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What	
  are	
  the	
  characteris1cs	
  of	
  a	
  
leader	
  to	
  you?	
  



Top	
  10	
  Quali1es	
  That	
  Make	
  A	
  Great	
  Leader	
  
(Forbes)	
  
	
   •  Honesty	
  

•  Ability	
  to	
  Delegate	
  
•  Good	
  communicator	
  
•  Sense	
  of	
  Humor	
  
•  Confidence	
  
•  Commitment	
  
•  PosiCve	
  ADtude	
  
•  CreaCvity	
  
•  IntuiCon	
  
•  Ability	
  to	
  Inspire	
  



HBR:	
  What	
  Makes	
  a	
  Leader?	
  (2004):	
  	
  

1.  Self	
  awareness	
  
2.  Self	
  RegulaCon	
  
3.  MoCvaCon	
  
4.  Empathy	
  
5.  Social	
  Skills	
  



Behaviour	
  under	
  pressure	
  (Ardon)	
  
Coping	
  strategies	
  :	
  
	
  
-­‐  Reducing	
  complex	
  paOerns	
  to	
  
simple	
  problems	
  

-­‐  PuQng	
  oneself	
  outside	
  the	
  
problem	
  

-­‐  Considering	
  only	
  one	
  way	
  causal	
  
rela1ons	
  between	
  cause	
  and	
  
effect	
  

-­‐  Showing	
  desire	
  to	
  win	
  
-­‐  Supress	
  feelings	
  
-­‐  Focusing	
  only	
  on	
  the	
  visible	
  
problems	
  and	
  not	
  at	
  the	
  causes	
  

-­‐  Going	
  for	
  the	
  quick	
  wins	
  



Leadership	
  during	
  the	
  Cuba	
  crisis	
  





The	
  Cuba-­‐Crisis:	
  an	
  example	
  of	
  good	
  leadership	
  during	
  crisis	
  

•  AOempts	
  to	
  maintain	
  an	
  
open	
  mind	
  and	
  prevent	
  
simplifica1on	
  

•  Several	
  complete	
  turn-­‐
arounds	
  in	
  percep1on	
  of	
  
problem	
  

•  Maintain	
  a	
  large	
  team	
  of	
  
advisors	
  

•  Walk-­‐through	
  various	
  op1ons	
  
	
  
	
  
	
  
	
  



What	
  happens	
  to	
  leaders	
  during	
  
decision	
  making	
  in	
  crisis?	
  

•  LimiCng	
  number	
  of	
  advisors	
  consulted	
  
•  Need	
  for	
  quick	
  decision	
  
– Unnecessary	
  limiCng	
  of	
  Cme-­‐frame	
  for	
  decision	
  

•  Simplifying	
  the	
  problem	
  and	
  causal	
  analysis	
  
•  Vulnerable	
  for	
  groupthink	
  



What	
  can	
  we	
  learn	
  from	
  leadership	
  in	
  
military	
  crises?	
  



A	
  few	
  military	
  lessons	
  for	
  decision	
  
making	
  during	
  crisis	
  

•  Establish	
  a	
  crisis	
  organisa1on	
  
•  Develop	
  specific	
  procedures	
  and	
  protocols	
  for	
  
planning	
  and	
  decision	
  making	
  
–  Incorpora1ng	
  all	
  specialist	
  branches	
  

•  Standard	
  development	
  and	
  explora1on	
  of	
  
mul1ple	
  op1ons	
  

•  Engage	
  in	
  Course	
  of	
  Ac1on	
  Analysis	
  
•  Wargaming	
  





Course	
  of	
  Ac1on	
  Analysis	
  
•  Running	
  through	
  
(simula1ng)	
  various	
  
possible	
  op1ons	
  for	
  a	
  
given	
  situa1on	
  

•  In	
  order	
  to	
  develop	
  
understanding	
  of	
  complexity	
  
of	
  problem;	
  

•  And	
  which	
  op1ons	
  are	
  
suitable	
  	
  



Rules	
  

•  Players,	
  Observers,	
  
Referee	
  

•  Turn-­‐by-­‐turn	
  discussion	
  
•  Explore	
  various	
  op1ons	
  

•  Consensus	
  on	
  best	
  
op1on	
  is	
  not	
  necessary	
  	
  

•  Understanding	
  of	
  pros	
  
and	
  cons	
  of	
  op1ons	
  is	
  
main	
  goal	
  



Situa1on	
  
•  Dutch	
  hostages	
  taken	
  by	
  Al	
  

Qaeda	
  
•  Threat	
  to	
  kill	
  hostages	
  	
  
•  Demand	
  to	
  withdraw	
  all	
  Dutch	
  

forces	
  
•  Nego1a1ons	
  unsuccessful	
  

•  Parliament	
  demands	
  debate	
  
•  PM	
  want	
  mee1ng	
  with	
  full	
  

cabinet	
  at	
  19:00	
  
•  PM	
  wants	
  to	
  develop	
  op1ons	
  

with	
  key	
  advisors	
  



Mali	
  



Let’s	
  Analyse!	
  





