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Overview 

The intent of this course is to stimulate thought, reflection, and discussion around some of 

the key concepts that help develop leadership.  

 

Applying those concepts and techniques will then enhance and enable leadership 

development both individually and collectively. 

 

The recommendation is that every 4-6 weeks utilise reflection time to look/think back over 

what you have learned/applied. Unpack, reflect, and discuss with a mentor /coach. 

 

From that session, 1-2 specific actions will be taken away from the discussion and those 

actions will be added to your “leadership toolkit” until the next session. At that point, a 

further discussion and reflection on how effective those techniques were and adapted 

accordingly. 

 

There are no set timeframes for the completion of this course as it is a self-paced, partly 

formalized mentoring guide focused on qualitive outcomes, positive habit-forming 

behaviours and self-development to enhance yourself as an effective and authentic leader.  

 

This course is designed to be interactive, thought provoking. It includes lessons to watch, 

hear, listen, discuss and apply. 

 

There are designated places to take notes, capture your key points and assess the lesson. 
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It is initially designed to be accompanied with the mentoring sessions but can still be done 

effectively in a self-paced format/environment. 

 

Leaderships is about thinking differently, approaching things differently. It is often 

misunderstood in terms of its scope, relevance and its benefits. 

 

The reality is that we are all Leaders, everything we say, do, do not say and don’t do sends 

a message to others.  Whether it be to our family, our workmates, our friends, or people we 

run into, we have the ability to be an example of what we want to see in others. This is 

influence and enables us to make a positive and intentional difference to others. 

 

The course pulls together concepts that are tried and tested, rooted in science and 

psychology and based on principles which consistently form the key building blocks of 

great leaders. 

 

The purpose of this course is to harness that 30 years of experience and skills with a view 

to partner with leaders, managers, organisations from all walks of life and pass on the 

proven techniques that has been so effective in my journey. 

 

John Mazlin 
 
Founder Lighthouse LeaderShips 

 

 

 

“Managers create followers, but leaders create more leaders”. 
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Leadership Lessons 

Let us begin… 

Watch the video below from Preston Smiles titled ‘Leadership Lessons From Geese’! 

 

 

Video 1: 

“Leadership Lessons From Geese”. 
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Discuss & notate key takeout’s. 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leadership – ‘Why’ 

Transform your thinking by exploring how the brain works and how communicating from a 

different viewpoint can be so much more effective.  

Watch the video below from Simon Sinek titled ‘How Great Leaders Inspire Actions’. 

 

 

Video 2: 

“How Great Leaders Inspire Actions”. 
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Notate Key Takeout’s 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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Leadership Foundations 

 

1 – Leaders Set The Direction 

 

Once upon a time, a group of soldiers became lost in the Alps. They were hungry and 

disoriented. They argued about which way to go, but in the fading light every peak looked 

the same. The soldiers had no chance of surviving the night in the freezing temperatures. 

Suddenly, a miracle. 

One of them found a map sewn into the lining of his kitbag. He plotted a route, and marched 

them briskly back to base. Later, when they were warm and well fed, the soldier looked 

closer at his map. It actually was of the Pyrenees – hundreds of miles away. 

It’s like the old saying – when you’re lost, any old map will do. 

 

Take-away: Leadership entails vision. Otherwise where are you leading people to? If you 

don’t know where you want to go to – and if you can’t communicate that direction effectively 

– then you have no right to ask people to join you on the journey. 
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2 – Great Leaders Let People Get On With It 

 

Bad leaders like to ‘shake the pan’. 

You see this a lot on TV cooking shows. The producer tells the chef to keeping shuffling the 

risotto around the pan. It’s more fun to watch, but apparently, it’s not always the best way 

to cook. 

To top chefs, learning when to leave food alone – when to resist the temptation to flip the 

steak – is as important as learning when to manipulate it. It’s the same for leaders. Great 

leaders know when to stir things up and when to let it simmer. 

 

Reflection Notes 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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3 – Leaders Hire The Right People 

 
 
One thing a lot of people miss: being a great leader starts before your team even start 

work. Publishing magnate Felix Dennis used to say: never seek a replica of yourself to 

delegate to, or to promote. 

