourage 

leaders to ignore the areas where they are not strong. Great 

strengths are often accompanied by great weaknesses and 

ignoring them is risky. Most of t hese theories acknowledge 

that risk, and some point in particular to addressing ñfatal 

flaws,ò but these caveats could easily be overlooked by 

leaders who are eager to avoid any areas of vulnerability.  

 Another limitation of this perspective is that leader s canôt 

always choose their situation. You may not be in control of 

your destiny. So you may just have to do as well as you can 

where you happen to be. Still, the notion of being mindful of 
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where you are likely to be most successful, and factoring 

that int o your career moves, makes enormous sense. And by 

keeping the conditions that work best for them in mind, lead -

ers who find themselves in situations that donôt suit their 

styles can take steps to compensate, an area where some of 

these theories offer usefu l advice.  

 It is important to acknowledge two dimensions to ñfit.ò Oneð

to which we have given the most emphasis in this seminar ð

is how well the situation suits your high performance leader -

ship style and the personal preferences that are related to 

your Ty pe of Temperament. However, a viewpoint that is 

receiving increasing attention is important dimension calls 

attention to alignment with your ñcallingò as the foundation 

for both an authentic life and effective leadership. From this 

perspective a leader wou ld ask whether a particular situation 

poses an opportunity to address the values to which he or 

she is committed.  

 These two dimensions can easily conflict. You may choose to 

put yourself in a situation that is not optimal for you from a 

style perspective because you want to take action to solve a 

problem that you care about. We include references that 

address both of these perspectives. A more pragmatic strand 

of writing on the value of defining your ñlife brandò combines 

these two perspectives.  

 The works  in this cluster make a contribution to leadership 

development in one or more of the following ways. They:  

Á Offer tools for increasing your awareness of your strengths 

(e.g., Buckingham, et al).  

Á Increase your ability to manage your career by being clear 

on your strengths (and your values) and making sure that to 

the extent possible you choose situations in which there is a 

good match (e.g., Drucker).  

Á Invite you to look and listen deeply within yourself to 

uncover the ñcallingò that will most fully enable you to 

express your values and talents and make a contribution . 

Á Encourage you to find ways to modify situations that are 

not a good fit for you, in order to compensate as much as 

possible for the mismatch.  



 

Appendix. 44   Annotated Bibliography on Leadership  

 

McGonagill Associates Â www.yourleadershipstyle .com Â www.reflectivepractitioner.com  

36 Highland Avenue, Suite 55  Â Cambridge , MA 02 139  Â Tel (617) 714 -5583  Â Fax (617) 714 -5584  Â Email grady@mcgonagill -associates.co m  

©2008  McGonagill Associates. All Rights Reserved.  

SECTION A: The Four Clusters of Leadership Theory  
 

4.  Lead by Selecting/Adapting the Situation to Fit You.  

 

 

Selected Examples  

 
Buckingham, Mar cus and 

Donald Clifton (2001). 

Now Discover Your 

Strengths . New York: The 

Free Press.  

 

Based on a Gallup data base of interviews with two million people, 

the authors emphasize the importance of utilizing and building on 

oneôs strengths. They strongly criticize what they see as the wide-

spread tendency to focus on developmental weakne sses. By con -

trast, they advocate two contrasting assumptions that they believe 

guide the best managers: each personôs talents are enduring and 

unique (a view highly consistent with our notion of a ñhigh per-

formance leadership patternò); each personôs greatest room for 

growth is in the areas of his or her greatest strength. From the 

interviews they cull 34 ñprevalent themes of human talentò that 

account for excellent performance. They encourage people to focus 

on their top 5 ñsignature themesò as a means of capitalizing on 

their strengths. Weaknesses should only be addressed in areas 

requiring minimal competence, the absence of which can mean 

failure. However, weaknesses can be addressed by ñmanagingò 

them as well as by overcoming them. The book gives advic e on 

how to manage people strong in the 34 themes. And, noting that 

only 20% of people report that they have the opportunity to do 

what they are best at every day and it offers four tips on how to 

build a ñstrengths-basedò organization: spend a great deal of time 

and money on selecting people; focus on outcomes rather than 

legislating style; focus training on building strengths; and help 

people grow without necessarily promoting up the corporate 

ladders and out of areas of strength.  

 

 

Ciampa, Dan and Micha el 

Watkins (1999). Right 

from the Start: Taking 

Charge in a New Leader -

ship Role .  Boston, Mass.: 

Harvard Business School 

Press.  

