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About PURC 
• Research on energy, water, telecoms, 

institutions, and leadership 
• PURC/World Bank International 

Training Program 
 148 countries, over 2500 professionals 

• Customized and advanced courses 
 



Online Resource 
• Narratives summarize key topics 

 
• Additional Resources: Glossary in 

Spanish and four other languages 
 

• Frequently Asked Questions, 
including 
 
 Social pricing to promote 

access 
 
 Management and regulation of 

State-owned Enterprises 
 

• 500 PDFs as References 
 

• Self-paced Quizzes (for capacity 
building and classrooms) 
 

www.regulationbodyofknowledge.org  



Outline 
• Leaders, Authorities, and Leadership 
• Sources of Conflict and Promoting Conflict 

Resolution 
• Leadership in stable and changing times 

 

“Leadership in Infrastructure Policy” www.purc.ufl.edu 4 



LEGAL  
MANDATE 

ORGANIZATIONAL EFFECTIVENESS DEPENDS ON 
LEADERSHIP 

VALUES 

RESOURCES 



A FRAMEWORK TO PROMOTE  
EFFECTIVE AND EFFICIENT PERFORMANCE  

PUBLIC 
POLICY 

FRAMEWORK 

CONTRACTUAL  
OR  

REGULATORY 
FRAMEWORK 

UTILITY 
OPERATIONS 
FRAMEWORK 



UTILITY 
OPERATIONS  

LEADERSHIP PROMOTES  
EFFECTIVE AND EFFICIENT PERFORMANCE  

WATER 
POLICY 

PERFORMANCE 
CONTRACT 



Leadership vs. Leading 
• Leader provides direction (when the right 

direction is already known). 
• Leadership mobilizes people to tackle 

difficult and often ambiguous problems 
and circumstances. 
(Heifetz, Ronald A. 1994. Leadership Without Easy Answers, p. 15) 

• A node in a complex system, influencing 
the system 



INTEREST 
CONFLICTS 

Asymmetric allocation of  
benefits and costs between  

stakeholders under  
alternative policies 

VALUES 
CONFLICTS 

Involving ideology or 
personal preferences 
regarding outcomes  

AUTHORITY 
CONFLICTS 

Jurisdictional  
disagreements originating 

in unclear legal context 

COGNITIVE 
CONFLICTS 

Based on (technical) 
disagreement on 

interpretation of data 

Policy 
Development 

and 
Implementation 

The four sources of conflict 
 



Leaders Deal with Conflict 
1.Authority Conflicts: lack of clarity of roles 
2.Cognitive (Factual) Conflicts: disagreements 
   regarding current or historical facts and causal 
   linkages 
3.Value Conflicts: conflicting priorities and 

different weights on outcomes 
4.Interest Conflicts: stakeholders benefit 
   differentially from decisions 
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Conflict Resolution  

  
Conflict Over 
Facts 
 
Conflict Over 
Distribution of 
Gains & Costs 

Conflict Over 
What is important 
 
Conflict Over 
Jurisdiction or 
Authority 

Technical 
Work 

Adaptive 
Work 

From Mark Jamison 



Conflict Resolution Tasks 

  
Conflict Over 
Facts 
 
Conflict Over 
Distribution of 
Gains & Costs 

Conflict Over 
What is important 
 
Conflict Over 
Jurisdiction or 
Authority 

Addressed 
By Research 
And Negotiation 

Addressed  
By Research 

Addressed by 
Engaging 
People with 
Adaptive  
Challenges 
in Research 
And Dialogue 

Technical 
Work 

Adaptive 
Work 

From Mark Jamison 



Authority vs. Leadership 
Authority Work Leadership Work 
Provides solutions Identifies challenges 

Protects Discloses threats 

Restores order Exposes real conflicts 

Maintains norms Challenges norms 

From Heifetz, 1994 



 
Authority vs. Leadership (1) 

Provides solutions 
by applying 

established 
instruments from 
law, economics, 
engineering . . .etc.  
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Identifies challenges 
by questioning how 
problems should be 
defined and pointing 
out why technical 
solutions cannot solve 
adaptive problems 

 



 
Authority vs. Leadership (2) 

Protects  
people and the 

“system” from 
external threats.  
Stability has value.   
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Discloses threats  
by calling attention to 
fundamental changes 
in external forces that 
threaten the status quo 
and defy traditional 
solutions. 

 



 
Authority vs. Leadership (3) 

Restores order  
so that work can 

continue when 
internal or external 
forces disrupt the 
normal 
performance of 
work.   
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Exposes real conflicts 
or facilitates their 
emergence so that those 
involved face and work 
through tough choices. 

 



 
Authority vs. Leadership (4) 

Maintains norms  
so that people can 

work by following 
established rules 
and procedures 
and not waste time 
“reinventing the 
wheel. 
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Challenges norms to 
ensure that “solutions” 
are not adopted before 
the new environment 
is fully understood, the 
real conflicts are 
resolved, and key 
trade-offs are made. 

 



Answers or Questions? 
• We tend to look to experts and leaders 

for answers 
• But it is more important to ask the right 

questions than to get correct answers 
to wrong (or irrelevant) questions.  