 

Apparently, it’s a common error in leaders. You have strengths and you have weaknesses 

in your own character – so it makes no sense to increase those strengths your 

organization already possesses and not address the weaknesses. 

 

Ad man David Ogilvy was also a big proponent of only ever hiring people who were smarter 

than them. He kept a set of Russian nesting dolls and would place sets around his offices to 

illustrate a point: “If each of us hires people who are smaller than we are, we shall become 

a company of dwarfs. But if each of us hires people who are bigger than we are, we shall 

become a company of giants.” 

 

I hear they are still dotted around Ogilvy offices today. 

 

Take-away: Consistently hiring people who are smarter than yourself could be the greatest 

legacy you leave. 
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4 – Leaders Understand What Really Motivates Staff 

 

Restaurateur Danny Meyer says that he learned about managing employees from working 

on John Anderson’s 1980 presidential campaign. 

 

“Learning to manage volunteers – to whom, absent a pay-check, ideas and ideals were the 

only currency – taught me to view all employees essentially as volunteers” he writes in his 

book, Setting the Table. 

 

“Today, even with compensation as a motivator, I know that anyone who works for my 

company chooses to do so because of what we stand for.” 

 

Take-away: As a leader it’s up to you to provide solid reasons for your employees to want 

to work for you – a sense of meaning and purpose – over and beyond their pay-check 
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Reflection Notes 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leadership Next Steps 

 

 

 

 

 

 

 
How Does This Affect Our Approach? 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leadership Reflection 

 

Take some time now to reflect on what you have learned over the last few months. A good 

habit to get into at the end of each week is to reflect back on the week that was and make a 

few notes on the key challenges & wins that occurred. This will form memorials of your 

development milestones. 
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Reflection Notes 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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________________________________________________________________ 



Mastering Leadership Level 3 

18 | P a g e  
 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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Leadership Conversations 

 

 

 

 

 

 

 

Reflect On This Statement: 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Reflect On Courageous Conversations – How Can You Apply This? 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leading Culture 

 

Next, we delve into the “Fish Culture”. What type of culture do you want to create in your 

workplace? Is it toxic or a place where employees can be inspired and deliver their best 

results? Watch the following videos to transform your workplace and create a “Fish 

Culture”. 

Video 3: 

“Fish Philosophy”. 

 

 

 

 

 

 

 

 

 

 

 

 

The Fish Philosophy incorporates 4 principles that are essential to a healthy workplace! 

1. BE THERE      2. PLAY 

3. MAKE THEIR DAY    4. CHOOSE YOUR ATTITUDE 
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We now look at a real-life example of how leadership can have a huge impact on any 

business. This case study will look at Seattle’s world famous ‘Pike Place Fish Markets’  

 

Video 4: 

“Management By Inspiration”. 
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Key Takeout’s From Video 3 & 4 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 



Mastering Leadership Level 3 

24 | P a g e  
 

 

 

Think About This Quote. Are You A Leader Or A Boss? 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leadership Thoughts 

 

When you first look for a leadership position, the range of skills required can seem 

daunting. There is, however, general agreement among leaders that certain skills are more 

important than others. 

These, then, are the skills that you need to develop first if you aspire to become a leader—

and more importantly, wish to be an effective leader. 
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This page explains which skills we believe are the most important for leaders. It also points 

you towards more pages that can help you to develop those skills quickly and effectively. 

 

The first four skills are personal skills, about your attitude to yourself and the way that you 

behave on a personal level. 

 

They are, as much as anything, about your belief system. 

 

1. Self-Confidence and a Positive Attitude 

Leadership starts with yourself. 

You cannot expect other people to believe in you if you do not believe in yourself. 

 

This does not mean a blind belief in your omnipotence, in the face of evidence, but rather an 

acceptance of yourself, and a confidence that you know what to do to get the job done, 

including through others. 

 

It is also important for leaders to show a positive and can-do attitude. Positive thinking—or 

the belief that you can achieve things if you believe it is possible—may sound soft and fluffy, 

but it is a scientifically-documented and powerful technique for achieving success. 
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2. Personal Motivation and Drive 

Good leaders have good self-motivation: they have a personal sense of drive, and the skills 

needed to push changes and actions forward. 

