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Session #3: Building a Framework 

for Effective Leadership

Julie A. Felker 
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Let’s take a look at 

leadership & learning 



Deloitte 2015 Global Human 

Capital Trends Report 

Over 3,300 HR & 

business leaders 

across 106 companies 

2015 Trends: 

Capability Gap -

Importance v. 

Readiness

https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/hc-trends-2015.pdf



Deloitte 2017 Global Human 

Capital Trends Report 

The 2017 Trends by Importance 
Over 10,000 HR & 

business leaders across 

140 companies 
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Effective leadership

The ability to influence others in 

ways that achieve organizational 

goals by enhancing performance, 

productivity and engagement of 

the work force
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Leadership v. Management Roles

Leadership

Defining the future

Developing a vision

Providing sense of 

direction

Aligning people and 

vision 

Inspiring others

Management

Planning

Organizing

Budgeting

Staffing

Controlling

Problem-solving

8Change Predictability
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And often…

Leaders 

manage

Managers 
lead

9

Great managers 

discover what is unique

about each employee 

and capitalize on it

Great leaders discover 

what is universal about 

all employees and 

capitalize on it



Transactional v. Transformational

Transactional Transformational 

 Contingent Rewards
 Management by 

exception

Adapted from Bass (1997) and Northouse (2007)

 Vision and values-based 
influence

 Inspirational motivation
 Intellectual stimulation
 Foster positive human 

relationships

10



Authentic leaders… 

…act in accordance with deep personal 
values and convictions, to build credibility 
and win the respect and trust of followers

Source: Avolio et al. 2004 11



Nelson Mandela 1918-2013 
Unwavering commitment to a long-

term vision of justice and hope

Acting with dignity toward those who 

wronged him, including his jailers

Moving alone when necessary, 

without betraying his friends & party

Articulating compelling arguments 

that eventually persuaded 

opponents

Showing sensitivity to the dilemmas 

of adversaries

Ability to forgive in order to be free 

from feelings of revenge and 

victimhood

Placing reconciliation with those who 

opposed his struggle at the top of his 

agenda
12



Components of authentic leadership

• Objectively 
analyze 
relevant data 
before making 
a decision

Including 
contradictory 

data

• Guided by 
internal 
moral 
standards

Internalize 
moral 

perspective
• Presenting 

one’s 
authentic 
self to 
others

Relational 
transparency

• Deep 
understanding 
of one’s own 
strengths & 
weaknesses

Self 

awareness

13
Adapted from Hunter et al., Leaders Make Mistakes, The Leadership Quarterly, (22) 2011



Impact of authentic leadership

Extra effort

Follower 
engagement

Organizational 
commitment

Team
efficiency

Team
effectiveness

Source: Adapted from Peus et al. 2012
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Understanding leadership

a

15

Traits Behaviors Situational Leadership

 Big Six Personality Dimensions        

(Dispositional predictors) 

 Honesty/humility

 Extraversion

 Conscientiousness

 Emotional stability

 Openness to experience

 Agreeableness

 Great Person Theory

 Drive

 Energy

 Honesty

 Achievement motivation

 Intelligence (IQ, EI, SI)

 Creativity

 Flexibility

 High tolerance for 

uncertainty

 High degree of predictive 

accuracy

 What behaviors do good leaders 

engage in? 

 People oriented

 Task oriented

 Change oriented

 Externally oriented (Yukl, 2012)

 Visioning

 Sensing

 Relating 

 Inventing (Ancona, 2005)

 “Best” leadership style depends on 

the situation

 Goleman’s Leadership Styles

 Coercive (Commanding)

 Authoritative (Visioning) 

 Affiliative

 Democratic

 Pacesetting

 Coaching

 Sales 

Attempt to identify leaders based on 

personal qualities and characteristics

Attempt to identify what patterns of 

behavior lead to success

Emphasize aspects of situation and 

relationships that effect leadership 

Five Qualities of Successful Leaders

https://www.youtube.com/watch?v=SfddDuM97a8
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http://www.mckinsey.com/global-themes/leadership/decoding-leadership-what-really-matters
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 Understand and sense how other people feel

 Show authenticity and sincere interest in 

others

 Build trust and inspire employees

 Help colleagues to overcome challenges

 Intervene in teams to:
o promote organizational efficiency

o reduce unwarranted fears about external threats

o Prevent employees’ energy from changing into 

internal conflict
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 Set objectives