What	
  went	
  wrong?	
  



Antropological	
  study	
  on	
  leadership	
  
Environment	
  leaders	
  have	
  to	
  work	
  in:	
  
-­‐  Highly	
  complex	
  /highly	
  dynamic	
  	
  
-­‐  Spam	
  of	
  control	
  is	
  increasing	
  
-­‐  Processes	
  are	
  full	
  of	
  inconsistencies	
  
-­‐  Employees	
  have	
  mul1ple	
  iden11es	
  
-­‐  Growing	
  focus	
  on	
  performance	
  and	
  

visible	
  success	
  	
  
-­‐  Manage	
  others	
  but	
  also	
  themselves	
  

	
  



Antropological	
  study	
  on	
  leadership	
  
	
  

	
  

Conclusions	
  research:	
  
	
  

-­‐  Leaders	
  are	
  no	
  superheroes	
  
-­‐  Leaders	
  are	
  not	
  purely	
  ra1onal	
  

thinkers	
  
-­‐  The	
  decisions	
  of	
  leaders	
  are	
  

mostly	
  made	
  on	
  intui1on	
  
-­‐  Leaders	
  believe	
  in	
  the	
  process	
  of	
  

learning	
  by	
  trial	
  and	
  error	
  

	
  



Antropoligical	
  study	
  on	
  leadership	
  
	
  

	
  

Coping	
  strategies:	
  
	
  

-­‐  Pushing	
  and	
  claiming	
  nothing	
  
has	
  happend	
  

-­‐  Sizing	
  the	
  problem	
  down	
  
-­‐  Using	
  (cynical)	
  humor	
  to	
  handle	
  

the	
  problem	
  
-­‐  Fall	
  back	
  on	
  rethoric	
  quali1es	
  
-­‐  Showing	
  masculine	
  behavior	
  
-­‐  Falling	
  back	
  on	
  procedures	
  and	
  

rules	
  
	
  



• Three	
  models	
  of	
  decisionmaking:	
  

– Model	
  I:	
  Ra1onale	
  Actor	
  

– Model	
  II:	
  Organiza1onal	
  Processes	
  

– Model	
  III:	
  Government	
  Poli1cs	
  



•  Allison	
  proposed	
  a	
  third	
  model,	
  which	
  takes	
  account	
  of	
  
court	
  poli1cs	
  (or	
  "palace	
  poli1cs").	
  	
  

• While	
  statesmen	
  don't	
  like	
  to	
  admit	
  they	
  play	
  poli1cs	
  
to	
  get	
  things	
  done,	
  especially	
  in	
  high-­‐stakes	
  situa1ons	
  
such	
  as	
  the	
  Cuban	
  missile	
  crisis,	
  they	
  nonetheless	
  do.	
  



• Model	
  III:	
  Government	
  Poli1cs	
  
– Ac1ons	
  are	
  best	
  understood	
  through	
  the	
  lens	
  of	
  
poli1cs	
  and	
  nego1a1on.	
  
– Leader’s	
  power	
  is	
  mi1gated	
  by	
  the	
  need	
  for	
  
consensus;	
  the	
  final	
  ac1ons	
  are	
  in	
  part	
  determined	
  
by	
  the	
  men	
  surrounding	
  the	
  leader	
  (Yes	
  Men).	
  
– Issues	
  of	
  groupthink.	
  



