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    Endorsements


     


    “There are many books about how women can lead in a world dominated by men, but Carol Mitchell is one of the few to explore how men can lead effectively without dominating. In this buoyant book, she examines how men can be confident without getting cocky, show empathy without becoming weak, and elevate others without undermining themselves.”


    — Adam Grant, New York Times bestselling author of Think Again and Give and Take, and host of the TED podcast WorkLife


     


    “Carol Mitchell has conducted outstanding research on both women’s and men’s leadership. In Collaboration Code, she explodes stereotypes that men have lived with for far too long—particularly those that suggest that men do not or should not lead with empathy and compassion. Through compelling stories, she shows how the best male leaders have developed the emotional intelligence so fundamental to inclusive, collaborative leadership, the kind of leadership that creates and sustains the productive workplaces and healthy cultures we need so badly in today’s world.”


    — Annie McKee, Senior Fellow and Director, PennCLO Executive Doctoral Program University of Pennsylvania; New York Times bestselling author of Resonant Leadership and Primal Leadership


     


    “Collaboration Code is a powerful book that shows how men are demonstrating principles of Athena leadership. Carol Mitchell’s research puts a fine point on the skills and approaches of executive men that blend masculine and feminine traits. This is how men can join women to rule the future.”


    — John Gerzema, CEO of The Harris Poll; New York Times bestselling author of The Athena Doctrine


     


    “Collaboration Code is a welcomed clarion call for change in the business-as-usual leadership paradigm among men. Through lucid prose, engaging interviews, and savvy cultural observations, Carol Mitchell makes a strong case for empathy and collaboration as the new skillset men need if they are going to lead successfully in the 21st century.”


    — Andrew Reiner, author of Better Boys, Better Men, masculinity researcher, and frequent contributor to the New York Times


     


    “Given men currently occupy the majority of leadership roles, Carol Mitchell rightfully shines a light on masculinity norms that hold male leaders back from achieving their potential. Collaboration Code provides an extremely useful solution to the issue it raises—a framework for cultivating collaborative male leadership that organizations so desperately need.”


    — Katina Sawyer, Ph.D., Assistant Professor of Management, The George Washington University School of Business, diversity and leadership researcher


     


    “Carol Mitchell is a proven researcher, accomplished organizational observer, and compelling storyteller. Collaboration Code provides a powerful leadership roadmap that male leaders can employ to foster trust, set direction, and build team engagement and employee followership in any organization. This illuminating book is a must-read for any male leader who wants to strengthen his leadership agility and effectiveness with others!”


    — Rick Koonce, Executive Coach and Managing Principal, The Huntington-Northstar Group, LLC, Executive Coach to the MBA Program at the Wharton School, The University of Pennsylvania
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    FOREWORD



    Dr. Carol Mitchell has done it again.


    In her first book, Breaking Through “Bitch,” Carol tackled the thorny subject of how female leaders can manage unfair gender expectations and still successfully climb the corporate ladder. Now, she has brought her attention to another unspoken crisis plaguing the workplace today: male leadership. This is a crisis because, frankly, male leadership has become synonymous with reinforcing male stereotypes—and, even in recent times, many male leaders simply don’t see this as a problem. After reading Collaboration Code: How Men Lead Culture Change and Nurture Tomorrow’s Leaders, I have a feeling their perspectives may change.


    Through her insightful research, Carol has discovered a road map that outlines what the future of male leadership could and should look like. But in order to get there, men need to invest the time to understand what true leadership is and how our ingrained notion of what it means to be a “guy” plays a major role in shaping our own definitions of how to lead. So, Carol’s book is as timely as it is deeply affecting.


    Anyone who has held an executive role knows that leadership is not a blank slate. Like many of us who “graduate” or simply end up in corporate leadership positions, I never had much training about what being a leader means. There were some basic, sporadic classes about creating win-win environments or managing difficult conversations. But there wasn’t much, at least for me, about how to be a leader. So, like many leaders I’ve worked with, male or female, I winged it.


    However, like every human faced with an unfamiliar situation, I had the benefit of collective past experiences and age-old accumulated wisdom. While we don’t always know exactly how to act as senior leaders, we have decades of in situ learning, not to mention all those ingrained, unconscious stereotypes to fall back on. As Carol writes:


    “For men, leadership effectiveness has been framed in masculine terms, that is, being powerful, tough, and strong…A leader commands attention, doesn’t pull punches, leads the troops, calls the shots, crushes the opposition…[and] if men don’t lead this way, they may be considered ineffective.”


    I hate that there is even a tiny grain of truth in her words, but the masculine imagery of sports and military terminology had seeped into my latent understanding of what it means to be a male leader. The fact that I gravitated toward the hyper-aggressive landscape of Silicon Valley only served to reinforce these manly stereotypes. (Vulnerability? What’s that?) So, as a newly minted executive, I looked around at the models of leadership closest to me—mostly male, mostly white—and started to compare myself to them. What I found is that I simply don’t stack up.


