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Targeted Development Insights for Developing and Strategic Leaders
Targeted Development I nsights Customized Individual Development Report

This Targeted Development Insights Customized Individual Development Report has been prepared
especially for Bill Smart, customized exclusively for the participating organization, and fitted to the
identified organizational position:

Customized Targeted Development Insights Report for Bill Smart
Acme, Inc.
Utilizing the Senior Leader Competency Model

Purpose of the Targeted Development Insights (TDI)® Customized Development Report

The Targeted Development Insights Report is designed to help you use the information in your
Leadership Temperament Index® Self-Insight Report and your Context Based 360® Self-Insight Report to
capitalize on your leadership strengths and to improve your leadership capabilities in targeted development
areas. Since competency and the required level of competency are critical aspects of thinking about
development, a Competency Model is core to this process, as we will discuss later in this report. The
Targeted Development Insights Report is the place in which this data comes together to help you think
about the specific activities and options which are most valuable for you. All of us are on a leadership
journey, ajourney that never ends. Each of usis on aleadership ship that never comes to harbor, and each
of usis developing leadership skills every day.

Leadership is alearned skill. We may think that some people are natural leaders, but that is not the case.
What we think of as natural leaders are actually self-taught. You can teach yourself to do anything.
However, it really helps to have insight, a mentor and/or a coach. If you think about people who are highly
successful in their careers, those people frequently have had a powerful mentor or coach. Whether we are
talking about a professional athlete, professional musician, a professional plumber, college professor, or
even a professional gambler, we can quickly discern that all of those people had teachers, mentors, and
coaches. It is exactly the same for leaders. The most effective leaders are those who study the art and
science of |eadership.

Leadership development is the term we apply to the process of learning the art of leadership. Ask any
coach or mentor, and he or she will tell you that the best development for any individual is directed at skills
which the individual needs to improve. That makes perfect sense, of course, but when it comes to
leadership, it can be difficult for an individual to identify areas in which he or she needs to improve. The
Leader ship Temperament Index® and the Context Based 360 Leader ship Assessment® changed all that and
they form afoundation for identifying development needs.

Good leadership development is all about understanding competency. We define competency as the
effective execution of specific set of leadership capabilities. We think that it is obvious that leadership
development activities which are targeted at competencies that you need to improve is more effective than
broad spectrum development. Our empirically validated approach of building competency models that
reflect the ideal future state of required competency through the Leadership Success Profile and then
mapping the Leadership Temperament Index® and Context Based 360 Leadership Assessment® insights
against that competency model is a powerful advantage. The Competency Model and insights together
create an understanding of competency strengths which you already possess or could leverage and alow
you to focus your development efforts on areas in which you need to grow as aleader of people.
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Current L eadership Performance

There are two parts to the Targeted Development Insights Report. In this, the first part of the Targeted
Development Insights Report, we examine your performance in 16 leadership behavior categories. We
combine the results of the Leadership Temperament Index® with the Context Based 360 Leadership
Assessment® to identify your four strongest leadership performance areas and the four leadership
performance areas in which you need the most development work. By capitalizing on your strengths, you
enhance your leadership effectiveness in the short run and improve your opportunities for individual
growth as a leader in the long run. By working to cope with your developmental challenges, you create
opportunities for individual growth as a leader of people in the long term and you improve your leadership
effectivenessin the short term.

Cognitive and Behavioral Leadership Strengths

The following graph displays your top four Leadership Strengths. These are the four leadership
capabilities that best match the position's competency model at the highest levels. These will be your
leadership strengths and the capabilities that you should seek to capitalize upon at every opportunity.

Key

Strengths
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Task Clarity

One of your Leadership Strengths is Task Clarity. Task clarity involves the specific activities which a
Report will be required to undertake in order to accomplish the goals. Task clarity involves a mutual
understanding between leader and follower of exactly what the activities are and exactly how they are to be
carried out, exactly what the procedures governing the execution are, and exactly what safety requirements
must be met. You are likely to be adept at communicating and facilitating task clarity.

You will likely capitalize upon this Leadership Strength every day, automatically. You will tend to
break down and communicate tasks to your reports in ways which they can understand and embrace. This
is agreat strength, but this is an activity that is on-going. Tasks change and evolve, and people come and
go, so establishing task clarity is a never ending job. To that end, we would like to present a thumbnail
sketch of the process as areminder for you.

We suggest that you have a two way dialogue with each Report to establish a mutual understanding of
the task(s) assigned to that report. Establishing task clarity requires an understanding between leader and
Report on each of the following questions, at a minimum. Please note that this list is not exhaustive. To
assure understanding, you should meet with every Report, and discuss that individual's task, addressing
each question. During that dialogue, practice self-awareness to ensure that your Report understands and
internalizes the task. Follow the meeting with a written description of the task.

