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ABSTRACT In this time of transformation for the Singapore public service, its public officers, especially those in leadership positions, are expected to adapt to and thrive in roles that are likely to become more challenging and complex (e.g., additional job functions, more frequent job postings or the need to hold multiple, sometimes contradictory, portfolios). Within this context, an examination of resilience in the leader and his impact on his organisation is relevant to understand how and why some leaders are able to successfully adapt in the most trying of times. This research report delves into the notions of resilience and leadership, and into the processes that enable long-term resilience. It also explores the developmental interventions that can facilitate and sustain such processes, so as to ensure that the individual is able to thrive amidst change.
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DISCLAIMER This case study is intended for class discussion only and not to illustrate effective or ineffective management.
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Resilient Leaders — Implications for Leader Development INTRODUCTION The Singapore Public Service is no stranger to adversity. In the past 50-odd years, it has had to navigate some very trying times globally and locally. However, it has emerged stronger over time and has sustained some degree of excellence over the years where many governments and public services have not succeeded. In this time of transformation for the public service, the personal careers of public officers are likely to take on more rapid changes and shifts. Current roles may be overtaken by new functions; more frequent job postings and rotations; and the need to hold multiple, sometimes contradictory, portfolios. Such complexity and flux in the environment, organisations and individual lives of public service officers demand they not only cope with the circumstances, but emerge from the challenges stronger than before in order to sustain a high performing public service. Within this context, an examination of resilience in the leader and his impact on the organisation is relevant to the public service because it will allow us to come to some understanding of how some leaders successfully adapt to new demands in the most trying of times. As we expect that today's context will demand more of public service leaders, we must begin to consider even more enhanced selection and developmental interventions. Whilst some people are more resilient than others, resilience is something that can be developed and learned (Flint Taylor, 2010). In fact, resilience can be considered a collection of dynamic processes which evolve with experiences and learning within an ever-changing environment. This paper will look deeper into the following aspects of resilience. Firstly, what are the processes that enable resilience over the long term? Secondly, what can be done to build such processes of resilience to ensure that the individual thrives, or at least sustains performance, amidst change?



WHAT IS RESILIENCE? 'Resilience' has its root in Latin — to jump back or recoil, and, in its contemporary conceptualisation, has two broad definitions. The first describes the capability of a strained body to recover its size and shape after deformations caused especially by compressive stress. The second describes the ability to recover from or adjust easily to misfortune or change. Whilst the specific conceptualisation may vary somewhat across the literature, the fundamental notions of exposure to adversity and positive adaptation despite the odds emerge as common themes in the discussion and remain highly relevant to the on-going conversation about resilience in leaders.
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What characterises adversity is the potentially detrimental effect it can have on emotional, mental and physical resources. Rather than a specific type of event, "adversity" lies on a spectrum from daily stressors in the workplace to significant traumatic episodes (Silliman, 1995). Leaders may face sudden crises that bring about considerable stress. Such crises may occur in the personal realm (e.g., struggle with a serious disease), or in the work realm (e.g., over-seeing efforts to contain a highly contagious virus that threatens public health). A leader may face also changes that require him to adapt and change in order to stay relevant. The second type of challenge may not involve as much drama as sudden adversity, but nevertheless, calls upon the leader's resilience to make the intentional adjustments and transformations necessary to ensure continual performance under new circumstances — new technology, changes in stakeholder expectations, or role changes all bring about a level of adversity that calls for resilience. In developmental psychology, the concept of resilience does not only refer to 'surviving' or 'existing' through adversity, but includes a dynamic process encompassing positive adaptation within the context of significant adversity (Luthar et al., 2000). Cognisant of varied conceptualisations of 'resilience' across domains, Zolli and Healy (2012) highlighted that resilience does not always equate to recovery of a system to its initial state. Sometimes, the change experienced is so disruptive that there is no baseline to recover to. Thus in this way, resilience is more about continuity and positive adaptation (Zolli & Healy, 2012) rather than a return to a normal state.



Transitions and adversity Transitions are sets of events that pose challenges to the individual over the course of his life. Whether it is a professional transition from being an individual contributor to a manager in the organisation, or a personal transition to parenthood, transitions are significant moments simply because they are an inevitable part of life's journey. Transitions also bring about fundamental changes to the individual's roles and routines, which often demand equal changes to his worldview, priorities, capabilities and interpersonal interactions so that he is able to adapt to the new circumstances (Khoo & Tham, 2011). Due to the adaptation and shifts required, transitions pose a great challenge to an individual's resilience as he struggles to make meaning of and stay relevant in the new environment. The individual is particularly vulnerable during this period of change and not everyone is successful in making the transition (Khoo & Tham, 2011). Careers suffer the risk of being derailed for reasons varying from fatigue and stress, to inadequate structures and resources to support the individual as he tries to adapt to new demands (Khoo, 2011). In a survey amongst senior human resource professionals, Watkins (2009) found that 70 per cent agreed that success or failure during the transition period is a strong predictor of overall success or failure in the job (cited in Khoo & Tham, 2011). This suggests that efforts to develop individuals are important. However, to enhance their chances of successful and positive adaptation, attention needs also be paid to establishing external support structures to facilitate transitions.
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Consequences of non-resilience Whilst the signs of a resilient leader may be subtle and often unnoticed when there is no crisis, the mark of a non-resilient leader is considerably easier to spot. Generally, the nonresilient individual is prone to emotional exhaustion due to prolonged exposure to stressors, which leaves him vulnerable to burn-out (Banks et al., 2012). Without resilience, it is easy for the individual to feel negative and experience self-doubt, which would hamper his ability and motivation to handle the challenges of current work and work at higher levels, as well as possible setbacks he may face during his journey of personal and leadership development (Khoo & Lee, 2011). Banks et al. (2012) also suggest that the non-resilient individual is more likely than his resilient counterpart to engage in counter-productive work behaviours (CWB) — behaviours intended to harm the organisation or individuals within the organisation — as a means to relief the negative emotions building within. The authors suggest that the non-resilient individual is susceptible to such CWB because his state of emotional exhaustion depletes internal regulatory resources. These negative emotions are likely to "leak out" and affect the people he works with, particularly the people he leads. In a study on nurses, Pipe et al. (2012) found that non-resilient healthcare professionals are unable to provide quality healthcare and compassion to patients because of the emotional drain they experience on the job. This finding holds a particularly relevant message for the Singapore public service. A leader who is not resilient and suffers emotional exhaustion on the job is unlikely to be able to serve with compassion.



