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			Praise for Leadership Bites 

			“Ian McCoog’s new book is a highly original and deeply reflective take on the nature of leadership. Both an essential primer on the history and theory of the field and a compelling collection of personal stories of leaders in action, Leadership Bites is entertaining, wise, and inspirational. Highly recommended!” 

			—Damian Tarnopolsky, author of Every Night I Dream I’m a Monk, Every Night I Dream I’m a Monster

			“Using his expert research skills, Dr. Ian McCoog writes about the important yet difficult task of being a leader. He provides fascinating, absorbing, and inspiring anecdotes that will help any emerging leader navigate their new role.”

			—Kayla Branstetter, author of Don’t Be an Athena

			“Leadership is complex. In Leadership Bites, Ian McCoog has culled important and powerful nuggets from generations of leadership theories and models, highlighting both the overlap and divergence of the array of leadership approaches and characteristics. The stories he shares vividly illustrate each leadership approach in a way that engages the brain and touches the heart.” 

			—Paul Reinert, associate professor of educational leadership at Wilkes University
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			To the memory of Roy A. Montalvan, 

			who I never met but whose story started it all.

			

		

	
		
			Foreword 

			by Thomas J. Starmack, EdD, author of Organizational Behavior: A New Three Dimensional Leadership Paradigm, professor of educational leadership at the Commonwealth University of Pennsylvania, and chief consultant at FLEX Consulting, LLC.

			There are hundreds of books and publications on leadership spanning business, medicine, government, and education. Often authors will interchange the terms of administration, management, and leadership. A strong argument can be made that leadership requires much more than the other two. Managing a schedule, routine, or process can be interpreted as overseeing the implementation and therefore, success. The same can be said for administering a program or an event. Reaching the pinnacle of being a leader requires one critical ingredient, followers. Can a manager or administrator truly be coined a leader without followers?  

			“Administrator” and “manager” are titles or positions given to a person, whereas, “leader” is earned through trust, actions, credibility, vision, integrity, authenticity, transparency, and people’s willingness to follow the path forward. One must understand that programs are managed; people are led. Effective leaders not only have knowledge and skills to garner followers, but they also understand the complexities of the organization within which they operate with a high level of situational awareness to employ the “right” approach at the appropriate time. Leaders know what type and how much power to unleash given a certain situation. Leaders know their people’s strengths, have the “right” people in the “right” places to do the “right” things, and create teams that can be synergetic. Leadership knows no role; leaders exist at every level of every organization. 

			Let’s not confuse followership with compliance. Gaining insights to different styles and approaches to leadership enhances one’s ability to harness followers. If a supervisor directs an employee to complete a task and the employee does so without any grievances, one cannot assume they are following, rather completing the task so as not to be insubordinate. True followers have a deeper heartfelt or internal belief that is closely aligned with the leader. There are many examples of this throughout history and professions of leaders championing good and not-so-good causes. People as disparate as Gandhi, Taylor Swift, or Rosa Parks have asserted their influence to bring about change. Interestingly, a leader sometimes is simply being a positive role model that causes others to follow the actions to be more like that person. Thus, administrators or managers certainly can earn the title of leader through their behaviors, beliefs, and actions.

			Ian McCoog has chosen a unique approach to engaging the reader with various leadership frameworks and tactics where each one has a dynamic story to provide a parallel comparison to leadership in context. The variety of settings and characters helps the reader ponder their point of view as well as the success of the leadership application. Effective leaders anticipate conflict and, of course, most great stories have a level of conflict that needs to be resolved. Learning to approach conflict as an opportunity for a better future can assist in enlisting those individuals who are often difficult to acquire as followers. Through the various stories, the author takes the reader on an eclectic journey spanning different events, venues, countries, and situations to bring relevance to the characteristics of effective leadership. Be employed to read each chapter, and reflect on how one can utilize the knowledge gained to improve your own leadership knowledge and skills as well as increase the number of followers for the greater good.

			—Thomas J. Starmack, EdD, 2024 

		

	
		
			Introduction

			What Is Leadership?

