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Rio de Janeiro, September 2026 

 

There Is No Blueprint for Great Leadership 
 

Organizations invest billions every year in developing better leaders. 

 
We study successful CEOs, high-performing organizations and winning teams. We identify the behaviors that 

appear to make them successful and translate those observations into leadership models, competency 

frameworks and development programs. There is enormous value in learning from others. But there is also a 

risk: we start believing there is a blueprint for great leadership. There isn't. 

 
Leadership effectiveness is contextual 

Think about leaders you admire. Their approaches may offer valuable lessons, but what made them successful 

was rarely a set of leadership behaviors applied in isolation. They were leading a particular organization, at a 

particular moment, facing particular challenges, with particular people. 

 
A leadership style that works brilliantly in a stable, high-performing organization may be ineffective during a 

transformation. A leader taking over an experienced team requires a different approach from someone building 

a new one. What works in one culture, industry or organizational environment may not translate directly into 

another. 

 
This is why I believe the more useful question isn't: 

“What do great leaders do?” It is: “What does this situation require from me as a leader?” 

That distinction matters. 

 
Start with the leader - but don't stop there 

 
Effective leadership begins with self-awareness. Leaders need to understand their strengths, motivations, 

values and behavioral patterns. They need to recognize how others may experience them and how their 

behavior can change under pressure. Assessments, feedback and coaching can create powerful insights here. 

But self-awareness alone isn't enough. 

 
Leadership doesn't happen in isolation. It happens within a system of strategy, culture, expectations, 

relationships, incentives and talent practices. A leader may understand themselves extremely well and still 

struggle if they cannot translate that awareness into the reality around them. This is where leadership 

development needs to move from insight to context to action. 

 
Better questions create better choices 

 
Rather than searching for a universal leadership formula, leaders can ask questions that help 

them understand what their specific circumstances require: 

 What does the organization need from me right now? 

 What outcomes am I accountable for creating? 
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 What does my team need from me to perform at its best? 

 How are others experiencing my leadership? 

 Which of my strengths should I lean into - and when might those same strengths become limitations? 

 Which relationships will be critical to my success? 

 What assumptions am I making that I should challenge? 

 What needs to change in the environment around me, not only in my own behavior? 

 
The answers won't remain static. As the business changes, the team evolves or the leader takes on greater 

responsibility, the leadership required will change as well. That is why leadership development should not 

simply be about acquiring more tools. It should build a leader's ability to read the context, understand 

themselves and make intentional choices about how to lead. 

 
From developing leaders to creating the conditions for leadership 

This thinking sits at the heart of why I founded The Nexo Partnership. Throughout my career in leadership 

development and talent management, I repeatedly saw the same challenge: organizations invest significantly in 

developing individual leaders, while the organizational environment in which those leaders are expected to 

perform receives far less attention. Yet the two cannot easily be separated. 

 
A leader's effectiveness is shaped not only by their individual capability, but also by the clarity of their role, the 

quality of their team, organizational culture, expectations, performance systems, talent practices and the 

broader business context. At Nexo, my role is therefore not to teach leaders a single definition of "great 

leadership." It is to help them understand themselves more deeply, read their context more clearly and 

translate those insights into choices and actions that strengthen their impact. 

 
Through coaching, leadership assessment and leadership development, I create the space for leaders to step 

outside the demands of day-to-day execution and ask better questions. And through talent and performance 

consulting, I work with organizations on the systems surrounding those leaders - because sustainable 

leadership impact rarely comes from developing the individual alone. 

 
There may be no universal blueprint for great leadership. But leaders can become much more intentional 

about understanding who they are, what their environment requires and how they need to lead within it. 

Sometimes the most powerful leadership development doesn't begin with another answer. It begins with a 

better question. 

 

 
Gregor Nagel 
Founder | Leadership and Talent Advisor 

The Nexo Partnership 
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