
Leadership Voids: The Hidden Challenge
Undermining Organizational Performance
Every organization experiences moments when leadership is needed.

A difficult decision must be made. A team member needs encouragement. Conflict begins to emerge.
Change creates uncertainty. Accountability starts to slip. A customer issue escalates.

Someone needs to step forward—to provide direction, ask the right question, make a decision, or simply
have the courage to act.

Sometimes that happens.

Too often, it doesn't.

I refer to these moments as Leadership Voids—situations where leadership is required, yet the need goes
unmet.

Leadership Voids Are Everywhere

Leadership voids are not isolated events. They open every day throughout every organization, often
unnoticed until their effects become impossible to ignore.

And while we tend to associate leadership with formal positions or titles, leadership voids can occur at every
level.

Leading Yourself — The Individual Level
Leadership voids occur when we avoid a difficult conversation, postpone an important decision, resist
necessary change, or fail to take responsibility for our own growth and performance.

Leading Others — The Team Level
Leadership voids emerge when leaders fail to engage their people, provide meaningful coaching, establish
clear expectations, address performance issues, or build trust within the team.

Leading Other Leaders — The Organizational Level
Leadership voids appear when senior leaders fail to establish a compelling vision, align priorities, foster
collaboration, develop other leaders, or create the conditions necessary for people to succeed.

Different levels. Different situations.

The same fundamental problem: leadership was needed, but the need went unmet.
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The Cost of Unfilled Leadership Voids

Leadership voids rarely announce themselves.

Instead, we see their symptoms.

Employee engagement begins to decline. Accountability weakens. Change initiatives lose momentum.
Performance suffers. Customer service deteriorates. Innovation slows. People become frustrated,
disconnected, or simply stop giving their best.

Organizations often respond by treating these symptoms individually.

We launch another engagement initiative. Introduce a new performance process. Restructure the
organization. Implement another change-management program.

But sometimes we need to ask a more fundamental question:

Where are the leadership voids behind these problems—and who is prepared to fill them?

Leadership Cannot Belong to a Select Few

One of the greatest misconceptions about leadership is the belief that a select group of individuals can
meet every leadership need within an organization.

They cannot.

No executive team, management group, or department has the capacity to fill every leadership void that
opens throughout the organization.

There are simply too many decisions to make, conversations to have, people to encourage, problems to
solve, changes to navigate, and opportunities to seize.

Leadership was never intended to rest solely on the shoulders of a few.

Leadership is a team sport.

The strongest organizations recognize that leadership is not confined to an organizational chart.

Leadership happens when an individual takes ownership rather than waiting for someone else.

It happens when a frontline leader engages a struggling employee.

It happens when a team member challenges an outdated assumption.

It happens when a manager coaches rather than simply directs.
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And it happens when senior leaders create an environment where others are trusted, empowered, and
expected to lead.

The more people who are prepared to step forward, the greater the organization's capacity to fill its
leadership voids.

Leadership Development Must Be Inclusive

If leadership is a team sport, then leadership development must also be an inclusive endeavor.

Developing a relatively small group of "high potentials" or senior leaders will always have value. But that
alone cannot create the leadership capacity today's organizations require.

People throughout the organization need opportunities to develop their ability to lead—whether they are:

Leading themselves.
Leading others.
Or leading other leaders.

Every employee will encounter moments when leadership is required. The challenge is giving people a
practical framework they can understand, remember, and apply when those moments occur.

From Leadership Voids to Elevated Leadership

That challenge is at the heart of E3C3 Leadership.

We have created a simple, practical, and adaptable leadership development model and methodology
centered on the Six Core Elements of Elevated Leadership:

Embrace. Empower. Engage. Challenge. Coach. Celebrate.

These six elements provide a common leadership language and practical framework that anyone can use to
become a more effective leader—regardless of title, role, or level within the organization.

When more people are equipped and expected to lead, something important begins to happen.

Leadership capacity expands.

More leadership voids are recognized. More people are prepared to step forward and fill them. Engagement
strengthens. Accountability grows. Teams perform better. And organizations become more capable of
navigating change and sustaining performance.

The Leadership Challenge

Leadership voids will never disappear.
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New challenges, decisions, changes, conflicts, and opportunities will continually create moments when
someone needs to lead.

The objective, therefore, isn't to eliminate leadership voids.

It is to build the leadership capacity necessary to fill them.

That requires moving beyond the idea that leadership belongs to a select few and toward an organization
where people at every level understand that leadership is something they can—and sometimes must—
provide.

Because every leadership void presents a choice:

Leave the void unfilled and allow uncertainty, disengagement, and underperformance to grow.

Or prepare someone to step forward and lead.

The organizations that thrive will not necessarily be those with the most leaders at the top.

They will be those that develop leadership throughout the organization—creating a culture where,
whenever and wherever leadership is needed, someone is prepared to step forward.
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