			I recently attended a workshop during which a colleague asked the presenter what he called a dumb question: “What is leadership?” A scientist through and through, he followed up with, “I mean we all know what it is, but how can we quantify it?” Over coffee later that afternoon, he said to me, “I felt stupid asking but we have to define something in order to measure it.” I told him his question wasn’t stupid; it was pretty complex. I didn’t tell him his query had now stumped two leadership authorities, me and the presenter. I smiled to break the tension that had grown as I considered an answer. My brain raced. I took a sip of coffee to buy myself time.

			Leadership is hard to define. It’s like art. We know it when we see it. We know it’s good when it’s good and we know it’s bad when it’s bad. I gave him a convoluted answer that was more a list of attributes than a definition. “Leadership is consistent behavior in support of others that is reflective in nature, because you must reflect on your actions to be empathetic toward others,” I suggested. He looked at me like I had defined love and, you know what, I realized I just might have.

			I am a professor working in academic medicine. My research and teaching focus on medical humanities but my true expertise is in leadership studies. I am on the faculty at a medical school but I’m not a doctor (at least not that kind of doctor). I like to say, “I’m not a doctor, but I play one at work.” In my free time, I write poems, short stories, and speculative history, and have started several novels. Sometimes these works explore themes found in medical humanities, but sometimes they are about folklore or baseball. One consistent thread is that I try to work storytelling into both my scholarship and my work with students.

			I always knew I wanted to write a book but I didn’t know what it would be about. I thought my dissertation research might beget a book, but it didn’t. As it turns out, all I had to do was refine my craft and let the book find me. When I became the go-to person at my school for leadership theory and qualitative data analysis—essentially storytelling—I knew I’d found my book, or rather, it had found me.

			I have always been interested in stories. During my first college visits, as a junior in high school interested in studying history, a professor asked me, “Why do you like history?” If you’ve ever seen the movie Old School, you may recall the scene where Will Ferrell’s character, Frank the Tank, is surprised to learn he is debating political pundit James Carville. Frank experiences a flash of genius where he gives such a thorough response that Carville has no rebuttal. That is a little like what happened during my college visit. I just started talking about how history is a story and the role of the historian is to interpret, accurately depict, and share that story. The professor just stared, wide-eyed, not quite sure where this sixteen year old’s treatise had come from. I got into that college but attended elsewhere.

			My first job after college was as a history teacher. Students with even the slightest interest in history seemed to enjoy my classes. Years later I realized it was because I wasn’t lecturing; I was telling stories about the past. Storytelling also informs part of my current teaching assignment, leading sessions in our doctoring course on leadership theory. One day after a large group session, a student asked me, “Can’t you teach us more things? The way you present material is understandable and it keeps our attention.” I was flattered and thanked her. I responded that I would love to teach them “more things” but my limited medical knowledge stopped at practicing empathy with patients and leading a team; it did not include the Krebs Cycle or any immunology whatsoever.

			Author Carmine Gallo said, “Storytelling is not something we do. Storytellers are who we are.”1 When I am teaching with stories, I’m not doing anything magical. Neuroscience tells us that storytelling leads to neural coupling, in which the speaker’s and the listener’s brain rhythms begin to line up, releasing oxytocin. Oxytocin, known as the “love hormone,” is vital to bonding. Telling a story might not land you a lover but it does create a temporary bond. These brain responses are believed to be an evolutionary response related to survival through grouping and communication.

			Where does leadership come in? This book is a collection of leadership theories curated by me and presented chronologically. Each theory is followed by a short story to illustrate it in a meaningful and hopefully memorable way. For nearly twenty years now, I have been a writer of both academic and creative works; this book has allowed me to combine the two. The straight theory would be dry, so I include stories in the style in which I like to write and tell. In addition, I also include little diagrams that help illustrate the theories, which can be complex concepts for someone new to the field of leadership studies. You are about to read a book about leadership that includes a range of topics such as high jump, old books, crying, power, New England towns, abstract art, teaming, race horses, my family, acapella, and prioritization with a former president. 

