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Chapter

Optimizing Innovative Leadership
and Followership

Neil E. Grunberg, Erin S. Barry, Michael Morrow-Fox
and Mauvreen Metcalf

Abstract

Leadership and followership development are increasingly recognized as important
in all fields of the workforce. The Innovative Leadership Model helps leaders increase
self-understanding and optimize the performance of organizations by focusing
on Leader Type, Developmental Perspective, Resilience, Situational Analysis, and
Leadership Behaviors and Mindsets. The Leader-Follower Framework identifies key
elements — Character, Competence, Communication, Context — to guide the develop-
ment of individual leaders and followers across four psychosocial levels — Personal,
Interpersonal, Team, Organizational. Each of these approaches has value and has
been applied in various settings and contexts. The present chapter offers a new
insight relevant to leadership by combining these two perspectives and their compo-
nent elements. Understanding and developing each of these elements will optimize
effective leadership and followership in a wide range of situations and settings.

Keywords: innovative leadership, leader type, developmental perspective, resilience,
situational analysis, leadership behaviors and mindsets, leader-follower framework,
character, competence, communication, context, personal, interpersonal, team,
organizational

1. Introduction

Development of individuals as leaders is important in all fields of the workforce.
Within teams, in addition to the diversity of the individual team members (includ-
ing leaders and followers), uniqueness of team members, individual goals, com-
munication styles, differing leadership and followership styles, and so on introduce
challenges to true teamwork and must all be considered to optimize goal achieve-
ment of individuals, teams, and organizations [1-3].

Leadership influences individuals, teams, and groups by enhancing behaviors
(actions), cognitions (perceptions, thoughts, beliefs), and motivations (reasons
behaviors and cognitions) to achieve common goals. Leaders are aspirational,
inspirational, provide resources, and remove barriers to optimize the success of
followers, organizations, and the people served by organizations. Leaders must
continuously attend to and align all elements of the systems within which they
operate to adapt and respond to changes from within and outside the system.
Followership refers to the actions of individuals who are not in leadership roles.
Followers are members of a team or group who contribute (or not) to the team;
align (or not) with the vision of the leader, and adapt (or not) to the situations and
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to other members of the team. Effective followers are essential to achieve goals and
can influence all members of the team, including their leaders [4-9].

Day [10] distinguishes between leaders and leadership, such that “leader” refers
to human capital and intrapersonal knowledge, skills, abilities, attitudes, and attri-
butes, and “leadership” refers to social capital, interpersonal relationships, and orga-
nization culture. The same distinction can be made for followers and followership.

Innovative leaders engage their intentions and actions with those of their follow-
ers within the organization’s culture and systems to reach the organization’s objec-
tives and goals and those of the people it serves. Innovative leaders consider and
serve the interests of the organization and its members. Leaders influence followers,
teams, and the whole organization. Followers can influence leaders, other follow-
ers, teams, and the entire organization. Innovative leaders and followers adapt and
develop themselves and their organizations to optimize effectiveness within chang-
ing environments or context (physical, psychological, social) [11, 12].

There are many different models and approaches for leader and leadership
development. Some focus on the development of leaders [9, 10, 13-19] and followers
[20-28] per se, whereas others focus on leadership and followership in practice or on
the organizational or systems levels [29-32]. There is value to both levels of develop-
ment to achieve optimal performance of individuals within organizations and systems.

Recently, we have merged two models to address all of these needs for health care
leadership [12]. The Innovative Leadership Model helps leaders increase self-under-
standing and optimize the performance of organizations by focusing on Leader Type,
Development Perspective, Resilience, Situational Analysis, and Leadership Behaviors
and Mindsets. The Innovative Leadership Model focuses on development perspective
and growth of individuals to serve organizations and systems. The Leader-Follower
Framework identifies key elements — Character, Competence, Communication,
Context — to guide the development of individual leaders and followers across four
psychosocial levels — Personal, Interpersonal, Team, Organizational [5, 7]. The
Leader-Follower Framework focuses on the elements relevant to meaningfully devel-
opment and performance of individual leaders and followers. The inclusion of key
aspects of these two models may offer a valuable new insight into optimizing. Each of
these approaches has value and has been applied in various settings and contexts. The
present chapter offers new insights into how integrating these approaches can opti-
mize innovative leadership and followership in a wide range of situations and settings.

