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Sponsor’s welcome

We need a new approach
HR has a role to play in developing leaders fit for the future. But shaping
them into a single mould won’t work, says OXFORD SAID BUSINESS SCHOOL

T

he role of business and our
expectations of business
leaders have shifted dramatically
in recent years.
Increasing globalisation has created
a world that is more interconnected,
complex, and unpredictable than ever,
and one in which the pace of change
seems to be constantly accelerating.
Public trust in business has declined,
while social media has made it easier
to hold individuals and organisations
up to scrutiny. New stakeholders have
emerged: business leaders who once
focused their attention on staff,
customers, and suppliers are now
regularly dealing with regulators,
activists, and community groups.
In addition, forward-looking
organisations can see the challenges
posed by global threats such as climate
change, inequality, and shifting
demographics.
All of this calls into question the
traditional model of the ‘heroic’
leader, who wins ‘battles’ and markets
on behalf of the organisation. In a
complex environment commanding
and controlling no longer works.
And while individual charisma can
certainly help on some levels, it is not
enough. Thoughtfulness, adaptability,
and the ability to engage with diverse
sets of people are more important.
This was reinforced by a recent
research study by Saïd Business
School, in conjunction with executive
search firm Heidrick and Struggles,
crystallised in The CEO Report. We
asked more than 150 CEOs how their
roles had changed, and how they had
developed the skills they needed to
lead in today’s hyper-connected world.
While some of what they said was
specific to the structurally unique role
of the CEO, much of what was
reported can be useful in informing
leadership development programmes
at all levels of the organisation.
The bulk of the preparation for any
leadership role comes through on-the-

38 HR January 2017
038_HR_0117_Welcome TT.indd 38

In a complex
environment commanding
and controlling no longer
works. And while individual
charisma can certainly
help, it is not enough
job experiential learning, and HR
departments have an important part
to play in ensuring that people in
the leadership pipeline are placed
in the way of challenges or given
opportunities to stretch themselves
and gain appropriate experience.
It is likely that people with leadership
ambitions will seek out these
opportunities for themselves.
However, it is still a matter of luck
in terms of what challenges people
actually face in the normal course
of events. This is why a systematic
leadership development programme
is always necessary: to fill the gaps.
It is, however, important not to
think about leadership development
merely in terms of skills acquisition,
or of moulding an individual to fit a
desired model. The most powerful

responses to our leadership
programmes at Oxford often come
from people who say that they have at
last been able to recognise and accept
their own natural leadership styles.
And by accepting themselves as leaders
they are able to use their influence fully
to effect change in their teams and
organisations. This has frequently been
the case with female leaders who have
struggled under expectations of a
more ‘masculine’ leadership style, but
men also often fail to understand their
own potential.
Leaders need not only to be able to
ask the right questions of themselves,
but to be open to challenge and debate
from others around them.
Development programmes, therefore,
should focus on exposing leaders to
diverse opinions and to people whose
experiences and cultural backgrounds
may be very different from their own.
This very open approach is likely
to feature a minimal amount of
traditional classroom teaching, in
which wisdom and knowledge are
funnelled through a course leader
standing at the front. While case
studies can be a useful means of
rehearsing particular situations, the
most powerful learning comes from
individuals reflecting on a variety
of ideas and stimuli. At Oxford we
believe that this is enabled by using
different styles and learning
experiences from workshops and
external speakers to personal coaching
and small group tutorials.
An open, flexible, and adaptive
approach to leadership development
can be a means of imbuing leaders
with just those characteristics, which
will be so important in a changing
world. HR

Saïd Business School
is the business school at
the University of Oxford.
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Bridging the divide
The global political landscape has divided society. MAXINE BOERSMA discovers
how leaders can reunite and reassure fractured workforces

