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Latest	A	new	study	uncovers	the	different	ways	they	approach	costs,	benefits,	and	goals.	Its	not	just	struggling	companies	that	are	making	changes	at	the	top.	A	curated	list	from	one	of	HBRs	most	popular	newsletters.	How	the	century-old,	family-owned	company	pursues	positive	social	impact,	including	ambitious	climate-change	targets,	while
continuing	to	grow	profits.	Four	steps	to	shift	from	directing	to	designing	systems.	An	HBR	Executive	Live	conversation	with	Michael	Fiddelke.	Four	guidelines	for	taking	principled,	decisive	actioneven	when	it	seems	like	there	are	no	good	options.	The	HBR	Executive	Playbook	on	turning	C-suite	meetings	from	a	box-checking	exercise	to	a	catalyst	for
decisive	action.	Acknowledging	even	your	smallest	achievements	can	help	you	stay	anchored	and	motivated.	Five	ways	leaders	can	close	the	trust	gap.	Many	leaders	follow	a	heros	journey	that	leaves	them	with	new	skills,	relationships,	commitment	to	work,	and	desire	to	improve	systems	for	the	next	generation.	Some	of	the	best	CEOs	create	systems
and	cultures	that	help	everyone	excel	at	getting	work	done.	What	to	do	when	a	program	meant	to	help	struggling	employees	may	be	simply	pushing	them	out.	Carol	Yepes/Getty	ImagesMuch	has	been	written	about	common	leadership	styles	and	how	to	identify	the	right	style	for	you,	whether	its	transactional	or	transformational,	bureaucratic	or
laissez-faire.	But	according	to	Daniel	Goleman,	a	psychologist	best	known	for	his	work	on	emotional	intelligence,	Being	a	great	leader	means	recognizing	that	different	circumstances	may	call	for	different	approaches.Page	2	(No	reviews	yet)	Write	a	Review	MSRP:	Was:	Now:	$11.95	(USD)	Quantity	price	applied	Format	information	(No	reviews	yet)
Write	a	Review	Item:	#H085MC-PDF-ENG	Publication	Date:	April	09,	2024	Publication	Date:	April	09,	2024	Being	a	great	leader	means	recognizing	that	different	circumstances	call	for	different	approaches.	Related	Topics:	Summaries	and	excerpts	of	the	latest	books,	special	offers,	and	more	from	Harvard	Business	Review	Press.	Loading	shopping
cart,	please	wait...	Post	Post	Share	Annotate	Save	Print	Humble	leadership	is	more	than	a	personal	virtue;	it	helps	foster	teamwork,	build	trust,	and	enhance	employee	well-being.	Its	also	an	effective	way	to	unlock	employees	leadership	potential.	By	redefining	humility	as	a	strength,	you	can	inspire	your	employees	to	grow,	innovate,	and	lead.	Heres
where	to	start.	Source:	This	tip	is	adapted	from	Research:	Humble	Leaders	Inspire	Others	to	Step	Up,	by	Xiaoshuang	Lin	and	Herman	Tse.	Per	fornire	le	migliori	esperienze,	utilizziamo	tecnologie	come	i	cookie	per	memorizzare	e/o	accedere	alle	informazioni	del	dispositivo.	Il	consenso	a	queste	tecnologie	ci	permetter	di	elaborare	dati	come	il
comportamento	di	navigazione	o	ID	unici	su	questo	sito.	Non	acconsentire	o	ritirare	il	consenso	pu	influire	negativamente	su	alcune	caratteristiche	e	funzioni.	Funzionale	Funzionale	Sempre	attivo	L'archiviazione	tecnica	o	l'accesso	sono	strettamente	necessari	al	fine	legittimo	di	consentire	l'uso	di	un	servizio	specifico	esplicitamente	richiesto
dall'abbonato	o	dall'utente,	o	al	solo	scopo	di	effettuare	la	trasmissione	di	una	comunicazione	su	una	rete	di	comunicazione	elettronica.	Preferenze	Preferenze	L'archiviazione	tecnica	o	l'accesso	sono	necessari	per	lo	scopo	legittimo	di	memorizzare	le	preferenze	che	non	sono	richieste	dall'abbonato	o	dall'utente.	Statistiche	Statistiche	L'archiviazione
tecnica	o	l'accesso	che	viene	utilizzato	esclusivamente	per	scopi	statistici.	L'archiviazione	tecnica	o	l'accesso	che	viene	utilizzato	esclusivamente	per	scopi	statistici	anonimi.	Senza	un	mandato	di	comparizione,	una	conformit	volontaria	da	parte	del	vostro	Fornitore	di	Servizi	Internet,	o	ulteriori	registrazioni	da	parte	di	terzi,	le	informazioni
memorizzate	o	recuperate	per	questo	scopo	da	sole	non	possono	di	solito	essere	utilizzate	per	l'identificazione.	Marketing	Marketing	L'archiviazione	tecnica	o	l'accesso	sono	necessari	per	creare	profili	di	utenti	per	inviare	pubblicit,	o	per	tracciare	l'utente	su	un	sito	web	o	su	diversi	siti	web	per	scopi	di	marketing	simili.	Post	Post	Share	Annotate	Save
Print	Many	leaders	dismiss	empathy	as	an	optional,	touchy-feely	skill.	But	failing	to	demonstrate	it	can	lead	to	low	morale,	poor	retention,	and	a	culture	where	people	withhold	ideas	and	concerns.	If	you	want	to	drive	better	results,	use	these	strategies	to	make	empathy	part	of	how	you	leadconsistently	and	clearly.	Source:	This	tip	is	adapted	from
Empathy	Is	a	Non-Negotiable	Leadership	Skill.	Heres	How	to	Practice	It.	by	Palena	Neale.	Latest	A	new	study	uncovers	the	different	ways	they	approach	costs,	benefits,	and	goals.	Many	leaders	follow	a	heros	journey	that	leaves	them	with	new	skills,	relationships,	commitment	to	work,	and	desire	to	improve	systems	for	the	next	generation.	Three
ways	IBM	reframed	time-saving	automation	as	an	opportunity	to	develop	their	employees	soft	skills.	Success	hinges	less	on	the	technology	itself	than	on	how	you	adapt	your	leadership.	Five	strategies	to	help	new	executives	move	from	accidental	to	intentional	growth.	A	five-part	framework	for	leaders.	Strategically	trying	something	new	can	help
leaders	break	free	from	entrenched	ways	of	thinking.	An	executives	guide	on	developing	the	talent	who	will	secure	your	companys	success.	How	to	cultivate	initiative,	emotional	confidence,	imagination,	and	strategic	vision.	Three	experts	on	the	qualities	they	find	essential	for	navigating	tough	decisions.	The	best	leaders	know	how	to	say	nowithout
losing	credibility.	The	feedback	leaders	need	most	isnt	always	delivered	directly.	First,	ask	yourself	why	youre	reluctant	to	hand	off	tasks.	They	need	to	earn	more	experience	capitalthe	knowledge,	skills,	and	wisdom	that	can	be	gained	only	on	the	job.	How	and	when	to	use	expert,	critical,	strategic,	and	systems	thinking.	A	study	offered	167	global
leaders	AI	coaching	support.	Heres	how	it	went.	When	directors	have	military	experience,	boards	are	more	decisive	in	addressing	underperformance.	Heres	why.	25	OF	THE	BEST	LEADERSHIP	BOOKS	TO	READ	Reading	books	teaches	us	to	empathize	with	others,	feel	more	confident	in	taking	educated	risks,	and	establish	a	habit	of	lifelong	learning,
according	to	HBR	author	Peter	Bregman	all	of	which	are	essential	skills	for	leaders.	The	best	leadership	books	help	you	to	increase	your	personal	effectiveness,	lead	your	team	to	excellence,	and	make	strategic	decisions	with	confidence.	However,	with	more	than	1,000	new	business	books	being	published	each	month	in	the	United	States	alone,	it	can
be	difficult	for	leaders	to	determine	which	books	will	be	most	helpful.	The	titles	below	represent	some	of	Harvard	Business	Review	Presss	bestselling	leadership	books,	tested	and	trusted	by	executives	around	the	globe.	By	Daniel	Goleman,	Richard	Boyatzis,	and	Annie	McKee	This	is	the	book	that	established	"emotional	intelligence"	in	the	business
lexicon--and	made	it	a	necessary	skill	for	leaders.	Managers	and	professionals	across	the	globe	have	embraced	Primal	Leadership,	affirming	the	importance	of	emotionally	intelligent	leadership.	The	book	and	its	ideas	are	now	used	routinely	in	universities,	business	and	medical	schools,	professional	training	programs,	and	by	a	growing	legion	of
professional	coaches.	Learn	More	By	Ronald	Heifetz	and	Marty	Linsky	Leading	requires	taking	risks	that	can	jeopardize	your	career	and	your	personal	life.	It	requires	putting	yourself	on	the	line,	disrupting	the	status	quo,	and	surfacing	hidden	conflict.	Through	vivid	stories	from	all	walks	of	life,	the	authors	present	straightforward	strategies	for
navigating	the	perilous	straits	of	leadership.	Learn	More	By	Herminia	Ibarra	A	new	edition	of	the	bestseller	that	has	helped	aspiring	leaders	worldwide	advance	their	careers	and	step	up	to	larger	leadership	roles.	Act	Like	a	Leader,	Think	Like	a	Leader	shows	how	individuals	at	all	levels	can	step	up	to	leadership	by	making	small	but	crucial	changes
in	their	jobs,	their	networks,	and	themselves.	Learn	More	By	Stewart	D.	Friedman	In	this	national	bestseller,	Stew	Friedman	gives	you	the	tools	you	need	to	achieve	"four-way	wins"--improved	performance	in	all	domains	of	life:	work,	home,	community,	and	self.	Friedman	explains	how	three	simple	yet	potent	principles--be	real,	be	whole,	and	be
innovative--can	help	you,	no	matter	what	your	age	or	what	you	do	for	work,	become	a	better	leader	and	have	a	richer	life.	Learn	More	By	John	P.	Kotter	Named	one	of	the	twenty-five	most	influential	business-management	books	by	TIME.com.	Millions	worldwide	have	read	and	embraced	John	Kotter's	ideas	on	change	management	and	leadership.
