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neffective leadership and dysfuncrional organizations are as old as recorded time. Those

of us who are familiar with the life and work of Frances Hesselbein and the Frances

Hesselbein Leadership Forum wish it were not so, but even today, many leaders and
their organizations don’t “serve to live” and therefore greatly underperform in terms of what
they could be and do. Qur latest book, A Leadership Carol, serves to contribute our solurion
to this age-old dilemma.

The book is a light-hearted adapration of Charles Dickens’s novella, 4 Christmas Carol. The
story revolves around Ben Holiday, who inherited the leadership of his fourth-generation
family business. Before long, the business and Ben are in crisis. When Ben’s desperate
efforts to turn things around fail, he receives some unexpecred help in a most unusual
manner, and comes to grips with his own leadership limirations as he seeks to save the

company he loves.

As Ben confronts his leadership failures, a series of visitors help him grasp power in a
development model, represented by the acronym L.E.A.D.E.R.S., that imparts timeless
and important lessons relevant for his modern leadership challenges. The L.E.A.D.E.R.S.
development model represents our cffort to capture and preserve the many insights into
leadership development content and merhodology that we have gained through more than
50 combined years of teaching, trzining, coaching, and mentoring leaders from all walks of

life.




The process of writing the book started in an offsite
classroom where we taught graduate students from
Geneva College in Beaver Falls, Pennsylvania. We
knew we wanted to write something, bur had not yet
decided on what or how to write. Having been deeply
influenced by Ken Blanchard, Par Lencioni, and others
who had used fables and stories as a vehide to deliver
their leadership lessons, we concluded thar we would
do the same thing. It was jusr afrer the Christmas
season; we talked abour the classic book A Christnas
Caral and discussed how many leadership lessons it
conrained. We then decided to use Dickens's story as
the model for crearing our own, more contemporary

storyline.

We began envisioning how Dickens’s tale could fit
into today’s context. Lirtle by litde, we discovered
ways in which we could adapt aspects of his story
outline into ours. At one point in this process, we
described our effort as “z light-hearred adapration
of Dickens’s novella, A Christinas Carol, thar teaches
timeless and important leadership lessons for today.”
We wanted to avoid having the storyline overwhelm
or overshadow the important leadership principles we
were describing, so we tried to keep the story simple
and credible while supportive of the leadership model
We were presenting.

As we considered the organization for the swory, we
wanted to create a company whose services included
some that would add a controversial clemenr o the
story. Therefore, we decided on an organizarion in
the business of security and surveillance. That topic
had not been in the news recendy, but still arouses
a responsc among people who think somecone may
be spying on them. The company, a family-owned
business, was founded by people who were good leaders
in many respects, particularly in how they treated
people both internally and externally.

Once we determined the nature of the company,
we now needed a Scrooge-like character to be the
primary focus of the story. Ben Holiday is the CEQ
of his family’s company (named AWSS), and his
name derived from cBENezer in Dickens’s story. Since

consultants play a role for many companies in their

leadership development, we decided to replace the
ghosts of Christmas past, present, and furure, with
consulrants who would address leadership issues, good
and bad, past. present, and furure. Also, we wanrted
to show that the spirit of the company’s founders,
as expressed in the company’s vision and values, had
guided the company well over the years and was the
source OF [hf’ Conlp'dll}"S rccovery.

A consultant character was a useful one for us,
and Francis, the consulrant hired to evaluate Ben's
company, was developed. Francis generated a
controversial report after spending a week or two with
the company, and this report was the source of Ben's
conflict and search for answers. We allude to the report
throughout the story, and then include it in irs entirery
as an addendum.

In Francis’s fictional report, we present our leadership
model and explain how that medel could and should
play out in real life. The consultants (spirits) of
leadership past, present, and furure who visit Ben’s
home also reference the report to explain the critical
issues rhat are destroying the company, debilitating
the people, and having a negative impact on the
community where the business was originally founded.

The Model

When Ben assumes the leadership of AWSS, he
discounts the company’s legacy and vision given to
him by his predecessors and proceeds o create his own
little world of nastiness through his poor leadership
practices. That causes the company to take a dive,
and we used that to make the connection berween
effective leadership and company performance. When
Ben violares thar vision, rthe spirits of the company’s

founders work to call him back to the foundation that

had been laid before he ook over.

Wirh these basic components in place, we were ready ro
share our insights about effective leadership. To portray
Ben's shortcomings as a leader, which we felt were
common 0 leadership in general, we developed whar
we now refer to as the LE AD.E.R.S. developmental

model. Each letter signifies a dimension of leadership,