2. Innovative leadership and followership

Leadership impacts people strategically and tactically, effecting change in
intentions, actions, cultures, and systems to move organizations forward in ways
that improve the lives of the people it serves while considering the interests of the
organization’s members and stakeholders. Innovation refers to novel ideas, pro-
cesses, and advancements that contribute to and shape organizations and people.
Meaningful leadership and innovation are inextricably connected. Merging leader-
ship with innovation encourages and, perhaps, demands transformational personal
and organizational growth [33, 34]. Table 1 presents contrasts between traditional
leadership and innovative leadership.

Innovative leadership and followership mean that leaders and followers influence
and contribute by engaging personal intention/character and action/competence/
communication with the organization’ culture, systems, and context. Innovative
leadership and followership can improve organizations and the lives of the people it
serves by considering the interests, needs, and goals of the organizational members
and stakeholders. Innovative leaders consistently deliver results using [35-37]:
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Traditional Leadership

Innovative Leadership

The leader is guided primarily by the desire
for personal success and peripherally by the
organizational success

The leader is humbly guided by a more altruistic vision of
success based on both performance and the value of the
organization’s positive impact

The leader decides in a “command and
control” style; the leader has all the answers

The leader leverages the team for answers as part of the
decision-making process

The leader picks a direction in “black/
white” manner; tends to stay the course
dogmatically

The leader perceives and behaves like a scientist: continually
experimenting, measuring, and testing for improvement
and exploring new models and approaches

The leader focuses on being technically
correct and in charge

The leader is continually learning and developing self and
others

The leader manages people to perform by
being autocratic and controlling

The leader motivates people to perform through strategic
focus, mentoring and coaching, emotional and social
intelligence

The leader tends to the numbers and
primarily utilizes quantitative measures that
drive those numbers

The leader pays attention to performance, customer
satisfaction, employee engagement, community impact,
and cultural cohesion

Table 1.
Traditional vs. innovative leadership [11, 12].

* Strategic approaches that inspire individual intentions and goals and
organizational vision and culture;

* Tactical approaches that influence individuals’ actions and organizations’
systems and processes;

* Holistic approaches that align individual intentions and actions with
organizational cultures and systems.

Innovative followers embrace, embody, and contribute to all three of these
approaches.

2.1 The value of innovative leadership and followership

Innovating/elevating leadership and followership means to successfully adapt in
ways that allow optimal performance, even within the changes and complexity of
an organization or system. Conceptually, individuals integrate ideas and perspec-
tives from many leadership and followership principles and concepts, and from
developmental, communications, and systems theories [38, 39]. Innovative leaders
and followers recognize and critically examine themselves and their organizations’
cultures and systems during various circumstances. It is valuable for individuals to
focus on the needs and mission of the organization, system, and cultures to which
they contribute. In addition, individuals should recognize how they contribute to
something larger than themselves.

2.2 Defining what innovative leaders and followers do

Innovative leaders utilize their advanced developmental capability to facilitate
transformational ideas and approaches that enable innovation [33, 34, 36].
They are aware of and focus on others and the organizations/systems in which they
operate. Behaviors of developmentally mature innovate leaders and followers who
grow developmentally and in organizational effectiveness include (Table 2):
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Innovative Leaders

Innovative Followers

Articulate clear vision

Embrace and contribute to vision

Connect vision with attainable actions

Connect vision with attainable actions

Develop themselves and followers

Develop themselves and other teammates

Are resilient and navigate complexity, uncertainty,
and stress

Are resilient and navigate complexity, uncertainty,
and stress

Communicate effectively, sending and receiving
information, verbally and nonverbally

Communicate effectively sending and receiving,
verbally and nonverbally

Build effective teams by helping followers
participate and grow

Contribute to their teams

Communicate roles for all team members clearly

Understand their roles and the roles of others

Create a culture of fairness, respect and recognition

Ability to impact individuals, teams, and systems to
create a fair and engaging organization

Develop a culture of safety

Embody a culture of safety

Cultivate alliances and partnerships

Cultivate alliances and partnerships

Anticipate and effectively respond to challenges
and opportunities

Anticipate and effectively respond to challenges and
opportunities

Develop robust and resilient solutions

Apply robust and resilient solutions

Measure, learn, and adapt

Learn and adapt

Grow personally and developmentally to evolve
perceptions and meaning-making capabilities

Grow personally and developmentally to evolve
perceptions and meaning-making capabilities

Table 2.
Behaviors of innovative leaders and followers.