O

n June 24 2016 the business world had a rude awakening.
The UK had just voted to leave the EU and things would
never be the same. More than six months later things remain
unclear, with no certainty as to whether the Brexit process will be
hard or soft, and what the outcome for immigration and trade
(to name but two business-critical areas) will be.
In November 2016 things became even more confused when
Donald Trump was elected as US president. The only certainty
now, it seems, is uncertainty.
These unexpected (to many commentators at least) results
raise some interesting leadership conundrums. Most businesses
had openly aligned themselves with the Remain camp pre-EU
referendum: a CBI poll revealed 80% of CEOs wanted to remain
in the EU and publicly Remain businesses included Goldman
Sachs, Airbus and BP, all of which encouraged their workforces
to vote Remain. In the US Matt Maloney, CEO of online food
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HR departments can
help leaders get into
the right mindset: a
positive mindset that
is focused on the
opportunities Brexit
can bring
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ordering service Grubhub, had
to backtrack when he openly
criticised employees who voted
for Trump.
“With Brexit it’s not
business as usual,”
believes PwC partner
Tom Gosling. “These are
definitely unique times
because of the impact on
business coupled with the
fact that the referendum
campaign polarised opinion
within the workforce.”
This means HR has a critical
role to play in helping leaders
navigate this uncertainty, he adds.
“HR departments can help
leaders get into the right mindset:
a positive mindset that is focused
on the opportunities Brexit can
bring, not just its downsides,” he
explains. “It’s important to look
out for signs of stress in the senior
team. If leaders voted against
Brexit they might feel disengaged
now. Concerns about the level
of change in the business may
be coupled with wider worries
about the country and their
children’s future.”
A recent survey by Willis
Towers Watson found 63% of
companies saw a lack of clarity on
the UK’s position as a barrier to
responding effectively to the
challenges posed by Brexit, but
this uncertainty will do little to
reassure the 44% of workers,
according to the CIPD, who feel
“pessimistic” about their future
because of the Brexit vote.
Jean Martin, talent solutions
architect at CEB, adds that in a
CEB poll carried out on EU
referendum day 60% of
companies said they felt ‘very’ or
‘relatively’ unprepared for an
out vote, with only 7% ‘highly
prepared’. And she stresses that
this change only adds to the
amount of change employees in
most organisations have already
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endured, whether through
acquisition, new product
development or restructuring.
If, as Martin points out, change
has become the norm, is there a
risk of overreacting to the current
political landscape and the
changes it could bring? Mandy
Ferries, director of HR at the UK’s
largest property management
firm FirstPort, believes there
could be. “There are always
periods of uncertainty and good
leadership will encompass this
ambiguity,” she says. “When there
is external uncertainty, such as
with Brexit, we should focus on
what we know and ask how this
will help deliver what is best for
our customers. At FirstPort we
deal with 3,000 properties –
from retirement properties to
serviced buildings – so have a
very diverse customer base and
need to continue to grow. It
is this element that determines
our business plan, not
political debate.”
Ferries adds that while Brexit
and the Trump administration
may affect employment legislation
“this is nothing new”. “The last
10 to 15 years have seen huge
changes in the leadership

People need a
pragmatic
assessment of
the situation,
an honest
appraisal
of the
consequences

landscape – be they changes
in flexible working, parental
leave or bonus allocation,” she
points out.
However, in a September
2016 KPMG survey of 100
chief executives 76% said
they were considering
leaving the UK because
of the Brexit vote and its
accompanying uncertainty.
And at a recent Financial Times |
IE Business School Corporate
Learning Alliance event former
global L&D director at Google
Stephan Thoma warned that the
talent implications of Brexit are
already happening, and that HR
has a crucial role to play in
reminding senior executives to
focus on “critical talent”. But
where to start?
Gosling advises leaders to
reinforce teamwork and
inclusiveness and not let their
own attitude to Brexit dominate,
as the workforce will hold both
pro- and anti-Brexit sentiment.
HR professionals, he adds, should
be providing space for leaders to
reflect on the type of leadership
they need to show and how to do
so in an inclusive way.
He also believes HR can help by
settling concerns that may be
distracting people, perhaps by
holding Brexit surgeries so staff
can openly ask questions about
what it would mean for them. He
uses the example of one woman
asking what would happen if
Article 50 was triggered while she
returned to Spain for a break, and
whether she would be allowed
back into the UK.
For Phil Jones, managing
director at electronics company
Brother UK, communicating
openly is critical to leading
through this uncertain time.
He conducts quarterly updates
for all employees, communicating
what is certain and using visual
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Leading
through uncertainty:
Lessons from the Co-op

