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Session Goals

Understand the 
principles of 
effective leadership 
structures 

01
Analyze 
organizational and 
personal resources 

02
Evaluate power 
structures to  
successfully 
achieve impactful 
change

03



Timeline

Principles of Leading from the Middle: Introduction ~  40 minutes

Small Group Discussions: Breakout Rooms ~ 5 minutes 

Wrap up: Q&A ~ 10 minutes 

Presenter
Presentation Notes
Follow along with the handout if this is useful to you. Consider how these principles apply to your project and/or leadership role(s). 



What does leading from 
the middle mean? 



Presenter
Presentation Notes
Do not modify the notes in this section to avoid tampering with the Poll Everywhere activity.
More info at polleverywhere.com/support

What is your experience of leading from the middle?
https://www.polleverywhere.com/multiple_choice_polls/BYfYxmeLaCj27IWtdT6xu?state=opened&flow=Default&onscreen=persist



Leading from 
the Middle: 
Principles
Structures
Stakeholders
Power
Leadership Approaches

This Photo by Unknown Author is licensed under CC BY-NC-ND

Presenter
Presentation Notes
Leadership is defined as the art of influencing others to achieve their maximum potential to accomplish any task, objective, or project 


Consider who populates each category in your practice/organization


https://people-equation.com/what-type-of-employee-is-a-good-fit-for-holacracy/interconnected-people/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


Structure:

Leadership

Management

Followership 



Structure: 
Leadership 
Triad

Leadership
• Vision

Management
• Logistics

Followership 
• Execution

Presenter
Presentation Notes
Differences in power structures
Advantages: 
More balanced power relationships are more effective
when you leading from the middle, for better or worse, you are automatically in this position 
so the question is how do you leverage this position effectively?
Perceived Disadvantage:
Lack of power



Consider who populates each category in your practice/organization

Advantages: 
More balanced power relationships are more effective
so the question is how do you leverage this position effectively?
Perceived Disadvantage:
Lack of power




Stake Holders 

Individuals
Groups
Organizations



Understanding Stake Holders

Values
Needs
Goals



Power
What?
Where?
How?



POWER:

What: The ability to influence others

Where: Can be recognized through power mapping

How: Understand the people you need to influence and empower 
others



Power Mapping
Analyzing the Organizational Power Structures and 

Potential

This Photo by Unknown Author is licensed under CC BY-SA

http://graphicdesign.stackexchange.com/questions/25522/how-to-conceptualise-and-generate-visualisations-with-many-points-interconnected
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


Power Mapping

Who 
has 

power

Who has 
information

What are the 
relationships

Who controls the resources to facilitate 
priorities 

Why do people/groups have power

Observe what 
actions are 

rewarded/promoted

What is 
prioritized

Budgets 
reflect 

priorities

Identify the 
following



Leadership Approaches

Presenter
Presentation Notes
Leadership is often described as the driving force, energy or ‘power’ that establishes and communicates vision and  direction, helping to influence and motivate people towards making a change (Scouller 2011; Swanwick and McKimm 2017). 

Leadership is not solely positional 




Leadership 
Approaches

Transformational

Transactional

Laissez-faire

Servant

Resonant

Passive-avoidant

Authentic

Presenter
Presentation Notes
https://hbr.org/2023/02/what-leadership-style-do-you-major-in

Resonant leadership is a leadership style where leaders are mindful, optimistic, and show empathy by focusing on the social and emotional needs of their followers, resulting in positive work outcomes

Transformational: Inspire people
Transactional: reward and punishment
Laissez-faire: totally passive
Servant: share power for the greater good 
Resonant: highly empathetic 
Passive-avoidant
Authentic





Leadership 
Approaches

Performance 
Oriented

Process Oriented

People Oriented

Presenter
Presentation Notes
https://hbr.org/2023/02/what-leadership-style-do-you-major-in

Visionary 
Democratic 
Commanding 
Affiliative





How to effect power structures to achieve 
impactful change 

Presenter
Presentation Notes
LETS PUT IT ALL TOGETHER: 

Leadership is defined as the art of influencing others to achieve their maximum potential to accomplish any task, objective, or project 



Effective 
Leadership 
Toolbox

Interpersonal
Organizational
Logistical
Personal
Legacy

Presenter
Presentation Notes
What makes an effective leader? 

How do they  implement power structures to successfully achieve impactful change



Collaborate
Empower teams

Give autonomy 

Be an upstander

Be honest, 
trustworthy, and 
a fair broker

Communicate
Listen to all stake 
holders- diverse 
views are critical 

Explain 

Regularly update 

Celebrate good 
work

Interpersonal



Organizational: Foster Sustainability
• Promote and advocate a culture of diversity, 

equity, inclusion, and justice
• Consider the environmental impact of your 

work
• Triage and protect your team from 

pressures/demands that are not in everyone’s 
best interest

• Set up boundaries and expectations around 
work hours, email etiquette,  etc... 