 

Self-motivation is one of the key areas of emotional intelligence, the ability to understand 

and use your own and others’ emotions to achieve. It consists of four elements: 

 

Drive, the desire to achieve or improve. 

Commitment to goals. 

Initiative, or willingness to act on opportunities; and 

Optimism, the ability to continue in the face of setbacks. 

There is more about this essential leadership skill in our page on Self-Motivation. 
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3. Integrity and Honesty 

The third area of personal leadership skills is acting with integrity. This, too, is part of 

emotional intelligence, and encompasses trustworthiness, conscientiousness, and 

reliability. 

 

Those who act with integrity act in accordance with strong moral principles. 

 

They have a strong ‘moral compass’, and this guides them to act in ways that are generally 

agreed to be fair and just. They can be relied on to keep their word and are conscientious 

about delivering on their promises. When they make a commitment, they stick to it. 

The ‘Does my bum look big in this?’ question. 

 

Honest does not mean hurtful. 

 

There are ways to give honest feedback, even about truly bad performances, that are 

constructive and helpful, and will be clearly heard. 

 

They do not include giving the organisational equivalent of ‘yes’ in response to ‘Does my 

bum look big in this?’. This can only result in someone being hurt. 
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4. Flexibility 

Change is a constant in organisational life. Good leaders need to accept it as a given and be 

able to manage change on a personal basis. 

 

The key to doing so is to be able to accept uncertainty more readily. The serenity prayer—

which asks for the serenity to accept the things we cannot change, the courage to change 

those we can, and the wisdom to know the difference—offers one possible approach to this. 

 

 

Good leaders also need to be able to help their organisation and team to prepare for 

change. They must be skilled in creating and communicating a clear personal vision and 

driving forward the necessary changes at organisation level. 
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Reflect On The Leadership Thoughts Lesson. What Are The Key Takeout’s? 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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________________________________________________________________
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Leadership Thoughts Continued 

 

Read the following quotes and reflect on how you can apply these principals into your 

workplace or business. 

 

Key Takeout’s 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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________________________________________________________________

________________________________________________________________

________________________________________________________________
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________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________
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Mastering Leadership Level 3 

35 | P a g e  
 

Reflect On These Quotes & Notate Key Takeout’s 

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________

________________________________________________________________ 
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Leadership Story 

 

The Leadership Journey 

by  

Leonard D. Schaeffer 

From the Magazine (October 2002)  

Monday, February 10, 1986 was my first day as chief executive of Blue Cross of California. At a 

welcoming reception, the company presented me with a sculpture, nearly five feet tall, of a 

cross carved from blue ice and artistically decorated with succulent pink prawns.  

The thing was exquisitely beautiful—and the most apt emblem for wasteful spending I’d ever 

seen. When I asked where it came from, I was introduced to the company’s pastry chef. My 

first official act was to fire him.  

After all, Blue Cross of California was at that time the worst-performing of the 77 Blue Cross 

plans across the country, with annual operating losses of $165 million. With the organization 

teetering on the edge of insolvency, ice sculpting hardly seemed like a core function. 

Sixteen years have passed since I let that pastry chef go. In that time, Blue Cross of 

California has transformed itself from a floundering bureaucracy into a strong public 

company called WellPoint Health Networks, one of the largest health insurance organizations 

in the United States.  

The company now serves more than 45 million people nationwide through pharmacy 

benefits, dental plans, mental health plans, PPOs, and HMOs. Better yet, we’ve grown from 

https://hbr.org/search?term=leonard%20d.%20schaeffer
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revenues of $2 billion in 1987 to $16 billion today. We’ve been consistently profitable since 

1989. 

As the company has changed, I’ve gone through my own transformation as chief executive. 

The top-down, autocratic style I had to adopt to turn around the business gave way to a more 

hands-off style that focused on motivating others to act rather than managing them directly. 

And more recently,  

I’ve been going through yet another shift—away from the participative mode and toward what 

I call a reformer style of leadership in which the chief executive’s role is to represent the 

company’s interests on a broader stage. This style of leadership requires interacting more 

with customers, elected officials, and other industry executives to help spur fundamental 

changes in an industry and even in society. 