 

Reviewed in Clus ter #3, this work also has relevance here because 

of its emphasis on leaders basing their approach on knowledge of 

their style.  
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Drucker, Peter. ñManaging 

Oneself.ò Harvard Busi -

ness Review :  Cambridge, 

Mass.: March - April, 1999.  

 

Management guru Drucker offers this article as a career counseling 

resource, but it is equally relevant to leadership. And he offers a 

perspective that is highly consistent with our approach. He advises 

peo ple to get to know themselves by answering questions in five 

key areas: What are your strengths? How do you perform? What 

are your values? Where do you belong? And what should I contrib -

ute? These questions effectively cover the four clusters (with the 

fir st cluster being honored by two questions). We classify him in the 

fourth cluster because there are so few contributions in this area.  

 

 

Fiedler, F. (1967). A 

Theory of Leadership 

Effectiveness .  New York: 

McGraw - Hill.  

 

Fiedler is known as the author of ñcontingencyò theoryðthe idea 

that a leaderôs effectiveness depends on how well the leaderôs style 

fits the context. In assessing the quality of fit, he looks at three 

variables: leaders -member  relations (whether they are good or 

bad), task structure (high or low structure), and position power 

(strong or weak). Fiedlerôs work belongs in this cluster more than 

the preceding one because he tends to view a leaderôs style is be-

ing something that is  enduring, not readily subject to change. This 

theory is supported by a strong body of research. It helped correct 

the earlier emphasis on ñTraitsò as the source of a single best style. 

 

 

Greenleaf, Robert 

(1977/1991). Servant 

Leadership . New York: 

Paulist Press.  

 

Greenleaf believes that great leaders are primarily servants who 

are attuned to the needs and voices of those to be served. To the 

extent that this perspective puts great emphasis on developing the 

leaderôs personal qualities (e.g., the mindsets and skills that enable 

receptive listening and empathy), Greenleaf is a contributor to the 

first cluster of leadership theory. However, we locate servant lead -

ership primarily in this quadrant because of its emphasis on the 

responsibility of leaders to discover and pursue their calling in the 

world, wherever it takes them. Thus the situation follows from the 

who the leader is, or discovers him/herself to be. This theme is 

elaborated by Jaworski (see reviews below), who was heavily 

influenced by Greenleaf.  

 

 

Hillman, James (1996). 

The Soul's Code: In Search 

of Character and Calling . 

New York: Random House.  

 

Hillman is a well - known advocate of the psychological theories of 

Carl Jung. In this book he offers the view that each human being 

has a special purpose in life that is given before birth and is to be 

discovered. Hillman calls this the ñacorn theory,ò which he sees 

reflected in mythology and in ancient philosophers such as Plato. 

The basic idea is that each of us comes into the world with a ñcall-

ingòðsomething to do and to be. How does one discover oneôs 
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calling? In an interview, Hillman suggests asking th e questions: 

ñHow am I useful to others? What do people want from me?" But 

his approach does not offer specific techniques. Rather he suggests 

the acorn theory as an idea which, if kept in mind and thought 

about and then used for looking at your past, may enable you to 

begin to see things that you didnôt see before. Hillman has clarified 

that this is not a theory in the strict sense. He sees it as a myth, 

not a truth. It doesnôt have to be believed. Itôs a way of thinking or 

reflecting about life ðsomething you entertain to see what the story 

does for you. This qualification is helpful, for if you are not already 

convinced of this view, then Hillmanôs book is unlikely to persuade 

you. It is based on a questionable methodology: using the lives of 

extraordinary  people as evidence. One could believe that the acorn 

theory is true of the geniuses that Hillman describes, while doubt -

ing that the proposition generalizes to all humanity. Nonetheless, 

Hillman writes well and parts of the book are of interest regardless  

of whether one agrees with the thesis. His observations on ñin-

tuitionò are insightful. His discussion of ñfateò is original and illu-

minating. And his comments on the lack of ñbeautyò in most 

psychological theory also hit the mark.  

 

 

Jackson, Phil. (199 5). 

Sacred Hoops: Spiritual 

Lessons of a Hardwood 

Warrior . New York: 

Hyperion.  

 

Jackson led the Chicago Bulls and the Los Angeles Lakers to a 

series of championships tha t they had both been unable to achieve 

previously despite having strong talent. He attributes the success 

to his ability to help them create a collective intelligence based on 

setting aside individual egos. The resulting group mind enabled 

them to act ñas if they were totally connected to one another,ò a 

phenomenon that has often been reported by athletes.  

