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What’s the practical bottom 
line? 

Leaders Everywhere

You invest a great deal of time and effort to 

recruit, hire, manage, and lead the very best 

leaders and team members you can find. 

Turnover is expensive. So…

Lead without Blame. 

Emphasize Learning, Resilience, & Fluency. 

Get the Best with the People You Have. 

Produce Value through Team Motivation.



INTRODUCTION

HAVE  YOU LIVED THIS STORY? 

Something didn't go as expected. With a disappointing result.
What comes next? That dreaded "we need to figure out what 
happened" meeting. 
At our workplace, people are getting their fingers ready to 
point. No one wants the blame to fall on them. 

Meeting Pattern: What Went Wrong?

Instead of focusing on what comes next, these sessions too 
often turn to looking backward to spend precious time 
assigning blame.



“Blame - When we blame, we censure, invalidate, judge, or discredit others; stating or 
implying their professional, social, or moral irresponsibility. 

Shame - When blamed we often feel shame, it’s a self-conscious, self-loathing 
response. Shame promotes feelings of distress, exposure, mistrust, powerlessness, and 
worthlessness.”



Recent Research shows…

Authors: Hemant Kakker (Duke 
University) & Niro Sivanathan (London 
Bus School) concluded: 

“Employees supervised by a dominant 
leader, reported greater zero-sum 
thinking. And, as their supervisors 
subsequently revealed, these employees 
displayed fewer helping behaviors.” The 
authors’ showed “…an assertive or 
forceful approach could reduce 
cohesiveness and collaboration.” 

From Scientific American, October 2022

Also: Controlling vs Autonomy-Supportive motivational styles studied in 
a meta-analysis  by Deci et al, “Self-Determination Theory in Work 
Organizations: The State of a Science.” Annual Review of Organizational 
Psychology and Organizational Behavior. April 2017. 



Blame SUPRESSES learning and performing well. 

“ When we feel blamed by others, or shamed by ourselves, we cripple our 
ability to perform well.”



Leaders  get caught 
in  the trap

No other options. 

“So much of what we call management 
consists of making it difficult for people to 

work.” - Peter Drucker

2024

Break free…

“Leaders tend to lead 
the way that others led 
them. 
Unfortunately, not all 
past or present leaders 
deserve emulation.”
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Effective Learning Leaders 
rethink habitual

leadership behaviors. 
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“Regardless of what we learn, we understand and truly believe that 
everyone did the best job they could, given what they knew at the time, 
their skills and abilities, the resources available, and the situation at hand.” 

Norman L. Kerth. Project Retrospectives: A Handbook for Team Reviews. (2001)



What’s a Leader to Do? Learning Leaders & 4C’s Behaviors
Use these prompts as reminders to support growth for teams, colleagues, and the 

organization 

Courage

“Learn out loud” Chip Bell

Admit when no answers
Lead discovery
Encourage questioning 

Confidence

Support opportunities to learn
Believe in team capability
Can learn through any challenge

Complexity

Aware of emerging issues
Seeks systemic solutions
Sees team in context

Compassion

Value willingness to learn
Learning = hard, many have fears
Caring, patience



L e a d e r s h ip
t h r o u g h
L e a r n i n g



A  F o c u s  
o n  T e a m s  
&  
T e a m w o r
k



Team Purpose
“Too often people focus on what needs completion, 
while ignoring the ‘why.’ Yet an alignment with the 
why of their work provides  extra motivation and 
creativity. Every team needs…to understand the 
impact they have on their customers.”

Team Autonomy
“Responsibility comes from inside ; it’s a feeling of 
being willing to take ownership. Learning  leaders 
focus on creating shared ownership for team 
results…team members willingly hold themselves 
accountable to transparently acknowledging the 
situation.” 

Co-Intelligence
“Continuous learning  creates a new competitive 
advantage when the  learning transfers among 
others…Learning leaders encourage continuous 
learning to achieve continuous improvement efforts.” 

“Purpose & autonomy
without co-intelligence 
creates subpar quality. 

Purpose & co-intelligence
without autonomy equals 
dependencies and 
bottlenecks. 

Co-intelligence & autonomy
with no purpose means 
we do things for the sake 
of doing things. 

All three are essential.” 

Essential 
Team Motivators



Team Resilience Factors

Collaborative 
Connection

Conflict 
Resilience

Inclusive 
Collaboration

Power 
Dynamics

Forming, Nurturing, Team Identity. 
Sustaining team excellence. Continuous attention to Trust. 

Psychological safety & dependability. 



Team Resilience Factors

Collaborative 
Connection

Conflict 
Resilience

Inclusive 
Collaboration

Power 
Dynamics

Role model healthy, creative communication. 
Handle problem conflict while small. 

Routine feedback, seeking and giving. Speak up. 



Team Resilience Factors

Collaborative 
Connection

Conflict 
Resilience

Inclusive 
Collaboration

Power 
Dynamics

Clarify role & impact of inclusion in team potential. 
Amplify impact of effective bystanders & allies. 

Value creative potential of different perspectives and backgrounds. 



Team Resilience Factors

Collaborative 
Connection

Conflict 
Resilience

Inclusive 
Collaboration

Power 
Dynamics

Always present in human systems.
Distinguish types of power: formal, informal, dominant, unidentified.  

Seek “power with” to increase team strength. 



Team Resilience Factors

Collaborative 
Connection

Conflict 
Resilience

Inclusive 
Collaboration

Power 
Dynamics

“Leaders intend to make a positive difference. Yet leadership roles challenge us 
to create the setting for followers to succeed, which isn’t easy. 

And being a learning leader is difficult.”  



Learning Leaders Ask Questions…

How do we cultivate the skilled teams 
that produce benefits we need? 

What do we have to build on? 

Let’s discover. 



The Agile Fluency Model



AGILE FLUENCY PROJECT

Copyright 2017, 2019 James Shore and Diana Larsen for the Agile Fluency Project



Leaders Everywhere
A Reminder

What’s the practical bottom 
line? You invest a great deal of time and effort to 

recruit, hire, manage, and lead the very best 

leaders and team members you can find. 

Turnover is expensive. So…

Lead without Blame. 

Emphasize Learning, Resilience, & Fluency. 

Get the Best with the People You Have. 

Produce Value through Team Motivation.



Contact me: 

@DianaOfPortland@agilealliance.social

https://dianalarsen.com

onward@dianalarsen.com

Diana Larsen
Leadership Agility Advisor

To receive a free book excerpt, 
send a message to:
onward@dianalarsen.com

To join Diana’s mailing list: 
dianalarsen.com/subscribe

Go Forth & Lead!
Activate Learning!
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