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Philippines has the highest and Vietnam has the lowest 
employee engagement in Southeast Asia
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Engagement…

happy employees

satisfied employees

Source: Gallup World Poll Data 2016; Portal HR

employees with emotional commitment and 
rational conviction to contribute their 
respective strengths happily, passionately, 
and collaboratively to achieve organization’s goals.
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Companies with 
engaged employees 
outperform those without 
by up to 202%

Source: Gallup World Poll Data 2016; Portal HR
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Source: Gallup World Poll Data 2016; Portal HR

87% of Indonesia’s workforce is 
disengaged at work
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Engaged

Disengaged
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The 11% actively disengaged Indonesian workforce,
annually cost all combined companies in Indonesia 
in lost productivity of IDR 49 – 60 T (estimation).

Actively disengaged employees…
more absenteeism, acting out their 
unhappiness, taking up their 
managers’ time, and spreading 
discontents among the staff.Source: GDP Indonesia (2016) USD 900 Billion
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NOT having followership

Why are people disengaged?
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Dependability

Psychological safety

Structure & Clarity

Meaning

Impact

1

2

3

4

5

Project ARISTOTLE
Recipes for a great team

Source: 
https://www.nytimes.com/2016/02/28/m
agazine/what-google-learned-from-its-
quest-to-build-the-perfect-team.html

https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html
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Psychological safety1Project Aristotle

Individuals need safe space to take risks and 
make mistakes without fear of recriminations.

• A sense of confidence that the team 
will not embarrass, reject, or punish 
anyone for speaking up. 

• Interpersonal trust and 
mutual respect.

• Comfortable being themselves.
• Members communicate and 

empathize.
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Project Aristotle

Members reliably complete 
quality work on time. 

• Members get things done on time 
and meet high bar for excellence.

• Members are empowered and 
given authority.

Dependability2
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Project Aristotle

Team members have clear roles, plans, and goals

• Member understands the job 
expectations, how to fulfill these 
expectations, and the consequences 
of their actions.

• RACI (Responsible-Accountable-
Consulted-Informed) for clear roles.

• OKR (Objectives & Key Results) for 
clear plans & goals.

• Fast & clear decision making.

Structure & Clarity3
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Project Aristotle

Finding a sense of purpose in 
the work itself or the output. 

• Work is personally important and 
meaningful to the members.

• Personal fulfillment from team’s 
overall accomplishments.

• Members and the team get 
recognition & appreciation.

Meaning4
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Project Aristotle

The work and the output are 
making a difference.

• The work matters and 
contributes to the company’s 
goals/customers/society.

Impact5
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Structure & Clarity

Meaning

Impact

1

2

3

4

5

Fostering 
Followership 
in workplace

Recipes for a great team
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Highlights of Emerging Field 
of Followership Studies

• 1988 – HBR “In Praise of Followers” Robert Kelley
• 1992  – The Power of Followership – Robert Kelley
• 1995  – The Courageous Follower – Ira Chaleff
• 2003 – Dixon – Dissertation on Chaleff model
• 2005 – Lipman-Blumen – Allure of Toxic Leaders
• 2006 – Rethinking Followership Conference
• 2008 – The Art of Followership – Blumen, Chaleff
• 2008 – Followership – Barbara Kellerman
• 2008 – ILA Followership Learning Community
• 2014 – 1st International Followership Symposium
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WHAT
Discovering Qualities 

that Promote 
Effective FollowershipEXPEDITIONARY 

BEHAVIOR  SKILL
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1. Honesty/Integrity
2. Forward Looking
3. Competent
4. Inspiring
5. Intelligent
6. Fairminded
7. Courageous

Ranking of the 
Characteristics of 
Effective Leaders

1. Honesty/Integrity
2. Competent
3. Dependable
4. Cooperative
5. Loyal
6. Intelligent
7. Supportive

Ranking of the 
Characteristics of 
Effective Followers
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Research - Austin Agho
Old Dominion University

300 CEO around the world as his respondent



© éclat CONSULTING, 2020. All rights reserved. 



Austin Agho, Ph.D
Provost & Vice President for Academic 
Affairs - Old Dominion University
Norfolk, VA



20 – 40%?

