80% is Psychology
Deeper Experience - Bigger Impact
Every Wednesday

B2 Yaesuguchi
Kaikan,
1-7-20 Yaesu,
Chuo-ku,
Tokyo, 1030028

19:00 Snacks & Drinks
19:30 - 21:00

Each time a new
inspirational topic to
reflect upon, discuss, and
take away.
Ticket: ¥1,500 (Entrance: ¥2,000, sixtimes card: ¥6000)

mathias sager
School & Advisory
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COURSE 02:
Inspiring Others Across Cultures and
(Self-)Leadership Psychology
Session # 07

Leadership Philosophy
mathias sager –
School & Advisory
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INTRODUCTION
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Objective and Approach
Multi-disciplinary

Inter-generational

Cross-cultural

20% ”Mechanics”
(WHAT)

80% Psychology (HOW, WHY)
Biology

Philosophy

Education

Psychology
Business
Administration

Natural, physical
conditions

Human, mental
control

LEARNING (Human
Behavior)

Art
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Let’s learn for life!

Learning together
•
•
•
•
•
•

Please use easy English
We are a safe learning space
Please ask anything at any time
Serve yourself with drinks and snacks
Break / Toilet
Let’s learn for life!

01: The Psychology of
Learning & Developing a
Growth Mindset
02: Inspiring Others Across
Cultures & (Self-)
Leadership Psychology

Certification
•

Certification is possible upon
request.

03: Developing Human
Capital, Cultural Agility, and
Global Talent Management
5

Let’s learn for life!
October 10, 2018 – November 14, 2018

November 21, 2018 – January 16, 2019

‘The Psychology of Learning
& Developing a Growth
Mindset’

‘Inspiring Others Across
‘Developing Human Capital,
Cultures and (Self-)Leadership Cultural Agility, and Global
Psychology’
Talent Management’

Wednesday, October 10, 2018, 19:00
#01 1/6 The History and Philosophy
of Learning (for Life)
Wednesday, October 17, 2018, 19:00
#02 2/6 Behaviorism, and Animal and
Human Learning
Wednesday, October 24, 2018, 19:00
#03 3/6 Social Learning & Developing
a Growth Mindset
Wednesday, October 31, 2018, 19:00
#04 4/6 Brain and Memory in
Learning
Wednesday, November 7, 2018, 19:00
#05 5/6 Learning and Motivation
Wednesday, November 14, 2018, 19:00
#06 6/6 Learner Profiles and
Strategies

Wednesday, November 21, 2018
#07 1/6 Leadership Philosophy
Wednesday, November 28, 2018
#08 2/6 Leaders and Followers &
Leadership Strategies
Wednesday, December 5, 2018
#09 3/6 Personality and Leadership
Styles
Wednesday, December 12, 2018
#10 4/6 Inspirational Leaders
Wednesday, January 9, 2019
#11 5/6 Leadership, (Cultural) Threats,
and Change
Wednesday, January 16, 2019
#12 6/6 Leadership, Power, and
Influence

January 23, 2018 – February 27, 2019

Wednesday, January 23, 2019
#13 1/6 The Psychology of Talent,
Competencies, and Appraisal
Wednesday, January 30, 2019
#14 2/6 Developing Human Capital:
Success in Learning
Wednesday, February 6, 2019
#15 3/6 Mobility and Cultural Agility
Wednesday, February 13, 2019
#16 4/6 Global Mindset
Wednesday, February 20, 2019
#17 5/6 Global Talent Management
Strategies
Wednesday, February 27, 2019
#18 6/6 Developing Cultural Empathy
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I’m here because …

I love to support positive change!
Background

Experience

- Education Sciences (Bachelor)

- High school teacher

- Information Management (Bachelor)

- IT programmer, project leader (5 years)

- Business Administration (Executive MBA)

- Trainer Leadership and conflict management (4 years)

- Psychology (Diploma).

- Senior Manager at Ernst & Young / EY Shinnihon (8 yrs)
- Founder Platform Cooperativism Japan (PCJ) Consortium
- Visiting Researcher Tokyo University (current)

5.5 years
ago

www.mathias-sager.com

- Online school and advisory (current)

7

Today’s session overview
Introduction
Part 1: Major leadership theories
•
•
•

Definition and scope
Leadership and learning
Leadership theories
•
Trait Theory (Great Man Theory)
•
Behavioral theory
•
Fiedler’s Contingency Model
•
Situational leadership (Hersey-Blanchard model)
•
Dyadic relationship: Leader-member exchange
(LMX) theory
•
Charismatic & visionary theories
•
Transformational leadership

Part 2: Redefining (transformational)
leadership
•
•
•
•
•
•

Transactional vs. Transformational Leadership
Redefining transformational leadership
The participation scale
Justice-based leadership, co-ownership
Leadership vs. Management
Symbology vs. truth
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• Name
• Why are you interested in
(self-)leadership?
• What do you expect from
today/the overall meetup?
Reflection