 

 

Jaworksi, Joseph (1996). 

Synchronicity: The Inner 

Path of Leadership .  Sa n 

Francisco: Berrett -

Koehler.  

 

Jaworski puts forth a vision of leadership that evolved from his 

journey of personal transformation, which began when he made a 

decision to follow a personal dream. From that moment, he began 

to experience extraordinary coinc idences that served to support 

him on his path. This led him to the conviction that such ñsynchro-

nicityò (meaningful coincidence) is the natural consequence of 

clarifying oneôs intention, owing to an underlying ñunfolding crea-

tive order.ò The journey that began with commitment to his vision 

led him to leave his law firm, found the American Leadership 

Forum, and head global scenario planning for Royal Dutch/Shell. In 

his role as planner, Jaworski realized the power of an approach that 

assumed that the futu re could be shaped, rather than merely re -

acted to. The capacity to shape the future follows from a commit -

ment to follow oneôs inner voice and then let the journey unfold. 
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Jaworski, Joseph (1998). 

ñDestiny and the Leader,ò 

in Larry Spears, ed., 

Insights  on Leadership: 

Service, Stewardship, and 

Servant Leadership .  New 

York: John Wiley and 

Sons.  

 

This arti cle provides a nice summary of Robert Greenleafôs view of 

ñservant leadership,ò enriched by examples from Jaworskiôs own 

personal experience. Echoing themes articulated in his book 

Synchronicity  (see annotation immediately above), Jaworski attests 

to the power of heeding oneôs calling. He cites Herman Hesse from 

Demian: ñEach man has only one genuine vocationðto find the way 

to himself. His task is to discover his own destiny ðnot an arbitrary 

oneðand live it out wholly and resolutely within himself.ò In Jawor-

skiôs view, alignment with a deep sense of purpose is the wellspring 

of any true leadership. From this ñinner path of leadershipò the 

steps to take in bringing oneôs purpose into the world naturally 

emerge. By surrendering to oneôs destiny, and putting oneôs leader-

ship in service of that calling, ñwe find ourselves in a coherent field 

of others who share our sense of purpose. We begin to see that 

with very small movements, at just the right t ime and place, all 

sorts of consequent actions are brought into being.ò The servant 

leader is ñhelped by ñinvisible hands.ò 

 

 

Pearson, Carolyn (1991). 

Awakening The Heroes 

Within: Twelve Archetypes 

to Help Us Find Ourselves 

and Transform Our World .  

San Francisco, Harper.  

 

Like Hillman, Pearson is guided by the work of Carl Jung. She fo -

cuses in particular on his notion of ñarchetypes,ò whichðdepend ing 

on oneôs philosophical or spiritual orientationðcan be seen vari -

ously as metaphors or paradigms that govern how we experi ence 

the world, images of divinity, or guides for a personôs journey. 

Pearson offers 12 archetypes, suggest ing that each corresponds to 

one of three stages of development. Innocent, Orphan, Warrior and 

Caregiver help us prepare for our lifeôs journey. Seeker, Lover, 

Destroyer, and Creator, support of while on the journey. Finally, we 

draw upon Ruler, Magician, Sage and Fool when we ñreturnò from 

our heroic journey and stake out a life as rulers of our own king -

dom. The book offers a self -assessment tool which enables the 

reader to determine his/her degree of affinity for these archetypes. 

At a minimum the archet ypes provide a useful vocabulary for re -

flecting on different dimensions of oneôs self and identifying areas 

that have been neglected. Pearson hopes that readers will be able 

to use the archetypes ñclaim your life mythòði.e., find the great 

story that info rms your life, which usually features one or two 

dominant archetypes. Although she does not explicitly address 

leadership, being aware of oneôs dominant archetypes would pre-

sumably serve to clarify the kind of contribution one would wish to 

make, and then ðby extension ðthe kinds of situations in which one 

might make that contribution.  
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SECTION B: Other Leadership Themes  
 

 

Overview  Following is a sorting of selected references on leadership 

theory according other specific themes. In most cases where 

the re ference is reviewed in one of the four clusters, the title 

alone is given, along with a reference to the Cluster where 

the full description can be found. In other cases we provide 

additional annotation. And some references are reviewed 

only in this section . 
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SECTION B: Other Leadership Themes  
 

1.  Managing Your Shadow  

 

 

Overview  While we believe that understanding and leveraging your 

strengths is a critical foundation for effective leadership, we 

also believe that it is important to be mindful of your 

ñshadow,òô and manage it to ensure that it does not com-

promise your leadership. We like the term ñshadowò because 

of its metaphorical quality, which evokes the contrasting 

images of darkness and light. We define it quite broadly, as 

ñanything you do that gets in the way of what you intend to 

do without your being aware of it or in control of it.ò This 

contrasts with some powerful but more restricted uses of the 

term (e.g., by Carl Jung, as described below).  