 Follow through to achieve results

 Emphasize importance of efficiency 

and productivity

 Prioritize the highest-value work
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 Monitor trends affecting organizations

 Grasp changes in the environment

 Encourage employees to contribute ideas that 

could improve performance

 Accurately differentiate between important and 

unimportant issues

 Give appropriate attention to stakeholder concerns

 Base decisions on sound analysis

 Avoid biases to which decisions are prone
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 Effectively gather, analyze, and 

consider relevant information

 Problem solving can be quite 

challenging yet is important for 

decisions involving both major and 

minor issues



21Adapted from HBR, Women and the Vision Thing, June 2009 



Skills leaders need at 

every level

https://hbr.org/2014/07/the-skills-leaders-need-at-every-level



Understanding leadership

a

23

Traits Behaviors Situational Leadership

 Big Five Personality Dimensions        

(Dispositional predictors) 

 Extraversion

 Conscientiousness

 Emotional stability 

 Openness to experience

 Agreeableness

 Great Person Theory

 Drive

 Energy

 Honesty

 Achievement motivation

 Intelligence (IQ, EI, SI)

 Creativity

 Flexibility

 High tolerance for uncertainty

 High degree of predictive 

accuracy

 What behaviors do good leaders 

engage in? 

 People oriented

 Task oriented

 Change oriented

 Externally oriented (Yukl, 2012)

 Visioning

 Sensing

 Relating 

 Inventing (Ancona, 2005)

 Sales 

 “Best” leadership style depends on 

the situation

 Goleman’s Leadership Styles (HBR, 

2000)

 Coercive (Commanding)

 Authoritative (Visioning) 

 Affiliative

 Democratic

 Pacesetting

 Coaching

Attempt to identify leaders based on 

personal qualities and characteristics

Attempt to identify what patterns of 

behavior lead to success

Emphasize aspects of situation and 

relationships that effect leadership 



Goleman’s leadership styles

24

Coercive Authoritative Affiliative Democratic Pacesetting Coaching

Method Immediate

compliance

Mobilizes 

towards vision

Creates 

harmony; 

builds bonds

Consensus

through 

participation

Sets high

performance 

standards

Develops 

people for 

the future

Style in 

words

“Do what I tell 

you.”

“Come with me.” “People come 

first.”

“What do you

think?”

“Do as I do, 

now.”

“Try this.”

EI Comp. Drive to 

achieve, 

initiative, self 

control

Self-confidence, 

empathy, 

change catalyst

Empathy, 

relationship 

building, comm.

Collaboration, 

team 

leadership, 

comm.

Conscientious-

ness, drive to 

achieve, 

initiative 

Developing 

others, 

empathy, 

self-

awareness

When 

style 

works 

best

Crisis,

problem 

employees, 

‘kick start’  

turnaround

When change 

requires new 

vision; when 

clear direction is 

needed

To heal rifts in 

team; motivate 

under stressful 

circumstances

To build buy-in 

or consensus; 

to get input 

from 

employees

To get quick 

results from 

highly 

motivated & 

competent

team

To help

employee 

improve 

perf.; LT 

develop.



Can a leader be both authentic and
modify his/her leadership style 

depending on situational context?

25

Q.
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Self-awareness at the 

Foundation of Leadership



On Becoming a Leader -- W. Bennis

a
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Basics of Leadership Know Yourself Know the World

 Guiding vision

 Passion

 Integrity… Trust

 Curiosity 

 Daring

 Sales 

 You are your own best teacher

 Accept responsibility. Blame no 

one

 You can learn anything you 

want

 True understanding comes 

from reflecting on your 

experiences

 Sales 

 Innovative learning

Active & imaginative, not 

passive & habitual

Learn by listening to others

Shape events, rather than 

being shaped by them

 Formal & informal learning

 Family, friends, mentors

 Learn from experience &                                  

adversity   

 Sales 
Get People on your Side

 Constancy

 Congruity

 Reliability

 Integrity

Building 

TRUST

Adapted from: On Becoming a Leader, W. Bennis, 2009



Where do you start?

Know thyself -- lead thyself  
 Values 

 What are guiding principles in your life? 