aids like
cartoons to help
get the message
across. One set of images
likens the business to a warship
in calm and then in stormy seas:
whatever the outlook staff are still
in a warship and they still know
where they’re going – and that
includes being passionate about
the customer experience despite
the journey being rougher.
Jones sees Brexit as “an external
condition” rather than “an
internal change” – it may have an
impact but the firm should have
an idea of that impact already,
gained from pressure testing and
scenario planning. “There is no
place for knee-jerk reactions,”
he says. “People need a pragmatic
assessment of the situation, an
honest appraisal of the
consequences. You should
show you foster an open culture
where people are trusted
with information.”
Julian Sykes, director of
organisational effectiveness at
The Co-operative Group, adds
that in times of stress “the natural
reaction is overload and anxiety”,
which can make leaders “shorttermist and prone to control
rather than empowerment” (see
box to the right for more).
While agile was a buzzword of
2016 (and we hazard a guess that

hrmagazine.co.uk

039_HR_0117_Uncertainty TT.indd 41

it won’t be going
anywhere in 2017),
Jones stresses the need for
“alacrity rather than agility”.
“My job is to create a culture
where people are in a happy state
at work but with an added
realisation that they need to be in
a state of readiness for change,” he
adds.
Incremental change needs to be
an accepted part of the job, he
explains, rather than a leader
announcing change from on high
followed by a long change
management programme.
Resilience is key, and all Brother
UK staff recently completed a
half-day resilience training
session. The whole L&D strategy
needs to become sensitive to
uncertainty, he adds, but this
must be led by the CEO or MD
taking responsibility for overall
culture, supported by HR.
“As a business leader you can’t
just outsource such change,
especially if the firm is to pressure
test the challenges of external
uncertainty,” he says. “This is a
time when HR needs to step up
to cultural engineering with the
leader and not just administer
a process – or a huge gap will
emerge.” But, he adds, in times
of great uncertainty “smart
businesses will say ‘we need HR
in the room’”. HR

Julian Sykes has helped organisations such as
Boots, Astra Zeneca and Barclays achieve
cultural change for 20 years. For the last twoand-a-half years he has helped transform The
Co-operative Group following huge reputational
damage, and is currently its director of
organisational effectiveness.
“Three years ago the Co-op Group nearly
didn’t exist. A painful exposé of many failures led
to a need for stronger governance and
leadership. Survival creates a need to change.
For more than two years we have had to steer
through tough times. These survival conditions
lead to stress, and the natural reaction is overload
and anxiety, which can make leaders become
short-termist and prone to control rather than
empowerment. Senior teams then focus on
themselves with reduced levels of colleague
engagement. This [can lead] to reduced trust.
“We started our journey by returning to our
shared purpose – this transcends day-to-day
challenges as we champion a better way of
doing business. We recalled what being the
Co-op means for members – our identity and
role and how we should behave. As an example
of the problem, I saw we had 27 different
competency frameworks across the group. This
made it difficult to define a common purpose
and act as one Co-op, so we simplified this and
agreed on set behaviours: ‘Being Co-op’.
“Ahead of our AGM in May we brought
together 5,600 leaders to involve, inspire and
equip them to lead for three big things: our
membership, our identity and Being Co-op.
Through 2016 we have been developing our
leaders using three critical skills: inspiring through
storytelling, having honest conversation, and
coaching. Our leaders are there to empower
and realise the potential of our colleagues
– away from command and control.
“To sustain these skills I encourage senior
leaders to be role models. There is now a strong
network of leaders who share this ethical behaviour
across different functions. Our engagement survey
this year shows colleagues feel they have a ‘direct
voice’ now, and research pinpoints a direct
correlation between high levels of engagement
and business performance. Our transformation
can be divided into three phases: Rescue (the
crisis issue caused by uncertainty), Rebuild (the
current stage), and Renew (from 1 January 2017).”
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Leading diverse teams

Leading the 5,000
Awareness of diversity issues is no longer a
choice for leaders. SUZY BASHFORD explores
how HR can help leaders be more sensitive

A

decade ago HR still had to provide the
business case for diversity. Now that the
positive impacts of diverse teams are well
recognised, the profession’s biggest challenge
is supporting leaders to get the best out of
people who may be very unlike themselves.
With workforces becoming ever more
varied, here are 12 tips for developing your
leaders to deal with the challenges, and
embrace the opportunities, that come with
leading diverse teams…