 There is little theory dealing directly with the  shadow side of 

leadership. Therefore, most of the entries in this section 

have to do with how anyone, including people interested in 

developing their leadership, can understand and work with 

their shadow. The emphasis is on personal growth and trans -

forma tion. The selections reflect our bias toward views of the 

shadow that emphasize the role of how people think and the 

influence of their underlying beliefs on how they see the 

world and take action in it.  

 

 

Selected Examples  

 
Arbinger Institute 

(editors), Leadership and 

Self Deception: Getting 

Out of the Box  (2000) . San 

Francisco: Berret Koehler.  

 

This book highlights self -deception as a widespread ingrained h abit 

among humans, and therefore among leaders. It is difficult to 

become aware of this habit and not easy to break free, but the 

authors argue that doing so is essential to effectively interacting 

with others. In their view we put ourselves ñin a boxò by seeing 

ourselves as victims of others, blaming them for whatever is going 

wrong, and then ðfeeling justified by our judgment ðacting in ways 

that are contrary to our values. We find ways to justify our behav -

ior, which lures us ñinto the box.ò Because while in the box we act 

in ways that provoke others to enter the box as well, we creating a 

self - sealing loop. Focusing on how the process of self -deception 

works and how to sidestep it, the book is narrated in a rather 

pedantic story form through the eyes of a newly hired leader who is 
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coached by two senior colleagues. They show him how he limits 

himself as a leader in ways he's not aware of and what he can do to 

get out of this box. The book seems overly simple at times but it is 

quite insightful and based on a  very thoughtful perspective on hu -

man nature and behavior. This perspective is elaborated in a more 

straightforward form in Terry Warnerôs Bonds That Make Us Free : 

Healing Our Relationships, Coming to Ourselves  (2001).  

 

 

Auletta, Ken (Dec. 16, 

2002). ñBeauty and the 

Beast.ò The New Yorker .  

 

Auletta provides a dramatic illustration of how an unexamined 

shadow can become a ñfatal flaw,ò undermining the positive quali-

ties of a leader. This article is a compelling and chilling portrait of 

Harvey Weinstein, the entrepreneurial co - founder of Miramax films. 

As abusive and abrasive as he is c reative, Weinstein seems as 

inclined to engage adversaries in a headlock as to engage them in 

dialogue. The consequence is that many business partners come 

away feeling ñraped.ò It is clear that the shadow side of his style is 

undermining his otherwise ext raordinary accomplishments.  

 

 

Argyris, Chris and Donald 

Schön (1975). Theory In 

Practice: Increasing Pro -

fessional Effectiveness .  

San Francisco: Jo ssey -

Bass.  

 

Reviewed in Cluster #2, the work of Argyris and Schön offers one 

of the most powerful approaches to thinking about a leaderôs 

shadow. From their perspective, we all have a shadow in the form 

of a ñtheory-in -use,ò which typically differs from our ñespoused 

theoryò for how we behave. The consequence is that there is a dis-

crepancy between what we say and what we do, to which we are 

blind. Bringing the theory - in -use more in line with the espoused 

theory involves becoming aware of and shifting the u nderlying 

mindsets (ñgoverning variablesò in their language). The authors 

recommend learning a set of skills (ñModel II,ò in contrast to ñModel 

Iò) that enable ongoing inquiry into the mindsets that shape our 

and othersô actions. 

 

 

Bennett - Goleman, Tara 

( 2001). Emotional 

Alchemy: How the Mind 

Can Heal the Heart .  New 

York: Harmony Books.  

 

The author, writing in a tradition that goes back to Albert Ellis (see 

below), be lieves that our behavior is driven by our thoughts and 

that one can identify and change the thoughts that drive dysfunc -

tional behavior. Bennet -Goleman combines a long -standing practice 

of Buddhist meditation with training as a cognitive therapist. The 

boo k describes the relationship between these two influences on 

her practice. She argues that Buddhism is a form of cognitive ther -

apy in that it attributes all suffering to flawed thinking, albeit of a 

particular kind. Both Buddhism and cognitive therapy enc ourage a 

self -conscious scrutiny of oneôs thoughts as a way of understanding 

and gaining control over oneôs emotions. She espouses mindfulness 

http://half.ebay.com/cat/buy/prod.cgi?cpid=1056780937&domain_id=1856&meta_id=1
http://half.ebay.com/cat/buy/prod.cgi?cpid=1056780937&domain_id=1856&meta_id=1
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as a means to bring to consciousness the ñschemasò that underlie 

counter -productive behavioral patterns, reducing  their influence in 

the moment and eventually sapping them of power. Bennet -Gole -

man draws on a particular school of cognitive therapy represented 

by Jeffrey Young (see below).  

