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Traditional organizations typically utilize command-and-control structures that operate with a directive, managing 

leadership style. C-suite executives, vice presidents, and managers ‘direct’ their reports. This form of leadership 

relies on carrot-and-stick control and telling others what and how to do their job. It tends to pay little or no heed to the 

knowledge and experience of the people who do the work. It demeans the humanity of people by seeking to manage 

them like machines or systems. Ultimately, this arrangement progressively disengages those lower down in the 

organization. This disengagement has the unfortunate result of impacting customers who experience indifference, 

lack of empathy, low quality solutions, the list goes on.

In contrast, businesses working toward wellness use another type of structure where leaders are supportive of those 

closest to the “action.” Where, instead of telling, there is more asking and listening. Managers do everything in their 

power to remove obstacles and help their team members thrive. Authority is no longer the default operating system, 

rather, it has been replaced by leadership by example and methods for facilitating a team-of-leaders.

The team-of-leaders structure: Traditional organizations 

are typically highly centralized in a pyramid hierarchy which 

suggests that as you get progressively higher on the 

pyramid, the ability to make decisions rises. This is, of 

course, ridiculous. To think that the people farthest from the 

field of play are the ones best equipped to make those “on-
field” decisions is simply illogical.

Businesses in pursuit of wellness, in contrast to tradition, move 

away from hierarchical structures toward a more democratic, 

team-oriented design, a design that starts with a belief that all 

employees bring their own unique set of talents and 

experiences to the table and have the potential to lead when 
the time is right and fitting for their particular strengths. This is

particularly true of frontline employees as they have the best understanding of customers and product/service 

delivery systems. This approach is focused on logic, if the aim is to make decisions that best benefit customers, 

employees, and the business, it makes the most sense for many different employees to have a voice in the decision-
making process and be given the opportunity to be leaders.

Healthy organizations know the familiar pyramid is antiquated and that command-and-control management does not 

work well in today’s hyper-fast, complex, ever-changing environment. This is why more progressive organizations are 

turning to alternative structures that evolve the rigid pyramid into something more agile, a network of teams where 

formal leaders are more like facilitators that move the right talent to the fore when necessity dictates. This team-of-

leaders approach requires a new leadership mindset outlined below.

Three E's: According to Forbes, “The most obvious fix for unhappy workers” is to “tell them what you expect of them, 

praise them when they do well, encourage them to move forward” and “give them the tools they need and the 
opportunity to feel challenged.” This quote describes the key elements necessary for business-wellness leadership, 
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namely, Engagement, Empowerment, and Encouragement. 

Engage: According to Gallup, workers with highly engaged 

managers are 60 percent more engaged than workers with 

minimally engaged managers. In support of these findings, the 

VIA Institute on Character has similarly found that engagement 

increases to 71 percent in employees who work under 

managers that know them and can articulate their strengths. 

While, at the other extreme, another Gallup study tells us that 

when managers don't know their teams, engagement levels 

drop to an almost nonexistent 2 percent. The message is clear, 

if we want more engaged, productive employees who don't hate 

their jobs, they need managers who are more engaged with 

them. 

So, to effectively engage and move towards wellness, leaders must have an approach that comes from a desire to 

be helpful. They must have an open-door policy that welcomes new ideas and thinking, ensures all are heard, and 

focuses on action. They must ask more, tell less, and explain what, how, and why with clarity.  They must constantly 

engage in coaching conversations where problems are identified, solutions defined, progress assessed, and 

improvement continually refined. These leaders must do everything they can to implement team member 

suggestions not only out of respect but because they know these ideas come from the best source, those closest to 
the action.

Empower: Traditional organizations typically have a top-down bureaucracy in place that ensures employees have 

boundaries, rules, policies, and procedures that ensure all things are done in the "approved" way. 

Businesses interested in wellness, on the other hand, lead with the knowledge that employees are responsible 

adults who make hundreds of decisions in their lives every day and can likewise be trusted to make decisions on 

their own in the workplace. They reject a need for extensive control and believe people perform best when given a 

great amount of autonomy. Put simply, leaders in these organizations know team members can be trusted to do 

their job the way they know works best.

Encourage: It seems an obvious fact that people who feel good about themselves produce better results, and the 

research that’s been done seems to support this, employees whose good work is acknowledged are more effective, 

less stressed, have lower absenteeism, and are more loyal.

When an organization is seeking wellness, their leaders recognize the importance and power of encouragement. 

They use encouraging tactics to inspire their team members rather than using discouraging control strategies to 

maintain authority. By celebrating success, they drive the repeat performance of good behaviors and performance, 

and by removing obstacles both real and assumed, these leaders help their people find solutions that move them 

forward. Recognizing things done right and supporting employees when they are struggling are critical building 

blocks in creating a better workplace.
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