» What activities must the report undertake?

» What policies, rules and procedures govern the execution of these activities? Does the report know
these procedures and know how to follow these procedures? Can or will the procedures change during
the execution of the activities? How will changes in the procedures be communicated? Who makes
such decisions, and what input does the report have to such decisions?

» Will the report require support from other people or other units to execute the required activities?
What recourse or appeal does the report have if those inputs to the execution fail or perform poorly?

» Will the report provide support for other people or other units within the company? Will the report be
required to organize or coordinate activities with other people or units within the company? Who
makes these decisions and what recourse or appeal does the report have, if any?

» What tools and equipment are required for execution of the activities? Does the report know how to
use those tools and equipment safely and effectively? Who makes these tools and equipment available
and who maintains and services them? Who is responsible for such supply and maintenance? What
recourse or appeal does the report have if such supply or maintenance is inadequate or ineffective?

» What safety rules or procedures govern the execution of the activities? Does the report know these
procedures and how to follow these procedures? Can or will the procedures change during the
execution of the activities? How will changes in the procedures be communicated? Who makes such
decisions, and what input does the report have to such decisions?

* s the report competent to execute the objective? Do both leader and report agree that the report has
the skills and abilities to be successful in executing the activities? |s there any hesitancy on the part of
either leader or report concerning the report's competency, skills or abilities? If so, what drives that
hesitancy and what can be done to eliminate it? Will the report have access to advice and counsdl to
assist in executing the activities? If so, from whom, and how does the report request such support?
What impact will such arequest have on the evaluation of the report?

The foregoing list is not exhaustive. We suggest that you think deeply about each task that each Report
is required to perform and add to the list. Use your list during your meeting. After you have the meeting
with each Report, be sure to follow the meeting with a written description of what you discussed and how
the task is to be accomplished. Keep a copy of that description and make a record of your meeting. Record
your observations about the meeting, and record any responses or reactions which your Report had which
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had bearing on his or her understanding and acceptance of the task. Have such a meeting with each Report
at least once each year.

Helping Others Feel Valuable

One of your Leadership Strengths is Helping Others Feel VValuable. This suggests that you have a strong
ability to connect with others and to use that connection to lead. You are likely to be able to bond with and
to build relationships with others. Self-awareness is one of your strengths. Y ou are likely to be predisposed
to ensure that others are considered in key decisions, and to ensure that they feel important. You are likely
to have strong communications skills and strong interpersonal skills.

Capitalizing upon this Leadership Strength means actively seeking out situations and opportunities in
which your strength can be employed. A strong ability to Make People Feel Valuable is atremendous asset.
We suggest:

 This is among the most important leader behaviors of al. It was originally cited in The Ohio State
University leadership studies in the 1950s. Appling this technique in all kinds of environments you
will find quite helpful.

* |n external projects you will find that this is among the most important leader behaviors to which you
can engage. Helping others feel valuable is quite motivational.

* Opportunities outside of work are likely to include situations in which it will be required to help others
feel valued and important. It is imperative that you use this key skill in outside situations. You will
find this is one of the most important of all leader behaviors because it creates influence without
needing organizational authority. Seek opportunities to use this leader behaviors not only at work but
in external organizations as well.

M otivation

One of your Leadership Strengths is Motivation. This suggests that you are driven to achieve and to
succeed. You are likely to persevere in the midst of difficult challenges. You are likely driven by internal
motivation to keep striving regardless of the challenges. You are likely to see those challenges as
opportunities. You are likely to be able to make difficult decisions, even when they might have negative
impacts on those around you and on your relationships with others.

You will likely capitalize upon this Leadership Strength every day, automatically. Y ou will tend not to
think of giving up or quitting. You will tend to simply keep striving and you may not even recognize that
you are persevering beyond the normal level for most managers and leaders. This can be a problem for
your career because if you do not recognize the power of your persistence, your leaders might not
recognize it, either. We suggest:

* You to seek out every opportunity to lead in your organization and outside your organization, as well.

* Look for opportunities to lead special task forces or committees or projects inside the organization.

e Look for opportunities to lead in your community and in the groups or associations to which you
belong. The more you lead, the better you will become at leading, and the greater the likelihood that
your leaders will become aware of your desire to lead. What happens outside of work is just as
important to your career, to your psyche and to your development as what happens inside work.

» Become more observant of the actions of other leaders in the organization and become more aware of
the level of persistence which is evident in their behaviors.

» Asyou expand your awareness, your own persistence will become more obvious to you, and that will
make it more obvious to your peers and leaders.

» The perceptions of your performance which your peers and leaders hold are influenced to an
extremely high degree by their interactions with you.