    I am a white man, but I don’t fit the stereotype, and I’ve adopted the notable defense mechanism of trying to keep things funny and light when faced with conflict. I can sometimes inspire people, but I don’t think anyone has ever called me powerful, tough, or strong. Yet, I am a leader. Some might even say that I’m a successful one because of the places I’ve worked and the titles I’ve held. Like all people, I’ve made missteps—sometimes tremendous ones—but, time and consideration have led me down a different leadership path than my early Silicon Valley role models. I didn’t have the language for it, though, until I read Carol’s book.


    Collaborative leadership—that’s what this book is about, and the stories from the men within it resonate because they illuminate multiple paths toward being a modern, effective leader. Better paths, I think.


    Despite the growing body of evidence that empathy, listening, and respect in the workplace are more than just nice-to-haves, the reality is depressing. In many organizations, there seems to be an unspoken expectation about what it means to “be professional.” What this amounts to is that there is the private version of ourselves—who we are at home, with close friends, or in more contemplative moments—and a public, corporate-facing version.


    This duality of self rings truer the higher up the executive ladder we climb. To be a business leader often feels more like a performance than a job, where we’re playing a role similar to the actor Carol introduces us to early in Collaboration Code. Keep it professional. Stay focused. Don’t waver. Be authoritative, no matter how you feel. This is the messy kabuki of male leadership as it always has been. Fortunately, we have Carol to introduce us to a more fulfilling potential.


    Several of the men’s stories in Collaboration Code involve a pivotal moment, whether explicitly acknowledged or not. For some, it was the unexpected, outsized presence of strong women in their lives; for others, it was a monumental or traumatic event. I identify with both. I was raised as an only child of a strong, single mother who did her best to encourage me to explore and to be who I truly am. Then, not long ago, I lost my father—my closest friend and confidant—to a tragic, unresolved death. I was in a new leadership role at the time, in a new city, and I didn’t understand how complex the grieving process would be.


    At work, I faked strength. I tried to convince colleagues that I was worthy of my title by covering up any natural inclination toward kindness, empathy, or vulnerability. But then, something clicked. I was exhausted from performing typically male leadership roles, especially those that nudged me further away from my core. I am now on a journey to being the type of male leader that Carol describes in these pages—one who expresses empathy and shows humility, one who can be vulnerable, one who is inclusive, one who is open to learning.


    Just one final thing. Since my dad’s death, I have often wondered how aggressively I would have pursued playing the role of a stereotypical male leader, even though I was never very good at it. Does it need to take a traumatic event to choose a different path? Before meeting Carol, I might have said yes. Now, I’m not convinced.


    —Eric Solomon, PhD

  


  
    INTRODUCTION



    At a leadership event sponsored by a professional association, the eighty or so attendees seated around round tables were asked to quickly introduce themselves by giving their name and the name of a recent book they had enjoyed. Across the room, one man stood up and called out the name of my first book, Breaking Through “Bitch.” Someone else from the crowd added, “The author’s here.” I turned a few shades of red as I smiled and waved from my seat. Then another man said, “When are you going to write the book for us?” There was a bit of friendly banter around the room about what would be the title of such a book. A callout for “Breaking Through A-hole” emerged. All good fun. Many times after that incident, I had men approach me to say how much they liked my book and ask when I would be writing the book for them. Just as I had written a book about how successful women lead—how they lead differently than men, how they lead collaboratively—these guys saw a need for a guide to show men how they, too, can lead collaboratively. One man said, “I can’t just follow the characteristics in your book. Then I’d be acting like a woman.” Hmm, I thought.


    My first book defined a set of behavioral skills that successful women leaders have in common. My research and others’ shows that women who lead successfully demonstrate characteristics such as empathy, nurturing, and inclusiveness—collaborative traits we expect women to exhibit. Women “round off the sharp edges” of male-associated characteristics by infusing stereotypically female-associated characteristics into their brand of leadership.


    Why should I write a book for men? Collaborative leadership is collaborative leadership, right? Can’t men incorporate into their leadership skill portfolio the characteristics we tend to associate with women, without “acting like a woman” as the man mentioned above had feared? Apparently, it isn’t that simple.


    We expect men to be independent achievers, dominant, and ambitious. It used to be that what was expected of a man was the same as what was expected of a leader. Indeed, when leadership was more top-down, men didn’t have a disconnect between being a leader and being a man. But in today’s business world, we require collaborative leaders, which carries a new set of expectations. And just as successful women have developed a blend of male and female characteristics that balance gender and leadership expectations, men need to develop a unique blend of those attributes for their own balancing act.


    So, what changed? Why did I decide to write this book?


    I recognized that men were asking for help to figure out how to balance those expectations.