 Social identity

 Leadership identity

 Personal vision

 Leadership vision

 Understand how you impact others

Observe people and situations

Constantly learn about yourself, others, the world

Study great leaders
28

http://www.google.com/url?sa=i&rct=j&q=path&source=images&cd=&cad=rja&docid=jRVOgHHigzAwRM&tbnid=w1a3cKUJvINsrM:&ved=0CAUQjRw&url=http://nofullstopinlife.blogspot.com/2010_07_01_archive.html&ei=8xUSUr6jLcSEyAHTjIFA&psig=AFQjCNEv75gDGxF8DdHQMgGhVHhisvEKHw&ust=1377003359502173
http://www.google.com/url?sa=i&rct=j&q=path&source=images&cd=&cad=rja&docid=jRVOgHHigzAwRM&tbnid=w1a3cKUJvINsrM:&ved=0CAUQjRw&url=http://nofullstopinlife.blogspot.com/2010_07_01_archive.html&ei=8xUSUr6jLcSEyAHTjIFA&psig=AFQjCNEv75gDGxF8DdHQMgGhVHhisvEKHw&ust=1377003359502173


Your personal vision

29

What do you 
aspire to 

accomplish in 
your life?

Who/what do 
you aspire to 

become?

What legacy do 
you want to 

leave?



Your leadership vision

30

Does it provide the 

mental picture - of 

what your 

organization wants 

to be and wants to 

achieve over time?

Does it provide 

guidance and 

inspiration about 

what is important to 

the organization?

Does it function as 

the "north star" - what 

employees 

understand their work 

contributes towards 

accomplishing over 

the long term?

Does it clarify 

direction for change?

Does it motivate 

employees to take 

action in the right 

direction?



Importance of leader’s vision

You must unite your constituents 
around a common cause and connect 

them as human beings

J. Kouzes and B. Posner

31



Characteristics of good vision

it conveys a picture of what the future will look like

it appeals to long-term interests of stakeholders

it embodies realistic, attainable goals

it provides guidance in decision-making

it is generable enough to enable individual and 
alternative responses to changing environments

it can be explained in two minutes

Source: Managing Organizational Change, 2009

Imaginable

Desirable

Feasible

Focused

Flexible

Communicable

1.

2.

3.
4.

5.

6.

32



Questions leaders must ask about vision

Do I feel strongly about this?

Am I convinced that this can be 

accomplished?

Do I convey excitement when I talk about it?

Am I willing to put my credibility on the line to 

promise action on it?

Am I committed to seeing this through, over 

the long term?

Am I willing to make sacrifices to see that 

this gets done? 

Ingredients for getting others to follow…
33



Your Leadership Vision

34

 What is your 

leadership vision?

 How will you go 

about making your 

vision a reality? 

 What do you need to 

do, or do differently, 

going forward?



Know thyself - Mindfulness

Paying attention: Consciously 
looking for what is new & 
different; questioning 
preconceived ideas

Awareness of our thoughts, 
feelings & environment

Reconsidering who we are & 
what we think we know

Understanding how our actions 
& decisions influence other

Awareness of how our actions 
& choices support our vision

35



Leadership mirror

How well did I lead today? What did I do that 

was meaningful? What did I do to contribute to 

achieving our vision? 

How might I lead better tomorrow? 

Why would anyone want me to lead him or her?

Q.

Q.
Q.

At the end of the day, mindful leaders should 

consider these questions:

36



Discovering your leadership potential 

with a learning mindset
a

37

Mindful 

Engagement

Approach

Reflection Action

Commit to learning 

mindset

Create, capitalize on 

learning opportunities
Capture lessons of 

experience

 Embrace learning orientation 

 Set learning goals

 Plan possible experiments

 Active experimentation

 Feedback seeking

 Emotion regulation

 Diagnose cause/effect

 Reconstruct experience

 Consider counter 

factuals

 Distill lessons learned

Adapted from S. Ashford & D.S. DeRue, Developing as a Leader, Organizational Dynamics, (41), 2012



Integrating organizational and 

individual needs

http://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/bersin-predictions-2016.pdf

http://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/bersin-predictions-2016.pdf


How do you want to be 

known as a leader?

What kind of leaders does your 

organization need?

What kind of leader do you want to be?

 How do you want to be known by others? 

 What reputation as a leader do you want to 

build? 

 Are you happy with who you are as a leader 

at this moment?

 What traits/characteristics/behaviors should 

you keep? Replace? 
39



Creating an Individual Learning & 

Development Plan
What competency(ies) do you want to develop? 