1

2

3

Embed good practices into your day-today processes so diversity is automated.
Frances Duffy, VP HR at Capgemini, uses the hotel
industry as inspiration: “Hotels wanted people to turn
the lights off when they left their rooms, but often guests
didn’t. So they started using technology that meant when
you took the key card out the lights went out. Similarly HR
can build-in change, like anonymising CVs, so leaders
don’t even have to think about it.”
Integrate diversity-related KPIs into performance
reviews. “We need to measure results and have
accountability, which enables progress,” says Helen Tucker,
HR director for Northern Europe at Procter & Gamble.
Nestlé’s global head of diversity and inclusion Sonia
Studer agrees, explaining that the company has
a leadership framework “on which every leader is
evaluated”. It includes measures such as being “openminded towards new and different ways of doing things”
and not dismissing “others’ views even when they are
contrary to their own”. The approach is clearly working, as
Nestlé was ranked 13th in Thomson Reuters’ D&I Index,
launched in September.
Inspire leaders to take responsibility, then action, on
the back of their own biases. While most agree you need
policies, guidelines and targets to provide a robust
framework, genuine openness to diversity comes from an
individual’s intrinsic motivation, rather than adherence to
rules. You can kickstart this personal journey by helping
leaders identify their unconscious biases. Recognise that
this may be a difficult experience for many and could
unearth some uncomfortable truths. Support them
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through this by reframing the process as a learning
opportunity to become a more effective leader. “I’ve seen
people who have been so concerned about their results on
unconscious bias tests that we’ve organised for them to
have extra sessions with our diversity trainers,” says Leigh
Lafever-Ayer, HR director, UK and Ireland at Enterprise
Rent-A-Car. “They’ve then talked about what they need to
do to improve their leadership. That’s where it gets really
fascinating; when they make the connection between
diversity and leadership and take it seriously. Some, of
course, never get to that because they treat diversity as a
tick-box exercise.”

4

Encourage an ongoing growth mindset, rather than a
tick-box training mentality. It is not enough simply to
offer a one-off unconscious bias workshop. Put your
money where your mouth is and invest in ways to tell
the stories of your diverse workforce through – for
example – film, magazine articles, social media campaigns,
cultural ‘cook offs’, events, debates, themed weeks, canteen
displays and team-building activities. “We tell stories
about our successes; it’s part of our constant
communication. We don’t treat it [diversity and inclusion]
as a project but make it intrinsic to how
we do things,” says Christiane Schumacher, HR director
of Roche UK, which was ranked number one in Thomson
Reuters’ index.
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5

6

7
8

9

Emphasise the importance
of not only telling
these stories, but
really listening to
them when they are
being told. This is key to
making people feel truly
accepted and understood. “The most
successful leaders are able to put their
preconceptions and sense of authority
to one side, and deeply listen to the
perspectives of the people they
manage,” says Rochelle Chopamba
SVP HR EMEA at Astellas Pharma,
which is fifth in Thomas Reuters’
ranking. “The more diverse the team
the more important listening to each
other becomes.”

The most successful
leaders are able to put
their preconceptions
and sense of authority
to one side

Ensure leaders are well-briefed on what the workforce
is thinking and feeling. This means not only doing
regular surveys and focus groups to keep your finger
on the pulse, but also interrogating the data so you
understand what is going on. “HR can leverage data and
analytics to better understand employee needs and HR has
access to the latest information on how the world of work
is evolving,” says Catherine Kemp, VP, UK market HR at
American Express. “What are the things employees value?
How do millennials approach work differently to their coworkers who may be gen x or baby boomers? What are we
hearing through our employee networks that is important
to our staff or we need to address further?”
Encourage them to think beyond the obvious
demarcations of diversity like gender and ethnicity.
Progressive companies are highlighting all types of
difference such as thinking styles, socioeconomic status
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and work/life balance. PwC is
even starting to talk about
‘neurodiversity’ and BNY
Mellon considers level of
‘global acumen’ and ‘tech
savvy’ as markers of diversity.
“Picture an iceberg. Only onetenth is visible. The same is true of
human beings. We look at all those things
that make up an individual,” says Joanna
Symes, EMEA head of diversity and
inclusion at BNY Mellon. PwC’s head of
people Laura Hinton agrees: “We’re not
moving the dial nearly as far and as quickly
as we should be. We need to move beyond
the obvious.”

10

Once they have got their head
around embracing a diverse
mindset, move them up to the next level
to realise that, as Codd says: “you can have a
diverse team but if it isn’t inclusive you’re
not going to get the best out of people”. This means
leaders have to not only welcome difference, but show
they truly value it through adapting their leadership
style accordingly. Why? Because team members will
perform better if they feel comfortable being themselves
at work, which they are more likely to do if their boss
speaks to them in a way that suits them (rather than
sticking rigidly to a one-size-fits-all model).