YOUR EXPECTATIONS
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Part 1

MAJOR LEADERSHIP THEORIES
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Leadership

“Leadership is the process of influencing others to
understand and agree about what needs to be done and
how to do it, and the process of facilitating individual and
collective efforts to accomplish shared objectives.”
(Gary Yukl)
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What is leadership for you?
motivating

inspiring

civic groups

…
engaging

energizing
…

self

…

…

…

others

leadership

management

businesses

…
governments

Servant
Authentic

…
Transformational
Mindful

education

individuals

Who we are
…

Dynamic

Human potential
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Leadership and learning

Leadership and
learning are
indispensable
to each other.

Today a reader,
tomorrow a leader.
– Margaret Fuller

– John F. Kennedy

How much do you read?
… or do you go to 80% is Psychology J
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Common aim of leadership research is to:
(1) establish what factors predict effective leadership
(2) predict what factors contribute to the emergence of leaders
TRAIT THEORY
(1880 – 1940)
BEHAVIORAL THEORIES
(1940 – 1960)

•

Great man theory

•
•

Autocratic, democratic, and laissez-faire
Michigan studies: Employee-centered
versus task oriented
Continuum of leader behaviors

•

SITUATIONAL THEORIES
(1960 – 1980)

•
•

Fiedler’s Contingency Model
Situational leadership (Hersey-Blanchard
model)

DYADIC THEORIES
(1970 – present)

•

Dyadic relationship: Leader-member
exchange (LMX) theory

TRANSFORMATIONAL
LEADERSHIP (1970 – present)

•

Charismatic, & visionary theories

Timeless kindness

Developing smartness

Leadership theories (overview)
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Trait Theory (Great Man Theory)
Great Man Theory

• Leaders are born, not made.
• Approach emphasizing that a person is
born with or without the necessary traits
of leadership.
Reason for celebrity cult:

The ”halo effect”

The impression we get from
people being good in one area is
transmitted to perceptions in other
areas.

Everybody has (if not destroyed) + learnable

à People in powerful/leadership positions
often are (automatically) assumed to have
the necessary leadership traits and skills
15

Behavioral Theory
Behavioral Theories

Behavioral theory

Trait theory

• Specific behavior differentiates leaders
from non-leaders
• Examples:

• Autocratic, democratic, and laissez-faire
• Michigan studies: Employee-centered
versus task oriented
• Continuum of leader behaviors (use of
authority by the manager vs. area of
freedom for subordinates)

Leadership
can be
taught
à Train
people to
be leaders

Leaders
are born,
not made
à Select
the right
people
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Fiedler’s Contingency Model
•
•
•

Assumption: Leader’s style is fixed and can be measured by the Least Preferred Co-Worker
(LPC) questionnaire
Favorable situation = good leader-member relation, highly structured task, high position
power
Task-oriented leaders are more effective in extremely favorable or unfavorable situations

Situational Variables
(good/bad leadermember relations,
high/low ask structure,
position power)

Leadership Styles

Depending on
constellation/
situation

(task- vs. relationshiporiented)

Relationships
between Styles and
Variables

(favorable/unfavorable
according to situation)

www.tools4management.com 17

Situational leadership (Hersey-Blanchard model)
Advantages
•
•

Applicable to many situations and
organizations
Simple to assess and use
Criticism

•
•

teachingthem.com

•

Lack of empirical evidence
Unclear conceptualization of
commitment and competence
Group leadership not considered
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Dyadic relationship: Leader-member exchange (LMX) theory
Follower
characteristics
Consequences

Leader
characteristics

n

:

1

• Size develops from 1-on-1
relationship to team building,
and systems and network
between leader and followers
over time
• Quality of each dyad affects
performance

Exchange of
valuable
resources

LMX

Emotional
support
Contextual
variables
(workplace,
culture)
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Charismatic & visionary theories
The 6 "building blocks" of personal charisma

Self
•
•
•

Emotional expressiveness
Emotional sensitivity
Emotional control

Others
• Social expressiveness
• Social sensitivity
• Social control

“To handle yourself,
use your head;
To handle others, use
your heart.”
- Eleonor Roosevelt

Visionary leadership

Charismatic leaders are skilled in the art of visionary
leadership
à Vision is an attractive, ideal future that inspires and
motivates people to do more
à Visionary leaders speak to the hearts of employees to
be part of something big
à Visionary leadership is considered particularly
effective under conditions of crisis and uncertainty
20

Transformational leadership
ENABLING OTHERS TO ACT
INSPRING A SHARED
VISION
Inspirational motivation.
Inspire followers.

MODELING THE
WAY
Idealized influence.
Purpose driven. Role
model. “Walk the talk.”