    Another factor was that I could see the business landscape was changing. There is an ever-increasing emphasis on innovation and, therefore, a need for collaborative leaders who create a culture of trust, nurture teamwork, and inspire creativity. We need men, not just women, to lead this way.


    And then finally, add to the mix the insecurity among some men brought to the fore by the courageous and crucial #MeToo movement. Gender dynamics that were rife in some work environments long needed a major adjustment and reset.


    Combined, this new landscape has left some men who’ve practiced steadfast-authoritative leadership uncertain, apprehensive, defensive, and doubting their effectiveness. This landscape has further changed more broadly with the havoc wrought by the Covid-19 pandemic. The majority of countries with the best coronavirus responses have been led by women. Avivah Wittenberg-Cox wrote, “Generally, the empathy and care which all of these female leaders have communicated seems to come from an alternate universe than the one we have gotten used to.” In a New York Times article, Jessica Bennett reported that because of the pandemic, the rules have changed. Not only are male leaders allowed to show emotion, it is appreciated.


    It is a moment of change, big change, for men in the workplace. Yet there are men who are successfully navigating this world. I decided to seek them out and look into how they were doing it, in much the same way that I looked into how successful women lead.


    How do men weather the storms of cultural change as it plays out in our work environments? How do men lead effectively and build healthy professional relationships and healthier work cultures? How do men blend female characteristics into their leadership style while maintaining their masculinity? How do men lead collaboratively as men? These were just some of the questions I sought to answer.


    My research began with in-depth, face-to-face behavioral interviews with executive men identified by executive women colleagues as being collaborative leaders. They included CEOs and COOs of healthcare systems and national managed care companies; senior VPs from international companies in the financial services industry, diversified technologies industry, and communications technologies industry; CEOs in non-profit clinical and educational services; a CEO of a major publishing company; and a general counsel from the transportation industry. It was a pleasure and privilege to talk with these men and learn about their lives and their experiences as senior leaders.


    What my interviews revealed is a common thread of traits among collaborative male leaders in business who have learned to blend what are considered “feminine” characteristics into their leadership style. Collaborative male leaders have a relative lack of ego and healthy dose of empathy while confidently asserting themselves and driving others to achieve results. They show vulnerability and do not need to prove themselves or look for affirmation. They include others in problem solving and decision making rather than taking independent action. They listen to others instead of talking over them and striving first and foremost to be heard themselves. And they have a passion for developing leaders and continually learning themselves. I took these findings and created the Men’s New Leadership BlueprintTM, a set of seven behavioral competencies.


    This book is organized into three sections. The first section lays the groundwork for understanding the gender-specific issues men face that are in conflict with being a collaborative leader. It opens with a brief examination of the evolution of leadership and the emergence and need for collaborative leadership. Then, it takes a look at the impact of male stereotypes on collaborative leadership and how men overcome them. What follows is a case study of a pop-up, just-in-time organization collaboratively led by men during the devastating 2018 volcanic eruption in Hawai‘i. This inspirational and illustrative tale shows the rise and fall of collaboration, lessons learned, and the leadership characteristics demonstrated that are applicable to companies and organizations.


    The second section focuses on the Men’s New Leadership Blueprint. Each of the seven traits is defined with behavioral examples and supporting excerpts from the stories I heard from the executives I interviewed.


    The third and final section focuses on the importance of the Men’s New Leadership Blueprint for leading culture change, developing men to lead companies and mentor future leaders in the new and evolving business environment. It identifies experiences that have taught men to be collaborative leaders and offers strategies for building these traits in emerging and existing male leaders and in themselves. It discusses how this new leadership blueprint creates a collaborative culture where teams flourish and innovation thrives, in contrast to cultures created by traditional male leadership where it does not.


    It is my hope that this book will help men understand the profile of traits that led to others’ success as collaborative leaders and to incorporate these behaviors into their own leadership portfolio. I also hope that men will find this an opportunity to self-reflect on masculinity in the context of leadership, as did the executive men featured in this book, and recognize the power of the feminine characteristics demonstrated in leading collaboratively. Finally, I hope this book inspires men to effectively interact with women and men as they mentor their junior colleagues to become the next generation of leaders, and that it illuminates how the work environment can be a comfortably caring place where men and women feel inspired to bring their best selves.


    And one more thing—I have a vested interest in maintaining forward progress in our concept of male leadership, not just as a female business leader, but also as a mother of one of the next generation of male leaders. I want a better environment in the workplace for my son—a place where he can focus his intellectual energy collaboratively rather than competitively, and where his empathy and humility are valued as strengths rather than weaknesses.
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    Understanding the Issues Men Face Leading Collaboratively

  


  
    CHAPTER 1



    Why Collaborative Leadership?


    “In life, change is inevitable. In business, change is vital.”