Resilience — a process While resilience is commonly viewed as a quality or something to be exercised, research suggests that it may be more accurately studied as a process. In using the resilience perspective to discuss the living environmental system, Nelson and his colleagues argued that the natural state of the system is one of change rather than equilibrium. As a result, the system needs to be managed for flexibility so as to facilitate adaptation, rather than for maintaining stability (Nelson et al., 2007). Zolli and Healy (2012) also suggested that resilience involves continuous and fluidly reconfiguring to adapt to ever-changing circumstances while continuing to fulfill core purpose in the long term. Extending this lens onto the human system, resilience and the ensuing adaptation can be conceived as a continuous stream of activities, actions, decision and attitudes that informs all aspects of life (Nelson et al., 2007). Echoing this perspective, literature suggests that resilience is a dynamic process within the individual, as well as between the individual and his environment. In his book Bounce, McFarland (2009) suggested that the intrapersonal process is the key and beginning to resilient behaviour. Using the analogy of a bouncing ball, a "loss of altitude" ("disintegration") presents the opportunity to leap to a higher point ("reintegration") as long as the individual makes the decision to adapt to the new and ostensibly negative circumstances, thereby turning the situation around into a leverage point to a higher level of performance. The key here is that the individual makes a conscious decision to determine his internal response to adversity. This intrapersonal process enables
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the individual to sense-make and identify alternative courses of action rather than reverting to familiar, but less effective ways of managing adversity. In an article for the Harvard Business Review, Pagonis (2003) emphasised that: "resilient leaders are not only shaped by the environment; they also take active roles in the re-making of the environment and situations in productive ways" (p. 116). He reminds us that leaders do not take their circumstances as a given. Instead, they make effort to influence situations and outcomes. Within the context of leadership, these intrapersonal and personenvironment processes occur concurrently and are critical starting points for today's leaders, whether as immediate responses to an unexpected occurrence or mindful adaptation to fulfill a core purpose in the long term.



PROCESSES THAT ENABLE RESILIENCE The previous section highlighted that resilience involves dynamic processes that occur concurrently as the individual responds to adversity. Our review of literature has reviewed several key processes involved in positive adaptation to adverse circumstances. These include: 1. 2. 3. 4. 5.



A facing down with reality; A proactive search for meaning; Active learning through reflection and reflexivity; A process of applied creativity; and Interdependent engagement with external resources.



A facing down with reality Coutu (2003) pointedly described this process as one in which the individual is "facing down reality" — coming into very sober and down-to-earth views of those parts of reality that matter for survival. Within the leadership context, the resilient leader understands that business must go on and balances this perspective against the needs of the people which make up the organisation (Greenberg, 2003). This is markedly different from a mere acceptance of destiny. Leaders who overcome adversity acknowledge the trying circumstances they are in presently, but instead of stopping there, find ways to turn the situation in their favour (Heifetz & Linsky, 2003). In facing down reality, the leader is able to analyse critical information and effectively address difficult questions. It also means that the leader is able to recognise personal limits which enable him to be honest about the support he needs to overcome adversity and generate willingness to tap on external resources (Flint-Taylor, 2013). Whilst this sounds like common sense, it is surprisingly difficult to put into practice particularly when an individual is under stress. As a leader matures and gains a wider spectrum of experience, he develops confidence in his competencies and expectations that problem situations will unfold in ways which he can manage within the limits of his repertoire of responses (Shullman & White, 2012). In its worst manifestations, the leader may even succumb to nostalgia and denial (McFarland, 2009). Operating in such "contrived
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certainty" (Shullman & White, 2012), the leader looks for confirming information, preventing him from acknowledging the realities of the situation and exposing him, his team and the organisation to potential vulnerabilities (Weick & Sutcliffe, 2007). Facing down reality is gruelling work and the leader needs to accept that he may not have all the answers, and that he may have to rely on others with the expertise and talent. The leader should also focus on framing questions to guide collaboration and teamwork (Shullman & White, 2012). In doing so, the leader prepares himself and his team to respond in ways that overcome adversity rather than merely reacting to it. This greatly increases the leader's ability to adapt to the changed circumstances.