Leading	Change	is	widely	recognized	as	his	seminal	work	on	leading	transformational	change.	Learn	More	By	Rasmus	Hougaard	and	Jacqueline	Carter	Based	on	extensive	research,	including	assessments	of	more	than	35,000	leaders	and	interviews	with	250	C-level	executives,	The	Mind	of	the	Leader	concludes	that	organizations	and	leaders	aren't
meeting	employees'	basic	human	needs	of	finding	meaning,	purpose,	connection,	and	genuine	happiness	in	their	work.	To	solve	the	leadership	crisis,	organizations	need	to	put	people	at	the	center	of	their	strategy.	Learn	More	Now	more	than	ever,	it's	imperative	for	leaders	to	demonstrate	compassion.	But	leaders	need	to	make	hard	decisions--deliver
negative	feedback,	make	difficult	choices	that	disappoint	people,	and	in	some	cases	lay	people	off.	Compassionate	Leadership	shows	how	to	do	the	hard	things	that	come	with	the	responsibility	of	leadership	while	remaining	a	good	human	being	and	bringing	out	the	best	in	others.	Learn	More	Leadership	isn't	about	you.	It's	about	how	effective	you	are
at	empowering	other	people--and	making	sure	this	impact	endures	even	in	your	absence.	Frei	and	Morriss	show	that	the	origins	of	great	leadership	are	found,	paradoxically,	not	in	worrying	about	your	own	status	and	advancement,	but	in	the	unrelenting	focus	on	other	people's	potential.	Learn	More	The	hardest	part	of	leadership	is	mastering	the
inevitable	high-risk,	high-stakes	challenges	you	will	face.	Whether	you're	making	a	split-second	decision	when	your	business	is	knocked	sideways	or	you're	finding	the	best	strategy	to	navigate	business-critical	long-term	circumstances,	how	can	you	be	in	peak	form	in	those	most	crucial	moments?	Leadership	coaching	legends	David	Noble	and	Carol
Kauffman	show	you	how	with	their	innovative	new	framework--MOVE--which	equips	you	with	the	tactics	you	need	to	slow	down	high-stakes	situations	before	they	speed	you	up.	Learn	More	Up	until	now,	leaders	have	largely	ceded	their	role	in	the	AI	transformation,	pushing	strategy	formulation	out	to	tech	teams	and	leaving	investment	decisions	to
groups	that	don't	have	a	full	view	of	the	organization	or	its	goals.	This	book	helps	leaders	take	control	of	the	wildly	rapid	deployment	of	AI	across	organizations.	Clearly	and	concisely,	it	focuses	on	the	nine	actions	leaders	need	to	take	in	order	to	successfully	preside	over	the	transition	to	a	more	AI-centric	future	that	will	lead	to	growth	for	all.	Learn
More	The	ability	to	communicate	to	reach	people	and	drive	public	conversation	is	a	rock-hard	competency.	In	this	wise	and	inspiring	book,	Sally	Susman,	the	renowned	head	of	corporate	affairs	at	global	biopharmaceutical	giant	Pfizer,	tells	the	fascinating	story	of	how	the	company	managed	the	massive	communications	challenge	that	came	with
Covid-19	and	the	race	to	produce	an	effective	vaccineand	the	principles	that	enabled	her	to	break	through,	connect,	and	help	move	people	forward.	Learn	More	The	chasm	separating	managers	from	leaders	is	widening	as	the	skills	required	to	be	an	effective	leader	grow	in	number	and	complexity.	The	Leap	to	Leader	is	your	trusted	playbook	for
making	the	biggest	jump	of	your	career.	You'll	learn	from	more	than	a	hundred	successful	leaders	who	share	their	powerful	insights	and	compelling	stories	of	how	to	make	the	leap,	along	with	practical	strategies	and	tactics	for	building	a	loyal	following,	moving	up	quickly	to	broaden	your	impact,	and	making	the	subtle	but	crucial	mindset	shifts	that
are	required	to	lead	others	effectively.	Learn	More	Becoming	an	effective	manager	is	a	painful,	difficult	journey.	It	requires	trial	and	error,	endless	effort,	and	slowly	acquired	personal	insight.	Many	managers	never	complete	the	journey	and	instead	just	learn	how	to	get	by.	At	worst,	they	become	terrible	bosses.	This	essential	book,	now	with	a	new
preface,	explains	how	to	avoid	that	fate	by	mastering	three	imperatives:	manage	yourself,	manage	your	network,	and	manage	your	team.	Learn	More	The	one	primer	you	need	to	develop	your	leadership	skills.	In	this	comprehensive	handbook,	strategy	and	change	experts	Ron	Ashkenas	and	Brook	Manville	distill	proven	ideas	and	frameworks	about
leadership	from	Harvard	Business	Review,	interviews	with	senior	executives,	and	their	own	experience	in	the	field--all	to	help	rising	leaders	stand	out	and	have	a	big	impact.	Learn	More	In	this	updated	and	expanded	version	of	the	international	bestseller	The	First	90	Days,	Michael	Watkins	offers	proven	strategies	for	conquering	the	challenges	of
leadership	transitions--no	matter	where	you	are	in	your	career.	Whether	you're	starting	a	new	job,	being	promoted	from	within,	embarking	on	an	overseas	assignment,	or	being	tapped	as	CEO,	how	you	manage	your	transition	will	determine	whether	you	succeed	or	fail.	Use	this	book	as	your	trusted	guide.	Learn	More	When	you	put	learning	at	the
center	of	everything	you	do,	you	grow	your	career,	your	leadership,	your	relationships,	and	your	joy	and	fulfillment	in	life.	But	even	for	people	who	are	naturally	curious	and	interested	in	solving	problems,	being	an	effective	learner	who	can	turn	their	learning	into	action	takes	insight	and	practice.	With	infectious	enthusiasm	and	optimism,	David
Novak	shows	you	how	to	master	active	learning.	Learn	More	Ginni	Rometty	led	one	of	the	world's	most	iconic	companies,	and	in	Good	Power	she	recounts	her	groundbreaking	path	from	a	challenging	childhood	to	becoming	the	CEO	of	IBM	and	one	of	the	world's	most	influential	business	leaders.	With	candor	and	depth,	Rometty	shares	milestones
from	her	life	and	career	while	redefining	power	as	a	way	to	drive	meaningful	change	in	positive	ways	for	ourselves,	our	organizations,	and	for	the	many,	not	just	the	few--a	concept	she	calls	"good	power."	Learn	More	Hubert	Joly,	former	CEO	of	Best	Buy	and	orchestrator	of	the	retailer's	spectacular	turnaround,	unveils	his	personal	playbook	for
achieving	extraordinary	outcomes	by	putting	people	and	purpose	at	the	heart	of	business.	Learn	More	This	book	provides	a	comprehensive	plan	for	leaders	who	are	ready	to	get	serious	about	diversity,	equity,	and	inclusion	(DEI)	and	to	create	an	anti-racist	company	culture.	As	a	Black	man	at	the	highest	levels	of	corporate	America	for	over	thirty
years,	James	D.	White	has	built	a	deep	understanding	of	how	to	operationalize	and	integrate	DEI	agendas.	As	CEO	and	Chairman	of	the	global	smoothie	chain	Jamba	Juice,	he	led	a	remarkable	turnaround	to	make	the	company	a	model	of	strong	performance	built	on	a	foundation	of	a	diverse,	anti-racist	culture.	Learn	More	Ron	Shaich,	founder	and