Why are these competencies important to your organization? Your career? 

Are these competencies required for your current role? Your next role? Both? If 

your plan focuses on a future role, what specific role are you considering? 

How are you going to develop these competencies? Include both formal and 

informal learning and development activities/opportunities, and any “experiments” 

you will try out to build the competencies.

What support and resources do you need to accomplish your learning and 

development goals?

What challenges or obstacles might get in your way? How will you overcome 

them?

How will you hold yourself accountable for achieving your goals? 

Consider a planning horizon of 3, 6 and 12 months, possibly further.

Draft plan - 15 minutes

Feedback from colleagues - 15 minutes
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Session #4: Imbedding Learning & Development 

into your Organization’s Culture

Julie A. Felker 
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How do you define 

“Learning Culture”? 



Learning Culture Defined
A culture that supports an open mindset, an independent quest for 

knowledge, and shared learning directed toward the mission and goals of 

the organization. (CEB Research )

A community of workers instilled with a “growth mindset.” People not only 

want to learn and apply what they’ve learned to help their organization, 

they also feel compelled to share their knowledge with others.  

(Grossman, HR Magazine, 2015) 

Sharing information becomes part of the   
organization’s culture. 

The collective set of organizational values, conventions, processes and 

practices that influence both individuals and the collective organization to 

continuously increase knowledge, competence and performance. (Bersin,2010)



The “learning” culture iceberg

46

Formal policies, 

systems & practices

Informal practices & 

symbolic actions

Beliefs, values & 

attitudes



An Organizational Culture that Values 

Learning...

Continues to seek to do better 

People in all parts of the organization have high 

expectations of themselves and their peers 

Look for opportunities to benchmark themselves against, 

and learn from, successful peer organizations  

Sr. Mgt. leads by example and encourages others to be 

curious, ask questions, and push each other’s thinking 

by being respectfully challenging

Sr. Mgt. creates conditions for staff members to feel safe 

when acknowledging there are problems

“Failures” seen as opportunities for learning 

Even the busiest leaders, managers and staff members take 

time to step back, take stock and reflect
Source: Adapted from Leap of Reason Ambassadors Community 2015. The Performance Imperative: A Framework for Social-

Sector Excellence. Washington, Venture Philanthropy Partners. http://leapofreason.org/performance- imperative/performance-

imperative-materials/. 
47
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Is yours a pro-learning or anti-learning 

culture, or somewhere in between?

Base on this brief audit, what is your organization’s 

greatest strength? Opportunity for improvement? 
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Assessment: 

Supportive Learning 

Environment
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“The single biggest driver of business 

impact is the strength of an 

organization’s learning culture.” 

Josh Bersin, Bersin by Deloitte

“Learning is the only source of 

sustainable competitive advantage.” 

Arie de Geus, head of Shell Oil Company’s Strategic Planning Group and 

Visiting Professor at London Business School



Organization of the future: Old v. new rules 

52
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https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/gx-millenial-survey-2016-exec-summary.pdf

https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/gx-millenial-survey-2016-exec-summary.pdf


I know what is expected of me at work

I have the materials and equipment I need to do my work right

At work, I have the opportunity to do what I do best every day

In the last 7 days, I have received recognition/ praise for doing good work

My supervisor, or someone at work, cares about be as a person

There is someone at work who encourages my development

At work, my opinion seems to count

The mission/purpose of my company makes me feel my job is important

My associates (fellow employees) are committed to doing quality work

I have a best friend at work

In the last 6 months, someone at work has talked to me about my progress

This last year, I have had opportunities at work to learn and grow

5 point scale.. Extremely Satisfied to Extremely Dissatisfied

Source: Journal of Applied Psychology (2002), Vol. 87 No. 2 
56
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Careers and Learning: Old v. new rules 

58

https://www2.deloitte.com/content/dam/Deloitte/global/Documents/About-Deloitte/central-europe/ce-global-human-capital-trends.pdf
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Creating a Learning Culture

Secure CEO buy-in Practice humility

Cultivate a “growth mindset” Build teams, not stars

Hire smart Keep units small and 

manageable 

Teach ”how” not “what” Create routine to stay on 

track 

Encourage candor and 

dissent 

Reward what you say you 

value 

Support risk-taking and 

“failing forward” 