• Model professionalism
• Acknowledge and learn from mistakes

 

Since the pandemic the number of meetings 
attended by a worker on average rose by 13.5%

Presenter
Presentation Notes
https://hbr.org/2022/03/dear-manager-youre-holding-too-many-meetings



Logistical

• Be organized
• Be predictable 
• Set advanced expectations
• Have clear processes 
• Identify barriers and find 

solutions 
• Reduce inefficiencies
• Improve collaboration
• Share resources

Presenter
Presentation Notes
implement power structures to successfully achieve impactful change



Personal • Be reflective
• Ask and incorporate feedback 
• Know your limitations & ask 

for help 
• Know how you respond to 

stressors, develop adaptive 
responses

• Be an Upstander
• Be brave
• Be adaptive and humble
• Appreciate the privilege of 

your position
• Take care of yourself 



• Support growth and development of team members
• Know your goals for each team member
• Prepare to pass the baton well



Overcoming Barriers

This Photo by Unknown Author is licensed under CC BY-SA

Presenter
Presentation Notes
Meet the fence sitters and cultivate the “Followership”
Empower others

effect power structures to successfully achieve impactful change 


http://commons.wikimedia.org/wiki/File:Farm_fence_in_Watlington.jpg
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


Presenter
Presentation Notes
Do not modify the notes in this section to avoid tampering with the Poll Everywhere activity.
More info at polleverywhere.com/support

Which group do you target to achieve impactful change?
https://www.polleverywhere.com/multiple_choice_polls/MwbEjQMKyUd6lP9gRxrSp?state=opened&flow=Default&onscreen=persist



Perceived challenges

This Photo by Unknown Author is licensed under CC BY-NC-ND

Presenter
Presentation Notes
https://adblankestijn.blogspot.com/2014/07/the-kamo-river-heart-of-kyoto.html

https://www.flickr.com/photos/fishywang/6219395371/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


Sometimes the solution looks different from what you expect

This Photo by Unknown Author is licensed under CC BY-SA

Presenter
Presentation Notes
https://adblankestijn.blogspot.com/2014/07/the-kamo-river-heart-of-kyoto.html

KAMO river in Kyoto 

https://danielquinn.org/gallery/the-kamo-river-2/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


Small Group Discussions

Breakout Rooms

This Photo by Unknown Author is licensed under CC BY

https://socialmediaforlearning.com/2020/10/04/suggestions-to-help-prepare-for-using-online-breakout-rooms-as-learning-activities/
https://creativecommons.org/licenses/by/3.0/


Instructions:

~ 5 minutes 

One person- share a brief summary of 
the project/barrier

What the barriers to implementation?

What are the opportunities and resources?

Other group member will then offer feedback on their insights and ideas

Large Group Wrap Up 1 volunteer will be invited to report out 
their group discussion

Presenter
Presentation Notes
THIS IS AKIN TO YOUR STEP BACK CONSULTATION 



Wrap up

Report out
Q&A

Questions? 



Principles of effective leadership: T.E.A.M.

Trust

Foster and establish 
trusting 
collaborative 
relationships at all 
levels through 
kindness and 
respect

Equity

Create an inclusive 
culture of respect
Promote discourse
Foster diverse 
communication 
opportunities

Adaptability

Be Flexible
Know how to 
prioritize ‘precious’ 
from ‘expendable’ 

Mission

Know your true 
north
Communicate your 
vision
Set expectations
Hold everyone
including yourself to 
those standards 

Presenter
Presentation Notes
There are many models for effective leadership 



*Heifetz et al. 2009 

recious’ from the ‘expendable’ (Heifetz et al. 2009). The ‘precious’ is what is vitally important to the organisation; in education, this includes the learners themselves, the fac- ulty, the quality of educational provision, and the core val- ues of the organisation; you do not want to lose the focus on these as you respond to crisis and change. Adaptive leaders recognise what is precious and make sure that this is looked after and nurtured. 




Alexandra Hovaguimian 
ahovagui@bidmc.harvard.edu

Thank you!

Presenter
Presentation Notes
https://hls.harvard.edu/courses/leading-from-the-middle/

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7915070/pdf/ijerph-18-01552.pdf

https://online.hbs.edu/blog/post/power-mapping-what-it-is-and-how-to-use-it 

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6167878/

https://pubmed.ncbi.nlm.nih.gov/30285742/
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