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Chapter 1: Positive Leadership

Positive Leadership.... What is it and how to we achieve it? Positive leadership

encourages leaders to:

= Enable positively deviant performance

= Create affirmative emphasis in the organization
= Create a virtuous focus

Positive leadership looks at applying strategies that are a result of positive psy-
chology, positive change and positive perspective or organizational scholarship.

What can people do to become more effective leaders? Positive leadership an-
swers this question and applies principles which create strategies to encourage
this type of performance.

Three associations that form positive leadership are:

Positively Deviant Performance: Affirmative Bias: Fostering Virtuousness:
Facilitating excellently positive perfor- Focusing on peoples strengths and Everyone wants to do well, acknowl-
mance in order to have results that abilities and affirming their potential. edging that goodness exists. Encour-
far exceed what the expected results Emphasizing the positive, and ac- aging and developing the ’goodness’ .
were . knowledging the negative and valuing

the opportunities it can bring.

Positive leadership considers the following:

e What uplifts organizations and what challenges them.
e What works well, and not so well.

e What is rewarding, and what is disappointing

e What is effective and, not so effective?

What is inspirational and what is difficult?

—

thriving at
work

interpersonal
flourishing

energizing
networks

Promoting these outcomes
creates positive leadership

virtuous
behaviors

positive
emotions
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Positive leadership consists of four strategies that distinctively separate positively deviant organizations
from normal organizations. Through observations and investigations these strategies are noticeably effective in
creating positively deviant performance however they are not commonly practiced. The strategies are all inter-
related and improving one of the areas often leads to having a positive affect on the other three. Each of the

strategies is independently important as well and directly relates to positively deviant behavior in organizations

Figure 1.3

Four Leadership 5trategies that Enable Positive Deviance
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We all have experiences in our lives where we can remember loving and wanting to go to
work, and we all have those experiences where we really did not want to go to work. The likely con-
tributing factors were in the climate or the environment of our work place. Positive climates refer to
the environment where there are more positive than negative emotions, and there is very little em-
phasis put on the negative ones.

“Positive work climate has also been found to enhance decision making, productivity, creativity, social
integration and prosocial behaviors” (Cameron, 2008, p.19).

We tend to focus more on negative than positive statements which is why it is important to
nurture a more positive environment. It is important for positive leaders to “emphasize the uplifting
and flourishing side of organizational life, even in the face of difficulty” (Cameron, 2008, p.21). In or-
der for leaders to create a positive environment they cannot focus mostly on the negative rather they
need to focus their energy on the positive outcomes that situations can bring.

POSITIVE CLIMATES AT WORK = POSITIVE PERFORMANCE

Fostering compassion, forgiveness and gratitude amongst members of the organization leads to creat-

ing positive climates. s this true for you? Can you recall working in both types of environments?

Compassion Forgiveness Gratitude

¢ Become aware of what is hap- | ¢ Acknowledge the occurrence. | ¢ Engage.

pening. ¢ Replace victimization with a ¢ Gratitude visits.
¢ Express emotion as collective chance to give to someone or | ¢ Gratitude letters.

group. something else. ¢ Gratitude journals.
¢ Take action as an organization | ¢ Work toward higher stand-

to foster healing and restora- ards, communicate.

tion. ¢ Provide support to move for-

ward.
¢ Use acceptable language.

“Leaders who reinforced these virtuous behaviors
were more successful in producing bottom line
results than typical leaders” (Cameron, 2008,
p.23). Implementing these strategies with virtuous
acts tends to create climates where people feel
cared about, supported and encouraged. As we
know these types of climates lead to higher work
performance and excelling in organizational per-

formance as well.

=

THE DIFFERENCE

Image source: https://veganliberty files.wordpress.com/2012/12/positive-negative.gif
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“Positive relationships serve as enablers of positively deviant outcomes
physiologically, psychologically, emotionally and organizational-

ly” (Cameron, 2008, p.35). The benefits of positive relationships are not
to just provide a good experience rather evidence has shown that they are
connected to human behavior and health. These types of relationships

% T — - impact the hormonal, cardiovascular and immune systems which overall
enhance peoples health and well-being.

“Positive Relationships

are not just people Think about your own relationships. Can you relate to the following chart?

getting along.”