 

 

Chapman, Gary and 

Jennifer Thomas (2006).  

The Five Languages of 

Apology .  New York: 

Chicago, Ill.: Northfield 

Publishing.  

 

Unmanaged shadows make leaders vulnerable to acting in ways 

they regret, for which the skill of apology is a useful antidote. 

Chapman and Thomas provide insight into why apologies are 

important: they represent ñan innate desire to reconcile damaged 

relationships é[which] éhinders the build up of anger and violence.ò 

The book offers an illuminating distinction among five t ypes of 

apology: expressing regret, accepting responsibility, making 

restitution, genuinely repenting, and requesting forgiveness.  

 

 

Ekman, Paul (2003). 

Emotions Revealed: 

Recognizing Faces and 

Feelings to Improve 

Communication and 

Emotional Life .  New York: 

Henry Holt & Co.  

 

This work provides a good summary of the lifeôs work of one of the 

foremost researchers on emotions, who has als o created powerful 

training tools to increase emotional awareness. Ekman identifies 

and describes the seven emotions that research has shown to be 

universal ðanger, sadness, fear, disgust, contempt, surprise and 

happiness. He also describes the sensations a nd facial expressions 

that accompany emotions (including some that are not possible to 

hide). Of greatest value is his account of the sources of emotional 

reactions and how they operate within the brain. Ekman identifies 

the leverage points in controlling oneôs emotions, emphasizing in 

particular to the ability to become aware of emotional impulses 

before they are acted upon and the ability to be ñattentiveò to 

emotions while experiencing them, thereby allowing a person to 

attenuate the expression. He also underscores the value of reflect -

ing on emotional episodes after they are over to identify personal 

hot buttons. Ekman provides compelling examples, including some 

from his own life (he is a self -described ñangryò person). Training 

CDs that depict the faci al expressions corresponding to a range of 

subtle emotions are available through Ekmanôs website 

(http://www.paulekman.com)  

 

 

Ellis, Albert (2001). 

Overcoming Destructive 

Beliefs, Feelings, and 

Behaviors .  Amherst: 

Prometheus Books.  

 

Ellis was a pioneer in exploring how consciousness affects behavior. 

In this recent book he presents his most recent conception a theory 

he introduced 50 years ago, which he now calls Rational  Emotive 

Behavior Therapy. From this perspective, thoughts are the cause of 

feelings and moods. And flawed thinking leads to negative moods 

that are unnecessary. There are various kinds of flawed thinking: 
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black/white thinking, overgeneralization, selectiv e perception and 

so on. By subjecting oneôs thinking to rigorous analysis and reflec-

tion, one can reduce unproductive negative emotions. Ellisô ap-

proach, along with the closely related cognitive -behavior therapy 

(see Young, below) is complementary to Arg yris and Schºnôs Action 

Inquiry in that it looks closely at reasoning processes that govern 

ineffective behavior, and at the underlying mindsets, offering pre -

scriptions for change.  

 

 

Engler, Jack (2003). 

ñBeing Somebody and 

Being Nobody: A 

Reexamination of the 

Understanding of the Self 

in Psychoanalysis and 

Buddhism,ò in Saran, 

Jeremy, ed., Psycho -

analysis and Buddhism ,  

pp. 35 - 100. Boston: 

Wisdom Publications.  

 

Engler became well known twenty years ago for his controversial 

assertion ñyou have to be somebody before you can be nobody,ò 

which aimed to reconcile Buddhist teaching about the ñno-selfò and 

Western psychotherapeutic thinking about the importance of self 

development. In this article Engler clarifies and revises his thinking 

by point ing to two kinds of self. On the one hand there are certain 

ñegoò capacities that are essential to basic functioningðwhich in -

clude the ability to think, plan, self reflect, and exercise voluntary 

control over impulses. The development of this psychologica l ñselfò 

is critical to being effective as a leader. On the other hand there is 

the ontological self: the ñbelief that there is an inherent, ontological 

core at the center of our experience that is separate, substantial, 

enduring.ò This sense of self has been reinforced by the emphasis 

in Western civilization in the last several hundred years on the 

value of an autonomous individual with its own ambitions, goals, 

and destiny. Such a sense of self is taken by Buddhist perspective 

as the source of all sufferi ng. Leaders that have developed this 

aspect of their self are at risk of putting self interest above the 

interests of others and the organization, or even above their own 

enlightened self interest. The antidote is a concentrated effort to 

deconstruct the o ntological self, for which the Buddhist remedy is 

meditation.  

