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rations from normal functioning, problematic on one end 

and virtuous on the other end.

The fi gure shows a condition of physiological and psy-

chological illness on the left and healthy functioning in 

the middle (i.e., the absence of illness). On the right side is 

positive deviance, which may be illustrated by high levels 

of physical vitality (e.g., Olympic fi tness levels) or psy-

chological fl ow (Csikszentmihalyi, 1990; Fredrickson, 

2001). At the or gan i za tion al level, the fi gure portrays condi-

tions ranging from in effec tive, inefficient, and error- prone 

Negative Deviance Normal Positive Deviance

Individual:

Physiological Health Vitality

Psychological Health Flow

Organizational:

Economics Profitable Generous

Effectiveness Effective Excellent

Efficiency Efficient Extraordinary

Quality Reliable Perfect

Ethics Ethical Benevolent

Relationships Helpful Honoring

Adaptation

Illness

Illness

Unprofitable

Ineffective

Inefficient

Error-prone

Unethical

Harmful

Threat-rigidity Coping Flourishing

(SOURCE: Cameron, 2003)

FIGURE 1.1 A Deviance Continuum
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sleep with mothers rather than sitting in a chair through 

the night. The hospital created numerous communal rooms 

for family and friend gatherings and carpeted hallways and 

fl oors. Volunteer pets  were brought in to comfort and cheer 

up patients. Original paintings on walls displayed optimis-

tic and inspiring themes. Nurses’ stations  were all within 

eyesight of patients’ beds. Jacuzzis  were installed in the 

maternity ward.

Since then, Griffin is the only hospital to be listed in 

Fortune’s “Top 100 Best Places to Work” ten years in a 

row. Griffin is one of three hospitals in the United States 

to be honored with a “Distinction for Leadership and In-

novation in Patient- Centered Care Award.” It ranks in the 
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FIGURE 1.2 Financial Per for mance after a Leadership 
Intervention
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FIGURE 1.3 Blood Pressure Recovery after Exposure to a 
Major Stressor— Comparison of High versus 
Low Positive Emotions and Positive Practices

(SOURCE: Dockray & Steptoe, 2010)

FIGURE 1.4 Cortisol Levels after Exposure to a Major 
Stressor— Comparison of High versus Low 
Positive Emotions and Positive Practices
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FIGURE 1.5 Infl ammation Levels— Comparison of High 
versus Low Positive Emotions and 
Positive Practices

(SOURCE: Dockray & Steptoe, 2010)
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FIGURE 1.7 DHEA (Anti- Aging Hormone) Levels— 
Comparison of High versus Low Positive 
Emotions and Positive Practices

(SOURCE: Van Reekum et al., 2010)
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FIGURE 1.8 Post- Lyme Disease Symptoms— Comparison 
of High versus Low Positive Emotions 
and Positive Practices

(SOURCE: Hasset et al., 2009)
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FIGURE 1.9 Brain Activity in ADHD Children— 
Comparison of Trained and Untrained 
Children in Positive Emotions and 
Positive Practices

(SOURCES: Lutz, Slagter, Dunne, & Davidson, 2008; 
Van der Oord, Bogels, & Beijnenburg, 2011)
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POSITIVE LEADERSHIP

Each of the chapters that follow discusses a key positive 

leadership strategy that differentiates positively deviant 

organizations from normal organizations. These strategies 

do not represent a comprehensive or an exclusive list, of 

course, but observation and empirical evidence from a 

number of investigations suggest that they are among the 

Foster compassion
Foster forgiveness
Foster gratitude

Positive
Climate Build energy networks

Reinforce strengths

Positive
Relationships

Obtain best-self feedback
Use supportive communication

Positive
Meaning

Affect human well-being
Connect to personal values
Highlight extended impact

Build community

Positive
Communication

FIGURE 1.11  Four Leadership Strategies That Enable 
Positive Deviance
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you” on a restaurant bill by the server elicited about 11 

percent higher tips, and visits by case workers and social 

workers  were 80 percent higher if they  were thanked for 

coming (McCullough, Emmons, & Tsang, 2002).