A proactive search for meaning The resilient individual is able to devise constructs about his difficult circumstances and create meaning for himself and others. Whilst reality may not be within his control, the meaning of the situation is (Coutu, 2003). It is important to note that this sense making can only take place when the individual has fully accepted reality and makes a conscious decision to search for opportunities to take the next leap upwards (McFarland, 2009). This search for meaning is a proactive and dynamic process in which the resilient individual builds bridges from present-day hardships to a better constructed future (Coutu, 2003). Coutu (2003) suggests that this process is facilitated by a strong value system, which offers ways to interpret and shape events. This is relevant to the leader who not only makes meaning out of adversity for himself, but also for those whom he leads because he is responsible for translating complex situations and organisational strategies into a meaningful context for his team, department and organisation. By creating a context in which staff can make meaning for themselves and subsequently take action without fear of punishment, the leader encourages the emergence of an emotional and social infrastructure which staff can tap on for compassion and support from co-workers (Dutton et al., 2003). Over time, this emotional and social infrastructure serves to facilitate sustained performance through moments of great change and disruption when people are more likely to experience stress and other negative emotions. By creating a space where people can continue to function despite stress, the leader effectively creates a platform for turning negative anxiety amongst staff into a more constructive energy for work (McFarland, 2009). In more pragmatic terms, resilient people are able to see the positive aspects and potential benefits of a situation rather than being continually negative and cynical (Jackson et al., 2007). The instinct to search for meaning amidst adversity does not occur naturally for most people. It is far easier to treat and respond to an unfamiliar challenge as though it is familiar; rather than make sense of a complex situation that demands a response outside one's current repertoire. The individual is more likely to bounce back when he perceives that he is able to influence his own action, rather than being helpless under the circumstances (Fine, 1991). Being willing and able to make meaning out of adversity or change facilitates this sense of perceived influence and mutually reinforces each other. In their discussion about how socio-economic systems adapt to change, Nelson and his colleagues described 'surprise' as unexpected, disruptive experiences that all systems have to manage. Whilst there are positive surprises ("epiphanies") and negative surprises
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("catastrophes"), surprise is not inherently good or bad (Nelson et al., 2007). Extrapolating this frame of reference to the individual, the authors appear to suggest that the individual is able to influence the outcome of surprise. A resilient individual is therefore one who is able to foster epiphanies and avoid catastrophes through proactive search for meaning within difficult situations. Authors such as Swisher (2012) believe that the search for meaning is a discipline that can be learned through mindful practices such as personal reflection. As a former leader in a military organisation, Pagonis (2003) emphasised that a regular schedule for selfexamination is important for the leader to identify and improve upon his expertise and strengths, as well as his weaknesses and how he can improve. Such practices are critical for building and sustaining leadership over the long term.



Active learning through reflection and reflexivity Through intrapersonal and person-environment processes, the resilient leader enables learning in the most trying of circumstances. Allison (2011) suggested that because the organisation is in a constant state of change, it is through learning that the leader expands his repertoire of responses and equips himself with the knowledge and skills to overcome challenges. Therefore, a leader who stops learning because he thinks he knows everything there is to know, compromises his personal and professional capacity to bounce back from difficult situations. This is consistent with Shullman and White's (2012) warning about the leader who operates with a mindset of "contrived certainty". Bennis and Thomas (2003) suggested that the capacity for learning, particularly from intense, unplanned for experiences, is one of the key enablers of resilience across the leaders they interviewed. The authors termed such learning moments "crucible experiences" — transformative experiences which tests the abilities of the leader and compels him to examine his assumptions, priorities and values, which can involve failure. Crucible experiences can take many forms, but the key is that the individual derives learning and weaves a coherent narrative to make meaning out of his experience (Bennis & Thomas, 2003). In a similar vein, Swisher (2012) termed this capacity for learning "learning agility" — the willingness and ability to learn from experience and subsequently apply that learning to performing successfully under new conditions. This capacity for learning will contribute to a leader's arsenal of strategies and approaches to problem situations. "Failure" is a particularly interesting form of crucible experience because as distressing as it is to the individual, the paradox of failure is that it actually helps to create more successful leaders (Dotlich et al., 2004 cited in Khoo & Tham, 2011). As suggested earlier in this paper, transitions are vulnerable moments for the individual. Dealing with failure is an experience that the individual is likely to face at some point along his career path as he moves into positions of authority where his decisions have greater impact (Khoo & Tham, 2011). Rather than being debilitated, the capacity for learning will enable the individual to sense-make and perceive failure as a learning opportunity, thereby facilitating reflective and reflexive processes to extract learning from the difficult experience (Khoo & Tham, 2011). In their piece on Career Transitions, Khoo and Tham (2011) highlight evidence that demonstrate that managers who approach challenges with a learning orientation adapt better to change and gain more from their experience.
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A leader ceases to learn for a variety of reasons: from personal beliefs about his invulnerability (Shullman & White, 2012) to prioritising his need for professional development below everything else (Allison, 2012). Whilst the individual's responsibility for his own learning plays an important part in ensuring a sustained capacity for learning, his chances for success will be increased with support from organisational structures which ensures that he is exposed to opportunities for formal learning.