3. Merging innovative leadership and the leader-follower framework:
New insights

To optimize innovative leadership and followership, we offer the merging of two
conceptual models. The “Innovative Leadership Model” [11, 12] and the “Leader-
Follower Framework” [5-7] complement each other and overlap with a differing
depth of emphasis on essential leadership and followership elements and processes.
Together they provide new insights into a broadly inclusive structure to develop
optimal leadership and followership. These two approaches recently have been
applied together to optimize the development of innovative leaders in health care
[12, 40]. Yet, they also can be applied more broadly to enhance the innovative leader
and follower development in all settings.

Leadership Behaviors

Situational Analysis

Resilience

Developmental Perspective

Leader Type

Figure 1.
Overview of the innovative leadership model.
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The Innovative Leadership Model is a five-element roadmap to becoming an inno-
vative leader [11, 12]. The elements of the Innovative Leadership Model are (Figure 1):

* Leader Type

* Developmental Perspective

Resilience

Situational Analysis

Leadership Behaviors and Mindsets

Figure 2.
The leader-follower framework.

The Leader-Follower Framework [5, 7] includes four “C” elements:
* Character

* Competence

* Context

e Communication

that apply across four psychosocial levels:
* Personal

* Interpersonal

* Team

* Organizational

The Innovative Leadership Model and Leader-Follower Framework are valuable
to develop both as leaders and as followers. To be an effective leader, you also must
be willing and able to develop followers. It is essential for leaders and followers to
understand, develop, and know when and how to lead and follow (Figure 2).

5
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3.1 Elements of innovative leadership
The Innovative Leadership Model [11, 12] focuses on:

* Developmental maturity — developing the advancing meaning-making capac-
ity to easily and intuitively identify complexity, approach others without ego,
embrace both tactical and strategic concerns, and embrace transformation
(i.e., capabilities to execute highly effective Competence and Communication
at the Interpersonal, Team, and Organizational psychosocial levels)

¢ Self-understanding — the inner process including Character and outer behav-
iors including Competence and Communication (i.e., three of the C’s of the
Leader-Follower Framework at the Personal psychosocial level)

* Understanding organizational culture and systems (i.e., Context within the
Leader-Follower Framework at the Organizational psychosocial level)

The Innovative Leadership model addresses: Leader Type, Developmental
Perspective, Resilience, Situational Analysis, and Leadership Behaviors and
Mindsets.

Leader Type refers to the core predispositions, traits, and attitudes of each
person. These attributes influence who we are as a leader, our responses to stress,
and how other people (including followers) experience our leadership. There are
several valuable tools to help describe our Leader Type: Enneagram [41]; Myers
Briggs Type Indicator (MBTI) [42, 43]; Revised NEO Personality Inventory (NEO-
PI-R) [44]; True Colors [45]; Big Five Personality Test [46]. The DISC Profile [47]
and StrengthFinder 2.0 [48] provide additional, useful information relevant to
Leader Type.

Self-awareness is the practice of engaging in self-reflection and achieving clarity
of insight. Internal self-awareness refers to our own understanding of ourselves,
whereas external self-awareness refers to understanding how others perceive and
understand us. Self-understanding, understanding how others perceive us, and
the extent to which perceptions about ourselves are accurate and compatible with
others’ perceptions play a pivotal role in our effectiveness and leader-follower
relationships. Self-aware individuals possess high levels of emotional intelligence;
self-regulate behaviors, cognitions, and emotions more effectively depending on the
situation; and continually evaluate their impact on others [49-53]. These attributes
allow self-aware individuals to become more versatile, adaptive, and may perform
better. The ability to use deep self-reflection relies on developing self-understanding
and self-awareness, features of emotional intelligence. Self-understanding and
self-awareness allow us to expand our perspective and to understand others better.
A clearer understanding of ourselves and others can help build interpersonal, team,
and organizational effectiveness. Feedback from trusted colleagues, family mem-
bers, and friends in psychologically safe contexts is extremely valuable to develop
self-awareness. Leader Type is an aspect of Character.