former	CEO	of	Panera	Bread,	shares	the	lessons	he	learned	from	a	lifetime	of	asking	what	really	matters	and	then	making	the	transformations	necessary	to	bring	what	really	matters	to	life.	He	reveals	what	he	learned	about	entrepreneurship,	running	large	enterprises,	business	transformation,	and	life	itself.	Learn	More	How	can	you	transform
yourself	from	a	good	manager	into	an	extraordinary	leader?	We've	combed	through	hundreds	of	Harvard	Business	Review	articles	on	leadership	and	selected	the	most	important	ones	to	help	you	maximize	your	own	and	your	organization's	performance.	Learn	More	Stay	on	top	of	your	leadership	game.	Leadership	isn't	something	you're	born	with	or
gifted	as	a	reward	for	an	abundance	of	charisma;	true	leadership	stems	from	core	skills	that	can	be	learned.	We've	combed	through	hundreds	of	Harvard	Business	Review	articles	and	selected	the	most	important	ones	to	help	you	maximize	your	own	and	your	organization's	performance.	Learn	More	What	does	it	mean	to	be	yourself	at	work?	As	a
leader,	how	do	you	strike	the	right	balance	between	vulnerability	and	authority?	This	book	explains	the	role	of	authenticity	in	emotionally	intelligent	leadership.	You'll	learn	how	to	discover	your	authentic	self,	when	emotional	responses	are	appropriate,	how	conforming	to	specific	standards	can	hurt	you,	and	when	you	need	to	feel	like	a	fake.	Learn
More	Many	leaders	consider	"executive	presence"	a	make-or-break	factor	in	high-powered	promotions.	But	what	is	this	elusive	quality,	and	how	do	you	develop	it?	This	book	explains	how	to	build	the	charisma,	confidence,	and	decisiveness	that	top	leaders	project.	Whether	you're	delivering	a	critical	presentation	or	managing	a	hectic	meeting,	you'll
be	inspired	to	approach	the	situation	with	new	strength.	Learn	More	If	you	read	nothing	else	on	leadership	and	gender	at	work,	read	these	10	articles	by	experts	in	the	field.	We've	combed	through	hundreds	of	articles	in	the	Harvard	Business	Review	archive	and	selected	the	most	important	ones	to	help	you	understand	where	gender	equality	is	today-
-and	how	far	we	still	have	to	go.	Learn	More	For	more	ways	to	level	up	your	leadership,	check	out	these	interactive	toolkits	and	courses	from	HBR	Press.	This	toolkit	contains	14	editable	worksheets,	templates,	and	exercises	to	help	you	create	a	welcoming,	inclusive	culture;	communicate	effectively	with	your	team;	challenge	your	people	to	grow;
recognize	and	reward	good	work;	and	establish	yourself	as	a	trustworthy	leader	and	colleague.	Learn	More	Learn	to	broaden	and	adapt	your	leadership	style	to	meet	different	types	of	challenges	in	this	online,	synchronous	group	course	for	2-4	participants.	Learn	More	Learn	proven	techniques	for	successfully	navigating	the	high-stakes	situations	that
inevitably	face	every	leader	with	this	toolkit	featuring	exercises	and	reflection	questions.	Learn	More	This	toolkit	helps	you	to	foster	discussion	around	issues	like	seeing	yourself	as	a	leader;	developing	an	executive	voice;	advocating	for	yourself	and	your	work;	and	supporting	the	women	around	you.	Learn	More	This	toolkit	teaches	you	to	focus	on
five	key	leadership	elements--Purpose,	Process,	People,	Presence,	and	Peace--to	increase	your	time	capacity,	energy,	equanimity,	and	ultimately	your	impact.	Learn	More	This	21-article	collection	includes	the	best	recent	research	on	leadership	published	by	Harvard	Business	Review.	Learn	More	The	videos	and	tools	included	in	this	toolkit	will	walk
you	and	your	team	through	a	new	model	of	leadership--radical	adaptability--for	sustaining	continuous	change	throughout	the	coming	years	of	opportunity	and	transformation.	Learn	More	Discover	more	books	in	the	HBR	Store	Shop	HANNAH	BATES:	Welcome	to	HBR	on	Leadershipcase	studies	and	conversations	with	the	worlds	top	business	and
management	experts,	hand-selected	to	help	you	unlock	the	best	in	those	around	you.How	do	you	know	if	youre	on	your	companys	leadership	fast	track?Jay	Conger,	a	leadership	professor	at	Claremont	McKenna	College,	says	many	companies	secretly	develop	and	update	their	list	of	high-potential	employees.In	this	episode,	he	shares	his	research	on
the	five	critical	X	factors	that	are	common	to	high-potential	employees.If	youre	an	aspiring	leader	trying	to	get	to	the	next	level,	this	episode	is	for	you.	It	originally	aired	on	HBR	IdeaCast	in	February	2018.	Here	it	is.CURT	NICKISCH:	Welcome	to	the	HBR	IdeaCast	from	Harvard	Business	Review.	Im	Curt	Nickisch,	in	for	Sarah	Green	Carmichael.Not
that	long	ago	it	used	to	be	that	if	your	company	thought	you	should	be	put	on	the	management	fast	track,	you	found	out	about	it	by	a	tap	on	your	shoulder.One	of	the	senior	executives	or	someone	from	HR	would	tell	you	that	youve	been	assigned	to	executive	training.	Theyd	send	you	off	for	three	months.When	you	came	back,	hopefully	you	were	savvy
enough	not	to	wear	sunglasses	and	a	polo	shirt	with	the	name	of	the	business	school	where	you	just	spent	three	invigorating	months	and	within	a	short	while,	youd	be	announced	as	a	new	company	vice-president.Nowadays,	that	system	is	gone.	First	of	all,	good	luck	getting	three	months	of	training.	Thats	pretty	expensive.	Second,	the	system	for
identifying	and	accelerating	high-potential	employees	is	much	more	complicated.	You	may	be	on	your	companys	right	now	and	not	even	know	it.Here	to	talk	about	how	you	can	get	on,	and	stay	on,	your	companys	fast	track	is	Jay	Conger,	a	leadership	professor	and	researcher	at	Claremont	McKenna	College.	Hes	also	the	co-author	of	the	new	book,	The
High	Potentials	Advantage.Jay,	thanks	for	talking	with	the	HBR	IdeaCast.JAY	CONGER:	Curt,	its	my	pleasure.CURT	NICKISCH:	How	do	you	know	if	youre	in	that	cohort?	How	do	you	know	if	youre	high	potential?JAY	CONGER:	Well,	given	the	fact	that	half	the	companies	we	studied	dont	tell	you,	thats	a	very	important	question.	The	way	you	would	tell
if	youre	designated	is	youll	notice	youll	be	invited	to	events	that	most	of	your	peers	are	not	invited	to.	So,	you	might	be	asked	to	have	lunch	with	your	Executive	Vice	President	or	CEO.	Youll	notice	you	got	assigned	to	a	very	special,	high	visibility	project	which	ultimately	ends	in	a	presentation	to	an	executive	group.	Youll	notice	youre	getting	promoted
at	a	faster	rate	than	your	peers.	You	could	be	sent	to	a	one-week	leadership	development	program,	again	just	you,	none	of	your	colleagues	in	the	organization	or	the	team	youre	in	are	invited.	And	those	tend	to	be	the	most	obvious	queues	that	youre	in	the	track.CURT	NICKISCH:	Why	dont	companies	tell	you?JAY	CONGER:	The	reason	why	half	the