    –Warren Bennis


    Leadership emerges to fit the situation and the environment, and leadership has evolved over time. Sometime very early in human history, the primary role of leadership was defending and protecting territory. Great leaders conquered; they won wars; they protected their people from aggressors. They were also, as far as the historical record indicates, mostly men, hence the leadership characteristics of defend and conquer were aligned with norms of masculinity. Think Alexander the Great, Hannibal, Julius Caesar, King Richard the Lionheart. There are hints, such as female deity figures and other anthropological artifacts, that prior to the male leadership tradition, women were once considered leaders for their power to create and nurture. But the stories that have found their way down through the ages have been those of the victorious, heroic male leader.


    Fast forward to the late 19th century. The Industrial Revolution ushered in machinery, factories pumping out product and “titans of industry” displaying that conquering attitude. Think Andrew Carnegie, John Rockefeller, Henry Ford. Authoritarian leaders continued to rule companies in the 20th century—companies where hierarchy kept assembly lines and processes flowing.


    In the 20th century, women took over at work for men who were away or died during the world wars. In doing so, they became a presence and power in the workplace. While traditionally male characteristics like mastery, ambition, and “calling the shots” could be exhibited by women in female domains, such as the kitchen, nursery, and garden, without getting men’s hackles up, it’s in the domains of men, the domain of work, where women expressing those masculine characteristics became an issue. The competition for power—a man’s thing in a man’s domain—marked a notable shift in gender dynamics.


    Women fought a battle at work, trying to act like men because it was those male characteristics that were prized as the qualities of leadership and power. However, professional expertise, authority, and confidence, when expressed by women, were seen as brash and threatening. Years ago, I asked an executive man what the traits of successful female leaders were. He said, “Women have to blend the best characteristics of women with the best characteristics of men minus those we would judge her harshly for.” Turned out he was right. The women who actually managed to navigate their way into the seats of power were those who blended in their feminine characteristics with masculine ones, rather than abandoning them. I unpacked this conundrum for women in Breaking Through “Bitch,” finding that women who successfully lead balance gender expectations and leadership expectations.


    Meanwhile, the industrial, hierarchical age has shifted to a technology, knowledge, and team-based age. The focus on manufacturing and production has shifted to a focus on services. This puts a premium on relationship building and interpersonal skills. What is beginning to distinguish leaders now are those who build collaboration, trust, and engagement, traditionally the bailiwick of women.


     


    The focus on manufacturing and production has shifted to a focus on services. This puts a premium on relationship building and interpersonal skills.


     


    So, there is a shift toward collaborative leadership.


    Companies see collaborative leadership as critical in today’s highly networked, partnership-oriented business environments. Leaders must foster unity across organizational silos to make decisions quickly, gain cross-functional collaboration, and create cohesive teams. Furthermore, embracing collaboration at the executive level demonstrates to all levels of the organization how they also should approach work in a collective way. It is leaders who create a collaborative culture.


    Additionally, there is a call for all leaders to enable innovation. In a 2019 PwC CEO survey, 55 percent of company leaders claimed they were not able to innovate effectively—that there is a skill gap.1 The Conference Board reported that building an innovative culture is one of the top three concerns of CEOs.2


    Finally, the #MeToo movement has illuminated the need for leaders to be more emotionally intelligent and to nurture trust. Aggressive, dominating, competitive leaders are being rooted out. Collaborative leadership addresses both the need to craft innovative cultures and the need to establish trusting work relationships.


     


    Collaborative leadership addresses both the need to craft innovative cultures and the need to establish trusting work relationships.


    Collaborative Leaders Have Feminine Traits


    Global studies conducted by John Gerzema, CEO of The Harris Poll, indicated that many qualities of an ideal modern leader are considered feminine.3 He writes, “We live in a world that’s increasingly social, interdependent, and transparent. And in this world, feminine values are ascendant.” He goes on to list the traits that emerged as ideal for today’s leaders; they include nurturing, empathy, listening, caring about relationships, and inclusive decision-making. Gerzema specifically calls out empathy as a catalyst for innovation.


    So, we are now at a time when men are faced with a need to exhibit collaborative characteristics stereotypically associated with women. They need to express the “feminine side” of their masculinity. And I say it deliberately that way. They can’t merely express characteristics of women and succeed, just as women couldn’t succeed by acting like men. Men must express a unique blend of masculine and feminine characteristics. And in doing so, they can manage the gender expectations we have of them and balance those with the expectations that we now have of our leaders.


    Why? Because organizations need collaborative, team-building, innovation-sparking leaders, and it can’t be just the purview of women. We need the particular blend of traits that men can bring to the table in order to create a true balance and ideal organizational cultures. Unfortunately, there are both internal and external forces that make it difficult for some men to shift to this collaborative style.


     


    We need the particular blend of traits that men can bring to the table in order to create a true balance and ideal organizational cultures.
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