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Quiet Leadership

“In a world when effective
communication and setting a vision is
not all about demanding attention in
the room or making dynamic
speeches, I think there is more space
to consider and understand the ‘quiet
leader’.”
Thus began my fascination with leaders who are
more introvert than extrovert. Typically, in the
western cultures we like our leaders to be
charismatic, energetic and enthusiastic; more the
extrovert style. But in a world when effective
communication and setting a vision is not all about
demanding attention in the room or making dynamic
speeches, I think there is more space to consider and
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A number of years ago, somebody recommended I
read the autobiography of Eleanor Roosevelt, First
Lady to President Franklin D. Roosevelt. I was
originally reading the book as part of a speed reading
course, but got so enthralled with this lady, that I
read every single word of the book, and have
subsequently re-read it. Eleanor became one of my
heroes. She was an introvert and in my eyes was one
of the most amazing leaders I have ever studied.
Firstly because she was the strength behind Franklin,
making many public appearances on his behalf
because of his ill health; secondly because, upon
Franklin’s death, Eleanor came to the forefront in her
own right with her human rights work and by being
an amazing role-model for people across the world in
an era of significant world change (1945 to 1962).

understand the ‘quiet leader’.
When coaching, I am often
working with senior leaders
who are given feedback that
they need to be more
forceful,
go-ahead
and
engaging; but this is not a
natural style for an introvert.
As a result they are often
passed over for leadership
positions even if they have an
excellent track record as a leader and for getting the
job done. Besides working with them on how they
develop their leadership in a way that balances their

Book Review
Triggers
By Marshall Goldsmith
In this book, Marshall Goldsmith discusses the psychological and emotional triggers that can often set
off a negative reaction or behaviour. He explores
how to recognise these triggers to help control negative responses and presents how to introduce a
behavioural change by asking engaging and active
questions.
The stories, concepts and
wisdom in the book are excellent, offering support to
anyone who wants to operate
at a much higher level. I
found the sections on asking
and recording the answers to
self-reflective questions particularly useful because you
are able to tailor the questions to your own circumstances and keep a record of
your progress to improve
personal performance.
Goldsmith has again written a book that is very useful for coaches, leaders and people who want to
learn to become the person they want to be.
Triggers can give you the self-awareness you need
to create your own world instead of being created
by the world around you.
By Laura Robertshaw
Values Based Leadership
Publisher: Profile Books

values and natural style with
the external pressure to
‘perform’, I often recommend
they watch an excellent TED
Talk by Susan Cain called
‘Quiet - The Power of
Introverts’.
The Talk has
received more than 12 million
views, so there seems to be a
lot of introverts out there
wanting to learn how to
exercise their power; and perhaps some extroverts
who are seeking to understand the quiet ones
around them. In the video Susan talks about the
world being designed for extroverts through our
education programmes and the way our
organisations are set up. But introverts – our quiet
leaders – develop their creativity and leadership by
doing what comes naturally to them. They need
quiet. They need time to reflect. It is not about
being shy, more about how introverts get their
energy from within themselves and use that energy
in a quiet way to make good decisions and work out
how best to develop a coherent strategy. The more
freedom we give introverts to be themselves the
more likely they are to be creative and able to solve
the problems of the world. How do we do this?
Cain talks about three calls to action:

Stop the madness of constant group work.
This is already happening. The recent developments
in technology have increased the scope for people to
telecommute and the option to move away from a
collective working environment. This works well for
introverts and makes them more productive, so use
the technological revolution to your advantage
where you can. From my personal experience,
introverted leaders are using the different working
styles technology has afforded to their advantage.
With many organisations, the boss doesn’t need to
see a good employee sat in front of him or her to be
convinced that they are working. This gives
introverts the opportunity to store their energy and
only use it in a more outward fashion when there is
an absolute need, such as a presentation to the
Board or in necessary team meetings.

Go

to

the

wilderness

and

unplug.

Time to reflect is important for all of us. Again, we
can find sanctuary in thinking, listening to music,
running, doing yoga or just walking the dog. These
pastimes have even become quite popular recently.
So introverts can take advantage of this being ‘on
trend’ without seeming like they are being too
reclusive.