A process of applied creativity One particularly interesting theme which surfaced in the literature about resilient individuals is that of applied creativity during times of adversity. Coutu (2003) defined this applied creativity as "a kind of inventiveness, an ability to improvise a solution to a problem without proper or obvious tools or materials". In today's complex world, applied creativity is a critical quality for ensuring recovery from adversity when no clear solutions are in sight. Bennis and Thomas (2003) called this "adaptive capacity" — the ability to grasp context and connect the dots in a complex situation. Building on a similar idea, Zolli and Healy (2012) also identified adaptive capacity as the ability to adapt to changed circumstances while fulfilling one's core purpose. Zolli and Healy (2012) emphasised that, applied creativity or adaptive capacity is not a complete free-for-all endeavour. It must necessarily be a directed effort. Unbridled creativity can be counter-productive in complex situations which demand fast responses. Coutu (2003) emphasises that applied creativity is a part of a resilient individual's practised repertoire of responses to adversity. This is characterised by discipline in application and practice to the point where creative adaptability is exercised as a reflex rather than a conscious response to adversity (Coutu, 2003). Whilst this may sound counter-intuitive, the outcome of such disciplined application becomes very clear during times of crises. In his piece on the linkages between vulnerability, resilience and adaptive capacity, Gallopín (2006) emphasised that the responses of the human system to environmental change are both reactive and proactive. Within this context, adaptive capacity refers to the system's capacity to maintain or improve its condition in the face of environmental change (Gallopín, 2006). Therefore, adaptive capacity requires not only the ability to respond to change, but also the ability to take advantage of any opportunity that arises (Nelson et al., 2007). In examining what brings about adaptive capacity, there are noteworthy parallels between the individual and the system. Nelson and his colleagues suggest that the ability to adapt is predicated on 3 fundamental characteristics. Firstly, the degree to which the system is able to change while retaining its structure and function; secondly, the degree to which it is capable of self-organisation; and finally, the system's capacity for learning (Nelson et al., 2007). These seem to parallel processes that enable the individual to face down reality (Coutu, 2003), sense-make (Coutu, 2003) and learn (Bennis & Thomas, 2003). Applied creativity allows the individual to step outside cognitive biases by questioning assumptions and being open to alternative perspectives. To adapt positively, the individual needs to be deliberate, persistent and ritualised in his application of practices across learning situations.
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Interdependent engagement with external resources As a result of his anchored sense of reality, the resilient individual is aware of the limits of his influence, capacity and other such necessary resources to overcome adversity. In a longitudinal study on resilience amongst disadvantaged children living in adverse conditions (e.g., high crime neighbourhoods, poverty), Silliman (1995) found that the most resilient children proactively recruited and formed connections with other adults where there were none readily available within their immediate environment. Knowing that they could not access the positive role models and consistent guidance they needed to overcome difficult circumstances, resilient children look outwards to tap on external resources, particularly social resources. Returning to the adult world, Allison (2012) pointed out that part of the practice of the resilient leader is to continuously work to generate buy-in and cultivate networks of support before challenges hit. This enables him to function during times of unexpected change. Barendson and Gardner (2006) found that a lot of breakdowns amongst individual performers occur amongst those who never learned to develop relationships with a group. As a result, these individuals denied themselves much needed feedback from a group to govern their behaviour. Research has consistently shown managers to be less aware of their own risk of derailment than others perceive (Khoo, 2011). In a similar vein, McFarland (2009) suggested that because people are susceptible to nostalgia and denial during stress, it is important that the leader involves an external network of trusted "others" in thinking through issues. This external network becomes even more important at times when tension runs high in the workplace and when seeking support within their workplace may expose individuals to unnecessary vulnerability (Jackson et al., 2007). In their discussion about career transitions, Khoo and Tham (2011) described 3 critical networks a manager needs to systematically tap on external resources so that he can access the support and challenge he needs to sustain performance. The first is an operational network consisting of good working relations with people who can help him complete tasks and achieve work goals. The second is a personal network with people who can provide new perspectives, contacts or other information that would help him to mature in his thinking and advance in his career. And finally, the third is a strategic network of local and overseas partners outside his direct influence and beyond his immediate control, who can provide information, support other resources that will help open his eyes to new possibilities and stakeholders that he needs to involve (Ibarra & Hunter, 2007 cited in Khoo & Tham, 2011). The resilient leader knows he does not operate alone. Instead, he is cognisant of the demands of reality and tries to influence situations and outcomes by reaching out to others in a mindful manner. In this way, he augments the pool of resources available to him and expands his capacity to adapt positively.
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RESILIENCE IS A LONG-TERM PROCESS Adversity, whether sudden or a gradual change that plays out over time, can take a toll on the individual's emotional, mental and physical well-being in the long term. Fine (1991) stressed that the most stressful events are those that challenge personal assumptions about oneself and the structure of the world one lives in — rather similar to the highly disruptive change Zolli and Healy (2012) alluded to. This has two implications on how we think resilience functions. Firstly, stress and adversity are experienced in varied ways amongst, and even within individuals. As a result, it is not quite possible to pin point the exact circumstances and timing under which resilience kicks in. This view is supported by Rutter (1999) who argued that different people react differently to perceived threats to well-being. Individuals may show resilience in relations to some sorts of stress and adversities but not others. Secondly, resilience as a process is one that is on-going and evolves as a function of one's long term interaction with the environment and the events that occur. This is necessarily so in order to sustain performance in complexity and ambiguity. However, in the short term, we continue to react to events that occur as episodes in our daily lives. We cope with these episodes by using strategies targeted at reducing discomfort, tension or strain that result from stress (Caverly, 2005).



Resilience in the long-term versus coping in the short-term Resilience is distinct from coping because its purpose is different. Whilst the purpose of resilience is to adapt positively to changed circumstances (Luthar et al., 2000), coping aims to restore emotional equilibrium in the short-term so as to facilitate a return to pre-stress activities and free the individual from psychological distress (Caverly, 2005). Coping strategies can be broadly classified into 3 categories of "avoidant", "problem solving" and "emotion focused". However, because events have cumulative effects over time, one's short-term coping responses will have deep impact on the processes that enable resilience in the long term. Rutter (1999) argued that individuals cope well because they have a repertoire of possible ways of dealing with things. Whilst there is no single universally effective coping strategy, there are responses that tend to be maladaptive in their long term consequences, which compromise resilience in individuals (Rutter, 1999). In the work context, how one responds to episodes such as role transitions, ups and downs along the career path and other such occurrences that challenge one's self-evaluation will influence the development and emergence of resilience within the individual.



