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Our Partnership Challenges
a select few … 

� Establishing and sustaining mutually beneficial
relationships at a time when distractions are many 

� Recruiting and retaining a workforce that values

partnerships


� Getting, Being, and Staying prepared for every

possible emergency event (i.e., Pan Flu)


How can leaders transform themselves and their organizations toHow can leaders transform themselves and their organizations to addressaddress 
these challenges?these challenges?



Consider Meta-Leadership


�	 Defined as: 
z	 Purpose: Meta-Leaders connect the intentions and the work of 

different organizations or organizational components to achieve a 
shared purpose. 

z	 Process: Working without direct authority they motivate often 
overlooked opportunities to facilitate interaction, encourage 
communication, build confidence, and foster collaboration. 

z	 Outcome: Of significance Meta-Leaders, by virtue of their 
willingness to venture beyond the usual, are able to achieve 
outcomes that would not otherwise be realized. 

Leaders must transcend traditional structures working with a larLeaders must transcend traditional structures working with a larger set of
ger set of 
partners to solve complex problems and achieve greatnesspartners to solve complex problems and achieve greatness…
…



The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 

The 
Event 

The PersonThe Person
of theof the 

MetaMeta--LeaderLeader
The 
Problem 

The 

The 
Context 

Culture 

Lead UpLead Up 

Lead the SiloLead the SiloLead
Lead
Connectivity
Connectivity



The PersonThe Person
of theof the 

MetaMeta--LeaderLeader
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THE MIND, THINKING & ACTION
THE MIND, THINKING & ACTION
OF THE LEADER
OF THE LEADER

REACTING TO PROBLEM OR CRISIS
REACTING TO PROBLEM OR CRISIS

•• Poor InformationPoor Information
Initial reaction can takeInitial reaction can take •• MistakesMistakes
leaders to theleaders to the ““basementbasement””

•• Fear (yours/others)Fear (yours/others)
•• TraumaTrauma
•• FatigueFatigue
•• Lack of ExperienceLack of Experience



THE MIND, THINKING & ACTION
THE MIND, THINKING & ACTION
OF THE LEADER
OF THE LEADER

TAKING COMMAND
TAKING COMMAND

•• StructuresStructures
•• ProceduresProcedures
•• InstructionsInstructions
•• PartnershipsPartnerships

control by implementing protocolscontrol by implementing protocols 
The leader must gainThe leader must gain 



THE MIND, THINKING & ACTION
THE MIND, THINKING & ACTION
OF THE LEADER
OF THE LEADER

GENERATING ACTIONGENERATING ACTION

•• Wide viewWide view
•• Highly rationalHighly rational

•• Not StressedNot Stressed
•• DecisiveDecisive
•• Results obviousResults obviousTheThe ““metameta--leaderleader””

generates a creativegenerates a creative 
connectivity that drives actionconnectivity that drives action 

KEEP IN MINDKEEP IN MIND 
THE PROCESS ISTHE PROCESS IS 

DYNAMICDYNAMIC



ACTIVE AND PASSIVE
ACTIVE AND PASSIVE
LEADERSHIP
LEADERSHIP

PASSIVEPASSIVE ACTIVEACTIVE
Empowers othersEmpowers others Commands/ActsCommands/Acts
WonWon’’t micromanaget micromanage Charts the courseCharts the courseGOODGOOD Methodical progressMethodical progress Thinks ~Thinks ~fast~forwardfast~forward

Ego drivenEgo drivenIndecisiveIndecisive
Alienates subordinatesAlienates subordinatesRisk averseRisk averse
High EmotionsHigh EmotionsBADBAD Seems confusedSeems confused



ACTIVE AND PASSIVE
ACTIVE AND PASSIVE
LEADERSHIP
LEADERSHIP

PASSIVEPASSIVE ACTIVEACTIVE
•• Champion vs. AuthorityChampion vs. Authority

•• Influence vs. ControlInfluence vs. ControlGOODGOOD •• Partner vs. GoPartner vs. Go--itit--Alone MentalityAlone Mentality
•• Awareness vs. IgAwareness vs. I norancegnorance