Engaging in gratitude visits (e.g., simply visiting an-

other person in order to express gratitude), writing grati-

tude letters (e.g., sharing feelings of thanks with another 

person), keeping gratitude journals (e.g., writing down three 

things daily for which you are grateful), and distributing 

FIGURE 2.1 Heart Rhythms in Gratitude and Frustration 
Conditions

(SOURCE: McCraty & Childre, 2004)
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Figures 3.1 and 3.2 illustrate the impact of positively ener-

gizing leaders on both business unit and individual em-

ployee per for mance. These studies reveal that not only 

do positively energizing leaders affect business unit and 

employee per for mance, but their infl uence extends to the 

family life of employees as well. Employees’ families are 

signifi cantly infl uenced for the better by positive leaders 

(Owens, Baker, & Cameron, 2011).

(In Figure 3.1, the designation p < .001 indicates that 

the probability that this relationship occurs by chance is 

less than 1 in 1,000. That is, the relationship between the 

two factors is highly statistically signifi cant.)

Leaders affect interpersonal relationships in their orga-

nizations by facilitating positive energy— both by model-

ing positive energy themselves and by diagnosing and 

FIGURE 3.1 Impact of Positively Energizing Leaders on 
Employee Per for mance

(SOURCE: Owens, Baker, & Cameron, 2011)
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building positive- energy networks among others. Because 

interacting with a positive energizer is attractive (Baker & 

Dutton, 2007), positive relationships are more frequently 

formed. Leaders may not only radiate positive energy 

themselves, but they can identify the positive energizers 

with whom they work and recognize, reward, and support 

them. Because positive energizers affect the per for mance 

of others, positive energizers can be placed in tasks and 

roles that allow others to interact with them, for example, 

thus enhancing the per for mance of a broadened fi eld of 

employees. They can be asked to coach or mentor others, 

and they can be selected to lead or gan i za tion al change ini-

tiatives.

On the other hand, leaders often encounter individuals 

who are critical, cynical, and constantly disparaging, and 

Cohesion

Experimentation/
Innovation

Team Learning
Orientation

Performance

Positive
Energy
of the
Unit
Leader

p < .001

p < .001

p < .001

p < .01

FIGURE 3.2 Impact of Positively Energizing Leaders on 
Unit Per for mance

(SOURCE: Owens, Baker, & Cameron, 2011)
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A more simplistic, but still useful, diagnosis is to 

ask employees to write down the names of the two, three, 

or four most energizing people in their or ga ni za tion. 

The  results are tabulated so that the most frequently 

named individuals are identifi ed— the positive energiz-

ers— as well as the names of individuals mentioned less 

frequently who can be mentored and developed. Positive 

energizers, for example, may be assigned to coach less 

energizing people. Task forces containing both high ener-

gizers and those with less positive energy could be formed 

to enhance and increase the positive energy of the group. 

And, recognition can be provided to positive energizers 

for the contributions their energy provides. Figure 3.3 

provides an example of this simplifi ed version of an energy 

map.
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FIGURE 3.3 A Simplifi ed Positive-Energy Network Map

(Numbers indicate number of times mentioned as a positive energizer.)
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nonlinear dynamics and Lorenz attractor diagrams, so 

causal directionality could be projected. Results  were not 

merely a product of positive talk resulting from high per-

for mance.)

Other dimensions of communication  were also 

 important in differentiating high- performing from low- 

performing organizations. For example, team members in 

high- performing organizations  were found to be essen-

tially balanced in the number of inquiry statements (i.e., 

 asking questions, seeking others’ viewpoints) compared 

to  advocacy statements (i.e., telling, or advocating a posi-

tion), whereas low- performing organizations  were highly 

TABLE 4.1 Communication in Top-Management Teams

TEAM PER FOR MANCE

High Medium Low

Positive Statement Ratio 5.6 to 1 1.8 to 1 0.36 to 1

 (supportive, encouraging, 
 appreciation versus critical, 
 disapproval, contradictory)

Inquiry/Advocacy Ratio 1.1 to 1 0.67 to 1 0.05 to 1

 (questioning versus asserting)

Others/Self Ratio 0.94 to 1 0.62 to 1 0.03 to 1

 (external versus internal focus)

Connectivity Average 32 22 18

 (mutual infl uence,  
 assistance, interaction)

Source: Losada & Heaphy, 2004
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petence, absence of depression, and course grades compared 

to the control groups.

One explanation for the per for mance effects of positive 

communication is that positive communication has been 

found to create signifi cantly more “connectivity”— that is, 

the exchange of information, interpersonal interactions, 

and positive emotions— in organizations. This connectiv-

ity is the means by which resources fl ow and coordinated 

action takes place (Losada & Heaphy, 2004). Coordinated 

exchange, in turn, enables higher productivity and higher- 

quality per for mance because it facilitates the formation of 

TABLE 4.2  The Effects of at Least a 3 to 1 Positivity 
Ratio

•  People live longer (+11 years).