Hormonal System

Positive Lowers Ability to

Relationships blood manage
pressure & stress better

Heart rate
Cardiovascular System

Cardiovascular
Positive Lower Lowers system works
Relationships blood systolic & less when
pressure diastolic encountering
heart rate e

Immune System

Positive Increased Presence of Increased
Relationships immune disease & OVERALL

systems cold fighting HEALTH
cells

When people feel supported and have their needs met they are more likely to feel safe and secure, these
feelings increase their performance. This feeling is not just a result of feeling supported, but also happens when
they are able to give to the relationship as well. Positive leaders need to encourage and poster positive relation-
ships through building positive energy networks and reinforcing individuals strengths. Enabling positive relation-

ships increases peoples health, safety and security which in turn improves their performance in the organization
and environment.

STRENGTHS

POSITIVE ENGERGIZERS

-build up & enhance other

-identify &  promote

performance strengths not weaknesses

-learned behaviors -celebrate the positive
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Chapter 4: Posilive Communicalion

“Positive communication occurs in organizations when affirmative

and supportive language replaces negative and critical language” (Cameron,

2008, p.51). Research has shown that the most important contributing factor that predicts performance
in organizations is the ration of positive statements to negative statements. This chapter informs us that
the research indicates in high performing organizations there are five times more positive statements
made tan negative ones. Highly effective organizations provide more compliments and have different
communication patterns than lower performing organizations. Positive comments impact the environ-
ment and peoples emotions and performance. Providing more positive talk creates positive emotions.
This leads to a greater connectivity, exchanging of information and more interactions within the organiza-

tion which most importantly empowers high levels of performance. " )
In order to enable positive communica-

tion, leaders must use positive self-talk

Positive Statements: Negative Statements:

and lead by example. People usually

Express appreciation ®  Criticize . . .
respond to more negative situations

Support ®  Provide disapproval o q
i PP than positive ones therefore it can be

Helpful ®  Provide dissatisfaction difficult to practice positive communica-

compliment tion. However as a leader, it is im-

portant to facilitate positive communi-

cation and Cameron suggests doing it

How positive is your by two strategies, the best-self feedback

communication?

process and supportive communication.

O suncovering individual strenghts as perceived by others
sacquaintances are asked to provide short statments on times that the
individual displayed their best self
sinformation is analyzed by the individual to create their own best-self picture
sstrengthens relationships

O
o Best-Self Feedback —<

senhances relationships but allow problematic issues to be addressed
sprovide unbiased description of occurence

sdescrive outcomes of the behavior and the affects in unbiased way
sprovide alternatives and suggestions

Supportive
Communication —<

N—

Enabling positive communication in organizations is essential for productivity. As well as using support-

ive language that acknowledges issues but more importantly focuses on creating a positive outcome to address
the issues. This type of communication creates a workplace where individuals feel supported and are able to

better connect which has multiple benefits on the organizations overall success.

POSITIVE LEADERSHIP: STRATEGIES FOR EXTRAORDINARY PERFORMANCE
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Chapter 5: Positive Meaning

Finding positive meaning is important in order for people to engage in meaningful work and partici-
pate in creating positive outcomes. When people feel their work is important they are more likely to give it
their best and be fully committed to getting the job done efficiently and correctly. People will often identify
with their work in one of three ways, as a job, a career or a calling. People who see it as a job, do the work
for the money and so they can pay their bills. Others that see it as a career usually work for personal
achievements, success and are very motivated by recognition and accomplishments. Finally the people that
refer to it as their calling are the types of people that go to work for the sake of work. They are intrinsical-

ly motivated by their jobs which provide them with a sense of self-fulfillment and purpose.

There are three types of relationships between members and organizations that parallel the three

types of identifications people formulate with their work.

Compliance Identification Internalization
-act for personal material or benefit. -more engaged with the organization. | -complete adoption of organizational
-employees conform to procedures -seek involvement and contribution. goals.
and rules so they get rewards. -enjoy satisfaction of belonging. -internalize culture and mission.
-behavior complies with expectations. | -mutually benefits employee and or- -adopts organizations purpose as
ganization. their own.
-loyal.
JOB CAREER CALLING

These relationships all relate to meaningfulness. The more meaningful work is to an individual, the
greater job and life satisfaction they have. This satisfaction leads to better individual and organizational

performance. Creating extremely meaningful environments contributes to grander success.

Meaningfulness

Least CAREER CALLING

In order for work to be associated with meaningfulness it must possess one or more of the following:

I. Have positive impact on others.

2. Work must be associated with core individual values. 1o CETES

ful is your job?

3. It must highlight the long-term impacts it will have.

4. Build a sense of community.

Leaders that can provide these opportunities to engage members with are more likely to create positive mean-
ing an increase individuals meaningfulness with their job. This will have a positive impact on higher levels of

performance and success.

