Journal Assignment #2 - My Ability to Lead Groups
What I Used to Think
Early in my leadership career, I believed effective group leadership depended on strong governance and technical expertise. One experience at Novartis fundamentally changed that belief.
As Global IT Compliance Lead, I supported an audit programme covering more than 500 sites worldwide through regional teams and an outsourced managed service. I expected the greatest challenge to be regulatory compliance and technical complexity. Instead, the greatest obstacle was aligning geographically dispersed teams around a common objective.
What This Experience Taught Me
Although the regional audit teams were highly capable, there was clear inconsistency in how the outsourced regional hubs interpreted and applied the audit programme. Whether caused by management practices, cultural differences or communication barriers was unclear. What became obvious was that the existing structure prevented knowledge flowing between the people performing the work. The issue was not competence. It was connection.
Rather than impose tighter control, I temporarily stepped into a functional leadership role to restore consistency across the regional teams. I became the single point of contact for the regional teams, facilitating regular discussions, workshops, simplifying guidance while maintaining a consistent interpretation of audit expectations across the programme. My focus was creating enough clarity and trust for the regional teams to operate consistently regardless of location.
As consistency improved, the regional teams became increasingly self-sufficient. I was able to step back into my intended governance and subject matter expert role because the group no longer depended on my daily involvement. Looking back, I realised the success of the programme came less from improving audit processes than from improving the relationships and communication that allowed experienced professionals to work effectively together. 
How I Lead Groups Today
As I reflected on this experience while working through the module, I was struck by the similarities between my own leadership approach and Ancona et al.'s concept of the Incomplete Leader (Ancona, et al., 2007). Although not a framework I consciously followed, it helped explain why the programme succeeded. Rather than becoming another layer of management, I focused on creating the conditions for experienced professionals to share their expertise, align around a common approach and operate with greater confidence and consistency. Looking back, I realise my contribution was not to provide every answer, but to simplify complexity, connect people and enable the group to perform at its best. This experience reinforced that effective leadership is not about becoming indispensable; it is about building the capability and confidence of others so that, when the time is right, the leader can step back and allow the group to succeed independently.
More importantly, I realise I am most effective when I simplify complexity, create clarity and build trust. Once that environment exists, the most valuable thing I can do is step back, allowing the group to operate confidently rather than depend on me.
The Leader I'm Becoming
Looking back, this experience marked an important stage in my leadership development. It taught me that leading groups requires understanding the relationships between people as much as understanding the work itself. Today, I focus on creating clarity, simplifying complexity and helping teams operate independently. As I continue through this module and prepare for future leadership roles, I hope to strengthen my ability to build collaborative environments where expertise is shared, leadership is distributed appropriately and groups achieve outcomes that no individual could accomplish alone.
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