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Why do some companies falter 

while others thrive? 

– Was it because they had the right strategy? 

– Was it because they were good at execution? 

• In Search of Excellence  

• – alignment 

– Competitive advantage comes from culture 



Upending the pyramid 
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Innovation doesn’t 

happen this way! 

 

It happens across 

the organization! 



The basis for teams 

• Explore vs. Exploit 

• Lead vs. Management 

– Leaders like to make problems 

– Managers like to fix problems 

• Now focus on getting the team mix right 

• Are people “T-Shaped?” 



The innovation imperative 

• Flawless execution isn’t enough 

• If you do not innovate, you will get 

commoditized 

 



Questions for Leadership Audit 

• What percentage of those in positions of 

authority fail as leaders? 

• How much do these failures cost? 

• How many new leaders will you need? 

• What kind of new leaders will you need? 



Innovation is hard work 

• Innovation = novel + useful (in some 

economic sense) 

• Innovation is 

– Collaborative 

– Developmental 

– Integrative 

• Innovation is also scary work 



The leader’s challenge 

• Create an organization that is both willing and 
able to innovate 

• Build a community with a shared purpose, 
values, and rules of engagement 

• Values 
– Excellence, collaboration, responsibility, and learning 

• How we interact 
– Mutual respect 

– Mutual trust 

– Mutual influence 



How we think 

• Holistically 

• Question everything 

• Data-driven 



Build the co-design capacity 

• Creative Abrasion – the ability to generate 

ideas through intellectual discourse and 

debate 

• Creative Agility – the ability to test and 

refine ideas through quick pursuit, 

reflection and adjustment 

• Creative Resolution – the ability to select 

ideas in an integrative manner 



Leading from behind 

“A leader. . . is like a shepherd.  He stays 

behind the flock letting the most nimble go 

on ahead, whereupon the others follow, 

not realizing that all along they are being 

directed from behind.” – Nelson Mandela 



The tensions 

Unleash 

• Individual identity 

• Support 

• Learning & 

development 

• Improvisation 

• Bottom-up 

Harness 

• Collective identity 

• Confrontation 

• Performance 

• Structure 

• Top-down 



Cases 

• “The real art of leadership is creating a world 
that other people want to belong to.” – Pixar 
executive 

• HCL 
– Employee first, customer second 

– Selective partnerships to enhance customer value 

– Radical shift in business model – they get paid as a 
percentage of Dreamliner revenue 

– “We want each individual to be empowered to bring 
value to the customer and behind each individual we 
have the muscle power of the whole organization.” 



Cases (cont.) 

• IBM – innovation beyond customer 

imagination 



Evolving conception of leadership 

Leading from 

the front 

Leading from 

behind 

Differentiator Execution Innovation 

Core 

Competence 

Standardization Co-design 

Key Task Set the 

direction 

Shape the 

context 

Outcome Followers who 

execute 

Communities 

that innovate 



Leadership qualities 

• Idealists, yet pragmatists 

• Systematic thinkers, yet action-oriented 

• Emotional, social, and cognitive maturity 

• Generous – including with power 

• Capable of leading from the front when 
necessary 

• Not perfect, but know how to capitalize on their 
strengths 

See the extraordinary where others see the 
ordinary! 