•  Janus	
  is	
  studying	
  how	
  the	
  US	
  gets	
  ourselves	
  into	
  blunders	
  
as	
  the	
  Bay	
  of	
  Pigs,	
  Korea	
  &	
  Vietnam	
  

•  He	
  looks	
  at	
  fiascos	
  from	
  the	
  standpoint	
  of	
  group	
  dynamics	
  

Each	
  case	
  study	
  showed	
  that:	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
	
  
-­‐	
  phenomena	
  of	
  social	
  conformity	
  and	
  pressures	
  of	
  the	
  	
  	
  	
  
	
  	
  	
  cohesive	
  group	
  against	
  a	
  dissident’s	
  objec1ons	
  
-­‐	
  the	
  bolstering	
  of	
  morale	
  at	
  the	
  expense	
  of	
  cri1cal	
  	
  
	
  	
  	
  thinking;	
  of	
  staying	
  loyal	
  to	
  the	
  group	
  by	
  s1cking	
  with	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
	
  	
  	
  failed	
  policies	
  	
  



• Groupthink	
  is	
  defined	
  as	
  the	
  deterioraCon	
  
in	
  mental	
  efficiency,	
  reality	
  tesCng,	
  and	
  
moral	
  judgments	
  as	
  a	
  result	
  of	
  group	
  
pressures.	
  	
  	
  	
  

• The	
  primary	
  danger	
  Janus	
  says,	
  is	
  that	
  a	
  
group	
  will	
  member	
  will	
  think	
  a	
  proposal	
  is	
  
a	
  good	
  one	
  without	
  a]empCng	
  to	
  carry	
  
out	
  a	
  careful,	
  criCcal	
  scruCny	
  of	
  the	
  pros	
  
and	
  cons	
  of	
  the	
  alternaCves.	
  



• A	
  number	
  of	
  immediate	
  consequences	
  which	
  
are	
  products	
  of	
  poor	
  decision	
  making:	
  

–  View	
  only	
  a	
  few	
  (usually	
  2)	
  alternaCves	
  
–  Do	
  not	
  reexamine	
  course	
  of	
  acCon	
  
–  No	
  discussion	
  of	
  non-­‐obvious	
  gains	
  or	
  losses	
  they	
  may	
  have	
  overlooked	
  
–  Li]le	
  or	
  no	
  a]empt	
  to	
  obtain	
  info	
  from	
  experts	
  even	
  within	
  their	
  own	
  

organizaCon	
  who	
  might	
  be	
  able	
  to	
  supply	
  be]er	
  esCmates	
  	
  of	
  potenCal	
  gains	
  
and	
  losses	
  

–  Tendency	
  to	
  ignore	
  facts	
  and	
  opinions	
  that	
  do	
  not	
  support	
  their	
  preferred	
  
policy	
  

–  Spend	
  li]le	
  Cme	
  deliberaCng	
  about	
  how	
  a	
  chosen	
  policy	
  might	
  be	
  hindered	
  by	
  
bureaucraCc	
  inerCa,	
  sabotaged	
  by	
  poliCcal	
  opponents,	
  or	
  derailed	
  by	
  common	
  
accidents	
  



• Recommenda1ons	
  to	
  prevent	
  groupthink	
  
include	
  the	
  following.	
  

–  Assign	
  a	
  role	
  of	
  criCcal	
  evaluator	
  –	
  sets	
  tone	
  for	
  acceptance	
  of	
  criCcism	
  and	
  
encourages	
  diverse	
  opinions.	
  

–  Key	
  members	
  must	
  adapt	
  an	
  imparCal	
  stance	
  at	
  the	
  beginning	
  stages	
  of	
  
deliberaCon	
  to	
  allow	
  for	
  a	
  wider	
  range	
  of	
  alternaCves	
  to	
  arise	
  and	
  be	
  discussed.	
  

–  RouCnely	
  set	
  up	
  outside	
  policy	
  evaluaCon	
  groups	
  to	
  work	
  on	
  the	
  same	
  quesCon	
  
and	
  operaCng	
  under	
  a	
  different	
  leader.	
  

–  Invite	
  and	
  seek	
  outside	
  experCse	
  
–  Have	
  at	
  least	
  one	
  member	
  play	
  devil’s	
  advocate	
  during	
  group	
  meeCngs.	
  
–  Aeer	
  an	
  iniCal	
  decision	
  has	
  been	
  reached	
  –	
  a	
  meeCng	
  should	
  be	
  held	
  solely	
  to	
  

discuss	
  peoples	
  doubts	
  about	
  that	
  policy.	
  

• Groupthink	
  cont…	
  



Keep	
  in	
  minders:	
  
•  Running	
  through	
  (simula1ng)	
  various	
  possible	
  
op1ons	
  for	
  a	
  given	
  situa1on	
  

•  In	
  order	
  to	
  develop	
  understanding	
  of	
  complexity	
  
of	
  problem;	
  

•  And	
  which	
  op1ons	
  are	
  suitable	
  	
  