Over the course of my 30-year career, I’ve come to understand that leadership is about more 

than heavy-handed action from the top. Its defining characteristics change according to the 

needs and vagaries of the individual, the organization, the industry, and the world at large. In 

other words, leadership is not a state, it’s a journey.  

There aren’t always sharp dividing lines between one style of leadership and another—an 

autocratic leader sometimes has to be participative, and a reformer sometimes needs to act 

like an autocrat.  

But by thinking clearly about the different roles I’ve needed to assume at different times, I’ve 

been better able to tailor the way I make decisions, communicate with people, and manage 

my time so that I can address the most pressing needs of the organization at the moment. 
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The Autocrat 

Autocracy, which I became acquainted with in the early stages of my career—even before I 

arrived at Blue Cross—is the most painful, least enjoyable style of management. Yet it has its 

place, especially in a turnaround situation.  

When a business needs to change relatively quickly, it’s much more important to just make a 

decision and get people moving than it is to take the time to conduct a thorough analysis and 

attempt to influence others to come around to your way of thinking.  

Therefore, I would define the autocratic leader not as someone who bullies others needlessly 

but as the managerial equivalent of an emergency room surgeon, forced to do whatever it 

takes to save a patient’s life.  

Autocracy often causes pain and arouses antagonism, and there is simply no way for the 

chief executive to escape the resentment and blame that will be directed toward him or her. 

The best the CEO can do to mitigate matters is to assume personal responsibility, act quickly, 

and stay focused on the mission at hand. 

An autocratic leader is the managerial equivalent of an emergency room surgeon, forced to 

do whatever it takes to save a patient’s life. 

My first lessons in autocracy came during the 1970s, when I served as the director of the 

Illinois Department of Mental Health (from 1972 to 1975) and as the director of the Illinois 

Bureau of the Budget (from 1975 to 1976).  

In the latter position, it was my job to cut the budget in accordance with top-down decisions 

made by the governor. At that time, many states and municipalities had lost their credit 

ratings, could not borrow money, and had to make devastating cuts in spending and services 
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as a result. In Illinois, we relied on efficient planning to help us reduce our expenditures and 

retain our bond rating. By following directives from the top, we did not have to make drastic 

cuts in services. 

In 1977, I went to work for the Carter administration as the chief administrator of the newly 

created U.S. Health Care Financing Administration. HCFA was charged with bringing under 

one roof the financing systems for Medicare (which was then part of the Social Security 

Administration) and Medicaid (which was then part of the Department of Health, Education, 

and Welfare).  

The two agencies, which provided health care coverage for the poor, duplicated each other 

somewhat, wasting taxpayers’ money and generating conflicting health care regulations. My 

directive was to bring a measure of efficiency to the new organization by creating a 

coordinated approach to purchasing health care services for both Medicaid and Medicare. 

Accordingly, I felt that one of the first, most important steps was to get all 4,600 people from 

both agencies to work at one location. A physical move would offer a chance to build 

efficiency into HCFA from the start: When workers change offices, their old patterns are 

disrupted.  

They meet new people, encounter varied perspectives, and, theoretically at least, suggest to 

one another different and better ways of doing things. Of course, the resistance to this plan 

was as predictable as it was loud. Some employees resented having to relocate from offices 

in Washington, DC, to a new workplace in Baltimore. A few even complained to their 

representatives in Congress. 

To protect the project from strangulation, I had to act autocratically.  
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My mandate was clear, and I discovered a few useful tactics to get people to help me fulfill it. 

First, it became apparent to me that assuming the responsibility for this high-risk decision 

could have tremendous power. Once I said the magic words “If this doesn’t work, it’s on my 

head,” the politicians and administrators who were objecting to the move began to cooperate 

and stopped threatening to obstruct the reorganization.  

Second, I used the element of surprise: Had we announced the consolidation of Medicare and 

Medicaid in advance, opponents would have had time to block or stall the move. So the staffs 

were merged during a congressional recess.  

