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Why Derailment is Important

• Replacing a failed executive ~$1.2 million (R8.5 million) 

• Lost intellectual capital

• Missed business objectives

• Strategic misalignment

• Poor morale

• Lack of employee engagement

• High stress

• Hogan (2007) concludes that bad managers are a major 
health hazard; they impose enormous medical costs on 
society and degrade the quality of life of many people. 

http://www.jvraconsultingpsychologists.com/
mailto:grant@jvrafrica.co.za
mailto:renate@jvrafrica.co.za
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Why Derailment is Important

• Incidence of poor management

– Average estimate is 50%

– Consistent across industry and source

• Curphy (2008)

– How many bosses have you worked for?

– How many would you be willing to work for 
again?

38% willing to work for former bosses
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Identity vs “Reputation”

Reputation: the 

“you” we know 

you to be

Identity: the 

“you” that 

you know
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Identity vs Reputation

Often the 
Reality

The Ideal

ID
Rep.

Rep.ID



12/1/2010

3

The Follower reaction to Leadership
Two critical questions for a leader

– How do people experience you ?
– How do people experience themselves in your presence?

Leaders provide:

People who cause others to experience themselves as energised, 

committed and confident are most likely to be seen as leaders

Direction

Execution Commitment

What should the leader 

do and be that causes 

people to experience 

themselves in a way that 

motivates them 

toé..

άhǳǘǎǘŀƴŘƛƴƎ ƭŜŀŘŜǊǎ Ǝƻ ƻǳǘ ƻŦ ǘƘŜ ǿŀȅ ǘƻ ōƻƻǎǘ 
the self-esteem of their personnel. If people 
believe in themselves, it's amazing what they can 
ŀŎŎƻƳǇƭƛǎƘΦ ά
Sam Walton

ά[ŜŀŘŜǊǎƘƛǇ ƛǎ ŀ ƳŀǘǘŜǊ ƻŦ ƘŀǾƛƴƎ ǇŜƻǇƭŜ ƭƻƻƪ ŀǘ 
you and gain confidence, seeing how you react. If 
ȅƻǳϥǊŜ ƛƴ ŎƻƴǘǊƻƭΣ ǘƘŜȅϥǊŜ ƛƴ ŎƻƴǘǊƻƭΦ ά
Tom Landry
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Bright Side vs. Dark Side

• Bright 

– Reputational aspects of 
personality – normal day-to-day 
personality and interpersonal 
characteristics

• „Dark‟

– Extreme interpersonal strategies 
(coping mechanisms) that can 
negatively impact on others –
blindspots or risk factors that are 
potentially counterproductive
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Derailers

Derailment is: Derailment is not:

• Failing to fulfill one‟s 
potential

• Possessing 
undesirable qualities 
or characteristics

• Exacerbated by 
discretion

• Involuntary

• Having low potential

• Lacking necessary 
education, background 
or characteristics

• Apparent at all job 
levels

• Choosing another 
career path

Behavioural characteristics that lead to failure
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Derailers

Typically a strengthé

• Passionate and intense

• Conservative and 
unassertive

• Confident and assertive

• Charming and interesting

• Detail-oriented and hard-
working

But a problem when 
overused

• Moody and hard to please

• Indecisive and extremely 
risk-averse

• Arrogant and self-promoting

• Manipulative and deceitful

• Demanding and micro-
managing

Often strengths utilised to an excessive degree

© Hogan & JvR

“Derailers”

• Interpersonal behaviours that adversely affect the 
performance or reputation of people at work

• Caused by people‟s distorted beliefs about how 
others will treat them 

• Emerge most commonly during periods of stress or 
complacency 
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Role of discretion

• Discretion is a contextual variable

–Latitude of action

–Moderates relationship between 
personality and performance

–Discretion determined by:

• Environment – industry, regulation, growth

• Organisation – size, culture, control

• Individual - personality
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Hogan Taxonomy of Derailers