Take a good look in your suitcase and ask
yourself why it’s contents are there.
Towards the end of her Talk, Cain talks about the
metaphorical suitcase as holding items that we
carry around with us. Whatever you ‘carry’ it’s
important to keep your suitcase simple and decluttered to get to the heart of good decisionmaking. This can be applied to all aspects of life, not
just the world of work. Again, it is often perceived
as a positive leadership skill to ‘keep things simple’
with clear messages and a straightforward vision
for the future.
Since gaining worldwide recognition for her TED
talk and her book Quiet: The Power of Introverts in a
World That Can't Stop Talking, Susan Cain has gone
on to develop the Quiet Leadership Institution,
(QLI), designed to help the quiet leaders to develop
skills to communicate and use their energy in a way
that works for them and which gives them enough
energy left over for critical or creative thinking.

“The more freedom we give
introverts to be themselves the more
likely they are to be creative and able
to solve the problems of the world.”
QLI also helps organisations to understand how
best to create the right environment in which
introverted leaders can thrive. For me, this is the
key. When we do our psychometric assessments of
our people, we can determine who gains energy
from the wider world and who focuses more on the
inner world. It is relatively easy to create the
stimulation for our extroverts to flourish because it
is generally in their nature to be more vocal about
what works for them. For introverts it is less
obvious what they need because essentially what
they need is quiet. So we need to work out how we
enable them to flourish and perform.
Karen Frost
Teaching introverts how to communicate
effectively to extroverts is a starting
point, but there are lots of other areas
to think about; like, for example, how to
create quiet spaces for open office
plans, or how to participate in small
talk without feeling uncomfortable.
If you are a quiet leader, or perhaps
recognise someone around you as a
quiet leader, I recommend watching
Susan Cain’s TED Talk as well as reading her book. I
find it pleasing and exciting that in a world of high
energy, fast communication and stimulation

overload there is a quiet revolution happening. A
revolution, where people are not saying, ‘you need
to be more outgoing if you want to be successful
around here’; a revolution where it is OK to be quiet
if that is your natural style and it is absolutely an
acceptable style to become a successful leader.
By Karen Frost
Director of Coaching Values Based Leadership

Book Review
The 2020 Workplace: How Innovative
Companies Attract, Develop, and Keep
Tomorrow's Employees Today
By Jeanne C. Meister and Karie
Willyerd
Originally published in 2010, Meister and Willyerd’s
book first describes why the workplace will be different by 2020. Even though, in 2015, we are half
way to 2020 from when the book was first published, the reasons for why the workplace is going to
be different, such as technological advancement and
shifts in demographics, are
still applicable.
Part 2 of the book provides examples of how
companies are now proactively addressing those
shifts, such as how Cisco
are using mentoring and
leadership development.
Something which made
this book stand out for me,
though, is that, as well as
relying on case studies of
current organisations, Meister and Willyerd also
undertook their own research which involved the
study of over 2000 employees from around the
world. This research, coupled with the detailed interviews and case studies from featured organisations, makes for a book which could easily and practically be applied within any organisation looking to
prepare for the workplace of the future.
Reviewed by Stephanie Small
Values Based Leadership
Publisher: HarperBusiness