companies	dont	tell	you,	there	are	a	couple.	One,	there	are	individuals	who	are	borderline,	who	seem	to	have	tremendous	potential,	but	the	organizations	not	quite	sure	and	theyd	like	to	take	a	calculated	risk.	And	rather	than	tell	you	[that]	youre	borderline,	or	tell	you	[that]	youre	not,	theyre	going	to	judge	by	putting	you	into	an	assignment	that	will
be	the	test.	So,	it	works	to	your	advantage	if	youre	on	the	borderline.	By	having	a	high	potential	track	thats	publicized,	some	organizations	fear	that	that	will	create	too	much	internal	competition	among	individuals.	And	therere	corporate	cultures	that	place	a	premium	on	collaboration	and	relationships	and	so,	they	tend	not	to	tell	individuals,	fearful	of
that	internal	competition	to	be	created.	And	then	they	worry	about	your	ego.	They	dont	want	you	get	inflated.	The	other	reason	is	you	can	fall	out,	but	you	can	get	back	in.CURT	NICKISCH:	Do	you	think	thats	a	well-founded	fear?JAY	CONGER:	No.	In	reality,	I	think	were	in	an	age	of	transparency.	The	millennials	really	want	to	know.	If	you	do	know,
you	tend	to	really	appreciate	the	recognition.	It	makes	people	work	harder	to	get	into	the	pool.CURT	NICKISCH:	Yeah.	I	suppose	people	could	leave	if	they	didnt	realize	theyre	being	groomed	in	a	way.JAY	CONGER:	Thats	right.	And	Curt,	thats	one	of	the	primary	reasons	why	they	do	tell	you.	All	these	posting	boards	like	LinkedIn	and	Monster,	theres
a	lot	more	movement	of	individuals	away	from	their	organizations,	so	its	seen	as	a	very	powerful	retention	device.	Congratulations.	Youre	in	the	pool	Curt.	[LAUGHTER]CURT	NICKISCH:	How	do	these	systems	work?	Take	us	into	the	black	box.	How	does	that	work?JAY	CONGER:	OK.	So,	the	black	box,	particular	as	a	younger	manager,	the	primary
determinate	and	deterrent	actually,	of	your	status	is	your	supervisor,	your	immediate	supervisor.	So,	when	youre	younger	that	is	the	most	important	source	of	information.	And	depending	on	the	organization,	theyll	be	often	asked	to	identify	10,	maybe	20%	of	the	people	who	work	for	them	as	high	potential.	So,	that	then	begins	you	into	the	track.	Now
as	you	go	higher	youll	be	asked	to	also	take	assessments	and	you	may	be	put	into	simulations.CURT	NICKISCH:	Wait,	simulations?	Thats	interesting.	What	do	you	mean?JAY	CONGER:	So,	as	you	move	into	the	mid-level	of	an	organization	and	you	begin	to	look	like	you	might	have	potential	to	be	a	General	Manager,	theres	a	good	chance	youll	be	sent
to	a	three	day,	two	day,	one	week	simulation	which	basically	is	run	by	an	external	organization	and	its	testing	how	well	youre	able	to	make	decisions.	How	well	youre	able	to	work	with	colleagues.	How	strategic	you	are.	Whats	your	operating	kind	of	sense?	It	may	even	test	your	financial	acumen.	And	these	are	complicated	expensive	simulations.	And
at	the	end	of	that	you	literally	get	an	assessment	which	says	that	Mary,	you	do	have	the	potential	to	one	day	be	an	executive.	And	so,	these	carry	some	weight	because	if	you	do	extremely	well	in	the	simulation,	it	will	basically	reinforce	points	of	you	that	are	very	positive	about	you.CURT	NICKISCH:	OK.	So,	organizations	are	collecting	these
assessments,	simulations,	gathering	information	about	you	from	your	boss.	What	does	the	organization	do	with	all	that	information	then?JAY	CONGER:	So,	they	then	have	a	meeting	in	which	the	boss	will	bring	into	the	meeting	room	and	again,	if	its	a	more	junior	in	the	organization,	he	or	she	might	have	two	names.	As	you	get	more	senior,	the	boss
might	have	five	names.	And	as	you	become	an	executive	you	might	bring	in	20,	10	or	20	names	to	your	CEO.	Theres	then	a	discussion,	a	really	in-depth	discussion	about	each	person	and	the	question	is,	is	this	person	ready	to	be	moved	two	roles	up?	And	its	a	very	thoughtful	discussion.	They	look	at	what	the	role	of	the	head	will	demand	of	you.	They
look	at	who	you	are,	what	your	experience	has	been.	So,	they	go	back	over	your	track	record.	They	then	also	ask	well,	what	do	you	need	to	learn	and	will	that	role	help	you	learn	that?	They	may	be	even	more	thoughtful	about	identifying	some	opportunities	for	training,	potentially	a	mentor	or	two	could	help	you	transition	into	the	role.	And	then	they
will	make	a	decision.	Usually	at	the	end	of	that	meeting	or	second	meeting	as	to	whether	youre	ready	to	be	moved	up.	Now,	in	that	meeting	they	will	sort	everybody	into	ready	now,	which	means	they	can	be	moved	now.	Ready	in	the	future,	like	a	year	from	now.	And	not	ready	at	all.	The	ready	now	people,	those	are	the	ones	who	will	then	be	matched
up	with	corresponding	opportunities.	And	the	best	companies	do	a	really	good	job	of	matching	you	up	with	an	opportunity	that	they	need	your	skill	at,	but	also	one	that	will	help	you	develop.CURT	NICKISCH:	Yeah.	And	the	not	ready	folks,	are	they	then	kicked	out	of	the	pool?JAY	CONGER:	Yeah.	Theyre	not	in	the,	so	you	could	last	year	be	a	high
potential	and	then	suddenly	youre	in	this	mid	zone	or	worse,	the	bottom	zone.	Yeah.	You	will	now	be	out	of	the	track.CURT	NICKISCH:	On	the	other	hand,	its	sort	of	like	promotion	and	relegation	in	soccer.	You	might	be	able	to	move	up	from	outside	the	pool.JAY	CONGER:	Very	much	so.	And	thats	the	idea	of	bringing	everybody	into	the	discussion,	all
your	team	in	and	great	organizations	that	are	really	thoughtful	about	talent,	roughly	20	to	25%	of	the	people	who	are	designated	last	year	fall	out.	And	then	roughly	another	20,	25%	fall	in	because	theyve	done	something	exceptional.	And	the	best	systems	are	very	dynamic	because	they	realize	you	might	have	a	bad	boss	along	the	way.CURT
NICKISCH:	Is	it	worse	to	have	been	in	the	high	potential	pool	and	have	fallen	out	or	to	never	been	in	it	at	all?JAY	CONGER:	Never	been	in	it	at	all.CURT	NICKISCH:	Well,	how	so?JAY	CONGER:	What	that	shows	is	and	lets	say	youve	had	four	bosses	or	five	bosses.	It	shows	that	none	of	those	individuals	who	youve	worked	for	thought	of	you	as	an
outstanding	contributor.	And	when	the	talent	organization	looks	at	that	pattern,	they	say,	you	might	be	a	solid	contributor,	but	not	flourishing	under	any	of	those	bosses,	thats	a	very	bad	sign	in	terms	of	indicating,	oh	weve	got	somebody	here	who	has	a	lot	of	room	to	grow.	And	I	do	know	of	CEOs	who	fell	out	of	the	high	potential	pool	for	a	period	of
two,	three,	four	years	and	then	got	back	in	the	pool	and	went	on	to	become	the	Chief	Executive	Officer.	I	know	of	three	right	away,	just	the	top	of	mind	who	are	in	that	case,	so.CURT	NICKISCH:	Who	are	they?JAY	CONGER:	Im	[LAUGHTER].CURT	NICKISCH:	Can	you	tell	us	one?	You	have	three,	but	you	cant	tell	us,	OK.JAY	CONGER:	Im	sorry