Englerôs views have shaped our own thinking about the simultane-

ous importance of developing your individual approach to leader -

ship, while not being bound by a narrow sense of your ñselfò as 

defined by your personality type or other limiting conceptions of 

who you are. We believe it makes sense to develop your distinctive 

approach to leadership while at the same time letting go of your 

need to protect and promote your ñselfò in a narrower sense. Para-

doxically, we find that the more you become yourself, the more you 

are able to lose yourself. Holding this as a conscious goal facilitates 

the process.  
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Goleman, Daniel (1996). 

Emotional Intelligence: 

Why It Can Matter More 

Than IQ .  London: 

Bloomsbury and (1998). 

Working with Emotional 

Intelligence. New York: 

Bantam Books.  

 

Both of these works are reviewed in Cluster #1. They are relevant 

here because lack of awareness of ñemotional intelligenceò is a 

shadow for many leaders.  

 

 
Goleman, Daniel, Richard 

Boyatzis and Annie McKee 

(2002). Primal Leadership: 

Realizing the Power of 

Emotional Intelligence . 

Boston, Mass.: Harvard 

University Press.  

 

Reviewed in Cluster #3, this book is relevant to the shadow be -

cause of its emphasis on the importance of emotional leadership. 

Many leaders ar e unaware of their moods and the impact their 

moods have on the overall climate of an organization. The authors 

recommend a five -step process of self - reflection and planning 

designed to help them determine how their leadership is driving the 

moods of their  organization and how to adjust their behavior 

accordingly. The key points of the book concerning emotional lead -

ership are summarized in "Primal Leadership: The Hidden Driver of 

Great Performance" Harvard Business Review  (December, 2001, 

pp. 42 -53).  

 

 

Goleman, Daniel (2003). 

Destructive Emotions: 

How Can We Overcome 

Them?  New York: Bantam.  

 

Goleman extends his work on emotional intelligence by providing a 

narrated account o f the eighth meeting of the Mind and Life Insti -

tute, which has convened dialogues among Western scientists and 

the Dalai Lama since 1987. This meeting explored common ground 

between scientific and Buddhist understandings of destructive 

emotions, focusing in particular on whether and how they can be 

managed. Golemanôs book provides both provides a summary of 

and commentary on the presentations and discussion. In his 

account, the new fields of cognitive and affective neuroscience pro -

vide remarkable confirma tion of fundamental features of Buddhist 

psychology as it has evolved over 2500 years. The book offers 

highly optimistic conclusions, reporting research that demonstrates 

the power of even modest amounts of meditation not only to re -

duce stress, but also t o reduce the prevalence of emotions such as 

anger and fear while increasing the frequency of emotions such as 

hope, compassion, and happiness. Research findings presented also 

suggest that meditation can increase a personôs ability to accurately 

observe ot hersô emotions. 
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Goss, Tracy (1996). The 

Last Word on Power: 

Executive Re - invention for 

Leaders Who Must Make 

the Impossible Happen .  

New York: Currency/ 

Doubleday.  

 

According to Goss, the source of both our success and limitation is 

our ñwinning strategy,ò a notion that combines the idea of a high 

performance pattern with the notion of a shadow. Freedom from 

the past becomes possib le through recognition of this strategy, 

which can be diagnosed by asking the questions: What do I listen 

for? From what actions do I expect power? What is the desired out -

come of my life? In Gossô view, the behavior that results from our 

answers to these questions represents our solution to a ñsurvival 

gameò that is learned in childhood and hamstrings us in funda-

mental ways that affect our ability to ñcreate the impossible.ò One 

frees oneself from these limitations by claiming the power to say 

what is pos sible and adopting a stance based on this new belief. 

From this stance one makes a series of declarations that can ñre-

inventò a future that contains possibilities one would have other-

wise thought beyond reach. Gossôs views were influenced by 

Werner Erhar d and by her association with Landmark Training. A 

version of this view is available in ñThe Re-invention Roller Coaster: 

Risking the Present for a Powerful Futureò (Harvard Business 

Review  71(6), November -December 1993, written with Richard 

Pascale and To ny Athos).  