Long after they’ve done unconscious
bias training, keep motivating
leaders to sweat the small stuff. This, as Deloitte’s
managing partner for talent Emma Codd says, could be as
simple as turning left instead of your usual right to assign
a piece of work. “It’s about understanding that bias exists,
then knowing to challenge yourself and your norms,” she
says. Another great way to “challenge a norm” is reverse
mentoring, particularly when a senior leader is paired with
a much younger employee.
Actively involve business leaders in initiatives so they
are not seen as led by HR. Codd says: “Too many
programmes sit in HR. This has to be about the business.
About who you are and how you interact. It cannot be
owned by HR, though HR has to enable it. I’m a talent
partner without an HR background, which has allowed
me to get messages across.”
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11

12

Make clear to leaders that you’re striving to create a
‘call out’ culture where employees feel empowered to
challenge each other’s point of view without fear of
repercussion. “It’s so business-critical to have these
conversations,” says Lafever-Ayer. And there are
practical ways HR can help leaders here. Isabel Naidoo,
SVP talent at FIS Global, suggests to leaders that they
“ask a trusted adviser on their team to help flag when
they may make an assumption that has an impact on
others. You can have a code word or hand signal that
gives you pause for thought and helps you reposition,
even in the middle of a meeting.”
Coach leaders in distress tolerance. Reassure them
that feeling uncomfortable is normal. It’s part of the
learning process. As Schumacher says: “Diversity means
difference, difference means potentially different views,
different understandings, different values, which can
create conflict. HR needs to help leaders when the
conflicts arise; hold the mirror up to leaders about their
inclusiveness.” Hinton goes further. She tells leaders that
“if you’re not feeling uncomfortable you are not having
edgy enough conversations.” HR should also reassure
leaders they are playing the long game and leading
diverse teams successfully is not a challenge to be solved
overnight. HR

January 2017 HR 43

20/12/2016 12:32

Leadership development report

Female leaders

Poster girls
ANA MARINOVIC and STEVE TAPPIN explain the four different types
of female leadership they have come across in their research

M

any businesses are keen to say the
right thing about diversity and
gender equality. They set up working
groups and committees and write
policies. But the majority of large
companies’ boards and
executive teams remain maledominated, with alpha male
culture. This makes it hard
for women to break through
and succeed at the top.
As part of our research on
leadership we are speaking to
150 of the world’s top female
CEOs and influencers. We want
to understand more about the
barriers facing female leaders
today, and what leadership lessons
women can learn from other
influential and inspiring women, so that
they can break through, start to create
a chain of successful women at the top,
and move towards real equality.
Our research so far demonstrates that
many women don’t like to talk about the
differences between male and female
leadership because they want to be
considered on a similar footing. The
interviews have highlighted that discussing
female leadership qualities is seen as
unnecessary and even as a point of
weakness in some company environments.
However, we’ve found that there are
broadly four different types of female
leadership currently. They are:

1

Female Pioneers: Generally late
generation X and baby boomers, they
tend to act more in the manner of alpha
male leaders. They are often female power
dressers, but underlying this is that they
regularly face being seen as the ‘token
woman’. Their leadership style is forthright
and no nonsense, as this is what has been
proven to make a difference in the maledominated boys’ clubs. These women have
been pioneers in a male-dominated
corporate world and have left a strong
foothold for others to step up. An example
is Meg Whitman, CEO of Hewlett Packard.
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leadership and influence through their
ambition and drive to succeed
personally, and to support equality
in the workplace. These women
have generally integrated their
life experiences and developed
leadership philosophies that
they use as a guiding
compass. There is less of a
separation between work and
home, they have an
influential nature, and are
very good at collaborating,
empowering, connecting and
co-creating with both men and
women. An example is Lindsay
Pattison, CEO of Maxus.

4

Women of Inspiration: These
women are from all generations
and generally embody all of the other
leadership types. They are driven by
a higher purpose, are often globally
recognised, and have broken free from
male-dominated leadership constraints.
They’ve started a chain of women of
inspiration from the top. Examples include
Arianna Huffington, Malal Yousafzai, and
Mary Barra.

2

Feminine Leaders: These women are
generally generation X and have been
exposed to more equality. This means they
have the confidence to bring ‘feminine’
qualities to work. These leaders explain:
“When there is a woman in the room
things get talked about more.” They tend to
operate more in the construct of ‘women
are equals’. They possess the qualities of
being able to listen, care, understand and
communicate very well. An example is
Carolyn McCall, CEO of EasyJet.