The surprise worked—HCFA went on to become the Centers for Medicare & Medicaid 

Services, a unified government health care services agency located outside of Baltimore that 

today provides coverage and benefits for about 70 million people nationwide. 

If my experience in state and federal government was autocracy boot camp, Blue Cross of 

California was the battleground. It was an extremely dysfunctional bureaucracy. The 

company was born of a merger in June 1982 between two separate Blue Cross organizations 

(one in northern California and one in southern California), each with its own administrative 

systems. Neither had annual budgeting or planning processes.  

By the mid-1980s, millions of customers had fled to alternate health plans because of 

escalating premiums and diminishing quality of service, and the organization was losing 

close to $1 million a day. Worse yet was the failure of many self-satisfied Blue Cross 

executives to identify with their customers.  

During my first week at the company, I asked senior managers what business the company 

was in. “We’re in the business of being Blue Cross,” they smugly responded. 
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With the company haemorrhaging money and with pressure from the board to turn things 

around quickly, I had to be the bad guy: Within 18 months, I was forced to lay off nearly half 

the company’s 6,000 employees. I had no problem with getting rid of every one of the senior 

managers who had run the company into the ground. But it was painful to let go of the rank-

and-file workers who were not responsible for the mismanagement. Equally painful was the 

realization that Blue Cross was at the brink of financial death; if things didn’t change quickly, 

there would be no health care insurance for millions of Californians. 

Certainly, the company acted humanely by providing laid-off workers with outplacement 

services and continued medical coverage, but on a personal level, it was unpleasant to see 

so many good people lose their jobs because of previous management’s mistakes.  

It was clear, though, that if we responded too slowly or lost sight of the goal—to pull Blue 

Cross from intensive-care status—the remaining employees would ultimately lose their jobs, 

too. 

Fortunately, this didn’t happen. By 1989, the company was rebounding from its sizable losses 

in previous years—its finances were stabilizing, subscriber numbers were slowly coming 

back up, and earnings were increasing, too.  

By 1991, the company was reporting profits of more than $13 million per month, and in 

January 1993, we went public with WellPoint Health Networks, initially establishing the 

business as an operating subsidiary of Blue Cross of California and then recapitalizing the 

company in 1996 as the parent. 

With the company stabilized and growing, my days of autocratic management were coming to 

a welcome end. As we began to focus more on creating innovative insurance products and on 

providing excellent customer service, “any decision” was no longer better than “no decision.” 
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The Participative Leader 

Now my primary role as CEO was to ensure the organization’s long-term success. The 

company’s priorities had changed, so the way I functioned had to change. I needed to help the 

company achieve an industry-leading position by participating in, but not actually making, 

day-to-day decisions.  

Autocratic orders wouldn’t cut it anymore; the company was too big. The onus was on those 

Blue Cross—WellPoint associates who were closest to our customers and partners to make 

the right decisions and implement them based on their personal knowledge of the industry. 

Participative leadership, a term coined by the late University of Michigan researcher Rinsis 

Likert, requires that the CEO receive sufficient information from employees to make 

important strategic decisions but that he or she leave the implementation of strategy up to 

the line managers.  

In my experience, this form of leadership is best carried out by employing a methodology first 

articulated by consultants at McKinsey: Under loose-tight management, the development of 

goals, budgets, and strategies is strictly controlled from the top while staff is given free rein 

to meet those goals, as long as they stay on budget. 

Here’s how it works at WellPoint. Each year, WellPoint’s executive management team sets 

four or five very clear goals for the company. An example might be “Leverage technology as 

a competitive advantage,” or “Use innovation and service to increase our value to our 

customers.”  

We lay out specific strategies for attaining each of the goals, and we print the objectives and 

the strategies, a long with our overarching mission statement, on a pocket-size card to 
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reinforce the message for all of our associates. Then each manager must take some 

responsibility for meeting the goals.  

For instance, if the goal were “Use innovation and service to increase our value to our 

customers,” each division president would be required to develop innovative new products or 

ways to provide high-quality service to WellPoint’s members, payers, brokers and agents, 

and health care providers—in such a way that the company would see a tangible bottom-line 

benefit. 