 

 

Jung, Carl, Herbert Read, 

et al (1953). The Collected 

Works of C.G. Jung . New 

York: Pantheon Books.  

 

The Swiss psychiatrist and pupil of Freud Carl Jung offers the most 

rigorous application of the metaphor of ñshadowò to human behav-

ior. His approach is similar to the one adopted in this workshop in 

that he sees the shadow as a less attractive part of ourselves that 

we prefer to keep out of sight. However, in his  approach, the 

shadow is not simply something that gets in our way, but rather an 

image of all the things we would rather not acknowledge about our -

selves: fears, shameful wishes, lapses in morality. We ruthlessly 

suppress this shadow in order to promote t he illusion that we con -

sist only of our positive qualities. The shadow is an ñarchetype,ò an 

innate mode of responding to universal psychological realities. Jung 

suggests that we may actually project our unwanted shadow onto 

others, seeing in them the qua lities that we would like to deny in 

ourselves. We believe Jungôs approach has great power; we do not 

embrace it for purposes of this workshop primarily because we lack 

the time to pursue it in adequate depth. However, those interested 

in pursuing Jungôs notion will find a fruitful beginning in ñArche-

types of the Collective Unconsciousò (Collected Works, volume 9, 

part I, pp. 2 -41) and ñThe Problems of Modern Psychotherapy 

(Collected Works, volume 16, pp. 53 -75).  
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Katie, Byron (2002). 

Loving What Is: Four 

Questions that Can Change 

Your Life .  New York: 

Harmony Books.  

 

Katieôs work (which she calls ñThe Workò) is one of the most 

popular current variations on the cognit ive/rational approaches to 

therapy pioneered by Albert Ellis (see above entry in this section). 

She  offers a particular procedure for examining and changing 

beliefs underlying counterproductive attitudes and behavior ,  

present ing  four questions that can be  applied to such beliefs to 

highlight their limits. The questions are: 1) Is it true? 2) Can I 

absolutely know that it is true? 2) How do I react when I have that 

thought? And 4) What would I be without the thought? The book 

contains a number of transcript s of interactions between Katie and 

participants in her workshops, in which she applies the four 

questions to areas of dis tress in their lives with results that appear 

to represent dramatic breakthroughs for the individuals.  Her 

website contains other too ls and resources (www.thework.com)  

 

  

Kegan, Robert and Lisa 

Lahey (2009).  Immunity 

to Change.   Cambridge.  

Mass. Harvard Business 

Press.   

(Reviewed in Cluster #1.) The authors devote this  book to 

presenting a fuller explanation of the rational for and implications of 

the ñimmunity to changeò exercise described in earlier works 

(2001a and 2001b ) and  described above. The result is a rich 

resource for both understanding and overcoming our ñresistanceò to 

behavior change.  They borrow from Ronald Heifetz (1994) to 

argue that the problem is that we tend to view such changes as 

ñtechnicalò (solved through known techniques) rather than 

ñadaptiveò (requiring a transformation of understanding). Thus we 

are vulnerable to the New Yearôs Resolution syndrome. We set 

goals for change that fail. And we attribute the failure to a lack of 

will power.  Kegan and Lahey suggest a more powerful (and self -

forgiving) possibility: efforts to change fail because the  behavior we 

are trying to change is not something ñbadò that can simply be 

eliminated. Rather the behavior serves a very useful purpose: 

protecting us from fears of what we think will happen if we donôt 

follow the familiar path. The ñbadò behavior is in fact purposeful, 

but it serves a self -protective purpose. The key to change is to 

identify the assumptions that underlie the fear and see if they make 

sense. Often they do not. They evolved at earlier stages of our life 

when we were less powerful and resour ceful. We learned lessons 

that are no longer relevant. But our reliance on these assumptions 

has become automatic and unconscious, forming a defense system 

against the fears resulting from the assumptions. Once we have 

identified irrational or limiting min dsets that block the changes we 

want to make, we can modify them to preserve whatever truth they 

contain while allowing the change we seek.  
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McLeod, Ken (2001). Wake 

Up to Your Life: Discover -

ing the Path of Buddhist 

Attention .  New York: 

Harper San Francisco.  