• Leadership involves creating an 
organizational culture that honors the 
questions and those who ask them 
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Performance Improvement 

Not: “What is the right policy (tactic) or 
strategy?”  

Rather: “How do we constantly change and 
adapt without losing the things that are 
most important?” 

Short Term: Adapt to reality 
Long Term: Modify constraints 
Ultimate goal:  Improve Utility Performance  
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Reset for Leadership 
• Develop fresh perspectives and 

knowledge about the future, all the while 
holding in trust the wisdom of the past 

• Qualities that help: 
 Charisma: inspirational  
 Authenticity: honesty  
 Communication: accessible listener 
 Conflict Recognition/Resolution 
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INTEREST 
CONFLICTS 

Asymmetric allocation of  
benefits and costs between  

stakeholders under  
alternative policies 

VALUES 
CONFLICTS 

Involving ideology or 
personal preferences 
regarding outcomes  

AUTHORITY 
CONFLICTS 

Jurisdictional  
disagreements originating 

in unclear legal context 

COGNITIVE 
CONFLICTS 

Based on (technical) 
disagreement on 

interpretation of data 

Policy 
Development 

and 
Implementation 

The four sources of conflict 
 



Choice when Context Changes 
Decisions when there is a novel experience 
Ignore it: hope it is an illegitimate or temporary 

challenge 
Recognize it for what it is and either… 
Adaptive Behavior: Learn the new reality and 

adapt 
Avoidance Behavior: Leave the future to others 

Live in dysfunction (government option) 
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Tools for Leadership 
Benchmarking:  You manage what you 

measure. 
High Quality Staff: People matter 
Stakeholder Engagement: Understand all 

perspectives 
Manage Expectations:  Unrealistic goals 

lead to disappointment and anger. 
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Benchmarking 
• Statistical benchmarking can reduce 

information asymmetries.  Regulatory 
agencies can share information to make 
comparisons across comparable firms. 

• For incentive purposes, the best 
comparisons are on some overall 
dimension.  

• The publication of overall performance 
comparisons can put pressure on poorly 
performing divisions (yardstick 
comparisons) 



High Quality Staff 
• High quality staff need to be rewarded 

if they are to be retained.  
• Without highly motivated technical 

staff, the studies analyzing alternative 
policies will be inadequate.  

• Planning and Operations both require 
technical skills and teamwork.  
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Engage with Stakeholders 
Stakeholder Relationships are important, 

so getting the company’s intentions, 
objectives, and policies clearly laid out 
by the press becomes a significant 
agency activity.   

Find forums that promote awareness 
Headlines sell newspapers so the 

education of journalists and the general 
public warrants substantial attention.  
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Manage Expectations 

• Only make promises you can keep 
• The best technical studies and 

innovative incentive schemes will not 
be accepted if their rationales cannot 
be communicated to major stakeholder 
groups.   

• Those with narrow interests need to be 
brought into the decision-process early 
on so that their perspectives can be 
heard and taken into account  
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Adaptive Learning 

• Investigate the novel experience to learn new 
realities (changing beliefs) and to adapt rules 
and strategies 

• Yet is difficult to “unlearn” something you 
believe. 

• Effects 
 Lowers ambiguity, which improves 

productivity 
 Requires conscious effort and consumes 

mental resources 
 Inspiration: Potential to increase “profits” 

by improving beliefs 28 



Technical vs. Adaptive 
Challenges 
What’s the 
work? 

Who Does 
the Work? 

Technical Apply current 
know-how 

Authorities 

Adaptive Learn new 
ways 

The people with 
the problem 

From Heifetz and Linsky, 2002 



Getting on the Balcony 



Observing from the Balcony 



Create a Holding Environment 

Safety 

+ 

Stress 



Reset 
 In some contexts, change is important. The 

change might be to go where others have 
gone before, but it might be onto new ground. 
“Reset” means developing fresh perspectives 
and knowledge about the future, trusting the 
wisdom of the past. 

• Focus on Next practices, not Best practices. 
• Focus on Why rather than on What 
• Focus on Leadership not on Leading 

(Jamison and Castañeda, 2009) 



Next practices, not Best 
practices 

• Best practice is about imitation (following 
in someone else’s footsteps). A focus on 
next practice is needed when we are going 
into areas where no one has gone before.  

 
 Heifetz, Grashow, and Linsky. 2009. “Leadership in a (Permanent) 

Crisis.” Harvard Business Review 



Why rather than What 
• When we ask ourselves “What should we do 

next?” we emphasize practice. But the practice 
needs a foundation, basic principles, and values.  

• Ask “Why have certain practices or why have 
experiments been successful or unsuccessful?” so 
that we analyze our underlying priorities and our 
context. We learn, keep what is important, and 
discard what holds us back.  

  
 Collins, 2009. How the Mighty Fall and Why Some Companies 

Never Give in 
 
 
 



Do we need… 
• Institutional changes? 
 Structural problem 

• Training/education? 
 Personal skill problems 

• Patience? 
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Conclusion 
“The good leader is he who the people 
revere.  The great leader is he who 
the people say, ‘We did it ourselves.’” 
 
 Lao-Tzu 
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