3

The Integrated Woman: These
women are generally from all
generations. They have gained strong

Female leaders need to be on a journey
of working through their personal
leadership patterns and growth areas, so
they can break free from male-dominated
constructs and harness feminine qualities.
They need to take deep dives to integrate
themselves and lead from their higher
purpose. In this way they can strengthen
the chain of women needed to bring more
balance to the corporate world. HR
This article is an extract from the
forthcoming book ‘Secrets of Female CEOs –
150 Female CEOs on business life and
leadership’, co-authored by Steve Tappin and
Ana Marinovic. Tappin is a world renowned
CEO expert and host of ‘BBC CEO Guru’.
Marinovic is an international coach and
consultant and advocate of female CEOs
and leaders.
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Psychopathic bosses

Psyche them out

Psychopathic bosses are alarmingly common, but don’t despair
because there are ways of dealing with them, finds CATH EVERETT

T

his January Donald Trump
will be inaugurated as the
45th president of the United
States, a turn of events that still
has many blinking in shock. For
those still adamantly opposed
to Trump’s ascendancy there’s
yet another unpalatable fact they
may not want to digest.
Oxford University research
psychologist Kevin Dutton
recently used a standard
psychometric tool – the
Psychopathic Personality
Inventory – to rank former
presidential candidates and a
series of historical world figures
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based on eight psychopathic
traits. Trump scored 171… two
points higher than Adolf Hitler.
But Trump is in good company.
Recent research by psychologists
at Australia’s Bond University,
conducted among 261 senior
leaders working in US supply
chain management, found that
21% demonstrated clinically
significant levels of psychopathic
traits. This figure compares
with around just 1% of the
wider population.
Many in HR may not find this
that surprising. The higher
prevalence of destructive, ruthless

The higher
prevalence of
destructive,
ruthless and
risk-taking
behaviours
among leaders
has been welldocumented

and risk-taking behaviours among
leaders has been well-documented
over the years, not least in relation
to the financial crisis. And
managing such behaviours is
something a fair few HRDs will be
no stranger to.
More surprising, perhaps, will
be the claim from some that
psychopathic qualities are not
always inherently a bad thing.
Being a CEO requires
ambition, tenacity,
determination, risk-taking and
having a positive view of
yourself and your abilities,
points out leadership specialist
at Monkey Puzzle Training Karen
Meager, which are “all more
natural if you have psychopathic
wiring, or else self-doubt gets in
the way”.
While psychopathic CEOs
will not be appropriate for all
environments – and can cause a
lot of damage – they may be right
for some, she adds. These include
fast-moving, high-risk
commercial cultures such as
financial services or organisations
that require someone to take them
through a major restructure.
But in more stable peoplecentric operations such
individuals are likely to wreak
havoc. Suzanne Ross, senior
lecturer at Nottingham Trent
University’s business school,
explains: “People with
psychopathic traits are generally
very charismatic and have lots of
energy, vision and confidence, but
there’s a piece missing for them,
and that piece is empathy. You
could almost feel sorry for them
as it’s just how their brain
functions – apart from the fact
they leave a trail of destruction
behind them.”
The upshot is that the business
is likely to start haemorrhaging
talent, particularly at the senior
manager level as they will be
directly affected by the CEO’s
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inability to relate effectively
to others.
C-J Green, group chief people
officer at facilities management
services provider Servest,
explains: “If you’ve got toxicity
at senior levels it makes it more
challenging to have a positive
culture as that kind of behaviour
reverberates around the
organisation. People often unite
against the toxic executive, but it
can cause quite large ripple
effects and is a huge distraction.”
One possible way of
minimising the impact is to
create a strong team around the
boss, not least to deal with people
issues and put out fires. As
Meager points out: “If it’s framed
in such a way that it’ll make the
CEO’s life easier, for example
‘they’ll take over the stuff you
can’t be bothered with so you can
focus on the things you love
doing’, they’ll sign up to almost
anything.”
But the real danger comes if
such leaders are surrounded by
‘yes men’ that cannot or do not
challenge them. While doing so
yourself may sound scary, it boils
down to how you present
difficult issues and, just as
importantly, possible solutions.
Servest’s Green explains: “If
you can master managing
upwards life becomes so much
easier. People are afraid to tell
CEOs the bad stuff because
they’re scared of the repercussions,
but some people are simply not
aware of how they come across.
So if you point out ‘this is what
you’re doing and this is the impact’
it can make a big difference.”
While bosses who are true
psychopaths will not care if their
behaviour is having negative
repercussions on others, being
clear about the negative
consequences in business
performance terms will make a
difference because it reflects on
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them and taps into
their likely
narcissism.
“Psychopaths hate
drawn-out processes so
if they decide they want to fire
people don’t say ‘that’s not fair’,”
says Meager. “Say ‘those people
aspects won’t go away and they’ll
lead to legal issues, which will
cause you a lot of hassle; so it’s
better to stick to the rules’.”
As with any boss, the most
successful way of handling such
individuals is to think about
what they need from you – which
will not be how you feel about x
or how well you have
collaborated on y. Instead it will
be about talking the language of
results, facts and deliverables and
spelling out in clear business
terms the prizes that are to be
gained or the pain that will be
suffered if a given action is taken.
Tressandra Henderson, an
independent HR consultant who
was until recently group HR
director at advertising agency