How much impact 
might followership have?



Research  of M. Podsakoff and Scott 
B. MacKenzie Indiana University

Positive 
Followership 
Behaviors 
develop 
productivity by

17 – 43%
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“There can be no leaders
without followers.”

Douglas MacArthur,
Chief of Staff of the U.S. Army 

“To think of leaders without followers 
is like thinking of teachers without 
students. Both are impossible. They 
are two sides of one process, two 
parts of a whole (Chaleff, 1995). 

Two Sides of Coin
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WHAT
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that Promote 
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Leaders are more 
important than followers

4 Myths of Leader-Follower
True or False?

Followers are just 
as important as their leaders

The Rationale:
- Competent and dependable followers

are essentials for the leader to be successful;
- There should be mutual respect 

towards each role.

1
False

“You can design and create, and build the most 
wonderful place in the world. But it takes people to 
make the dream a reality.”
– Walt Disney



© éclat CONSULTING, 2020. All rights reserved. 

WHAT
Discovering Qualities 
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Following is simply 
doing what you are 
told to do

4 Myths of Leader-Follower
True or False?

You are not a robot!

The Rationale:
- Be assertive;
- Dare to be differ & confront;
- Followers must create value;
- Be critical – put some thoughts into it!

2
False
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Followers draw their 
energy, goals, and 
talents from their leaders

4 Myths of Leader-Follower
True or False?

The Rationale:
- Everyone is unique;
- Play your strength;
- Contribute your strengths to the team.

3
Members should not
simply mimic their leaders

False
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Followers wait 
for instruction from 
their leaders

4 Myths of Leader-Follower
True or False?

The Rationale:
- Followers take actions within their authorities;
- Followers aim to do extra miles;
- Everyone is accountable for their actions.

4
False
Members should be
proactive and courageous
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WHAT
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that Promote 
Effective Followership

A set of learnable, practicable skills that make me 
professionally essential to my leader and teammates, 
and also regularly create opportunities 
for me to demonstrate my superior leadership.
(Cory Bouck)

Good followers are important 
for successful leadership. 

What is Followership?

The Merriam-Webster Online Dictionary

“The capacity or 
willingness 

to follow a leader".



© éclat CONSULTING, 2020. All rights reserved. 

WHAT
Discovering Qualities 

that Promote 
Effective Followership

The New Model for Leader-Follower Relationships

Common 
Purpose

FollowerLeader

Together with the Leaders, Followers serve a common purpose, 
and both leaders & followers work to achieve common outcomes.
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Low
Constructive 

Challenge

High
Constructive
Challenge

Low Support

High Support

Followership Styles

Source: Chaleff, I. (1995). The courageous follower: Standing up to and for our 
leaders. San Francisco: Berrett-Koehler Publishers.

Individualist
• Tend to think for 

themselves and prefer 
to do as they want.

Resource
• They are blindly obedient 

but lack the intelligence 
or courage to 
provide challenge.

Implementer
• Taking orders and completing them

without any real questions.

Partner
• They are strong supporters but will provide 

intelligent challenge where they deem necessary.

Individualist

Implementer

Resource

Partner
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Behaviors of Followers

Individualist
• They don't tend to follow 'group think’. 
• They like to do as they see fit.
• Often provide new ideas and ways of 

thinking that can be used

Resource
• They will do what they have been 

asked to do and no more.
• They tend to lack the requisite 

intellect, imagination, and courage 
needed to do more.

Implementer
• They busy themselves doing

and completing tasks.
• They tend not to question the leaders, 

preferring instead to 'just get on
with the job’.

Partner
• They will provide the intellectual challenge 

needed by the leader. 
• They want (and often need) to be 

seen as equal to the leader.



© éclat CONSULTING, 2020. All rights reserved. 