Managing Telecommuting
Employees
In a world where many organisations have expanded
globally, telecommuting can be an obvious route to
explore, especially when advancements in technology
mean it is now much easier to surpass geographical
restraints and allow a virtual presence within a working environment. In particular, those who commute a
large distance, working parents or those caring for
elderly relatives find the flexibility of telecommuting
an attractive reason to stay with an organisation; encouraged by the opportunity of blending both career
advancement with invaluable time spent with their
family. In addition to the benefits for the employee,
there are also significant benefits for the organisations they work for. For example, the flexibility of telecommuting will encourage talented employees to stay
and progress within the organisation; productivity is
likely to increase if an employee’s motivation for their
job is boosted;
women may be
encouraged back
into work following
maternity
leave if given the
opportunity
to
work from home,
even if it’s part
time. There are
also benefits from
an environmental
perspective as there is significant research which suggests more telecommuting would considerably reduce
greenhouse gases. In fact, according to research by
Global Workplace Analytics in 2012, 50 million employees in the USA had jobs that were teleworkcompatible. Based on these figures, Global Workplace
Analytics claim that if all those employees were to
work from home 2.4 days a week for a year, the reduction in greenhouse gases would be around 51 million
tons and ‘would be equivalent to taking the entire
New York workforce off the roads’. From an economical perspective, the same report from Global Workplace Analytics calculated that ‘a typical business
would save $11,000 per person per year’ and ‘the telecommuters would save between $2,000 and $7,000 a
year’. So the benefits for both employer and employee
are potentially considerable.
More and more organisations are recognising these
benefits and are taking advantage of telecommuting
and the technology that affords this option. Often

leading the way and inspiring other industries are
large technology or IT organisations who frequently
promote a “work-from-home policy”. One such organisation is Automattic - best known for WordPress.com.
Whilst they have a handful of employees that work
from their San Francisco head office, the rest of their
employees telecommute from 170 cities worldwide.
Automattic’s CEO Matt Mullenweg says of this telecommuting policy, "It allows you to get the best and
brightest people in the world".
It was surprising then that, in 2013, Yahoo’s CEO
Marissa Mayer decided to end the Yahoo work-fromhome policy. What was perhaps unsurprising was that
she was met with wide-spread criticism. Most publically, criticism came from Richard Branson of Virgin
who commented, "This seems a backwards step in an
age when remote working is easier and more effective
than ever" – a
justified
response when
you consider
he mostly manages
Virgin
from his home
on Necker Island in the Caribbean.
Mayer justified
her decision by
stating, "people are more productive when they're
alone," whilst stressing "but they're more collaborative and innovative when they're together.” If this is
true of Yahoo employees, Mayer’s decision to ban
working from home could well be her way of addressing insufficient collaboration and innovation with a
short term solution. However, it is worth exploring if
there are there ways to manage telecommuters in a
way that fosters innovation and collaboration without
the need for all team members to be physically present in one office.
Based on our experience of managing telecommuting
employees successfully, we have identified three areas which, when managed effectively, can ensure you
get the most out of telecommuting employees:
Trust – Team performance is built on the foundations
of mutual trust, respect and support (see Model 1).
For telecommuting to be successful there needs to be
a high level of trust between the telecommuter and

their manager because the telecommuter is being
asked to effectively manage their time and themselves. If a telecommuter has it communicated to them
that their manager is putting their trust in them to
fulfil their job responsibilities it shows them that their
manager trusts and respects their work ethic. In turn
the telecommuter will feel motivated and will likely
have an increased sense of loyalty to the organisation.
It may be that the telecommuter’s normal working
hours are interrupted by the daily goings on in their
home, however, when the trust between telecommuter and manager is strong, the telecommuter will feel
their work life balance is supported and will make up
the time outside of normal working hours to ensure
their workload is completed.
Model 1

Communication – Communication is vital - both before the telecommuting programme begins as well as
once it is in place. It is important to set out the objectives and expectations of the telecommuting programme for both the telecommuter and their manager
to ensure the expectations of both parties are communicated and accepted. This should help avoid confusion or conflict in the future.
Once the programme has started, the telecommuter
still needs to feel part of the team so that there is a
continued sense of inclusivity. Their manager also
needs to feel that the telecommuter is contributing as
much to the team as they need. One way to address
these two points is to connect regularly through any
video conferencing system which allows face to face
conversations and allows the telecommuter, manager
and team to connect. Another option to explore is
communicating through an instant messaging system
- ideally via a secure internal platform - which allows
for the possibility of constant communication.
Although perhaps a generalisation, Marissa Mayer’s
point that people are more collaborative and innovative when they are in the same room together is a
good one. So it is good practice to schedule for tele-