Developmental Perspective or Developmental “Maturity” refers to stages of
personal development that include perspectives, experiences, and capabilities to
make the meaning necessary to execute change initiatives [35, 36], solutions to com-
plex problems [54, 55], and organizational transformations [38, 56]. Developmental
Perspectives affect how we view our roles, how we interact with other people,
and how we solve problems. In other words, this perspective can be described as
“meaning-making,” or how we make sense of experiences using the Leadership
Maturity Framework (LMF). The LMF considers cognitive complexity, emotional
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competence, and behavior and holds that we can progress through maturity levels
as we learn and evolve. Moreover, more mature or evolved individuals are more
effective at leading complex organizations in times of change. In contrast, individu-
als at an earlier level of developmental maturity rely on rules to make decisions and
determine appropriate courses of action, whereas individuals at later stages use
their values to guide decision-making and to determine what actions to take.

Developmental growth occurs as other capabilities expand in our lives. By
understanding and building upon our Leader Type and Character, we can continue
to grow, increasing access to and capacity for additional skills and capabilities.

That is, we can develop our capacity to build beyond the basic skills we have now
by moving through more progressive stages. The successful individual has a broad
repertoire of mindsets and behaviors and can select the most appropriate ones
depending on the context.

Resilience reveals how much disturbance we can withstand before breaking [57]
and also refers to the ability to adapt to change while continuing to be both fluid in
approach and driven toward attaining strategic goals [58]. Addressing and strength-
ening resilience is critical to manage stress and increase capacity to function in
stressful environments and situations.

Innovative leaders and followers must adapt to volatile, uncertain, complex, and
ambiguous (VUCA) situations and demands while maintaining physical, psycho-
logical, and emotional health to have the resilience essential for success. They must
build and sustain flexibility, adaptability, and focus; regain balance after disorient-
ing situations; and be able to support and inspire others. Resilience can inspire and
positively impact others.

Resilience requires physical and psychological health, a clear sense of life pur-
pose, emotional intelligence, and strong supportive relationships. For most people,
enhancing resilience requires personal change. Our view of resilience has four catego-
ries: maintaining physical well-being, managing thinking, working from the heart,
and harnessing the power of connection. These categories are interlinked and all
must be present and in balance to create long-term resilience. Maintaining resilience
is essential to success. Improved resilience is accompanied by clearer thinking and
greater positive interactions with others. Investing in resilience supports the entire
organizations effectiveness [12]. Resilience is a transcendent leadership Competence.

Situational Analysis involves understanding and adapting to Context; aligning
and balancing self, individual action, organizational culture, and organizational
systems; and performing to achieve the best outcomes [12]. This multi-pronged
approach provides a complete and accurate view of events and context to cre-
ate alignment across the Innovative Leadership Model on an ongoing basis.
Understanding an organization’s culture and systems is essential to determine how
to adapt our behaviors. We must understand the context and adjust to the situation
and to the organization’s mission and goals.

In addition, innovative leaders and followers communicate with teammates and
stakeholders relevant to the mission and goals of an organization. Effective com-
munication requires “making meaning” of what is happening based on context,
translated into words that senders and receivers mutually understand. We sense,
receive, and convey messages verbally and non-verbally. Situational analysis allows
us to make more informed decisions, and also helps to optimize performance within
oneself, teams, and the broader organization.

Leadership Behaviors and Mindsets refer to leadership knowledge, skills, and
attitudes and the resulting behaviors [12] or Competence and mindset or meaning
making. The mindsets inform effective behaviors. These behaviors are essential
and measurable because they are the objective actions that leaders and followers
take to impact organizational success. Effective behaviors of leaders and followers
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determine individual and team performance, team cohesiveness, individual and
team morale, and organizational success. Conversely, ineffective behaviors of lead-
ers and followers lead to poor performance, poor cohesiveness, poor morale, and
organizational dysfunction or failure.

Knowledge of the key concepts described in the Innovative Leadership Model
and associated skills and practice result in effective leadership behaviors and
mindsets — the objective actions that leaders take to impact individual, team, and
organizational success. Knowledge and practice of these same concepts result in
effective followership behaviors. These behaviors align with the idea of develop-
mental maturity and specify critical behaviors and mindsets associated with the
most effective leaders in complex and dynamic situations. Therefore, it is important
to understand the critical leadership and followership behaviors relevant to you and
your organization. With this understanding, you can determine where you excel
and where you need to refine your skills.