Curt.CURT	NICKISCH:	All	right.	I	want	to	ask	if	there	are	signs	that	a	talent	review,	this	whole	talent	review	and	high	potential	pool	process	is	not	working	because	I	have	certainly	worked	at	organizations	where	there	were	very	talented	people	I	was	working	with.	Even	some	of	the	managers	there	recognized	that,	but	they	somehow	let	them	get
away.	How	do	you	know	if	youre	at	a	company	thats	not	doing	a	good	job	of	that?JAY	CONGER:	I	think	there	are	a	couple	reasons	why	that	happens	and	then	I	would	share	what	you	should	do.	I	think	some	of	these	organizations,	the	systems	are	way	too	rigid.	Secondly,	if	you	think	about	it	the	manager	really	is	the	focal	point.	Theyre	the	decision
maker.	And	if	you	were	pinned	to	a	manager	for	four,	five,	six	years	who	basically	had	different,	unrealistic	expectations,	very	different	chemistry	from	your,	you	could	see	that	you	would	not	get	designated.	And	youre	not	able	to	move	out	from	under	that	person.	The	other	problem	with	potential	is	that	many	organizations,	primarily	again,	back	to	the
supervisor,	define	potential	as	your	current	performance.	So,	when	somebodys	doing	really	well	today,	they	say	oh	that	person	has	lots	of	potential.	Well,	we	know	that	thats	not	necessarily	the	case	at	all	because	the	assignment	up	ahead	might	be	very	different	and	might	actually	play	to	your	real	strengths.	Whereas	today,	youre	in	a	role	that	doesnt
play	to	your	strengths	or	your	deeper	talents.	Youre	getting	a	bit	of	a	free	ride	effect.	Then	the	other	thing	is	you	might	be	a	maverick	and	you	might	be	very	countercultural.	And	so,	because	you	dont	fit	well	culturally,	even	though	youre	very	talented,	Im	sorry,	you	could	possess	all	our	X-factors	and	if	youre	a	really	poor	cultural	fit,	people	wont
appreciate	them.CURT	NICKISCH:	But	what	happens	when	you	go	to	another	company?	This	isnt	the,	like	a	medical	record	that	gets	passed	onto	your	next	doctors	office.	Do	you	have	a	clean	slate	or	are	you	actually	behind	your	peers	because	they	have	more	of	a	record	with	the	companys	talent	review	process	than	you	do?JAY	CONGER:	You	literally
have	an	online	resume	that	you	bring	with	you	from	the	last	organization.	But	because	you	dont	have	the	relationship	and	because	people	havent	worked	with	you,	in	some	ways	you	are	beginning	afresh.CURT	NICKISCH:	Should	you	ask	about	this	in	your	exit	interview?	Was	I	in	the	high	talent	pool?	Can	you	share	with	me	the	assessments	that	you
have?	Can	you	ask	for	that	stuff?JAY	CONGER:	You	can	ask	it.	They	may	or	may	not	tell	you.	And	sometimes	if	youre	thinking	of	leaving,	but	you	feel	you	have	hints	that	you	might	be	a	high	potential	person,	and	you	think	youd	prefer	to	stay,	but	youre	uncertain,	its	the	type	of	thing	where	you	could	ask	potentially	your	boss	or	you	could	go	to	Human
Resources.	Again,	it	will	depend	upon	how	confidential	they	feel	the	process	is.	But	they	may	tell	you	and	we	know	of	a	few	cases	where	people	prematurely	left	thinking	they	werent	in	the	high	potential	talent	pool,	but	they	actually	were.	And	I	know	in	two	cases	they	would	have	stayed	if	they	had	known	that.CURT	NICKISCH:	Yeah.	Right	you	could
be	in	that	situation	where	theyre	saying	not	ready	yet	or	they	want	you	to	stay	for	another	year	and	you	feel	like	youre	not	getting	the	opportunities.	Youre	seeing	your	peers	do	it	and	you	take	off.	So,	you	probably	want	to	ask	this	before	you	have	a	competing	offer.CURT	NICKISCH:	Thats	right.	And	then	sometimes	youll	be	put	in	a	role	that	you	feel,
oh	why	am	I	in	this	role?	Im	not	really	interested	in	safety	or	running	a	call	center.	And	you	feel	like	its	a	bit	of	a,	either	a	demotion	or	a	misfit	and	you	have	to	realize	that	oftentimes	the	organization	has	a	very	long	runway	about	who	youre	going	to	become	and	they	really	put	you	in	there	for	grooming.	But	you	dont	fully	understand	that.	You	want	to
try	to	maximize	what	you	can	learn	out	of	each	new	assignment.CURT	NICKISCH:	So,	lets	talk	for	a	little	bit	about	what	you	can	do	to	succeed	in	this	system.	You	mentioned	X-factors	before	in	our	interview.	What	are	those?JAY	CONGER:	So,	Ill	start	with	what	we	call	the	first	X-factor	which	is	situations,	sensing	and	thats	the	boss.	And	reading	your
boss	and	as	you	move	up	thats	going	to	be	reading	your	bosss	boss	and	your	bosss,	bosss	boss	and	your	bosss	peers,	so.	Particularly	as	a	younger	manager	youre	focused	on	what	you	need	to	achieve,	but	in	reality,	if	youre	going	to	be	seen	as	a	high	performer	the	things	that	are	most	relevant	to	your	bosss	career	and	success	for	the	year,	are	the	ones
you	need	to	be	helping	her	with.CURT	NICKISCH:	And	this	is	kind	of	career	ladder	101	stuff	a	little	bit,	but	youve	talked	about	just	because	your	boss	is	so	integral	to	this	high	potential	review	system	that	companies	have,	this	makes	that	doubly	important.JAY	CONGER:	Doubly	and	your	boss	will	have	two,	three,	four	things	that	they	really	need	to
accomplish	in	that	year.	The	more	of	those	you	can	help	them	the	more	theyll	feel	that	you	are	a	high,	high	potential	person.	The	other	thing	which	we	found	consistently	is	that	high	potentials	tend	to	show	quite	a	lot	of	initiative	and	sometimes	the	initiative	is	in	areas	that	is	not	directly	related	to	the	bosss	agenda,	but	theyre	pressing	opportunities,
theyre	pressing	problems	for	the	group	and	youre	the	one	who	takes	the	initiative	to	fix	them	or	to	help	make	them	work.CURT	NICKISCH:	Because	you	sense	that	situation?JAY	CONGER:	Yes.CURT	NICKISCH:	So,	what	are	the	other	X-factors?JAY	CONGER:	The	next	one	is	talent	accelerating.	And	this	is	based	on	the	notion	that	as	you	move	up
youre	going	to	have	people	working	for	you.	Those	individuals	have	to	be	focused	on	their	potential.	Theres	this	virtuous	multiplier.	If	youre	focused	just	on	your	potential	youre	ultimately	not	harnessing	the	very	people	who	will	help	all	of	you	rise	higher.	And	so,	thats	built	on	the	ability	to	read	and	size	up	the	talent	of	your	team	extremely	well.	Its
your	ability	to	be	truly	developmentally	focused	towards	them.	The	third	quality	is,	we	call	career	piloting	and	theres	a	term	called	herky-jerky	careers	and	Peter	Capella	who	in	a	word,	identified	this,	high	potentials	have	herky-jerky	careers.	Youre	being	thrown	into	areas	you	really	dont	know	enough	about.	So,	the	question	is	how	good	are	you	in