The real
danger comes
if such
leaders are
surrounded
by ‘yes men’
that cannot
or do not
challenge
them

13 personality traits of
a psychopath
 Show a glib and

superficial charm
 Have a grandiose













estimation of
themselves
Need a lot
of stimulation
Are pathological liars
Lack remorse or guilt
Are cunning and
manipulative
Lack realistic long-term goals
Respond in superficial emotional ways
Demonstrate callousness and lack of empathy
Have a parasitic lifestyle
Show poor control over their own behaviour
Are impulsive
Fail to accept responsibility for their own actions

Source: The Hare Psychopathy Checklist – Revised
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TBWA UK, says
providing monthly
metrics around issues
such as retention can
prove useful.
But she also advocates
introducing learning and
development programmes, such
as TBWA’s Be the Best You
initiative, to open up dialogue.
This approach involved the
entire company undertaking
Myers Briggs questionnaires,
which “gave us a platform to
speak in a new language and talk
about why someone might
behave in certain ways and what
the impact was,” Henderson says.
It also made it easier to raise
specific issues with senior
managers, which could then be
worked on with the help of an
executive coach.
Elizabeth Burnell, former HR
policy consultant at design,
engineering and management
consultancy Atkins, says it can be
about finding that one person
the leader will listen to: “If
someone is a complete
megalomaniac they’re not going
to listen. But most people aren’t
like that so if you can find the
right person – someone they
respect – they might be able to
get the message across, perhaps
in an informal context by going
for a drink or whatever.”
Nonetheless, Henderson
believes the days of the
psychopathic boss are numbered,
not least because millennials may
increasingly refuse to put up
with such behaviour.
“They want to work with
purpose and instant
gratification; if they don’t like a
situation they’ll just move on,”
she says. “We’ll see companies
having to explain what they’re
doing more, and HR will have to
move with the times – we won’t
be able to just stand back and let
things happen.” HR
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Development tools

Cleveland Clinic, Abu Dhabi

Power tools

SCOTT BEAGRIE explores how three small learning
and development tools are making a big impact

