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Survival Guide for Leaders: By Heifetz and Linsky
Introduction: 

The article mainly talks about the risks which a leader faces while taking an organization through a difficult but necessary change. The organization transforms and people might have to sacrifice their daily habits, loyalties, ways of thinking etc. The “survival guide” is for leaders who tread the dangerous path of adaptive change. It has 2 parts: 

1. Outward looking approach: Gives tactical advice against people inside the organization who might push the leader aside before the change is completed.

2. Inward looking approach: Focuses on leader’s human needs and vulnerability and keeps the leader from bringing himself down.
A hostile environment: When status quo is upset, people feel a sense of loss, dashed expectations, incompetence etc. And thus might resist change or eliminate visible agent. 

Solution: Operate in and above the fray: Leader should improvise and respond as events unfold. Needs to see what is happening to the plan today and how it affects tomorrow. Take a step back and look at the bigger picture. While seeking inputs, leader should be aware of hidden agendas. One needs to learn by observing not only actions of others, but also their own and be objective about the same.
Court the uncommitted: 
· Recruit partners who protect the leader from attacks and point out fatal flaws in strategy or initiative. 
· Keep the opponents close to know what they think. This helps thwart potential threats and borrow their ideas to improve plans.
· Show the uncommitted that the leader understands the loss one is asking them to accept. To diffuse resistance, practice what you preach. Also, accept responsibility for the current problems of the organization to neutralize potential opposition. 
Cook the conflict:

· Manage the conflict in such a way that diminishes their destructive potential and constructively harnesses their energy. 

· Create a secure place where the conflict can bubble up – protected physical place, off site location, set of rules and processes, history of organization etc.  
· Control the temperature so the conflict doesn’t boil over – Monitor organization’ tolerance level and regulate temperature accordingly. Create distress that boosts incentive for change. Balance it with counter productive turmoil.
· Aim: “Productive range of distress” - Keep the heat high enough to motivate people but low enough to prevent disastrous explosion.
Place the work where it belongs: 

· As a leader, transfer work and problem solving to others. There is a limit to leader’s problem solving capacity. Any sub-standard action will only create short term relief but the problem will not go away. 

· An unsuccessful attempt to solve the problem also hurts the pride and sense of competence of a leader. Thus, it is important to transfer the problem where it is best solved. 
· Leader is expected to solve all fundamental problems: get in there and fix things. One needs to challenge employee’s expectations. 

Dangers Within:

· Emotional, physical and intellectual challenges of leadership are fierce. Leader needs to recognize that he/she is not infallible. Leader needs to step into inner chamber of being and assess the tolls that the challenges are taking. 
Manage your hungers:

· A stressful situation can exaggerate normal level need, amplify desires and overwhelm self discipline. Dangerous hungers are desire for control and desire for importance. 
· Desire for control: To maintain control, means turning disorder into order. There is a trade off between maintaining order and keeping right levels of distress to mobilize progress. Leader needs to recognize both and maintain a fine balance. 

· Desire for importance: Excess of importance leads to an inflated view of the leader and the initiative, which leads to self deception. Also, it encourages dependency which can be detrimental for the group and the leader. Followers eventually discover the leader’s shortcomings and this may turn to contempt. 
Anchor yourself:

· Establish a safe harbor to reflect previous actions, repair psychological damage, renew emotional resource and recalibrate moral compass.

· Get a confidant to have an open conversation without the fear of being judged or betrayed. He/she boosts leader’s confidence when down and pulls them back to earth when they take praise too seriously. 
· Distinguish between personal self and personal role of the leader. Attacks by co-workers are targeted to the roles as it affects people’s lives. Criticism is usually about the issue. 
· ‘Personal’ attacks taken personally may precipitate downfall.     