IMPLICATIONS FOR DEVELOPING RESILIENT LEADERS The findings so far have some implications for developing resilient leaders in the areas of selection, development efforts, as well as organisational responsibility.
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Selecting for resilience To support organisational efforts to develop resilient leaders, Khoo and Lee (2011) suggested that assessing for resilience could yield potentially useful information to inform selection. Firstly, it could provide insight into how an individual is likely to respond to adversity. Secondly, it could yield information on how people differ in terms of how resilient they are along a continuum (see also Flint-Taylor, 2010). These could be useful to supplement the usual array of information on the individual's cognitive capacity and personality. Traditionally, selection efforts have focused on collecting data on individual qualities such as openness to change and emotional stability. Since evidence suggests that resilience is a combination of intrapersonal and person-environment processes, selection efforts could also look into identifying processes that the person engages in. This can be done through questions designed to probe for such underlying processes. Examples of questions could include "tell us about a time when you had to manage an unexpected and challenging situation"; "what were some of the tensions you experienced"; "how did you reconcile these tensions"; and "what did you learn through the experience". Whilst such information may be particularly important for those being considered for high stress roles, Khoo and Lee (2011) also warned against the limitations of this approach as resilience vary over time due to life events and developmental efforts. Also, because resilience depends in part on the context and can vary across situations.



A holistic approach to developing resilient leaders In her analysis on managerail derailment, Khoo (2011) suggested that organisations need to take a holistic approach to develop managers in the public service. Khoo (2011) emphasised that organisations should focus not only on the individual's strengths, but also address the shortcomings which could impact career progression. These can be done through interventions that balances generating self-awareness (e.g., coaching, action learning), and facilitating person-environment interactions (e.g., a well-designed on-boarding programme). A holistic approach helps the manager become aware of his own short-comings and derailment risk factors so that he can better manage his own behaviour and personal development (Khoo, 2011). Khoo's suggestion is relevant to this conversation about resilience because as an on-going process within the individual, as well as between the individual and his environment, the development of resilience necessarily needs to focus on both internal development and external support structures. In her study on resilient children, Grotberg (1995) identified 3 classes of resilience factors which interact with one another, leading to various responses during times of stress. Grotberg's findings could serve as a potential reference point for thinking about leadership development interventions. 'I HAVE' refers to external and interpersonal support and resources which the individual can tap on for help in order to overcome adversity or adapt to changes in the environment. This class of resilience factors is about facilitating and enabling individuals in building connections and relationships that are crucial in dealing with adversity and stress.
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This is consistent with the research presented earlier on the importance of interpersonal resources and involvement in networks as one of the key qualities of enabling resilience. A trusted network of personal and professional relationships will provide the individual with feedback on performance (Barendsen & Gardner, 2006) and expose him to alternative perspective to inform sense-making and facilitate adaptation to change (McFarland, 2009). Interventions in I HAVE can focus on establishing platforms and structures to enable access to professional networks, as well as facilitate the crystalisation of personal networks. 'I AM' refers to innate personal strengths within the individual, such as an internal locus of control, a general sense of self-efficacy and so on. This class of resilience factors is about the individual's awareness of these innate strengths and being willing and able to tap on them. I AM factors are important because they reflect the individual's evaluation of himself, such intrapersonal processes enable or obstruct the individual from acting with a sense of agency in difficult circumstances. For example, an individual with an internal locus of control will perceive less stress in a change setting and adopt more constructive coping behaviours over an extended period of time compared to his counterpart with an external locus of control (Anderson, 1977). In addition, the individual's positive self-evaluation on core traits which includes self-efficacy and locus of control, predicts positive job satisfaction and performance (Judge & Bono, 2001). An awareness of innate personal strengths is therefore important in facilitating sustained performance and positive adaptation. Interventions in I AM factors can focus on helping individuals gain self awareness and encouraging reflective practices to apply these innate strengths in a mindful exercise of leadership. 'I CAN' refers to interpersonal and other skills acquired by the individual through his experiences. This class of factors is about helping the individual acquire skills which would enable him to tap on and utilise I HAVE and I AM factors in a sustained manner over time. Interventions on I CAN can focus on developing skills such as interpersonal skills. However, to sustain resilience in the long term, the organisation can help the individual develop practices which would contribute towards his long term development. Khoo and Lee (2011) suggest that the capacity to be resourceful when the situation demands, as well as the ability to be flexible when the situation does not pan out as one would expect are just two of the practices which can be developed within the individual to help build resilience. In discussing the attainment of an expert-level of performance on the job, Khoo (2011) suggested that the accumulation of a series of demanding transitions and experiences, together with long-term and deliberate practice were important. The intention is to facilitate the rehearsal of resilient qualities and processes such that they become embedded into a form of instinct and muscle memory (Coutu, 2003; Pagonis, 2003). Building on this idea, Zolli and Healy (2012) emphasised that habits of resilience are habits of the mind which can be cultivated, changed and amended with the right resources. Such resources can include access to potential mentors to guide and model sustainable leadership practices and professional networks to offer external support (Jackson et al., 2007).
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Leadership development programmes Thoughtfully designed leadership programmes should incorporate various components to generate greater self-awareness and cultivate processes that enable resilience. For example, programmes should include some form of assessment, complemented by debrief and reflection exercises to yield additional information to inform self-development and exposure to practices to support mindful and sustained learning. Support to the leader could also extend beyond the programme through group or one-to-one coaching. To ensure that the curriculum and design of such leadership development programmes remain relevant, they should be updated through on-going research and sustained conversations with stakeholders. Pipe et al. (2012) also suggest group-based interventions so as to facilitate the formation of support "neighbourhoods" in which individual learning is reinforced by feedback and affirmation by peers. Leadership programmes, such as the Senior Management Programme (SMP) by the Civil Service College go some ways in supporting the development of resilience amongst leaders. At the same time, the design of such programmes encourages the emergence of communities of peers from across the public service which would serve as external resources which leaders can tap on to access feedback, help and perspectives.