POSITIVE LEADERSHIP: STRATEGIES FOR EXTRAORDINARY PERFORMANCE
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Chapter 6: Implementing Posilive Strategies

Now that we are aware of the four strategies, the question is HOW can we implement these into
our own environments! Cameron introduces the idea of the PMI Program. (Personal Management Inter-
view Program). This technique is very useful in implementing the strategies of positive leadership. It pro-
vides a clear-cut way to apply the four strategies on a regular basis. The program has a positive impact on
the overall performance of both individuals and the organization. It leads to people having more positive

experiences which then guides to improved performance. The following is how to implement the program:

First: Second:
Role Negotiation Session Ongoing one-on-one meetings
-clarify expectations, responsibilities, standards, -between the leader and direct report.

reporting, cultures and value. -meetings are regular, private, face to face.

-must happen early on in the relationship. _they occur at least monthly

-establishes a foundation of expectations. -accomplish specific objectives.

-provides clarity. -generate action plans to increase performance.

-positive climate is determined. -build relationships and provide continuous improve-

-forms positive relationship. ment plans.

-uses positive communication. -encompass open communication and collaboration.
-clarifies positive meaning associated with -coaching and developing opportunities.

work.

There may be some implications with this interview program, like time and the number of em-
ployees an organization has. Therefore it is critical to be creative and perhaps provide peer to peer

PMI’s or have levels of leadership that would conduct the PMI’s.

How would this look in an school setting? Do you think it could work?

Leaders can implement the four strategies but to ensure they are consistently being practiced
and positively deviant performance is achieved leaders must have regular communication with their em-
ployees. PMI's provide a conferencing time that van be used to maintain and increase individuals devel-

opment which will have a positive impact on the organizations performance.

POSITIVE LEADERSHIP: STRATEGIES FOR EXTRAORDINARY PERFORMANCE
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Chapter 7: Developing Positive Leadership

Acquiring leadership strategies that empower positive deviance has become more prominent with the
development of positive organizational leadership. Research suggest individual strategies help achieve very
positive outcomes within organizations and individuals. However people are usually more drawn to the nega-
tive experiences and paying more attention to fixing the damage rather than putting the focus on the possible
benefits the experience can have. This is why positive leadership is not the most frequently used style of lead-
ership. However the four strategies the book outlines have significant impact on an organization. It may take
time to re-train people into focusing more on the positive than on the negative but implementing the strategies
can have huge rewards. Each individual strategy can have great gains when used in an organization. “These
four strategies are not independent of each other, of course, and they tend to overlap and interrelate with one
another” (Cameron, 2008, p.96).

After summarizing his research Cameron (2008) identifies five leadership principles that associate with

the strategies in order to help leaders facilitate positive deviance.

|. Positive leaders enable extraordinary performance by fostering a positive work environment.

2. Positive leaders enable extraordinary performance by fostering positive relationships among members.

3. Positive leaders enable extraordinary performance by fostering positive communication.

4. Positive leaders enable extraordinary performance by associating the work being done with positive mean-
ing.

5. Positive leaders enable extraordinary performance by implementing the four strategies through a PMI pro-

gram.

If leaders are unsure of where to start or which specific behaviors they need to implement in order to
create more positivity, Cameron (2008) provides a 2 step process with tables in the back of the book. First
one must diagnose their current practice and then one must plan for implementation. The tables are clearly

laid out and easy to follow which would make implementing this strategic plan pretty seamless.

POSITIVE LEADERSHIP: STRATEGIES FOR EXTRAORDINARY PERFORMANCE
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Critical Evaluation

As | read this book | could easily relate to the strategies that Cameron suggests.
Working in many different school | have had the opportunity to work in a school that was
positively deviant and also in one that was not. | reflected on my experiences as | read
through the chapters and it was very evident that when working in a positive environment
that was led with positive leadership strategies created a much happier and successful school.
Whereas the not so positive experience was one that did focus on the negative. It is much
easier to focus on the negative and try to fix the problems however the success and overall
happiness of the staff was definitely not very high. In the positive environment the success
and well-being of the staff and students was much higher.

It can be difficult to always focus on the positive but once you start thinking and acting
in this way the behavior is learned and it is contagious with the other members of the organi-
zation. Reading and applying the strategies Cameron suggests would definitely ensure a work
place of positive deviance. This book is a very good read for leaders who wish to take the
positive approach. It is easy to read and relate to and it also provides great strategies that can
be carried out with ease. The book provides not only the strategies but also why they are
effective and the results they bring. | really enjoyed reading through the strategies and then
reading the real life examples that Cameron provided with research that affirmed the strate-
gies and their success. IF you are a leader who wishes to lead from a positive point of view

then this book will be of great value to you and your organization.
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