			My goal is to teach you something, not preach my thoughts on leadership or life in general. This handbook is meant to be a reference for those who are new to leadership and looking for an approachable book that will help them in their newfound role. I also hope it can be useful to those who aren’t new to leadership but may have never considered the psychology behind it. Some theories are foundational to the field; others are more contemporary. Many are similar, so I aim to highlight how they build upon one another. Some are definitive; some say their application depends on the situation. Other theories say there is no best approach at all. What I present is not one answer but many different ways to think about leading a group. 

			The Power of Stories

			In 2015, Daniel Goleman of Emotional Intelligence fame, published A Force for Good: The Dalai Lama’s Vision for Our World. Goleman wrote that his Holiness outlined three instructions that we can practice as individuals to make the world around us a better place, the first of which was “manage your inner world.”2

			Stories are how we understand our world. Formulating and telling a story is something just about anyone can do. Five-year-old children tell rambling tales that dip and dive in and out of truth and fantasy. The elderly tell stories full of wisdom and life experience, as long as we take the time to listen. In many ways, I feel like I am a professional story listener and teller. The courses I teach focus on medical humanities, leadership in medicine, and the skills that future physicians need to better connect with patients. I’m more qualified to teach our students from a patient’s perspective than a physician’s, and that is exactly what makes me valuable to my school.

			I learned about the intricacies of academic medicine on the job. My background in educational leadership has refined into a specialty in medical education leadership. The fact that I’m an academic doctor and not a medical doctor at my core is a unique perspective that allows me to work with students on the beautiful art of medicine. I often ask questions like, How will this diagnosis affect the patient’s lifestyle? Or, Why is it so hard to stop a bad habit even when you know it is negatively affecting your health? Nevertheless, my most important role is as a listener when I ask my students: What is your story?

			Before we go too deep, let’s establish the difference between a “story” and a “narrative” as I use the terms: A story is told through a narrative structure. You might think Uncle Billy isn’t considering structure when telling a tale around the campfire after a few beers. He’s not, but he probably unconsciously follows a narrative structure by virtue of telling a story.

			A linear narrative follows a story from beginning to middle to end. Most Hollywood movies are linear narratives. A nonlinear narrative is a story that evolves as pieces come together. A true-crime investigation show is a good example of a nonlinear narrative. The detective uncovers clues that reveal the whole picture.

			A viewpoint narrative is told from a single, first-person perspective. These narratives are defined by how the story is presented, as opposed to a particular chronology. A descriptive narrative focuses less on the characters and more on the setting and immersion in the world of the story.3

			I hope my students gain an understanding of the people around them by listening to each other’s stories (for an example of Affiliative leadership—see page 103). I also hope they gain the ability to piece together stories to create an understanding of a larger context (Visionary leadership, page 103). Each puzzle piece reveals a unique portion of the picture. Each unique tree makes up the forest. Are you a corner puzzle piece or a middle? Are you a red pine or an oak? When trying to make sense of a situation, some stories may contribute more than others but each one is important (Democratic leadership, page 103). Reflecting on your own story not only helps you better understand yourself professionally, but it helps you protect yourself by being mindful of triggers and defining boundaries. Leaders are useless to their teams if they don’t take care of their own needs.

			In my experience teaching and writing, I’ve found the most important part of storytelling is knowing your own story and feeling comfortable sharing it. I purposefully chose this to be the first “story” coupled with the introduction of this book, and I hope my allusions with the provided page numbers have you thinking about what’s coming up.

			The only way to be genuine with yourself is through self-reflection. When you know yourself, you know your presuppositions and potential biases. When I meet with students, we often discuss how being honest with yourself opens you up to being more compassionate, patient-centered, community-minded, and interprofessional-focused (Coaching leadership, page 103). These characteristics are some of the hardest skills for physicians to gain. Being comfortable sharing your story is important because, although it may make you feel vulnerable, it also helps to build trust. An environment where your team and colleagues understand each other’s backgrounds and do not pass judgment surpasses an organization with a mere collegial community.

			At the beginning of this story, I cited the first instruction from the Dalai Lama regarding one’s inner world. His second instruction is, “Turn toward others with empathy and compassion.” Number three is, “Act for the greater good.” If you understand yourself, you’ll better understand those you serve.
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