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Motivating Fair Process?

About leadership, followership, and justice 
…
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Companies wish leadership, then tell their 
leaders how to behave (e.g. MBA recruitment)

How do you manage leaders in a common 
direction?  How do you manage followership?  

How do you earn high commitment in execution?  
How do you get people to execute “their thing”, or 
nearly, that is, “our thing”?  

Largely shared leadership dilemmas  



© Prof L Van der Heyden – Part 1 4

How do you manage continued commitment and 
trust in this organization and its leaders, when we 
see the same mistakes being repeated?  

People overstate their performance relative to that 
of others, including their bosses. “Maybe I was not 
the best, but let me tell you about the others!”

People tend to blame others when their leadership 
fails. “L’enfer, c’est les autres!” (Sartre)

Largely shared leadership dilemmas (2)  
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Let’s summarize:  

Organizational Leadership is a yo-yo game:
sometime one leads, 
most of the time one follows …

We have to organize both the leadership, 
and the followership!

Largely shared leadership dilemmas (2)  
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Fair Process (FP) is seeing decision making as : 
a process focused on leadership opportunities
FP manages these leadership opportunities a way

that is fair for based on competence, knowledge, 
and commitment

the outcome is a decision that is perceived as 
fair and hence one that people involved are 
committed to (even when executed by others) 
FP then becomes a leadership “forum” that induces 

individuals to blame the system less, and to take 
more responsibility themselves.  

FP mindset:  “What can I do to contribute to the 
issue, and to improve things?”

A way out of these dilemmas: “FAIR PROCESS”
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PROCESS VS OUTCOME

DECISION 
OR 

MANAGEMENT
PROCESS

Too much attention in discussions
about how to best split the pie:

What’s in the outcome for me?

ECONOMICECONOMIC
OUTCOME:OUTCOME:

COLLECTIVE 
PERFORMANCE

POSITIVE
NEGATIVE

FAIR
UNFAIR

PSYCHOLOGICALPSYCHOLOGICAL
OUTCOME:OUTCOME:

INDIVIDUAL 
SATISFACTION

POSITIVE
NEGATIVE

+

Today’s discussion: 
Tell me about the process …
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A first example

A leader in its industry learning about fair
process …
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ABC Inc: 
industry leader asking for help

• A winner in its industry (regularly taking over major 
competitors)
• Asks help in May for the October « Top 300 »
retreat where the strategy should be announced
• Management Board not happy, some executives think
of quitting, others talking to head hunters …
• CEO very intelligent, but also fast and impatient –
does not like confrontation too much, prefers consensus 
• Culture of polite/silent « disagreement »
• Management Board too large (20 people, matrix org)
• Big decisions take too long, or are not taken, 
execution inconsistent and too slow
• Fair Process Questionnaire …
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Fair Process : Average Scorecard
from  1 = Poor  to  5 = Excellent

1 – Engaging
& Framing:  ~ 2

2 – Exploring
& Eliminating
Options: ~ 3.0

3 – Deciding : ~ 4
Explaining :  ~ 3

Setting Expectations: ~ 2

4 – Acting & 
Executing: ~ 3.5

5 – Evaluating &
Learning : ~ 2

Fair
Process