BADBAD
How do you stay above the line?How do you stay above the line?
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Challenges in Defining the Event:Challenges in Defining the Event:
Failure of ImaginationFailure of Imagination

ScaleScale
Size &
Size & 
Scope
Scope

Substance & NatureSubstance & Nature

Each provides opportunities for powerful partnershipsEach provides opportunities for powerful partnerships……



Challenges in Defining the Event: 
Understand the Escalating Potential 
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1,000 – 100,000+ 

Leadership Pressure 

LOW 

High 

Assess – Diagnose – Isolate – Treat – Manage  

Report – Mobilize Response – Investigate – Prophylaxis 

Communicate to stakeholders and public – enhance 
surveillance & reporting 

Deliver mass intervention – call up reserve 
workforce 

Activate community-wide mass care 
system – manage great loss 

Command and control – vital to 
assure wide area containment 

KatrinaKatrina

SARSSARS

AnthraxAnthrax 
10/0110/01

Pandemic FluPandemic Flu
PartnershipsPartnerships 
are critical asare critical as 

the eventthe event 
escalatesescalates

Manage high volume of data and information 

MORE LESSTime To Solve Problems/Make Decisions 
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The Challenges of Leading Up: 
Organizational/Political 

� All “crisis” events are political in the U.S. 

� Order of Preservation is usually: 
z Leader first 

z Organization second 

z Partnerships last 

� This must change to focus on the cause…! 

What the public wantsWhat the public wants What the public expectsWhat the public expects

FAMILIARITYFAMILIARITY ACCURACYACCURACY
BALANCE
BALANCE



The Challenges of Leading Up 
Consequences for Partnerships when not addressed: 

� Communications across partner organizations lack clarity 

� Organizational commitment is questioned 

� Partner roles become confused 

� Moral suffers across organizations 

� Partnerships jeopardized 

� Finger pointing begins 

What the public getsWhat the public gets What the public perceivesWhat the public perceives

CONFUSIONCONFUSION INCOMPETANCYINCOMPETANCY
IMBALANCE
IMBALANCE



The Challenges of Leading Up 
What Can and Must be Done to Preserve Partnerships: 

� Work with leadership across organizations to create and 
understand roles before the event – exercise these roles 

� Be mindful of the larger set of issues – The noble cause 

� Emphasize shared responsibility and accountability in 
decision-making processes 

� Build and sustain effective communication systems 

� Be courageous! 



Remember the Silo – This is a good thing!


1. Promotes a related set of functions 
2. Controls a related set of workers 
3. Is the sum of all the parts -

Newtonian Systems 
4. Supports a structured/familiar 

Organization 
5. Operates under a defined set of 

principles 
6. Is tied together by a unique culture 
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Three Phases of Leadership/Followership


PHASE I PHASE IIPHASE I PHAS PHASEE II PHASE III
III

Vision & StrategyVision & Strategy Operations & ExecutionOperations & Execution Impact & CQIImpact & CQI

Sees Big Picture
Sees Big Picture

Knows Desired
Knows Desired 
OutcomOutco es
mes

Builds Partnerships
Builds Partnerships
(Strategic)
(Strategic)

Plans
Plans

Executes
Executes

Connect the Pieces
Connect the Pieces

Sustains Partnerships
Sustains Partnerships 
(Tactical)
(Tactical)

Monitors ChangeMonitors Change 

Measures
Measures 
Productivity
Productivity

Assures Systems
Assures Systems 
to Support CQI
to Support CQI

WHERE DO YOU LEAD?WHERE DO YOU LEAD?