It also is relevant to consider and to develop your mindset to exercise effective
leadership and followership behaviors. Table 3 lists seven mindsets and associated
behaviors that effective leaders and followers put into action regularly [12, 59].

3.2 Leader-follower framework

To develop as innovative leaders and followers, it is helpful to reflect upon,
consider, and continuously develop Character, Competence, Context, and
Communication across the four psychosocial levels — Personal, Interpersonal, Team,
and Organizational [5-7].

Character is the “who” of leaders and followers. It includes all aspects of who we
are psychologically (self-awareness, honesty, integrity, trustworthiness, reliability,
personality, values, biases, leader type, developmental maturity, resilience) and
physically (demographics and physical attributes). Self-awareness includes internal
self-awareness (i.e., our own awareness of the many aspects of our Character) and
external self-awareness (i.e., our awareness of how others including peers, follow-
ers, supervisors, stakeholders, friends, strangers, family members, perceive us and
all aspects of our Character and the extent to which the perceptions of ourselves
and others are consistent or inconsistent). Understanding oneself is essential to
innovative and effective leadership.

Competence is the “what” of leadership and followership. It includes what we
know and do concerning role-specific knowledge and skills relevant to our specific
role or job (e.g., as a parent, administrator, health care professional, attorney,
entrepreneur, teacher, carpenter, artist, athlete, etc.). Competence also includes
transcendent knowledge and skills relevant to all roles and positions (e.g., critical
thinking, problem-solving, motivating others, emotional intelligence, conflict
resolution). The leadership and followership behaviors described above are
examples of the practice and execution of competence. Leader type, resilience, and
developmental maturity all impact ability to exercise the behaviors associated with
successful leadership and followership. Competence reflects knowledge, skills, and
applications.

Context is the “when” and “where” of leadership and followership. It refers
to when and where leadership and followership occurs, physically (i.e., time of
day, climate, nutritional state, tiredness), psychologically (i.e., behavioral health,
biases), socially (i.e., size of the group, group dynamics), culturally (i.e., cultural
values, practices, attitudes, beliefs), and situationally (i.e., what’s happening
around us as well as stress). Context is the meta-framework that contains the indi-
vidual and the organization at any point in time. The leader must consider the entire
context and apply Situational Analysis to make decisions while being able to align
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Examples of Innovative Mindsets and Behaviors

Professionally humble

Cares most about team’s and organization’s success
* Commits to the team and organizational mission
e Cares most about the organization’s success
* Gives credit to others

* Puts principles and values ahead of personal gain

Unwavering commitment to

the right action

Is unstoppable and unflappable when on a mission
» Commits fully, drives hard, and focuses.
e Stays the course when under pressure

* Changes course when a better approach emerges

A 360-degree thinker

Takes a systems view — understanding context and interconnectedness of
systems when making critical decisions

* Understands the relevant systems, constraints, near term,
long term, and secondary impacts of strategy and decisions

* Balances interests of multiple stakeholders

* Commits to continuous learning and building learning
systems

* Understands cross-organizational impact and interconnections across
multiple complex systems

* Thinks in terms of systems, constraints, perceptions, and context
when making decisions

Intellectually versatile

Develops interests, expertise, and curiosity beyond the job and organization
making them life-long learners.

* Interested and involved with areas beyond comfort zones

* Considers ecosystem, including industry-wide activities, political
developments, and the international landscape

¢ Uses external interests to make contributions

Highly authentic and
reflective

Focuses on individual behaviors to enhance team and organization
successes

* Commits to personal growth and development

* Helps others to grow and develop

Open to feedback and non-defensive

Seeks out discussions and feedback

R Manages emotions

* Maintains perspective under stress

Confronts challenging situations

Continually looks for ways to enable the organization to
improve its ability to meet its mission efficiently and
effectively

Inspires followership/team
work with others

Connects with people at all levels of the organization
* Diffuses conflict without avoiding the sources of conflict
¢ Creates psychologically safe spaces and puts people at ease
* Relates to a broad range of people
 Connects projects to individual talents and goals

 Provides resources and removes barriers for followers to
succeed

* Provides feedback to others that supports recipient’s’ growth and
development
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Examples of Innovative Mindsets and Behaviors

Innately collaborative Welcomes collaboration in a quest for novel solutions that serve the highest
outcome for all involved

* Seeks input and values diverse points of view
* Synthesizes multiple perspectives into new solutions
* Creates solutions to problems by developing new approaches

* Understands that input from multiple stakeholders with diverse
perspectives is required to achieve the best results

Table 3.
Examples of innovative Mindsets and Behaviors [12, 59].

all elements of individuals and the organization on an ongoing basis. Followers also
should be aware of and work to align elements of individuals and the organization
to optimize performance.