terms	of	quickly	reading,	whats	the	issue	in	this	new	assignment?	Can	you	create	psychological	trust	with	the	team	youve	just	inherited	so	they	can	share	with	you	candidly	what	are	the	challenges	and	problems?	Do	you	bring	into,	particularly	stressful	situations	kind	of	a	calming	influence?	Do	you	know	who	you	have	to	engage	very	quickly	as	peers
and	superiors	to	help	you	navigate	through	this?	And	the	other	thing	in	career	piloting	is	knowing	that	a	study	done	some	time	back	by	the	Harvard	Business	School	showed	that	when	managers	are	put	into	new	roles	outside	of	their	functional	experience	they	tend	to	fall	back	on	their	functional	experience.	So,	its	understanding	that	your	tendency	is
to	go	back	to	do	what	you	do	so	well,	but	realizing	that	actually	is	probably	not	what	you	need	to	be	doing.CURT	NICKISCH:	Yeah.	So,	its	interesting	that	you	mentioned	this	because	I	think	of	CEOs	that	I	think	have	had	really	interesting	career	paths.	We	interviewed	on	IdeaCast	a	few	months	ago,	Satya	Nadella	from	Microsoft	on	episode	596	for
anybody	who	wants	to	go	back	and	listen	to	that	episode.	He	talked	about	some	of	the	opportunities	he	got	because	Microsoft,	he	was	an	insider	and	Microsoft	gave	him	these	new	challenges	and	gave	him	jobs	that	other	people	did	not	want.	There	is	no	model	career	to	get	to	be	CEO.	In	retrospect,	it	might	look	very	strategic,	but	while	youre	doing	it,
it	certainly	does	not.JAY	CONGER:	Thats	right.	And	so	you	have	to	be	very	comfortable	and	then	a	very	quick	learner	which	is	kind	of	our	foundational	X-factor	that	we	call	catalytic	learning	which	is	you	have	a	fundamental	curiosity	that	leads	you	to	ask	questions,	to	be	an	investigator	when	you	step	into	roles.	And	then	to	turn	those	insights	into
initiatives	and	thats	the	catalytic	part.	Its	one	thing	to	be	a	good	learner,	but	if	youre	not	translating	into	activities	it	doesnt	work.CURT	NICKISCH:	Yeah.	One	quote	in	your	book	that	sort	of	seems	really	obvious,	but	pretty	profound	and	you	said	that	once	you	stopped	learning	you	stop	being	high	potential.JAY	CONGER:	I	really	believe	that	and	I
unfortunately	get	to	see	it	in	action.	I	cant	tell	you	how	many	executives	Ive	met	who	in	a	large	part	because	of	their,	theyve	had	a	strong	successful	track	record	and	it	leads	them	to	stop	learning.	Theres	almost	a	sense	that	the	world	will	just	keep	repeating	itself,	which	of	course	is	far	from	reality.CURT	NICKISCH:	Right,	well	Nadellas	book	is	called
Hit	Refresh.	Its	about	starting	anew.	So,	your	final	X-factor	is	complexity	translating	and	I	thought	this	was	really	interesting.	But	can	you	make	that	sound	a	little	less	complex?JAY	CONGER:	So,	this	actually	was	one	of	our	kind	of	most	surprising	findings.	And	I	just	kept	seeing	it	in	the	interviews	over	and	over	and	over.	People	would	say,	Peng	is	so
good	at	taking	all	the	information	around	us	and	making	sense	of	it	for	us.	And	I	started	to	realize	that	its	this	ability	to	take	all	the	complexity	that	a	team	is	facing	or	an	enterprise	is	facing	and	boil	it	down	to	the	essential	points.	And	then	what	theyre	able	to	do	from	that	is	often	construct	these	really	powerful	narratives	or	to	help	the	group
understand	that	theres	three	imperatives	that	everybody	has	to	be	focused	on.	And	it	becomes	particularly	critical	as	you	move	up	to	the	middle	and	senior	levels	of	leadership.	This	ability	to	be	really	masterful	at	simplifying	the	complex	for	people.	And	then	theres	a	nuance	to	it	which	is	you	have	to	understand	that	different	audiences	or	different
stakeholders	need	a	different	adaptation	of	that	synthesis.CURT	NICKISCH:	Yeah,	like	what?JAY	CONGER:	Well,	you	might	have	complex	changes	that	are	going	on	in	the	world	of	the	enterprises	customers.	And	the	way	you	would	explain	that	to	Board	members	would	be	very	different	from	the	way	youd	explain	it	to	your	CEO,	would	be	very
different	from	the	way	youd	explain	it	to	your	marketing	heads.	And	so,	youd	have	that	sensitivity	to	know	how	to	tailor	the	message.	So,	they	tend	to	also	possess	very	strong,	or	they	cultivated	very	strong	persuasion	skills.CURT	NICKISCH:	Well,	Jay	I	have	to	say	that	youve	been	pretty	strong	at	persuasion.	You	have	done	a	good	job	of	translating
the	complexity	of	corporate	high	potential	review	assessment	and	acceleration	and	processes.	My	last	question	that	Id	like	to	tack	on	is	just:	whats	the	biggest	misunderstanding	about	this	kind	of	process	that	you	want	to	take	the	opportunity	to	clear	up?JAY	CONGER:	I	think	for	many	people	they	see	it	as	a	process	that	maybe	doesnt	feel	fair.	And	I
think	many	people	see	them	as	a	ranking	system.	Youre	the	star	pupil.	But	in	reality,	for	most	of	the	organizations	where	these	are	done	well,	theyre	a	tool	to	help	really	push	people	with	potential	to	be	their	best.	Companies	that	Ive	worked	with	that	really	use	them	well,	its	really	about	development	and	its	less	about	we	need	a	ranking	at	the	end	of
the	year,	lets	get	it.CURT	NICKISCH:	Yeah.	Its	helpful	for	people	to	understand	that	so	they	know	how	to	not	game	the	system,	but	just	try	to	work	with	it	and	make	it	work	for	them.JAY	CONGER:	Yes.	And	also	not	to	be	surprised	when	all	of	a	sudden	you	get	quote	moved	somewhere	laterally	and	youre	thinking	youre	going	upwards.	Theres	a
wonderful	story	in	the	book	and	theres	an	individual	whos	now	gone	on	to	become	the	president	of	the	largest	operating	group	in	his	company	and	he	shared	these	kind	of	what	appeared	to	be	lateral	moves	and	he	said,	they	were	moving	all	over	the	place	and	I	thought	I	wasnt	doing	well.	And	then	all	of	a	sudden	four	jobs	later	Im	put	into	this
amazing	role	and	what	I	realized	in	hindsight	was	these	seemingly	lateral	jobs	were	all	about	helping	me	expand	my	perspective	and	be	skillful	in	a	set	of	areas	that	I	had	no	experience	to	no	skills.	So,	that	one	day	when	I	was	sitting	in	an	executive	role	I	understood	and	I	knew	what	it	took	to	do	those	roles	well.	So,	I	think	that	also	is	another	one
which	is	sometimes	we	misunderstand	why	we	got	a	quote,	lateral	move.	It	may	actually	be	a	grooming	move	you	just	dont	fully	appreciate.CURT	NICKISCH:	Well	Jay,	I	want	to	thank	you	for	making	us	smarter	about	it.JAY	CONGER:	Its	been	wonderful.	Ive	enjoyed	the	interview	and	thanks	very	much	and	Ill	look	forward	to	listening	to	it.HANNAH
BATES:	That	was	Jay	Conger	in	conversation	with	Curt	Nickisch	on	HBR	IdeaCast.	Hes	a	leadership	professor	at	Claremont	McKenna	College.Well	be	back	next	Wednesday	with	another	hand-picked	conversation	about	leadership	from	Harvard	Business	Review.	If	you	found	this	episode	helpful,	share	it	with	your	friends	and	colleagues,	and	follow	our