WHAT
Discovering Qualities 

that Promote 
Effective Followership

Qualities of Followers

Adapted from Harvard Business Review

1Integrity

4Cooperative 5Loyal

2Competent 3Dependable

7Courageous6Supportive
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HOW
Establishing Guidelines 
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Exemplary Followers

Followership
Mindset 

People 

by Organization:
People, Process, & System Development

Cultivating Effective Followers
Process

System

SOCIAL
Side

TECHNICAL
Side
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by Organization:
People, Process, & System Development

Cultivating Effective Followers

Project Aristotle

Dependability

Psychological safety

Structure & Clarity

Meaning

Impact

1

2

3

4

5

“Whether subordinates become followers 
depends on whether the executives
act like leaders.” — John Gardner

Exemplary Followers

Followership
Mindset 
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SOCIAL Side

People 
Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers
Community

Feelings of 
Significance

Excitement

Source:
https://medium.com/swlh/why-followership-is
-important-for-your-business-5acb5ab8f724

https://medium.com/swlh/why-followership-is
https://medium.com/swlh/why-followership-is
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SOCIAL Side

People 
Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

|  Community

Source:
https://medium.com/swlh/why-followership-is
-important-for-your-business-5acb5ab8f724

Community forms when people feel a unity of purpose. 
A willingness to relate to one another as human beings.

Few business executives create such an environment.

https://medium.com/swlh/why-followership-is
https://medium.com/swlh/why-followership-is
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Followers will give their utmost, their hearts and souls 
to an authority figure, a Leader who says:  “You really matter.” 
The reward is loyalty, compliance and integrity of work.

This dynamic is engrained in the human drive to be valued. 
We seek recognition. 

SOCIAL Side

People 
Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

|  Feelings of Significance

Source:
https://medium.com/swlh/why-followership-is
-important-for-your-business-5acb5ab8f724

https://medium.com/swlh/why-followership-is
https://medium.com/swlh/why-followership-is


© éclat CONSULTING, 2020. All rights reserved. 

HOW
Establishing Guidelines 
to Effective Followership

Followers will tell you when a Leader they admire is nearby
they get a buzzing feeling. A sense of excitement. 
People want excitement, a challenge, an edge in their lives.

Followers are excited when the Leaders value their inputs. 
Leadership is grounded in emotion, not just a title.

SOCIAL Side

People 
Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

|  Excitement!

Source:
https://medium.com/swlh/why-followership-is
-important-for-your-business-5acb5ab8f724

https://medium.com/swlh/why-followership-is
https://medium.com/swlh/why-followership-is
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Process & System Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

TECHNICAL Side
- PDCA Rhythm

Effective Followers wish to create value.
No Plan: producing results of insignificant impact.
No Do: day dreaming without tangible results.
No Check: produced results may not be as expected.
No Act: no improvement on quality & standard.
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Process & System Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

TECHNICAL Side
- Empowerment

Share Information

Set SMART Delegation

Give Autonomy

1
2

3“Leaders empower individuals 
by building trust and 
coaching competence 
in their job roles and 
networking skills.”
― Kenneth H. Blanchard
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Process & System Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

TECHNICAL Side
- PICPA 

Problem Identification

Corrective & 
Preventive Action
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Process & System Development

by Organization:
People, Process, & System Development

Cultivating Effective Followers

TECHNICAL Side
- Meritocracy 

Pay for performance:
“The more value you create, 

the more value you take home!”
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by Individuals

Becoming an Effective Followers 

Source: Manz and Sims (2001), “The New Superleadership: 
Leading Others to Lead Themselves”.

“[Followership] is the influence 
we exert over ourselves 
in order to perform better.”

Charles Manz and Henry Sims
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“Mastering others is strength. 
Mastering yourself is true power.”

Lao Tzu
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Followership is about constantly developing 
the ‘inner game’ to achieve Personal Mastery.

1. Self-discovery  “Who am I?”

2. Self-awareness consciously knows & understands 

own character, feelings, motives, and desires.

3. Self-internalization positively believes 

that one can accomplish what one wishes to do. 

4. Self-efficacy how well one can execute action.

5. Self-mastery followership has become a habit.

Followership Maturity Level
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9 Guidelines to
Effective Followership

1
Set goals for 

your life

2
Lead by
example

3
Honor
others

4
Embrace new ideas 
and opportunities 

5
Question 
everything

8
Surround yourself with 
mentors and teachers 

6
Do what is right, 
not what is easy 

7
Be the change you 

want to see in the world 

9
Care for 

other people
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