•  People succumb to fewer illnesses.

•   People have higher survival rates after a serious illness or an 
accident.

•  People stay married longer.

•  People tolerate pain better.

•  People work harder.

•  People perform better on the job.

•  People make more money (+30 percent).

•  People display more mental acuity.

•  People make higher- quality decisions.

•  People are more creative and more fl exible in their thinking.

•  People are more adaptive and resilient after trials and trauma.

•  People engage in more helping behaviors and citizenship activities.
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needed social capital and synchronicity (Dutton & Heaphy, 

2003; Fredrickson & Losada, 2005; Fredrickson, Mancuso, 

Branigan, & Tugade, 2000; Losada, 1999).

ENABLING POSITIVE COMMUNICATION

Because most people react more strongly to bad than to 

good (Baumeister et al., 2001), and because most organiza-

tions are fraught with problems and challenges, prescrib-

ing positive communication is much easier than practicing 

it. One obvious way that leaders enable positive communi-

cation is by using positive talk themselves. Minimizing 

criticism and negativity, and replacing them with an abun-

dance of positive feedback and expressions of support, can 
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FIGURE 4.1 A Comparison of Ninth- Grade Literature 
Class Students’ Per for mances

(SOURCE: Seligman, 2011)
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FIGURE 5.3 Minutes on the Phone per Week after 
One Month

(SOURCE: Grant et al., 2007)
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Figure 6.1, for example, shows the per for mance of two 

matched sets of teams. Each line in the graph represents 

fi ve teams whose per for mance was mea sured by a combi-

nation of objective factors (e.g., productivity, output) and 

subjective factors (e.g., trust, satisfaction). All of the teams 

 were performing at essentially the same level at the outset 

of the investigation, and all ten teams initially implemented 

a PMI program. Each team’s per for mance increased signifi -

cantly after implementation.

Five of the teams continued to implement PMI programs 

and  were assessed at 6- month intervals over an 18- month 

time frame. Per for mance increased and stayed high in these 
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after
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            After initial
implementation,
5 teams held PMIs
regularly for 18 months.

            After initial
implementation,
5 teams held PMIs
only during the 
12- to 18-month period.

FIGURE 6.1 Intact Teams’ Per for mance before and after 
Implementing PMIs

(SOURCE: Boss, 1983)
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provides a foundation on which the relationship can be 

built and helps facilitate better per for mance on the part of 

the leader as well as the direct report. Because this role 

negotiation is not adversarial in tone but, rather, focuses 

on mutual support and positivity, the four positive strate-

gies should characterize the interaction. PMIs help develop 

a positive climate, form a positive relationship, reinforce 

positive communication, and clarify the positive meaning 

associated with the work. Table 6.1 outlines examples of 

agenda items for the role- negotiation session.

TABLE 6.1  Examples of Role- Negotiation Session 
Agenda Items

A psychological contract is established.

The focus is on clarifying detailed expectations of one another,
including:

Role per for mance

Areas of responsibility

Accountability and rewards

Interpersonal relationships

Mission, goals, and values

Clear agreements regarding per for mance are established.

Nonnegotiable issues are identifi ed and justifi ed.

A written account of the results of the session is made available to 
both participants.

Results of the session are shared with those who will be affected by 
the agreements.
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TABLE 6.2  Examples of Agenda Items for PMI 
 Sessions

Major goals:

Continuous improvement

Team building and personal development

Feedback

Reinforce positive climates, positive relationships, positive
  communication, and positive meaning

First agenda item is to follow up on action items from the previous 
PMI session

Major agenda items include:

Or gan i za tion al and job issues

Information sharing

Training and development

Resource needs

Interpersonal issues

Obstacles to improvement

Targets and goals

Appraisal and feedback

Career development

Personal issues

A supportive, nonpunitive environment

Advanced preparation of agenda items by both parties

Accountability required of both parties

Training of participants in advance

Last agenda item is to review action items arising from the session
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TABLE 7.1 
Positive Leadership Assessment
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As a leader, to what extent do you:

 1.  Foster information sharing so that people become aware 
of colleagues’ diffi culties and, therefore, can express 
compassion?