show	on	Apple	Podcasts,	Spotify,	or	wherever	you	get	your	podcasts.	While	youre	there,	be	sure	to	leave	us	a	review.When	youre	ready	for	more	podcasts,	articles,	case	studies,	books,	and	videos	with	the	worlds	top	business	and	management	experts,	youll	find	it	all	at	HBR.org.This	episode	was	produced	by	Mary	Dooe,	Anne	Saini,	and	me,	Hannah
Bates.	Ian	Fox	is	our	editor.	Music	by	Coma	Media.	Special	thanks	to	Maureen	Hoch,	Erica	Truxler,	Ramsey	Khabbaz,	Nicole	Smith,	Anne	Bartholomew,	and	you	our	listener.	See	you	next	week.	HANNAH	BATES:	Welcome	to	HBR	On	Leadership,	case	studies	and	conversations	with	the	worlds	top	business	and	management	expertshand-selected	to
help	you	unlock	the	best	in	those	around	you.Historically,	executives	were	told	to	be	decisive	and	hierarchical.	Today,	the	advice	has	shifted	away	from	thattowards	being	nimble	and	collaborative.	But	great	leaders,	according	to	IMD	professor	and	social	psychologist	Jennifer	Jordan,	understand	theres	a	time	and	place	for	both	traditional	and	new
leadership	styles.	In	this	episode,	Jordan	breaks	down	leadership	into	seven	key	tensionssuch	as	power-holding	vs.	power-sharing	and	tactical	focus	vs.	big-picture	visionand	she	explains	when	to	lean	into	each	style	to	lead	more	effectively.JENNIFER	JORDAN:	Originally,	my	goal	as	a	researcher	was	to	figure	out	what	are	the	competencies	that
leaders	in	this	new	world	really	need	to	be	successful?	And	our	research	identified	seven	competencies.	Being	a	power	sharer,	a	visionary,	being	an	adapter,	being	an	accelerator,	an	analyst,	a	prospector,	being	a	great	listener.	That	said,	as	we	work	more	and	more	with	leaders	in	this	VUCA	disrupted	world,	we	see	that	the	best	ones,	they	still	dabble
and	they	still	have	one	foot	in	that	more	traditional	leadership	space	and	that	more	traditional	leadership	style.	Sometimes	they	are	more	command	and	control.	Theyre	tellers,	theyre	power	holders.	Yes,	these	new	worlds	or	these	emerging	traits	are	important,	but	sometimes	we	still	need	to	be	traditional,	and	thats	where	these	seven	tensions	were
born.I	call	them	the	seven	tensions	of	the	digital	age.	Its	a	tension	between	the	traditional	and	the	emerging	world.	Power	holder	is	somebody	who	holds	power	in	a	way	that	provides	reassurance	and	security.	So,	when	there	is	a	lot	changing,	when	people	are	feeling	maybe	insecure	or	unstable,	a	power	holder	really	holds	that	authority	in	a	way	that
creates	security.	Power	share	is	somebody	who	shares	power	in	a	way	that	helps	to	develop	others.	They	also	see	power-sharing	as	a	way	to	free	up	their	time	for	more	strategic	pursuits.	So,	what	can	I	take	off	the	table	so	I	can	really	focus	on	what	I	need	to	focus	on	or	what	Im	good	at?Tactician	is	somebody	whos	much	more	short-term	focused.
What	are	the	next	steps	and	can	they	break	down	that	vision	for	how	its	relevant	for	the	different	roles	in	the	organization,	the	different	levels?	Visionary	is	somebody	who	sees	the	big	picture,	are	able	to	create	a	vision	that	inspires.	But	on	top	of	that,	they	can	influence	and	persuade	people	to	adopt	that	vision.Constant	is	somebody	who	has	a	very
clear	North	Star.	They	say	this	is	the	non-negotiables.	They	are	clear	on	their	messaging,	and	that	messaging	is	quite	stable.	And	an	adapter	is	somebody	that	understands	that	change	is	constant	and	sees	adapting	their	message	when	new	information	becomes	available	as	a	strength	rather	than	a	weakness.	A	perfectionist	is	somebody	who	really	is
detail-oriented,	ensures	that	a	perfect	finished	product	is	delivered.	An	accelerator	is	somebody	who	sacrifices	perfection	for	speed,	says	that	we	can	satisfy	sometimes,	good	is	good	enough,	we	need	to	move	at	speed.	So,	an	intuitionist	is	someone	who	makes	decisions	from	the	gut.	[inaudible	00:02:23]	an	analyst	is	somebody	who	brings	in	data	and
evidence	to	make	their	decisions.So,	a	miner	is	someone	who	goes	deep.	Really	wants	to	understand	a	specific	technology,	a	specific	part	of	the	market,	et	cetera.	And	a	prospectors	someone	who	goes	more	broad,	understanding	and	is	hyper	aware	of	the	opportunities	and	the	threats	in	the	environment	around	them.	A	teller	is	much	more	somebody
who	gives	direction,	they	have	the	answer,	maybe	theyre	the	expert,	and	so	it	is	their	responsibility	as	well	to	give	the	answer.	A	listener	is	somebody	who	listens	to	understand.	Theyre	curious.	They	have	a	learning	mindset,	so	they	are	learners.A	good	leader	is	never	standing	fully	on	one	side	of	that	tension	or	fully	on	the	other.	Maybe	at	a	moment
when	theyre	speaking	or	when	theyre	in	a	meeting,	they	are,	but	then	when	they	leave	that	context,	they	need	to	think,	okay,	is	this	still	the	right	style	that	I	need?	And	that	requires	a	lot	of	emotional	intelligence.I	would	never	tell	a	leader,	Aim	for	a	great	balance	in	all	seven.	I	think	thats	too	much.	Pick	out	the	three	or	four	that	they	think	are	really
important	for	them	to	be	able	to	move	between	and	to	focus	on	[inaudible	00:03:31].	If	you	rely	on	one	side	exclusively,	the	downsides	of	that	side	are	going	to	become	apparent.So,	lets	take	the	first	tension	we	talk	about,	the	listener	and	the	teller.	If	Im	only	a	teller,	what	are	the	downsides	of	being	a	teller?	Well,	other	people	feel	disengaged.	Other
people	dont	feel	their	voices	heard.	The	expertise	you	bring	in	is	going	to	be	very	narrowly	focused	on	your	expertise.	The	same	with	being	a	listener.	If	youre	only	a	listener	and	you	never	speak,	what	are	the	downsides	to	being	a	listener?	Well,	you	probably	dont	have	your	voice	heard.	You	probably	dont	get	to	have	a	lot	of	say	in	the	direction.	You
might	indeed	need	to	be	a	great	listener.	Add	in	that	situation,	you	might	also	need	to	be	able	to	hold	power.	Meaning,	I	listen	to	the	people	around	me	and	Im	giving	a	clear	frame,	Im	giving	them	feedback,	so	maybe	being	a	little	bit	of	a	teller.	Im	giving	them	feedback,	and	Im	also	creating	that	psychological	safety	where	they	can	come	back	to	me	if
they	have	questions.	So	Im	being	a	listener,	but	Im	also	being	a	power	holder	in	that	situation.I	have	questions	I	ask.	One	is	the	situation,	whats	going	on?	So,	what	do	I	sense	in	the	environment	around	me?	Whats	going	on?	It	might	be	a	context	question.	I	need	to	accelerate	because	the	world	is	changing	rapidly,	so	I	need	to	accelerate.	It	might	be	a
situational	question	and	it	can	also	be	an	emotional	intelligent	question.	What	am	I	sensing	from	the	people	around	me?	The	people	around	me	actually	are	feeling,	I	sense	that	they	need	to	say	something	and	I	should	shut	up.	Or	Im	sensing	that	theyre	frustrated	because	Ive	shared	all	this	power,	but	maybe	theyre	not	ready	for	it.	I	need	to	hold	a