Excitable

Skeptical

Cautious

Reserved

Leisurely

Bold

Mischievous

Colorful

Imaginative

Diligent

Dutiful

Moving Against People

Moving Toward People

Moving Away From People
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Excitable

Concerns seeming moody and hard 
to please, and being enthusiastic 
about new persons or projects and 
then suddenly disappointed with 
them

© Hogan & JvR

Skeptical

Concerns seeming cynical, mistrustful, 

doubting othersõ true intentions, and feeling 

mistreated
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Cautious

Concerns seeming resistant to change 
and reluctant to take risks or chances 
due to an unusual fear of criticism or 
failure

© Hogan & JvR

Reserved

Concerns the tendency to keep to 
oneself, avoiding meeting new people, 
and being indifferent to the moods and 
feelings of others

© Hogan & JvR
2009, Hogan Assessment 

Systems

Leisurely

Concerns seeming independent, 
ignoring people‟s requests, and 
becoming resentful if they persist
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Bold

Concerns seeming unusually self-
confident, feeling entitled, and 
unwilling to admit mistakes or listen to 
advice or feedback
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Mischievous

Concerns seeming charming, enjoying 
risk taking, pushing the limits, being 
easily bored, and being impulsive

© Hogan & JvR

Colorful

Concerns seeming expressive, overly 
dramatic, and attention-seeking
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Imaginative

Concerns acting and thinking in 
creative, unusual, and sometimes 
odd ways

© Hogan & JvR

Diligent

Concerns seeming meticulous, 
precise, and critical of others‟ 
performance

© Hogan & JvR

Dutiful

Concerns seeming ingratiating 
to boss, eager to please and 
reluctant to take independent 
action or “rock the boat”
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“Awareness of your derailers doesn‟t mean you have 

to dwell on how „bad‟ you are.  When you learn to 

manage your self-destructive traits, you allow your 

strengths to emerge.”

--Why CEOs Fail by Dotlich & Cairo
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Early Warning Signs

• Sudden interpersonal problems with team members, boss or 
peers

• A tangible dip in performance following previously good results

• A change in management style, veering towards a more 
authoritarian and less collaborative approach

• A sudden resistance to change or to important senior level 
decisions

• A tendency to isolate his/her unit or department from others

• Over-confidence, defensiveness or arrogance

• An unwillingness to seek or accept feedback

• Emotional outbursts or mood swings

• Increased levels of sickness and absenteeism (by either the 
'derailer' or those he/she works with).

© Hogan & JvR

Problems that may relate to Derailers

• Inability to learn from mistakes

• Problems in interpersonal relationships

• Problems in developing people and inability to 
build and lead a team

• Inability to make transitions

• Failure to take broad view

• Functional prejudice

• Lack of openness to new or different ideas

• Lack of reliability, accountability or follow-
through
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Contexts where derailers manifest
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Mitigating Failure

Employee Selection

– Identify key areas of risk

–Screen for derailers

• Benefits

–Derailers known from the start

– Lower incidence of derailment

• Drawbacks

–Talented employees often have derailers

– Leadership talent is thin

© Hogan & JvR

Development

Cycle

Implications for Development

Build 

Awareness

Target

Behaviors

Seek

Feedback

Modify

Reputation

Internalize

Changes

Employee Development

- Begin with awareness

- Target + & - behaviour

• Challenge

- Change is difficult

- Have to address existing 
negative characteristics
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Guidelines to Manage Derailers

• Develop a habit of openness

• Foster self-/other-awareness 

• Personal early warning systems 

• Take accountability

• Develop your resiliency

"We are all put to the test, but it never comes in the form 

or the point we would prefer, does it?"

~Anthony Hopkins, The Edge
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Summary

• Personality determines leadership style

• Discretion determines the relationship btw 
leadership and performance

• Bad leadership can be catastrophic

• Derailers are flawed interpersonal coping 
strategies

• Derailers can (and should) be managed

• Self-awareness is key, BUT effective 
coaching and follow-up is critical
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Thank You