The organisation's role in cultivating resilience Khoo and Lee (2011) emphasised that resilience is an important consideration in the development of leaders, and therefore, as much as the individual's concern as it is the concern of organisations keen to establish a pipeline of leaders. The individual and the organisation influence and reinforce each other through people, systems and structure. To be even more effective, organisational efforts in developing resilience must go beyond formal leadership development programmes to include support structures and resources within the organisational context (Khoo & Lee, 2011). Examples of such support structures include mentorship programmes, communities of practice, as well as management practices that facilitate practices such as personal reflection. In addition to formal interventions, the learning and development culture within organisations also serve as signals to the leader who needs to know that he has permission to be proactive about developing such habits and practices to sustain his leadership. Such signals would encourage the leader to take the time to reflect upon his experiences and consider how he can apply the learning to novel situations — practices which facilitate development of resilient qualities (Jackson et al., 2007; Pagonis, 2003). The implication for leader development interventions is that once-off development episodes are not sufficient. Rather, efforts to help leaders develop resilience must necessarily be supported by readily accessible structures and platforms to practice and reinforce the processes critical to enabling resilience. This requires organisations to take a long-term and holistic approach to leader development: one that helps the individual exercise resilience, as well as manages potential signals and risks of non-resilience such as emotional exhaustion.
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CONCLUSION The Singapore public service continues to recruit and select individuals; develop them through a myriad of formal and informal interventions to facilitate their various transitions in role, function and identity in their professional careers. Yet, organisations often assume that resilience will arise naturally as part of career maturity and progression. The individual is generally expected to navigate changes and transitions whilst maintaining effectiveness at work, learn and grow from the experiences in an independent fashion (Khoo & Lee, 2011). However, as the Singapore public service confronts increasingly complex sets of local and global challenges, these assumptions can impede long-term performance. It has become important to make salient the enabling processes of resilience which are critical for sustained leadership and adaptive capacity, as well as make more visible the interventions and structures which facilitate these. The need to develop resilience in a more mindful manner amongst leaders is nicely summed up by McFarland (2009) when he suggested that in times of difficulty, staff need a leader who can manage morale by demonstrating firmness in the face of danger, fatigue and difficulties - encouraging and reinforcing the belief that things will be better, and anchoring everyone down with a sense of reality at the same time (McFarland, 2009). The focus in this paper has been on the individual processes that enable resilience, as well as what the organisation can do to develop the individual. As an exploratory study, the findings here have only pointed to highlights of the on-going conversation about the topic and distilled some considerations in leader development efforts. For more directions for curriculum, interventions and policy, further research will be necessary, particularly into resilience at the collective leadership level and its impact on the organisation’s capacity to adapt and transform for sustained performance.



© 2014, Civil Service College



Resilient Leaders — Implications for LD | 16



NOTES • Allison, E. (2012). The Resilient Leader. Educational Leadership, December 2011/January 2012, 79–82. • Anderson, C. R. (1977). Locus of control, coping behaviours, and performance in a stress setting: a longitudinal study. Journal of Applied Psychology, 62(4), 446–451. • Banks, G. C., Whelpley, C. E., Oh, I.-S., & Shin, K. H. (2012). (How) are emotionally exhausted employees harmful? International Journal of Stress Management, 19(3), 198–216. • Barendsen, L., & Gardner, H. (2006). The three elements of good leadership in rapidly changing times. In F. Hesselbein, & M. Goldsmith, The Leader of the Future 2: Visions, Strategies, and Practices for the New Era. San Francisco: Jossey-Bass. • Bennis, W. G., & Thomas, R. J. (2003). Crucibles of Leadership. In Harvard Business Review on Building Personal and Organisational Resilience (pp. 39–58). Harvard Business School Press. • Caverly, N. (2005). Civil Service Resiliency and Coping. International Journal of Public Sector Management, 18(5), 401–13. • Coutu, D. L. (2003). How Resilience Works. In Harvard Business Review on Building Personal and Organisational Resilience (pp. 1–18). Harvard Business School Press. • Dutton, J. E., Frost, P. J., Worline, M. C., Lilius, J. M., & Kanov, J. M. (2003). Leading in Times of Trauma. In Harvard Business Review on Building Personal and Organisational Resilience (pp. 19–28). Harvard Business School Press. • Fine, S. B. (1991). Resilience and human adaptability: who rises above adversity? American Journal of Occupational Therapy, 45, 493–503. • Flint Taylor, J. (2010, September 02). Recruiting for Resilience. Retrieved January 23, 2013, from Edge Online: http://www.i-l-m.com/edge/8974.aspx • Flint-Taylor, J. (n.d.). Retrieved Jan 23, 2013, from http://rusando.com • Galford, R., & Drapeau, A. S. (2003, February). The Enemies of Trust. Retrieved March 20, 2012, from Harvard Business Review: http://hbr.org/2003/02/the-enemies-of-trust/ar/1 • Gallopín, G. C. (2006). Linkages between vulnerability, resilience, and adaptive capacity. Global Environmental Change, 16, 293–303. • Greenberg, J. W. (2003). September 11, 2001: A CEO's Story. In Harvard Business Review on Building Personal and Organisational Resilience (pp. 135–154). Harvard Business School Press. • Grotberg, E. H. (1995). The International Resilience Project: Research, Application and Policy. Retrieved April 2, 2013, from The International Resilience Project: Research, Application and Policy: http://www.resilnet.uiuc.edu/library/grotb95a.html • Heifetz, R. A. (2006). Anchoring leadership in the work of adaptive progress. In F. Hesselbein, & M.