little	bit	of	power.Ive	certainly	seen	leaders	who	arent	able	to	do	that.	They	have	a	message	that	is	very	clear,	it	is	well-thought-out,	its	smart,	and	yet	the	people	below	them	are	just	not	buying	it.	Theres	no	change	being	made,	theres	no	behavioral	shift.	And	yet,	the	message	stays	the	same.	And	theyre	just	not	able	to	grasp	that,	yeah,	Ive	done	all	the
work,	Ive	listened,	Ive	created	a	good	strategy,	but	for	some	reason	its	just	not	working.	What	do	I	need	to	do	differently?	How	do	I	need	to	adapt?	And	that	questioning,	I	think	is	what	leaders	need	as	well.One	of	the	people	that	stands	out	for	me	is	Angela	Renz.	She	was	the	former	CEO	of	Burberry	and	the	head	of	retail	at	Apple.	And	for	me,	she
balanced	a	listener	and	teller	beautifully	because	she	said,	Im	not	a	digital	person.	The	world	is	changing.	I	know	that	my	future,	our	future	customer	at	Burberry	is	going	to	be	billennials.	I	dont	really	get	them.	I	need	to	listen	to	them.	What	are	they	looking	for?	How	do	they	want	to	shop?	How	do	they	think	about	fashion?	And	she	was	an	incredibly
curious	person,	and	yet	she	also	said,	These	are	some	things	that	are	non-negotiables.	This	is	the	history	of	Burberry.	These	are	the	things	that	we	want	to	hold	onto.	And	so,	this	is	the	frame.	This	is	a	non-negotiable	for	us.	Im	here	to	help	you.	Im	here	to	support	you,	and	I	also	want	to	learn	from	you.	And	I	want	to	listen	to	the	people	that	are	at	the
bottom	of	the	hierarchy,	the	next	generation	of	leaders	in	this	company	so	that	I	can	bring	this	company	to	success.Another	leader	that	I	admire	is	Mathias	Dopfner.	He	was	the	head	of	the	German	media	company,	Axel	Springer.	He	was	the	perfect	balance	on	miner	and	prospector	because	advertising	media,	one	of	the	most	disrupted	spaces	when	he
came	into	the	picture	about	15,	20	years	ago,	really	saying,	I	need	to	understand	how	this	industry	is	changing,	how	our	readers	and	our	customers	want	to	digest	media	differently.	So,	very	much	a	prospector.	He	took	his	top	team	to	Silicon	Valley.	They	stayed	six	months	there.	He	took	the	next	levels	down	with	him	and	he	said,	Were	going	to	live
like	start-ups.	I	know	you	are	in	your	comfort	zone	of	executive	life.	Were	going	to	take	you	there.	Youre	going	to	fly	economy	class.	Youre	going	to	share	rooms	in	a	not-so-nice	hotel	so	that	you	really	feel	like	the	world	that	were	trying	to	adapt	to,	the	startup	world.And	that	was	his	prospecting	part	of	the	leadership,	but	then	saying,	Okay,	there	are	a
few	areas	where	we	already	have	competency.	Theres	some	that	we	dont.	Were	going	to	sell	those	off,	but	where	we	have	competency,	were	going	to	dive	into	this	and	were	going	to	invest	and	were	going	to	be	miners	here.	So,	he	was	great	at	toggling	between	this	prospector	and	miner.I	see	normally	when	leaders	are	on	one	side,	so	they	have	a
sweet	spot	on	one	side	and	their	range	is	very	short,	very	focused.	One	of	two	things	are	happening,	either	a	lack	of	skill.	So,	theyre	very	much	tacticians.	They	dont	really	know	how	to	be	visionaries.	They	dont	know	how	to	create	a	vision.	They	dont	know	how	to	influence	people.	Or	theyre	very	much	power-sharers,	they	dont	really	know	how	to	hold
power,	but	more	likely,	I	see	they	know	how,	but	theres	a	fear	that	keeps	them	from	going	there.Let	us	say	that	they	are	an	absolute	power-sharer.	What	is	their	fear?	Their	fear	is	the	downside	to	being,	becoming	a	power-holder,	being	seen	as	authoritarian,	being	maybe	too	assertive,	being	too	aggressive,	pushing	down	the	voice	of	the	people	that
work	for	them,	thats	their	fear.	And	so	exploring,	are	all	power-holders	this?	Why	do	you	have	that	view?	Give	me	some	examples	of	power-holders	that	you	think	do	so	in	a	way	that	helps	the	team.Working	through	and	understanding	where	those	fears	come	from	can	release	them	to	feel	more	emboldened,	to	explore	that	range.	Same	thing	when	I	see
the	visionary	versus	tactician.	Sometimes	people	are	afraid	to	go	onto	the	visionary	side,	to	like,	Oh,	thats	so	fluffy	and	I	dont	know	what	exactly	that	would	entail.	And	Im	not	a	very	good	storyteller.	Im	not	very	inspiring.	So,	theyre	afraid	also	of	going	there	and	failing,	and	exploring	that	visionary	side	of	them	and	saying,	What	does	a	vision	look	like?
What	do	you	think	would	be	inspiring	for	your	team?	Why	do	you	think	vision	is	sometimes	fluffy?	How	can	we	create	a	vision	thats	not	fluffy?	Challenging	their	fears	or	their	misconceptions	about	what	these	other	sides	of	the	tensions	might	look	like	in	a	negative	way.Many	leaders	come	into	my	classroom	utterly	terrified	of	this	world.	They	wont	say
it.	Yes,	the	world	is	changing.	Theres	no	doubt	about	that.	And	yes,	all	of	their	expertise	might	not	be	so	relevant	anymore.	And	can	they	still	be	effective	leaders	if	they	share	power	and	if	they	listen?	Even	with	these	younger	generations	that	might	have	the	technical	answers	and	might	want	to	have	their	voice	heard,	sometimes	theyre	also	looking
for	that	leader	to	give	them	guidance	and	to	provide	security	and	to	shelter	them	from	the	politics	that	are	going	above	so	that	they	can	do	their	job.	And	those	are	very	traditional	qualities.	And	so,	I	think	it	does	give	some	comfort	to	leaders.HANNAH	BATES:	That	was	IMD	professor	Jennifer	Jordan	in	an	HBR	Quick	Study	video.	You	can	find	that
video,	and	more	like	it,	on	HBRs	YouTube	channel.Well	be	back	next	Wednesday	with	another	hand-picked	conversation	about	leadership	from	Harvard	Business	Review.	If	you	found	this	episode	helpful,	share	it	with	your	friends	and	colleagues,	and	follow	our	show	on	Apple	Podcasts,	Spotify,	or	wherever	you	get	your	podcasts.	While	youre	there,	be
sure	to	leave	us	a	review.When	youre	ready	for	more	podcasts,	articles,	case	studies,	books,	and	videos	with	the	worlds	top	business	and	management	experts,	find	it	all	at	HBR.org.This	episode	was	produced	Scott	LaPierre	and	me,	Hannah	Bates.	Curt	Nickisch	is	our	editor.	Music	by	Coma	Media.	Special	thanks	to	Ian	Fox,	Maureen	Hoch,	Amanda
Kersey,	Rob	Eckhardt,	Erica	Truxler,	Ramsey	Khabbaz,	Nicole	Smith,	Anne	Bartholomew,and	you	our	listener.	See	you	next	week.	Page	2	(No	reviews	yet)	Write	a	Review	MSRP:	Was:	Now:	$11.95	(USD)	Quantity	price	applied	Format	information	(No	reviews	yet)	Write	a	Review	Item:	#H07XMI-PDF-ENG	Publication	Date:	December	13,	2023
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