Communication is the “how” of leadership and followership. It includes
sending and receiving information verbally (oral and written) and non-verbally
(body language, facial expressions, paralanguage). Communication is separated
from competence because it is such a key component of successful leadership and
followership behaviors. It is critical to recognize that the purpose of communication
is to achieve understanding. Moreover, the key to effective reception of communica-
tions as leaders and as followers is embedded in the word “listen”; that is, rearrang-
ing the letters spells “silent” — how we should listen to others to truly hear what is
being said.

Leadership and followership operate at four psychosocial Levels:

Personal refers to the individual and focuses on self-awareness (internal and
external), knowledge and skills appropriate for one’s role, effective communication,
and appropriate situational awareness. Unless we understand and work to develop
all leadership aspects of ourselves, we will be in no position to be innovative or
effective for others. Focusing on personal development is particularly important of
early stages of Developmental Maturity.

Interpersonal refers to dyadic relationships, such as leader-follower,
supervisor-supervisee, teacher-student, athlete-coach, parent-child, spouse-
spouse. Interpersonal focuses on working and communicating effectively
and respectfully with other individuals in all situations, understanding the
other individual, knowing how one is perceived, and applying appropriate
knowledge and skills in relationships with others. It is important to adapt to
each individual with whom we interact to optimize innovative leadership and
followership.

Team refers to a small group of people with complementary skills who are com-
mitted to common goals. Teams build shared values, trust, and cohesiveness, work
together, communicate effectively in various situations, understand team dynam-
ics, and respond appropriately. Optimizing team performance and relationships
among all members of the team poses a substantial challenge because it requires
understanding and interacting with every individual in that group and with all
combinations of members of this group.

Organizational refers to large groups, institutions, and systems. It focuses on
vision and mission and understanding systems, processes, and various cultures.
Innovative and effective leadership at the organizational level requires advanced
Development Perspective. In addition, leadership and followership at the organiza-
tional level requires consideration of the needs and goals of the large group, system,
and culture, rather than on the individual members of the group.

10
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4. Relating the leader-follower framework to the innovative leadership
model

Leader Type: It is important to recognize and understand “who” you are,
“what” you do, “when and where” you do it, and “how” you do it. “Who” you are,
including core values, attitudes, beliefs, and the relevance of your demographics
(including age, gender, physical characteristics) that contribute to your experi-
ences and how others respond to you, is Character in a broad sense. “What” you
do, including role-specific actions and behaviors as well as transcendent behaviors
(including decision making, problem-solving, conflict resolution, emotional intel-
ligence) is Competence. “When and where” you lead (Context) refers to physical,
psychological, social, cultural, and situational aspects. “How” you do it focuses on
Communication, both sending and receiving. Effective leader style (e.g., authentic,
democratic, servant, transactional, transformational) depends and should adapt
based on all of these “C” elements. Effective follower style (e.g., along dimensions
of commitment to the team and mission, alignment with the leader’s vision) also
depends on adapting all four of the “C” elements.

Developmental Maturity: Developmental maturity level influences the breadth
of perspective, mindset, meaning-making capability, and focus both as a leader and
follower. In the early development stages, the focus is on our own, or “Personal,”
growth and expertise. Interactions with other individuals (including team members,
peers, supervisors, patients, etc.) and how to optimize those dyadic relationships are
“Interpersonal.” As leaders and followers expand and increase their developmental
perspectives, they widen their perspectives and interactions and become more effec-
tive working with small groups of people who work together for common goals and
interact at the “Team” level. Broadening developmental maturity to focus on large
groups, organizations, systems, and cultures is required at the “Organizational” level.