© 2014, Civil Service College



Resilient Leaders — Implications for LD | 17



Goldsmith, The Leader of the Future 2: Visions, Strategies, and Practices for the New Era (pp. 73–84). San Francisco: Jossey-Bass. • Heifetz, R. A., & Linsky, M. (2003). A Survival Guide for Leaders. In Harvard Business Review on Building Personal and Organisational Resilience (pp. 59–84). Harvard Business School Press. • Jackson, D., Firtko, A., & Edenborough, M. (2007). Personal resilience as a strategy for surviving and thriving in the face of workplace adversity: a literature review. Journal of Advanced Nursing 60(1), 1– 9. • Judge, T. A., & Bono, J. E. (2001). Relationship of core self-evaluation traits — self-esteem, generalized self-efficacy, locus of control, and emotional stability — with job satisfaction and job performance: a meta-analysis. Journal of Applied Psychology, 86(1), 80–92. • Khoo, E. W. (2011). Perspectives on High Potentials: Defining and Identifying Talent in an Organisation. Civil Service College. • Khoo, E. W. (2011, April). Understanding Managerial Derailment. Ethos, pp. 89–95. • Khoo, E. W., & Lee, M. (2011). Emotional Resilience: What does it Mean for Talent Management? Singapore: Civil Service College. • Khoo, E. W., & Tham, C. (2011). Research Report: Career Transitions — Challenges, Transformative Learning and Implications for Talent Management. Singapore: Civil Service College. • Low, D. (2013, Feb 1). Let's Talk about Resilience, not Vulnerability. The Straits Times. Singapore: Singapore Press Holdings. • Luthar, S. S., Cicchetti, D., & Becker, B. (2000). The Construct of Resilience: a Critical Evaluation and Guidelines for Future Work. Child Development; 71(3), 543–562. • McFarland, K. (2009). Bounce: The Art of Turning Tough Times into Triumph. New York: Crown Business. • Nelson, D. R., Adger, W. N., & Brown, K. (2007). Adaptation to Environmental Change: Contributions of a Resilience Framework. Annual Review of Environment and Resources, 32, 395–419. • Pagonis, W. G. (2003). Leadership in a Combat Zone. In Harvard Buiness Review on Building Personal and Organisational Resilience (pp. 113–134). Harvard Business School Press. • Pipe, T. B., Buchda, V. L., Launder, S., Hudak, B., Hulvey, L., Karns, K. E., & Pendergast, D. (2012). Building Personal and Professional Resources of Resilience and Agility in the Healthcare Workplace. Stress and Health (28), 11–22. • Reid, J. (2008). The Resilient Leader: Why EQ Matters. Ivey Business Journal (May/June). • Rutter, M. (1999). Resilience concepts and findings: implications for family therapy. Journal of Family Therapy, 22(2), 119–45.



© 2014, Civil Service College



Resilient Leaders — Implications for LD | 18



• Shullman, S. L., & White, R. P. (2012). Build Leadership's Tolerance for Ambiguity. Chief Learning Officer (Oct), 30–33. • Silliman, B. (1995). Resilient Kids...and Adults: Coping and Using Life Challenges Creatively. Wyoming: University of Wyoming: Cooperative Extension Service. • Swisher, V. V. (2012). Becoming an Agile Leader. Korn/Ferry International. • Weick, K. E., & Sutcliffe, K. M. (2007). Managing the Unexpected: Resilient Performance in an Age of Uncertainty. San Francisco: Jossey-Bass. • Wessel, M., & Christensen, C. M. (2012). Surviving Disruption. Harvard Business Review, 58. • Zolli, A., & Healy, A. M. (2012). Resilience: Why Things Bounce Back. New York: Free Press.



Civil Service College, Singapore 31 North Buona Vista Road Singapore 275983 www.cscollege.gov.sg www.facebook.com/CivilServiceCollegeSingapore © 2014 Civil Service College, Singapore. All rights reserved. No part of this paper may be reproduced, modified, stored in a retrieval system, or transmitted in any form by any means, electronic, mechanical, photocopying, recording or otherwise, without the prior written permission of the Civil Service College, Singapore. © 2014, Civil Service College



























[image: Pacific boletes: Implications for biogeographic ...]
Pacific boletes: Implications for biogeographic ...












[image: Trust and technologies Implications for organizational.pdf  ...]
Trust and technologies Implications for organizational.pdf ...












[image: Article_Semantic Transfer and Its Implications for Vocabulary ...]
Article_Semantic Transfer and Its Implications for Vocabulary ...












[image: Pacific boletes: Implications for biogeographic ...]
Pacific boletes: Implications for biogeographic ...












[image: Urban Planning for City Leaders - UN-Habitat]
Urban Planning for City Leaders - UN-Habitat












[image: Urban Planning for City Leaders - UN-Habitat]
Urban Planning for City Leaders - UN-Habitat












[image: Weekend Leader Nomination Form for - MyKairos]
Weekend Leader Nomination Form for - MyKairos












[image: Towards More Resilient Communities - Sapienza]
Towards More Resilient Communities - Sapienza












[image: LADWP Seismically Resilient Pipe Network]
LADWP Seismically Resilient Pipe Network












[image: An Error-Resilient Arithmetic Coding Algorithm for ...]
An Error-Resilient Arithmetic Coding Algorithm for ...












[image: Security of a Leakage-Resilient Protocol for Key ...]
Security of a Leakage-Resilient Protocol for Key ...












[image: Query Protocols for Highly Resilient Peer-to-Peer ... - Semantic Scholar]
Query Protocols for Highly Resilient Peer-to-Peer ... - Semantic Scholar












[image: Adaptive Spike Detection for Resilient Data Stream ...]
Adaptive Spike Detection for Resilient Data Stream ...












[image: Adaptive Spike Detection for Resilient Data Stream Mining]
Adaptive Spike Detection for Resilient Data Stream Mining












[image: REX: Resilient and Efficient Data Structure for Tracking ...]
REX: Resilient and Efficient Data Structure for Tracking ...












[image: Adaptive Spike Detection for Resilient Data Stream ...]
Adaptive Spike Detection for Resilient Data Stream ...