 

McLeod offers a rich synthesis of Buddhist thinking based on his 

own intense and varied exposure to a number of teachers. He pro -

vides a highly detailed account from a Buddhist perspective of how 

ñreactiveò behavioral patterns form and how they can be disman-

tled. This account is congruent with Ekmanôs more Western psy-

chological viewpoint (see above). Like Ekman, McLeod believes that 

transformati on in behavior results from bringing attention to reac -

tive patterns, thus becoming aware of such patterns and noticing 

the ways in which they operate to channel oneôs emotions and 

shape oneôs behavior. The book offers specific meditation tech-

niques for d oing so. However, it is aimed toward an audience that 

already takes for granted the value of meditation.  

 

 

Quenk, Naomi (1996). In 

the Grip: Our Hidden Per -

sonality . Palo Alto, Calif.: 

Con sulting Psychologists 

Press.  

 

In this short, practical booklet Quenk explores an aspect of Jungôs 

theory of personality types, the inferior function, which is the unde -

veloped component of a personôs basic character. The inferior func-

tion consists of the tendencies we least prefer and therefore have 

least developed. It is largely unconscious. This hidden aspect of our 

character can take over when we have low energy, such as when 

we are fatigued, ill, or under stress. When it does take over, we 

may display a caricatured version of our opposite tendencies. How -

ever, falling ñinto the gripò of oneôs inferior function can also be an 

opportunity for growth. Inferior function experiences often accom -

pany midlife, when we become interested in activities that held 

little interest for us in earlier times of life. Quenk argues that know -

ledge of oneôs inferior function can reduce oneôs vulnerability to 

falling fully into the grip of it.  

Quenk observes that the notion of an inferior function is related to 

but distinct from the notion of a shadow: ñOneôs shadow supplies 

the personal contents that appear when the inferior function is 

evoked.ò She develops these ideas in greater depth in Beside 

Ourselves: Our Hidden Personalities in Everyday Life (1993). Palo 

Alto, Calif. Davies -Black Publishing.  

 

 

Riso, Don Richard and 

Russ Hudson (2000). 

Understanding the 

Enneagram .  Boston: 

Houghton Mifflin.  

 

The Enneagram is one of many tools for understanding  personality 

ñtype.ò As such it fits neatly in Cluster #1. However, we review it 

here because the Enneagram is probably the most potent of the 

type theories in terms of illuminating the shadow. Riso and Hudson 

realize this potential more than some authors on the Enneagram by 

offering a model of ñlevels of developmentò for each of the Ennea-

gram types. The lowest 3 (ñunhealthyò) of their 9 levels describe 

the shadow tendencies of each type. So, for example, Type Two, 

the Helper, is capable of altruism, empat hy, and generosity when 
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operating at their most healthy level, but when unhealthy tends 

toward manipulation, coercion, and feeling victimized. Becoming 

aware of the shadow potential of oneôs type can be helpful in 

unconsciously falling into that pattern.  

 

 

Seligman, Martin (2002). 

Authentic Happiness .  New 

York: Free Press.  

 

Reviewed in cluster #1, this work suggests how leaders can 

enhance their own happiness, thereby reducing the shadow of 

negative emot ions.  

 

Wilber, Ken, Terry Patten, 

Adam Leonard and Marco 

Morelli (2008). Integral 

Life Practice: A 21st -

Century Bl ueprint for 

Physical Health, Emotional 

Balance, Mental Clarity, 

and Spiritual Awakening . 

Boston: Integral Books.  

 

Reviewed in Cluster #1, this book contains a very powerful and 

useful ñshadow moduleò (pp. 41-66). It describes an original ñ3-2-

1ò exercise that enables a person to start with something that is 

irritating or upsetting in the behavior of another person and work 

with it to uncover the aspects of it that represent a projection of 

diso wned parts of oneself onto another. In the exercise one starts 

by adopting a 3 rd  person perspective by describing the behavior or 

quality (corresponding to the ñ3ò in the exercise), then shifts to a 

second -person perspective (ñ2ò) by addressing that person or 

quality directly, and finally taking an ñIò (or ñ1ò) perspective, 

owning up to that quality in oneself.  

 

 

Zweig, Connie and 

Jeremiah Abrams, editors, 

(1991). Meeting the 

Shadow: The Hidden 

Power of the Dark Side of 

Human Nature .  New York: 

Penguin Putnam.  

 

This anthology of over 60 articles on the shadow covers a wide 

spectrum of perspectives, from authors as diverse as Robe rt Bly, 

Joseph Campbell and Ken Wilber. The pieces cover historical, 

psychological, sociological, religious, and even literary angles.  

 

 