Resilience: The extent to which one can adapt to various physical, psychological,
socio-cultural, and economic stressors (Context) and maintain focus and perfor-
mance (i.e., resilience) depends on Character, Competence, and Communication.
Resilience also depends on “Context” — physical, psychological, and social environ-
ments and factors that are inside and outside us, including physical and psycho-
logical well-being, the situations we face, and the extent to which we can adapt,
continue, and grow.

Situational Analysis: This fourth element applies who we are (Character),
what we do (Competence), and how we do it (Communication) in various situ-
ations, influenced by organizational culture and systems. i.e., when and where
(Context).

Leadership Behaviors and Mindsets: The fifth element includes our mindsets
and actions — that is, what (Competence) and how (Communication) — and are
related to who (Character), what (Competence), when and where (Context).

5. Putting it all together

* Innovative leadership and followership are optimized when elements of the
Innovative Leadership Model and the Leader-Follower Framework are under-
stood and applied.

* Innovative leaders and followers develop internal and external self-awareness
of their leader and follower types; stage of developmental maturity; level
of resilience; value of situational analysis; leadership and followership
behaviors.

11



Leadership - New Insights

* Innovative leader and follower development depends on the four “C” elements
of leadership and the four psychosocial levels of interaction.

* Innovative leaders and followers develop mindsets, awareness, and maturity;
behave in ways that reflect these ways of thinking; and update organizational
cultures, systems, and processes to continue evolving. Innovative leaders and
followers are open to novel, new, and creative ways to develop themselves
and others.

* Innovative leaders and followers attend to the development or change of
themselves, their behaviors, the culture, systems, and processes concur-
rently and ensure they continually align all elements during ongoing
changes.

* Leaders and followers evolve in maturity stages throughout the course of
their careers. They learn to behave in ways that optimize effective outcomes,
considering themselves, others, and situations. Each stage of develop-
mental maturity advances the individual’s capacities to deal with VUCA
environments.

6. Conclusions

In the book, Innovative leadership for health care [12], we developed a conceptual
structure for merging the Innovative Leadership Model and the Leader-Follower
Framework to health care. This structure can be applied more broadly to leadership
and followership. The section below summarizes the major points of this structure
relevant to individuals, teams, and organizations.

6.1 Know thyself

Both the Innovative Leadership Model and the Leader-Follower Framework
emphasize the importance of self-awareness. Leader Type refers to core predisposi-
tions and attitudes. Character is more extensive than Leader Type and also includes
physical and psychological makeup. Understanding our Leader Type and Character
allow us to leverage strengths and help guide our development planning. These
concepts also can be used to better understand and develop ourselves and others as
followers and to recognize that there are times and situations when we each should
lead and when we each should follow.

6.2 Develop your capabilities

Developmental Perspective and Maturity refer to psychological and emo-
tional capabilities to influence less defensively, more strategically, more inclu-
sively, and more sustainably. We each need to continually develop our knowledge
and skills - Competence includes role-specific knowledge and skills as well as
and general knowledge and skills that transcend particular roles. Additionally,
Resilience is an ongoing practice that facilitates maintaining balance, energy, and
perspective when adapting to challenges while learning, growing, and persisting.
Combining advanced developmental maturity, a high degree of competence,
and strong resilience allows us to influence our team members (Interpersonal),
Teams, Organizations, and communities powerfully, productively, and
innovatively.
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6.3 Evaluate your influence

Situational Analysis is the process of aligning context and desired results by
evaluating the self, actions, systems, and cultures. Context delves into the situation
deeper by being aware of the physical, psychological, social, and cultural environments
around us. Context occurs across four psychosocial levels: Personal contexts which are
psychological and biological aspects; Interpersonal contexts which are dyadic relation-
ships and interactions; Team contexts which are small groups with common goals; and
Organizational contexts which include larger groups, institutions, and systems.

6.4 Execute your influence

Leader Behaviors are the observable skills and actions (Competence). One
of the most essential behaviors individuals execute to influence outcomes is
Communication. Communication includes sending and receiving information,
verbally and nonverbally, and must emphasize understanding to contribute opti-
mally to achieve goals.

Combining the Innovative Leadership Model and the Leader-Follower
Framework perspectives and their component elements provides new insights for
leader and follower development. Understanding and developing each of these
elements will optimize effective leadership and followership in a wide range of
situations and settings.
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