If this high-level goal setting sounds like the same thing every company does ad nauseum, it 

may well be. The difference is that even though we require strict implementation of our 

strategies (tightness), we put few restrictions on how managers carry them out (looseness).  

By rigorously adhering to the budget and the established strategies, and by combing through 

the fine details, WellPoint line managers unearth surprising business opportunities that 

senior leaders cannot see. 

Here is an example. Part of our corporate mission is to offer a choice of health care products 

that put individuals in control of their health and their financial future. So one of our goals is: 

“We will offer a choice of health services.”  

In response, Mark Weinberg and Deborah Lachman, both senior leaders in charge of our 

services for small businesses, scratched their heads and said, “That’s very nice, Leonard, but 

what do you mean by choice?” I didn’t give them an explanation; it was up to them to use their 

knowledge of the market to figure it out.  

Their mandate was to provide more choice to customers while simultaneously realizing a 

15% growth rate in the small-business segment. As long as what Mark and Debbie did stayed 

within regulatory and ethical bounds, the means were their own. They could hire whomever 
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they wanted and could assign tasks however they wished, without an okay from me. If I 

disagreed with their choices, I would merely shake my head and keep my mouth shut. 

The “tight” part of the equation came into play as Mark, Debbie, and their team charted their 

progress toward the goal. First, they developed a primary plan of attack (Plan A) and two 

contingency plans, then they set a series of milestones for each. Quarterly, monthly, weekly, 

and even daily, the group monitored its success in developing a new product that would give 

customers more choice.  

The information about everything the group was doing was logged into our company intranet 

so Mark, Debbie, their managers, and I could quickly check the progress against the 

milestones at any time. If they met or exceeded their plan, as most associates d o, everything 

was fine. If they didn’t, they would implement one of their two contingency plans (Plan B then 

Plan C).  

No one would tell them how to get their results in line with providing more choice to 

customers, but as senior officers, Mark and Debbie knew they could be out of a job if they 

didn’t meet their goals. 

Many who observe this loose-tight process wonder how people are able to do their work, 

given the amount of scenario planning and time required to develop, implement, and track 

goals. But employees tell me that the strict guidelines actually make it easier for them to 

manage their daily work because they never lose sight of their mandates. They understand 

their priorities. 

Moreover, the research process that falls out of adhering to the budget and the goals 

sometimes yields innovative ideas. Mark and Debbie, for example, conducted a careful review 

of the available information on small-business insurance plans and discovered that no one 
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was offering individual employees a choice of coverage. Instead, small businesses were 

buying one-size-fits-all plans that could satisfy general needs but that didn’t cover special 

ones.  

Their further research revealed much about individual concerns within small businesses: 

Owners, for example, tend to prefer top-of-the-line service that covers, say, their 

acupuncture treatments. Younger workers just want to know that if they break a leg 

snowboarding, their hospital care will be paid for.  

And diabetic employees want their chronic-care services affordably covered by an HMO, 

especially if their condition worsens. 

After collecting this data, Mark and Debbie wondered if it might be possible to average health 

care insurance costs across a small business. If the owner was willing to pay a little more 

for expensive premium coverage and the young person opted for catastrophic insurance 

only, the small company would be able to afford a plan that could cover chronic illnesses 

(like diabetes), too—all for the same price as their current insurance.  

Working with Blue Cross’s actuaries, Mark and Debbie and their associates analyzed in detail 

the sales, trends, and historical growth of our product lines and services. Several what-if 

models led them to discover that, in fact, it would be possible to offer a mixed bag of 

coverage to all the customers in their market segment for a competitive price.  

The team developed EmployeeElect, an umbrella service that lets employees at small 

businesses choose from nine types of health care coverage to meet their individual needs. 

They presented me with the idea, and I wholeheartedly approved. Today, EmployeeElect is 

one of our most popular plans. 
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Our tight processes take time, but they work. In fact, they’re helping us win the health care 

industry’s tortoise-and-hare race. In the early-to-mid-1990s, our competitors were boasting 

aggressive growth rates of 30% to 50% and pursuing lots of M&A deals. But our budgetary 

processes told us that it wasn’t tenable to sustain that kind of rapid growth and that we 

should maintain our growth rate at 15% annually with a more conservative effort, steering 

clear of blockbuster acquisitions and faddish expansions.  