[image: Resilient Cities - Urban Response Portal]
Resilient Cities - Urban Response Portal












[image: Security Techniques for attack resilient Software ...]
Security Techniques for attack resilient Software ...















Resilient Leaders â€” Implications for Leader Development.pdf ...






2014, Civil Service College. Resilient Leaders â€” Implications for Leader. Development. INTRODUCTION. The Singapore Public Service is no stranger to adversity. In the past 50-odd years, it has had. to navigate some very trying times globally and locally. However, it has emerged stronger. over time and has sustained ... 






 Download PDF 



















 258KB Sizes
 0 Downloads
 152 Views








 Report























Recommend Documents







[image: alt]





Pacific boletes: Implications for biogeographic ... 

The obligate association of boletes with their plant partners is critical to understanding biogeographic distribution of ... However, RPB1 data indicate that long-distance dispersal ... this role, they are an integral part of all forest systems as th














[image: alt]





Trust and technologies Implications for organizational.pdf ... 

Page 1 of 11. Trust and technologies: Implications for organizational. work practices. Melanie J. Ashleigh a,*, Joe Nandhakumar b. a. School of Management, University of Southampton, Southampton, SO17 1BJ England, UK b. School of Management, Universi














[image: alt]





Article_Semantic Transfer and Its Implications for Vocabulary ... 

Article_Semantic Transfer and Its Implications for Vocabulary Teaching in a Second Language_habby 2.pdf. Article_Semantic Transfer and Its Implications for ...














[image: alt]





Pacific boletes: Implications for biogeographic ... 

As an illustration of phylogeographic studies of putatively widespread .... isolation-by-distance effect at larger scales (Bergemann et al. 2006; Bergemann .... 4 min; (2) 35 cycles of 94 C for 1 min, 50 C for 1.5 min, and. 72 C for 1.5 min; (3) fina














[image: alt]





Urban Planning for City Leaders - UN-Habitat 

services, or the use of any trade, firm, or corporation name does not constitute endorsement, ..... stresses, it is with them that a big impact can be ..... 5. Agree on the strategic goals to be achieved each year. 6. Develop an urban development fra














[image: alt]





Urban Planning for City Leaders - UN-Habitat 

DISCLAIMER. The designations employed and the presentation of the material in this report do not imply the expression of any opinion whatsoever on the part of the Secretariat of the United Nations concerning the legal status of any country, territory














[image: alt]





Weekend Leader Nomination Form for - MyKairos 

Signature of Nominee for Weekend Leader. Advisory Council Chair Signature: Date. Approved By (State) Committee: Y N . State Chair Signature: ...














[image: alt]





Towards More Resilient Communities - Sapienza 

The event aims to foster worldwide connections and cooperation among academics ... Foundation (Professor). Gaetano Manfredi Italian Network of Earthquake Engng ... Score-Card-Reality Check: Testing the KIT. Resilience Assessment ...














[image: alt]





LADWP Seismically Resilient Pipe Network 

Apr 21, 2015 - Communication Systems. â€¢ Water System. â€¢ Announced December 8, 2014. â€¢ LADWP Summary Report. â€¢ Water System Seismic Resilience and ...














[image: alt]





An Error-Resilient Arithmetic Coding Algorithm for ... 

Now, the technologies for transmission of 3D models face an ..... We test the MAP decoding algorithm in a wireless. 3G network. Take the david model in [16] as ...














[image: alt]





Security of a Leakage-Resilient Protocol for Key ... 

T agc, T ags,T agsk Pre-determined distinct values, e.g., T agc = (IDC ||IDS||00), ..... Resilient Security Architecture for Mobile IPv6 in Wireless Overlay Networks.














[image: alt]





Query Protocols for Highly Resilient Peer-to-Peer ... - Semantic Scholar 

is closest in spirit to the virtual content addressable network described by Fiat .... measures the cost of resolving a query in terms of the number hops taken by a ...














[image: alt]





Adaptive Spike Detection for Resilient Data Stream ... 

Keywords: adaptive spike detection, resilient data mining .... only when there are rapid and large increases ..... mining solution', Encyclopedia of Data Warehous-.














[image: alt]





Adaptive Spike Detection for Resilient Data Stream Mining 

Email: [email protected], ... Email: [email protected]. â€œA system's .... spike detection will be probed by persistent ad-.














[image: alt]





REX: Resilient and Efficient Data Structure for Tracking ... 

Mar 7, 2017 - In [6], researchers demonstrated attacks on the Bro intrusion detection system [7]. When performance degrades, a hash table (increasingly) rejects and thereby stops tracking flows even when there is free space within the data structure.














[image: alt]





Adaptive Spike Detection for Resilient Data Stream ... 

Keywords: adaptive spike detection, resilient data mining ... proach (similar to time series analysis) by work- ... requires efficient processing and rapid decision.














[image: alt]





Resilient Cities - Urban Response Portal 

improvements, or engineering interventions. Give special ... Ensure that resiliency strategies prioritize market-based responses, striving to achieve sustainable.














[image: alt]





Security Techniques for attack resilient Software ... 

Service Provider and the Hardware itself. In a Wi-Fi like ... This provide the authentication of the update provider as the ... Waveform Attestation. The general ...


























×
Report Resilient Leaders â€” Implications for Leader Development.pdf ...





Your name




Email




Reason
-Select Reason-
Pornographic
Defamatory
Illegal/Unlawful
Spam
Other Terms Of Service Violation
File a copyright complaint





Description















Close
Save changes















×
Sign In






Email




Password







 Remember Password 
Forgot Password?




Sign In



















Information

	About Us
	Privacy Policy
	Terms and Service
	Copyright
	Contact Us





Follow us

	

 Facebook


	

 Twitter


	

 Google Plus







Newsletter























Copyright © 2024 P.PDFKUL.COM. All rights reserved.
