commuters to be in the office at regular intervals to
refresh collaboration and innovation within the team.
This will also help show that a telecommuting employee is still very much part of the team and combining days in the office with regular video conference
contact can ensure that a telecommuter does not become out of sight, out of mind.
Review – As a manager, you should plan to frequently
review the structure of the telecommuting programme from the outset. If the telecommuter is part
of a team, then be sure to collect the team’s views on
how successful the telecommuting programme has
been ahead of review meetings. The success of the
telecommuting programme may depend on the type
of person the telecommuter is; for example, an introverted person, who likely prefers their own space and
draws energy predominately from within, might excel
within a telecommuting programme because it creates
an isolation of sorts. Extroverts tend to need a more
regular connection with others and may lose energy
when telecommuting. This is not to say that extroverts
cannot effectively telecommute but that, as a manager,
you may have to consider how you manage different
types of people – just as you would if they were in the
office. With extroverts, for example, you might have
an increased regularity of video conference conversations or more of a balance of days in the office to telecommuting days. Steps like this can give an extrovert
access to the benefits of telecommuting without it becoming detrimental to your organisation.
Frequently scheduling in review meetings will help to
manage the programme, but honesty as part of these
reviews is paramount. If it’s not working for the team,
the manager or the organisation, then the manager
needs to have the courage to communicate this to the
telecommuter with clear reasons and examples which
demonstrate why the telecommuting programme is
not working. The review time can then be use to either renegotiate the terms of the telecommuting programme, or, if necessary, remove it.
As a final thought, it is important to note that being
selective about who telecommutes is ok. It is certainly
not a benefit that should be automatically offered to
everyone; after all, if a manager doesn’t trust one of
his team to deliver within an office environment then
it is unlikely they will trust them to telecommute effectively. For this reason it is worth considering having a policy in place which demonstrates that telecommuting is a privilege not a right and that any employee offered a telecommuting programme will be offered it based on well-reasoned legitimate business
criteria.

By Stephanie Small and Sinéad Ferron-Moody
Values Based Leadership

Engaging All Generations
By Karen Frost and Stephanie Small
If you stop and think about it, we currently have five generations of people in our workforce. The needs and aspirations of each generation differ significantly, and with
development of both technology and learning over the
past 20 years, a hierarchical structure based on age is no
longer always relevant or practical. It is now common
practice to have managers managing individuals older
than they are. So what does this mean for us and how do
we engage everyone?
The five generations are:
iGen, aka Generation Z: born 1996 and after
Millennials, aka Generation Y: born 1977 to 1995
Generation X: born 1965 to 1976
Baby Boomers: born 1946 to 1964
Traditionalists/Matures: born 1945 and before

“Taking the time to get to know people
individually will also help you
appreciate how their generational
position affects their priorities.”
The ‘Matures’, are comfortable with hierarchy and are
influenced by the traditional military model. They generally expect to be in one job for the majority of their working life and expect that success leads to a promotion.
The ‘Baby Boomers’ are known for being workaholics
and still retain the idea that hierarchy is the norm. Although they may both love it and hate it, they still work to
authority. They hold high ethical values, working for the
family and being part of a team.
Generation X are those members of our workforce who
were the first generation where both their parents were
likely to have worked. They tend to have loyalty to people rather than the organisation. They are more comfortable with change and regard success more in terms of
lifestyle than getting that next promotion.
Millennials often referred to as Generation Y’s are the
first generation that has grown up with technology
around them from an early age. Everything is personalised to them, from their mobile devices to their learning.
They are often great networkers with a highly developed

set of values that they can express. They also often work
to fund their hobbies, rather than to get promotion.
iGens or Generations Zs have started to enter the workforce over the past two to three years. They are the first
generation to grow up in an era of the smartphone and
likely do not remember a time before social media. They
have the means to receive and distribute information
instantly and this somewhat unlimited access means they
are very aware of living in a time of global conflict. The
effect of this is a generation who are fast-paced, hardworking, conscientious but also a little anxious and mindful of the future.
So what does having five generations in the workforce
mean for business? Businesses need all these generations. Our jobs as managers is to ensure we engage all the
generations within our organisations and gain the maximum potential out of each and every person we employ.
So how can this be done?

