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This session is not about 
chang ing  who leads; it’s about 
streng thening  how we lead . By 
partnering  earlier with HR, 
improving  communication 
across the  organization, and  
developing  supervisory skills 
that prevent avoidable  employee 
re lations breakdowns.



Learning Objectives

• Recognize the patterns and behaviors that create toxic work environments.
• Understand the link between HR exclusion and deep -seated dysfunction in 

departments and cities.
• Explore how traditional government structures often restrict communication and 

reinforce hierarchy.
• Learn how HR and leadership can work together to rebuild culture through 

accessibility, communication, and shared purpose.
• Leave with actionable practices for restoring alignment, trust, and collaboration 

across the organization.



Toxicity is never random

 Common patterns in dysfunctional departments:

• HR left out of leadership, discipline, and cultural conversations
• Command-driven structures that isolate decision -making
• Defensive, information-controlled environments
• Silence and rumor thriving without transparency





•  High turnover, low engagement, and “us vs. them” attitudes

• Emotional reactivity in leadership meetings

• Information gatekeeping; decisions made in the dark

Warning Signs of Toxicity



How can HR be an innovator and energizer in 
shaping the culture we want?



Great leadership begins with self-awareness. The Inner 
Compass helps you recognize  how your emotions, tone, 
and  habits influence others. When you regulate  your 
reactions, you create  stead iness that others can re ly on.

In the  540 model, the  Inner Compass sits at the  center of 
everything : 

• it shapes how you respond  
• how you re late  to those  around  you
• how you show up for the  people  you shie ld , support, 

and  empower.

The Inner Compass



The Cultural Thermostat
Leadership behavior sets the tone.

• Consistency matters: People follow what leaders consistently 
model, not what leaders claim.

• Communication drives culture: Silence, avoidance, or mixed 
messages create rumor and distrust.

• Candor requires safety: If people can’t raise concerns and share 
facts without fallout, the organization stops learning and starts 
protecting itself.



When HR isn’t part of the daily 
rhythm of leadership , 

dysfunction takes root. 



Do people feel more capable after 
interacting
 with me?



HR’s dual role: organizational protector and people partner
• When dysfunction appears, it’s not an HR issue  alone, it’s a leadership  

issue  that’s been allowed  to fester

What HR must do once at the  tab le :
• Establish open and  dependable  communication pathways
• Bring  both data and  d iscernment (compliance + connection)
• Offer courage and  candor: “HR has to say what others won’t.”

HR’s Opportunity and 
Responsibility



The Partnership Standard 

Vs. HR’s responsibility:

Speak up, show up, and 
stay engaged, even 

when uncomfortable



Traditional government structures often reinforce the wrong 
flow:

• Information climbs the  ladder slowly and  se lectively
• Firsthand  operational information is filtered  through layers 

of approval
• Leaders are  left manag ing  perception instead  of facts

Results:
• Disconnected  decision-making
• Culture  shaped  by rumor and  assumption
• Employees see  leadership  as inaccessib le  or unresponsive

When Hierarchy Blocks Truth



Who am I becoming as a 
leader?



Pathways, Not Process

When HR and public safety leadership communicate freely, culture stabilizes.

HR’s role in opening those pathways:

• Facilitate conversations across ranks and functions
• Design communication rhythms that aren’t dependent on crisis
• Model accessibility and presence: visible, approachable, consistent



The Connected 
Leadership Concept

Connected Leadership:

• Leadership isn’t diminished; it’s distributed
• Communication flows around, not just up and down

What it looks like in government:

• Leaders, HR, and key staff gather regularly to share information openly
• Input flows horizontally across departments, not just vertically
• HR sits as a central connecting presence, not an outside authority



Strong teams don’t stay divided; they grow 
through shared trust.





Leadership antidotes:
• The Power of Presence: leaders with presence don’t overshadow others; they 

e levate  them
• Burn Barre l Authenticity: transparent, d irect d ialogue
• The Culture  You Create : consistent leadership  behavior se ts the  tone

HR’s p laybook:
• Establish structured  communication channels between HR and  department 

heads
• Coach leaders on communication and  conflict response
• Create  safe  feedback systems for employees
• Reinforce  culture  through transparency and  accountability

Antidotes + HR Playbook



What mask or persona do I need to 
“burn”?



The Recovery Process

• Recognize dysfunction early
• Realign communication structures to support truth and 

collaboration
• Reinforce through consistent actions, not slogans
• Culture repair takes consistency, not programs
• Trust becomes sustainable when communication becomes 

normal, not exceptional



Thank You
For Your LEADERSHIP

Michael Boese             972-837-0916             michael@clearcareerpro.com 

www.clearcareerpro.com
Website

Cheree Bontrager      214-315-3833             cheree.bontrager@allentx.gov
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