Individualized consideration.
People driven. Genuine concern
for the needs of others.

CHALLENGING THE
PROCESS
Intellectual stimulation.
Innovating. Challenges others
to be creative.

ENCOURAGING
THE HEART

Recognizing others’
contribution to the
community
21

Part 2

REDEFINING (TRANSFORMATIONAL) LEADERSHIP
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Contrasting Transformational leadership

changeactivation.com.
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Transactional vs. Transformational Leadership
Transactional

Transformational

Leader’s source of power

Rank, position

Character, competence

Follower reaction

Compliance

Commitment

Time frame

Short term

Long term

Rewards

Pay, promotion, etc.

Pride, self-esteem, etc.

Supervision

Important

Less important

Counseling focus

Evaluation

Development

Where change occurs

Follower behavior

Follower attitude,
values

Where’s “leadership” found

Leader’s behavior

Follower’s heart
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Redefining transformational
leadership

Employee engagement statistics:
• 1/3 engaged
• 1/3 actively disengaged
What do you think needs to change in
your organization?
medium.com/innovateforward
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The Participation scale
• If we want people’s participation, we need to let them economically
participate as well.
• Without real co-ownership, there is no shared responsibility and self-directed
engagement
• Increasing importance of tech resources vs human resources
• Democracy at the workplace
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Justice-based leadership, co-ownership
• Ninety-nine percent of the global wealth is controlled by the top one percent
of richest people. This wealth inequality is accelerating.
• 3.5 billion people live at $2.5 a day. According to UNESCO, every day 22,000
children die because of poverty.
• à Need for ethical leadership

http://www.cesj.org
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Leadership vs. Management (a “black-white comparison”)
1.
2.
3.
4.

Desire for a successful career
Business administration
Hired to maximize RoI
Requiring measurable short-term goals

5. SMART goals
6. Disciplinary authority
7. Creates organizational/market
structures (economy)
8. Complying
9. Replaceable
10. Tell ‘what’ to do

1.
2.
3.
4.

Desire to make a difference
Creation of meaning
Self-guided by intuition
Tolerating not directly measurable longterm goals
5. Dreams, imagination
6. Inspiring voluntary fellowship
7. Creates leadership structures (culture)
8. Revolutionizing
9. Unique
10. Show the ‘why’ and ‘how’
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Symbology vs. truth
1.
2.
3.
4.
5.
6.
7.

Reinforcing and defending
beliefs (symbols)
Telling people why they
can’t bey who they really
are
Legitimization/justification
through the pastPower given to
symbols/rules
Assuring rules, doubting
people
Rigid structures vs
Telling

1. Promoting awareness,
inspiring freedom
2. Encouraging people for selfactualization
3. No judgment
4. Power given to people
5. Doubting rules, assuring
people (faith into one self)
6. Creative human art
7. Listening

(picture: hiddenincatours.com)
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Inspired by teaching of the Toltec culture

12 Takeaways from ‘80% is Psychology’
(Session #7: Leadership Philosophy)
1. Whether in a formal position, at work or in private, our
influence on others is more significant than we think. It may
be your today's courageous example that inspires somebody
else even years later to do the right thing as well.
2. To be a leader means to be a continuous learner, and
learners are readers.
3. While leadership theories as a relatively young science are
becoming 'smarter,' there is also ancient and timeless
leadership wisdom based on 'kindness.’
4. Against persistent myths: Leaders are not born, they are
made.
5. Don’t let you blend by the ‘halo effect’ to conclude that
people being good or powerful in one area might be
consequently amazing in other areas too.
6. Adapt your leadership style according to the situation and
development phase of the people needing direction,
coaching, support, or delegation.

7. While transactional leaders make today better by
rewarding good performance, transformational leaders are
focused on making tomorrow better too.

8. For personal charisma, develop your emotional and
social intelligence. As a visionary leader, learn how to
visualize an attractive and ideal future that inspires others
to follow their heart.
9. A majority of employees is disengaged. Increased
participation is required to move beyond consumer
behavior. Only with emotional and economic coownership will people assume more
responsibility/accountability.
10. The administration of existing businesses often leaves
little room for leadership that involves the creation of
new meaning and change. Differentiate a position-based
management career requiring short-term profitability
goals versus a self-guided leadership desire to make a
difference beyond market considerations in the longterm. You always can be a leader!
11. Always re-evaluate your beliefs in symbols and rules,
don’t assume, don’t judge, and listen to people for who
they truly are. That’s how you can empower yourself and
others to become more free, understanding, and creative.
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Q&A
Thank you!

Copyright. All rights reserved 2018

www.mathias-sager.com

Next:
On Amazon and Udemy

Wednesday, Nov. 14, 2018, 19:00
- #08 2/6 Leaders and Followers &
Leadership Strategies
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