1. Know the Individual
The information about each generation, detailed above, is
useful to know, but shouldn’t be used as an iron-cast
mould for every individual. The people you manage are
just that – individuals. And they should be treated as
such. Good managers take the time to get to know each
member of their team. They don’t assume, for example,
that Baby Boomers struggle with technology or that
young Millennials lack the experiential skills to become
great leaders.

“These programmes can really help to
extend a variety of skills throughout
your organisation by allowing
generational knowledge to be accessed
by each employee.”
Taking the time to get to know people individually will
also help you appreciate how their generational position
affects their priorities; for example, younger generations
who are perhaps less likely to have responsibilities and
dependants outside of work will value the opportunity to
receive training because they are excited at the prospect
of new experiences. Older generations, such as the Traditionalists or older Baby Boomers are more likely to
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value opportunities to have more of a work/life balance
as they head towards retirement. Likewise, the middle
generations, who often have responsibilities such as a
family and/or a mortgage, will value flexibility, whilst
also appreciating opportunities for promotion or financial gain. Taking the time to find out about each of your
team’s lives can pay dividends; as Peter Cappelli, professor of management at the Wharton School, says,
“Understanding the characteristics around these predictable life paths will help you figure out how best to [divvy
up] work assignments and also the best ways to manage
and motivate your team.”

ing programme. These programmes can really help to
extend a variety of skills throughout your organisation by
allowing generational knowledge to be accessed by each
employee. For example; experienced employees, perhaps
from older generations, may have knowledge to offer in
the way of life skills. Their years in the work force may
have helped them manage conflict in the work place – a
skill that can be coached to an employee from a younger
generation. In return, an employee from a younger generation who will likely have vast technological experience –
particularly with social media – can educate a fellow employee about the benefits of using technology to their
advantage.

2. Build Relationships

This approach can ensure that employees feel valued by
their organisation and can create a sense of loyalty if employees feel that the organisation has made time to invest
in a mentoring programme. There are benefits too when
considering talent retention. Not only will crossgenerational mentoring nurture and develop future leaders; there is also the potential to retain female talent. By
having a mentor within the organisation who appreciates
their skills, women may be more encouraged to progress
within the organisation and the networking opportunities a mentor can provide may also help them rise up to
managerial or directorial roles. In addition, for those
women who do choose to have children, having a mentor
before and after maternity leave may help them to plan
and maintain their career both before and after their maternity leave.

As I mentioned earlier, it is now much more common for
employees to be managing someone older than them.
Something that works well with this hierarchical shift is
to encourage a partnership between yourself and those
you manage. Older generations will feel involved and appreciated if they are listened to, even if a final decision
isn’t entirely in line with their advice. This approach can
also be effective if you are managing generations younger
than you – particularly Millennials and iGens. A good
amount of people from these generations will have recently moved into employment from educational institutions. The collaboration and engagement of a partnership
will mimic the higher educational environment where
discussion is encouraged and will help these employees
transition into the workplace in a way that showcases the
best of their abilities and skills.

By applying advice from the three points above, managers and organisations will start to see the benefit of having a spread of generations in their workforce. With significant changes in working patterns, style and approach;
businesses who do not take time to understand and accommodate cross-generational engagement will find
themselves in the shallow end of the talent pool.

3. Cross-generational Mentoring
In this issue of Voice we have reviewed The 2020 Workplace and it’s Co-author, Jeanne C. Meister, says this; “It’s
your job to help your employees recognize that they each
have distinct sets of skills and different things they bring
to the table”. One way to reveal, recognise and utilise
these skills is to implement a cross-generational mentor-

Final Thoughts
“Sometimes it is the people who no one imagines anything of who do the things that no one can imagine.”
- The Imitation Game
“…I also believe that introversion is my greatest strength. I have such a strong inner life that I’m never bored and
only occasionally lonely. No matter what mayhem is happening around me, I know I can always turn inward.”
- Susan Cain
“You must be the change you wish to see in the world.”
- Mahatma Gandhi
“To improve is to change; to be perfect is to change often.”
- Winston Churchill
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