 2.  Encourage the public expression of compassion by sponsoring 
formal events to communicate emotional support?

 3.  Demonstrate forgiveness for mistakes and errors rather than 
punish perpetrators or hold grudges?

 4.  Provide support and development as an indicator of 
forgiveness for individuals who have blundered?

 5.  Express gratitude to multiple employees each day?

 6.  Make gratitude visits and the distribution of gratitude notes 
a daily practice?

 7.  Ensure that employees have an opportunity to provide 
emotional, intellectual, or physical support to others in 
addition to receiving support from the or ga ni za tion?

 8.  Model positive energy yourself, and also recognize and 
encourage other positive energizers in your or ga ni za tion?

 9.  Diagnose your or ga ni za tion’s energy networks so that you 
support and utilize individuals in energy hubs as well as help 
develop peripheral members?

10.  Provide more feedback to individuals about their strengths 
rather than their weaknesses?

11.  Spend more time with your strongest performers than with 
your weakest performers?

12.  Communicate a ratio of approximately fi ve positive messages 
for every negative message to those with whom you 
interact?

13.  Provide opportunities for employees to receive best- self 
feedback and develop best- self portraits?
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TABLE 7.1 (continued)
Positive Leadership Assessment
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As a leader, to what extent do you:

14.  Consistently distribute notes or cards to your employees 
complimenting their per for mance?

15.  Provide negative feedback in supportive ways— especially 
using descriptive rather than evaluative statements— so that 
the relationship is strengthened?

16.  Focus on the detrimental behavior and its consequences, not 
on the person, when correcting people or providing negative 
feedback?

17.  Establish, recognize, reward, and maintain accountability for 
goals that contribute to human benefi t so that the effects on 
other people are obvious?

18.  Emphasize and reinforce the core values of the individuals 
who work in the or ga ni za tion so that congruence between 
what the or ga ni za tion accomplishes and what people value 
is transparent?

19.  Tie the outcomes of the work to an extended time frame so 
that long- term benefi ts are clear?

20.  Ensure that contribution goals take pre ce dence over 
acquisition goals for individuals in the or ga ni za tion?

21.  Clarify for your direct reports the specifi c set of expectations 
and responsibilities associated with their roles, as well as the 
mission, values, and culture of the or ga ni za tion?

22.  Meet at least monthly in one- on- one meetings with your 
direct reports?

23.  Consistently and continually emphasize continuous 
improvement and the development of strong interpersonal 
relationships among your direct reports?

24.  Have a formalized routine (such as PMIs) in which you 
can regularly demonstrate positive climates, positive 
relationships, positive communication, and positive 
meaning associated with the work?
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TABLE 7.2 Implementing Positive Leadership

Positive Leadership Strategy
Personal 

or Family Life
Professional 
or Work Life

Encourage compassion

    Notice and share information

    Express emotions and feelings

    Enable appropriate compassionate responses

Encourage forgiveness

    Acknowledge harm

    Identify a positive purpose

    Maintain high standards

    Provide personal support

    Use forgiving language

Encourage gratitude

    Conduct gratitude visits

    Write gratitude letters

    Keep a gratitude journal

Foster positive energy

    Provide opportunities for serving others

    Personally model positive energy

    Diagnose the unit’s energy network

    Recognize and reinforce positive energizers

    Manage negative energizers in stages

Capitalize on others’ strengths

    Spend time with the strongest performers

     Provide opportunities for others to do what they
 do best

    Frequently celebrate positive outcomes

(continued)



TABLE 7.2 Implementing Positive Leadership (continued)

Positive Leadership Strategy
Personal 

or Family Life
Professional 
or Work Life

Provide best- self feedback

     Obtain information from associates on unique
 personal contributions

     Help others develop a best- self portrait— when
 they are at their best

    Utilize strength recognition cards

Use supportive communication

     Provide fi ve positive statements for every
 negative piece of feedback

    Habitually use supportive communication

     Use descriptive statements in providing negative
 feedback

     Remain problem- not person- focused in
 providing negative feedback

Enhance the meaningfulness of the work

    Identify the work’s direct impact on other people

    Associate the work with a core personal value

     Clarify the long- term effects of what is being
 accomplished

     Reinforce contribution goals more than
  achievement goals

Implement Personal Management Interviews

     Hold a role- negotiation meeting with direct
 reports

     Hold regularly scheduled, one- on- one meetings
 with direct reports

     Provide regular personal- development
  opportunities for direct reports

     Ensure regular accountability for continuous
 improvement