T

ime is at a premium for today’s business leaders. While a
traditional leadership course that takes the manager out
of the office for the best part of a week was once the de facto
choice for developing leaders, it isn’t necessarily the most
practical or even effective option any more. Moreover,
traditional classroom training is not the first choice for the new
generation of managers who have grown up with 24/7 learning
portals and just-in-time learning.
As debate continues around the return on investment (ROI)
and effectiveness of leadership development once individuals
are back in role, technology is allowing organisations to embed
leadership and management training in day-to-day work and,
in doing so, make it far more relevant.
Dil Sidhu, chief external officer and managing director of
executive education at the University of Manchester’s Alliance
Manchester Business School, points to the often-cited stat that
80% of learning can be forgotten within 24 hours of leaving an
event. “Making learning stick with senior executives can often
be a challenge,” he says, adding that HR and L&D professionals
also need to be aware of shortening attention spans. “The
average in the UK is around 10 seconds. Educators need new
and interesting approaches to help embed learning.”
Options open to organisations range from just-in-time third
party apps that allow managers to brush up on particular areas
at the ‘point of need’, to free massive open online courses
(MOOCs), as well as full-blown paid-for online learning
programmes designed to fit into a busy manager’s timetable.
Here are three examples of where technology has helped to
embed leadership development.
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The technology: iLeader, a leadership process and mobile app
developed by Oxford Strategic Consulting, which aims to improve
the performance of frontline leaders by providing specific ‘point of
need’ learning, guidance and team feedback.
The application: The Abu Dhabi arm of the Cleveland Clinic is
going through the process of ‘Emiratisation’; the United Arab
Emirates government initiative to create sustainable employment
opportunities for its citizens.
As the world’s first digital hospital it also strives to digitise as many
processes as possible so it’s logical that it would explore more cutting
edge methods of training leaders.
Gavin Walford-Wright, senior director of talent acquisition and
international mobility at the Clinic, was aware that with a digitallyminded Gen Y cohort traditional approaches might not be the most
engaging. The Clinic was involved in the beta stage development
of iLeader, where it was marketed to caregivers as “a coach in
your pocket”.
“For first-time managers having a step-by-step guide on their
phones gives them a structure,” he explains. “It also gives feedback
from the team on a daily basis so they know how engaged people are.
If the team aren’t engaged they can turn a negative into a positive,
and if they are engaged they can reflect on what they’ve done well.”
The result: The Cleveland Clinic reports that engagement and
retention levels of its caregivers have improved since using the app.
“In some areas we’ve seen attrition drop to zero where we are using
iLeader,” says Walford-Wright, who adds that the clinic will shortly
undertake a Gallup employment survey and benchmark the results.
“iLeader is a fantastic tool and in 2017 we will launch it across the
entire organisation of 3,500 people.”

Nestlé/London Business School
The technology: Skill Pill, a range of micro-learning applications

and tools developed by the company of the same name. It includes
custom as well as library content.
The application: London Business School (LBS) worked on
Nestlé’s three-year “flagship” leadership programme and used Skill
Pill in a variety of ways, including creating avatars of Nestlé group
CEO Paul Bulcke and LBS professor Rob Goffee to add a sense of
realism and fun.
Accessing learning on digital devices helped to create a sense of
unity across a dispersed set of participants from the two programme
delivery sites of Guangzhou, China and Vevey, Switzerland.
According to Dil Sidhu, who was director of corporate
programmes at LBS at the time and responsible for delivery of the
programme, Skill Pill helped to embed it by creating a ‘bridge’
between learning events and learning applications. “It allowed
participants to refresh their learning,” he says. Content can be
customised to align with the issues facing the organisation and is
also trackable in terms of how often each participant accesses the
Skill Pill clips from any web-enabled device via a dashboard.
The result: This provided evidence that the learning was being
reviewed. In addition, the specific topic Skill Pill clips acted as a gauge
for which topic areas were not being reviewed and could take lower
priority. Sidhu concludes that a key motivator for using Skill Pill was
evidence that a diligent use of micro-learning can double the level of
content retention and also achieve a 10% to 20% improvement in
desired behaviour.
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Development tools

MBNA
The technology: Leadership Cloud,

developed by performance consultancy
10Eighty, uses Jive and aims to drive
collaboration and learning throughout an
organisation. It can be accessed on mobile
and desktop devices.
The application: The Leadership Cloud
forms part of a package of development tools
and content that also includes self-service
options such as video, podcasts, assessment
tools, master classes, an external speaker
series, experiential learning, and mentoring.
Marc Whitmore, head of organisational
effectiveness, Paul Corke, leadership
development manager, David Harrison, head
of employee engagement and culture, and
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Sioned Williams, head of learning, work
closely together and wanted to make leaders
take control of their own learning as they
believe it leads to an effective transfer of
knowledge and skills and to positive change
in leadership behaviours.
The Leadership Cloud is used before,
during and after leadership events to provide
the right level of information as well as
prepare leaders for, or entice them to, an
event. It also provides and facilitates materials
and discussion during and after events.
“Insightful leadership articles and
resources are shared for leaders to tap into
along with interesting discussion built around
our business strategy and desired leadership
behaviours,” says Whitmore.
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The CEO also posts a weekly blog on it,
with “thought-provoking” pieces on culture
and the importance of values, as well as
leadership challenges and anecdotes.
The result: “We have seen over a consistent
period of years that those who participate
in the programmes have higher performance,
engagement scores, Great Place to Work
scores, lower absence and attrition, and are
more engaged on the Cloud compared to
those that have not participated in our
programmes,” says Whitmore.
“In addition, our high potential leadership
programmes have accelerated the
development of senior leaders, where some
leaders have progressed to be members of
our current executive team.” HR
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