The end result? We have met or exceeded investors’ expectations for 32 consecutive quarters 

while some of our competitors have had to restructure their businesses or have become 

acquisition targets themselves. 

Being a participative leader isn’t always easy, because it requires letting go. I have to trust all 

the people who work for me to make wise management decisions. 

Being a participative leader isn’t always easy, particularly for a recovering autocrat like 

myself. It requires letting go. I have to trust all the people who work for me to make wise 

management decisions.  

They have to be insightful enough to correct mistakes on their own, without input from me. 

And participative leadership is particularly tricky in a company that’s geographically 

dispersed, like ours is.  

You have to believe that regional managers know what’s best for the customers and 

employees in their local areas. 
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The Reformer 

Now that WellPoint’s ability to deliver on its promises to customers and investors has 

become more predictable, I have been able to spend more time practicing a reformer style of 

leadership. A reformer demonstrates what is possible. He or she defies convention and 

stubbornly tries to make the world a better place. 

A reformer demonstrates what is possible. He or she defies convention and stubbornly tries 

to make the world a better place. 

I feel as though my personal challenge is to change the universally disliked managed-care 

industry so consumers will feel they can trust their insurance providers. Doing this requires 

taking some chances.  

In July 1998, WellPoint undertook a drive to make the allergy drug Claritin and several other 

antihistamines available over the counter. The idea sprang from our tight planning process: 

The biggest threat to our ability to keep our prescription drug benefits affordable is the 

spiraling costs of the medications themselves.  

Of course, we do everything we can to shift these costs to those prescription drugs that offer 

the most value to our customers. That means offering generic drugs where appropriate and 

educating our members about the importance of keeping to their prescription drug regimens. 

But we needed to do more. 

Robert Seidman, WellPoint’s chief pharmacy officer, looked carefully at our prescription 

costs and found that one of the most commonly prescribed categories of drugs among our 

subscribers was allergy medicines such as Claritin, Allegra, and Zyrtec. These medicines are 

sold over the counter in most countries and, when taken at the recommended dosage, can 
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have fewer side effects than nonprescription allergy remedies. Rob noted that a single, first-

time prescription for Claritin, for example, including the visit to the doctor, cost $165. Refills 

were $65 each. 

 The most popular over-the-counter alternative to Claritin is Benadryl, which is available for 

about $4.50. Benadryl is just as effective as Claritin in treating allergy symptoms, but its 

sedating side effects make it unsafe to take while driving or operating machinery. In fact, 

hundreds of people die each year in Benadryl-related accidents.  

All of which led us to wonder: “Why should patients and insurers have to pay $165 for a 

prescription drug that has minimal side effects while it costs $4.50 to get a drug whose side 

effects can harm you?” 

Rob began scrutinizing the FDA rules for converting a drug from being available only by 

prescription to being available over the counter. In the process, he discovered two things:  

First, no company outside the pharmaceutical industry had ever petitioned the FDA to do 

such a thing. Second, there was no rule or law preventing a nonpharmaceutical company 

from doing so.  

Rob also discovered a little-known law that said any drug that can be taken for a condition 

that can be self-diagnosed, that will successfully treat the condition, and that is safe and 

effective for the consumer when used without a doctor’s supervision, does not require a 

prescription.  

Accordingly, we submitted a petition to remove Claritin, Allegra, and Zyrtec from the 

prescription list, and an FDA panel approved it. Once an FDA commissioner approves the 

panel’s recommendation, the drugs will be available over the counter, and the overall cost of 
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prescriptions will drop for patients and insurers. More important, consumers will be able to 

afford an effective allergy medicine that will not harm them. 

Our objective was not to hurt the drug companies; we’re in favour of any prescription drugs 

that truly help patients and add value to the health care system.  

But the petition seemed like a sensible move, one that would remove unnecessary costs 

from the system. In the process, I also discovered that it is possible for a corporate leader to 

create real, industrial-scale change. 