                                                                                

Drive the Learning Curve 


PHASE I PHASE IIPHASE I PHAS PHASEE II PHASE III
III

Vision & StrategyVision & Strategy Operations & ExecutionOperations & Execution Impact & CQIImpact & CQI

Leaders drive the learning curve across all three phasesLeaders drive the learning curve across all three phases –– especially during a crisisespecially during a crisis

This is done best when the team is tunedThis is done best when the team is tuned…
…



5 Dysfunctions of Team* - Big and Small 

� Absence of Trust 
z Teams must be comfortable being vulnerable with each other 

z Capable of being open and honest 

� Fear of Conflict 
z Teams must be able to disagree, challenge, and question each other 

z In the end they find ways to master conflict 

� Lack of Commitment 
z Effective teams consider all ideas and opinions of the group 

z Team members may not agree with approach but all are confident in the process 

� Avoidance of Accountability 
z All team members must be recognized as accountable 

z The team leader cannot be the primary source of accountability 

� Inattention to Results 
z To focus on results the team must consider what’s best for the team and not the individuals 

z All energy is then placed on the larger goals 

*Patrick*Patrick LencioniLencioni, Overcoming the Five D, Overcom ysfunctysf ions of a Teamions of , 2005ing the Five D unct  a Team, 2005



Leading Connectivity - Partner 
z Meta-Leaders strive to influence what happens within their organization by 

seeking credibility from others outside their office or organization where 
common goals or a sense of purpose are shared – they lead across the 
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MetaMeta--LeadershipLeadership 

•• Big pictureBig picture
•• MultiMulti--dimensional perspectivedimensional perspective
•• Comfortable with the unfamiliarComfortable with the unfamiliar
•• Recognize cultural valueRecognize cultural value
•• Can integrate diverse goalsCan integrate diverse goals 

COMPLEX ADAPTIVE SYSTEMSCOMPLEX ADAPTIVE SYSTEMS
More than the sum of theMore than the sum of the 

individual partsindividual parts

silos… 



Leading Connectivity Across the Silos 
Dedicate Energy to:Dedicate Energy to:
•• EnablingEnabling STRATEGIC CONNECTIVITYSTRATEGIC CONNECTIVITY –– be curious
be curious

•• Valuing the other organizationValuing the other organization’’s MOTIVATIONs MOTIVATION 

•• Recognizing and Resolving CONFLICTRecognizing and Resolving CONFLICT

•• Taking RISKS and Managing CONSEQUENCESTaking RISKS and Managing CONSEQUENCES 

•• Working with the UNCWorking with the UNCOMFORTABLE or UNFAMILIAROMFORTABLE or UNFAMILIAR

•• Identifying and INTEGRATINGIdentifying and INTEGRATING shared goalsshared goals

•• Guiding the process and focusing on RESULTSGuiding the process and focusing on RESULTS
•• Being Tolerant of and Learning from MISTAKESBeing Tolerant of and Learning from MISTAKES



The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 
Key TakeKey Take AwaysAways::

z The Person as Leader 
1. Know how to get out of (stay out of) the 

basement 

2. Manage your behavior and emotions and be 
aware of those around you 

3. Know how and when to be a good 

passive/active leader




The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 
Key TakeKey Take AwaysAways::

z Know the Event/Environment 
you’re Leading In 
1. Use your imagination to see where the 

event may take you 

2. Understand the escalating potential of 
the event 

3. In each environment, identify 
partnership possibilities and act on 
them 



The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 
Key TakeKey Take AwaysAways::

z Lead the Silo 
1. Drive the learning curve through the 


3 Phases of Leadership 


2. Build and sustain a functional team 

3. Create an environment within your 

silo that values and rewards 

partnerships




The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 
Key TakeKey Take AwaysAways::

z Leading Up 
1. Work with your leaders to understand 


decision roles and responsibilities –

remember they, like you, are a critical 

part of the decision team


2. Establish two-way channels of 

communication with leaders to share 

information – across organizations


3. Help your leaders manage up 

4. Learn to be a good subordinate 



The 5 Dimensions of MetaThe 5 Dimensions of Meta--Leadership
Leadership 
Key TakeKey Take AwaysAways::

z Lead Connectivity: 
1. Work to connect the purposes of 


many organizations to achieve a 

greater good


2. Be the most curious person in 

the room - ask good questions


3. Recognize, manage, and resolve 

conflict


4. Be willing to take risks and 

manage the consequences


5. Recognize when shared goals 

(across organizations) are 

achieved 




Remember: MetaRemember: Meta--Leadership provides a frame of referenceLeadership provides a frame of reference 
to discuss leadership and we need to discuss leadership!to discuss leadership and we need to discuss leadership!
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