Deliver metrics

60https://www.shrm.org/hr-today/news/hr-magazine/Pages/0515-learning-culture.aspx



http://info.shiftelearning.com/subscribe-to-shift-elearning-blog

http://info.shiftelearning.com/subscribe-to-shift-elearning-blog
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80 - 90% of 

learning occurs 

on the job



http://www.pwc.com/us/en/people-management/assets/building-bench-strategic-planning-ceos-executive-succession.pdf

http://www.pwc.com/us/en/people-management/assets/building-bench-strategic-planning-ceos-executive-succession.pdf


Creating a Learning Culture

Secure CEO buy-in Practice humility

Cultivate a “growth mindset” Build teams, not stars

Hire smart Keep units small and 

manageable 

Teach ”how” not “what” Create routine to stay on 

track 

Encourage candor and 

dissent 

Reward what you say you 

value 

Support risk-taking and 

“failing forward” 

Deliver metrics

67https://www.shrm.org/hr-today/news/hr-magazine/Pages/0515-learning-culture.aspx



… always look for 

disquieting evidence …

68
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Dare to Disagree

http://www.ted.com/talks/margaret_heffernan_dare_to_disagree.html


https://hbr.org/2016/03/the-most-important-leadership-competencies-according-to-leaders-around-the-world

https://hbr.org/2016/03/the-most-important-leadership-competencies-according-to-leaders-around-the-world


Are you ‘allowing’ people to take 

risks and make mistakes?

• How organization 
responds to errors

• Learning from 
mistake

Error Management
Culture

71

Adapted from Hunter et al., Leaders Make Mistakes, The Leadership Quarterly, (22) 2011

Powerful learning occurs 

right after you make a 

huge mistake. These are 

very important learning 

opportunities.

 Blaming

 Penalizing
 Blame-free

 Learning

 Rewarding 

 Celebrating
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Creating a learning culture? 

73

ps://towardsmaturity.org/2017/06/30/heres-why-youre-failing-to-create-a-learning-culture/
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You don't trust your staff 
to manage their own 

learning

You are stifling staff 
contributions

Your content is 
inaccessible 

You take learning away 
from work

You don't reward 
learning  (or failure!) 

 Support the learning culture our staffs are 

already starting to create

 Create an environment in which employees 

can contribute to the learning of others

 Make it easy to find resources employees 

need to improve their performance

 Develop challenging stretch tasks to embed 

learning in behavior

 Encourage employees to take on new work 

experiences as an opportunity to learn 

 Recognize and reward the right behaviors and 

share successes
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Learning Wednesdays 

Meeting free days dedicated to 

employees’ learning 
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Employee knowledge sharing portal - “Video Café”

Empower employees to increase 

knowledge sharing 

Unleash the 

power of experts
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Googler to Googler

“Telling your employees that you want them to learn 

is different than asking them to promote that culture 

themselves.”        Karen May, Head of People Operations, Google

Google employees taught 55% of the 

company’s official classes
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Designing a (physical) learning 

environment 

Make space considerations part of strategic planning

Use an open office plan with work areas dedicated to teams 

whenever appropriate

Provide space for team members to meet formally and 

informally

Arrange people and offices so that informal, chance contacts 

are frequent

Make sure employees have access to technology wherever 

and whenever needed

Give employees control over the comfort of their office 

environment (such as lighting, temperature, and furniture) 

whenever possible

Minimize noise and visual distractions for those employees 

for whom these interfere with their effectiveness 78



Creating a Learning Culture

Secure CEO buy-in Practice humility

Cultivate a “growth mindset” Build teams, not stars

Hire smart Keep units small and 

manageable 

Teach ”how” not “what” Create routine to stay on 

track 

Encourage candor and 

dissent 

Reward what you say you 

value 

Support risk-taking and 

“failing forward” 

Deliver metrics

79https://www.shrm.org/hr-today/news/hr-magazine/Pages/0515-learning-culture.aspx
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Organizations struggle to identify and implement strategies for changing 

behavioral norms about the role and purpose of data and decision making. 

A note about data…



Learning culture’s “soft-side” must be 

supported by ”hard” analytics

81
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My sincerest best wishes for 

health, happiness and success! 

Thank you so much! 

jdziekan@umich.edu

LinkedIn  Julie Dziekan Felker 

mailto:jdziekan@umich.edu
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