Being a reformer is gratifying, but it has its challenges, too. The demands on my time are 

much greater than they were when my job was focused exclusively on WellPoint’s well-

being.  

I spend 30% of my time meeting with people outside the company, primarily industry and 

government representatives, discussing health care practices and policies. And as a 

reformer, I’ve become the point person for their tough questions.  

Some people seem to think I carry a crystal ball that allows me to peer into the future of 

health care in the United States. I don’t, despite the fact that I spend most of my time—on 

planes, in the office, and sometimes in bed at two in the morning—thinking about it. 

In each phase of my leadership journey, I’ve had a concrete goal—consolidate two large 

organizations, fight for corporate survival, drive my company to achieve success in the 

marketplace, or change the health care industry for the better.  

Being able to shift my management style as each of these new challenges appeared has 

been extremely effective for me. It isn’t always easy to put on a different leadership cap or 

alter the way you assess a business situation. Under pressure, most people fall back on the 
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style or approach that worked in the last crisis they faced. But old approaches rarely work in 

new and demanding situations. 

Ultimately, the demands of the marketplace have shaped my leadership journey. Indeed, I’ve 

learned that by paying attention to processes and aligning teams so that they are as 

dedicated to fulfilling goals as I am, it’s possible to create something that lasts much longer 

than anything. 

Discuss & Notate Key Takeout’s 
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My Leadership Journey 

 

Where To Now? 

Rey Ramsey is the Chief Executive Officer of TechNet. TechNet is the preeminent bipartisan 

political network of CEOs and Senior Executives of leading U.S. technology companies.  

When asked to reflect on his own leadership accomplishments, he said something that my 

students grabbed onto, and something that I've believed all along, "Leadership is a journey, 

not a destination." What this means is that every leader, regardless of his or her position or 

successes, needs to continually work on leadership development. 

So, what are the key elements to successfully develop as a leader? Manuel London, in his 

book, Leadership Development, suggests that there are needed psychological factors: self-

insight.  

Self-insight. It is impossible to understand the needs and perspectives of followers if you 

don't first understand yourself. A good leader needs to be aware of his or her typical 

behaviour and how he/she is perceived by others.  

This is why 360-feedback and executive coaching and mentoring are such common 

components of leadership development programs. These methods provide feedback about 

what you are doing and how it affects others. 

Self-regulation. Leaders get into trouble when they engage in "knee-jerk" responding or 

habitually use the same strategy in different types of situations. Self-regulation is 

controlling impulses and learning how to analyse situations in order to think about the big 
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picture and long-term results. Self-regulation allows the leader to initiate the correct 

actions at the right time and in the right situations. 

Self-identity. This is the heart of the leadership journey. Leaders need to develop a 

leadership identity that serves as a positive role model for followers. This includes 

adhering to a set of ethical values to guide behaviour.  

The development of self-identity is a continuous learning process - a big part of the 

leadership journey. 

So How Can You Develop As A Leader? 

- Seek and use feedback, from direct reports, superiors, and trusted colleagues. Use the 

self-insight gained to focus on your strengths and areas that you want to target for 

improvement. 

- How about developing self-regulation? Leadership expert, Bruce Avolio, suggests using a 

form of the military's "After Action Review," (AAR) after making a key move or decision. In 

the AAR you analyze what just happened and why. Use this information to break out of 

habitual responses and develop thoughtful and planful approaches to problems. 

- Using self-insight, consider who you are and who you want to be as a leader. Develop that 

positive leader identity. Consider the image you want to convey. Compare your real self to 

your "ideal self." Striving to be that ideal leader will motivate further development. 
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Notate Key Takeout’s 
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Leadership – What Next? 

CONGRATULATIONS! 

You have completed the final instalment of our Mastering Leadership courses! We hope you 

have found these courses to be informational, inspiring, and best of all transformational. 

Whether you are new to the world of leadership or been doing it for years the tools, 

techniques, and principles you have learned now need to put into practice. 

We wish you all the best on your journey and as we say here at Lighthouse LeaderShips… 

 

✓ Recommended Next Steps: 

Find a mentor, book in regular 4-8-week sessions (1-2 hours is recommended) 
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