* Peers and leaders can see outcomes of your leadership, but they may not be able to see your daily
practice of leadership. As you interact with them, your unconscious persistence is likely to be
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invisible, but your conscious persistence is likely to be visible. Consequently, we suggest you develop
your observation powers and develop a strong awareness of your own persistence. That awareness
will come through in your interactions with peers and leaders.

Managing Change

One of your Leadership Strengths is Managing Change. This suggests that you can deal with change
and that you can lead through change. You are likely to be comfortable with both expected and unexpected
change. You are likely to be able to make decisions in changing environments and you can adapt to new
situations.

Capitalizing upon this Leadership Strength means actively embracing this skill. Many people are
challenged by change. Y ou will have the ability to help other people accept change and you will be able to
act and lead during times of change. We suggest:

* That you actively identify changing situations both inside your sphere of influence and outside it.

» Seek out opportunities to discuss the changing situations with your peers and leaders and present your

ideas for leading through the change.

* However, be very careful about how you go about these discussions. If your peers and |leaders are
more challenged by change than you, and that is a high probability, they may have difficulty acting
during times of change.

* Your peers and leaders might see your ideas as unproven and they could view you as overly
aggressive. You must present your ideas softly and gently, but be tolerant of people who have
difficulty with change.

» Keep records of your activities. Record the details of the changes you identify. Record your actions
and the results of your efforts. Keeping these records will keep your interest in change alive and in the
forefront of your mind. It will help you to learn from your efforts and help you to prepare a more
detailed and complete resume in the future.
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Key Development Areas

The following graph displays your top four Key Development Areas. These are the four leadership
capabilities which should be the focus of your leadership development activities. These will be the
capabilities that you should emphasize in your |eadership development journey.

Innovation and Creativity

One of your Development Areas is Innovation and Creativity. People with this Development Area may
find it difficult to be open, to embrace new approaches or to think originally. They may need to learn to
develop new and unusual solutions and strategies. They may need to learn to be comfortable with situations
which have no clear answers or in which there are multiple possible answers. They may need to develop
the ability to learn from successes and from failures and to apply that learning to behavior.

Remember that these are preferences, not a reflection of actual performance. One may have devel oped
Coping Mechanisms which support an outstanding level of performance in each of the capabilities.
Nevertheless, one's preference can suggest that performing at a high level on this particular capability takes
concentration and energy. In the following paragraph we will present development suggestions which can
make one's present Coping Mechanisms more powerful or provide new and different Coping Mechanisms.
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Our intent is to help people become more effective practitioners of Innovation and Creativity and more
effective leaders, overall. It isimportant to understand:

 Each of us has strengths and each of us has development areas. And each of usis creative. We think
we know ourselves, but most of us tend to understand very little about how our minds work, and many
of ustend to question our own creativity. Y ou should not question your own creativity. Simply watch
children at play and remember your own childhood. Children are al creative, and you were cregtive as
achild, even if you doubt your own creativity now. To bring that creativity back into the forefront of
your mind, we need to tap into that creative child within us.

* We al know that muscles that are not used tend to weaken. In fact, disuse of anything tends to make
that thing less effective. Thisis also true of our minds. The child that we were might well have been
deeply suppressed for a long time. After al, the first word a child tends to learn is “no!” From the
earliest days in school, being quiet, sitting in rows, raising our hands and becoming more conformist
is most valued. In an organizational setting, calm, steady, dependable work tends to be most valued.
Consequently, we might well have found ourselves in a mental box and we might well believe that
whatever creativity we had has been lost. Thisisjust not the case.

» The human mind is the most amazing device. It can regenerate itself and that is exactly what it will do
if we stretch it abit. All it takes to rekindle our creativity is thinking creatively. How can you do that?
One of the best approaches is ssimply “play thinking.” Mind games are powerful tools. In our
developmental writings we have discussed a number of mind games. Y ou can find thousands of them
on the web. From Remote Associates, to Similes, to Brain Teasers, to Incomplete Drawings, and a
hundred other mind games, we can find an endless variety of fun, mind expanding activities on the
web.

» We don't expect to be able to play tennis as well as we once did if we have not practiced in a long
time. We don't expect to be able to skip rope like we did as a child if we have put away our jump
ropes. We don't expect to ride a bicycle as well if we haven't been on one in years. Despite these
perfectly sensible ideas, we somehow expect to display creativity on demand, even though we have
not been practicing. That isjust not logical.

» How do you practice creativity? How did you do it as a child? You played! That's really what play is
al about; it is about building creativity and enhancing the power of the mind. When we stop playing,
we begin to lose the creative edge. So, just start playing again! The web is filled with great, fun
exercises which are great fuel for rekindling your creativity! So drawing, word associations, and even
writing poetry are al ways that we fulfill our need to be creative.

» The real secret is divergence. Play takes us farther and farther afield. That's what creativity is. a
viewpoint from far out on the edge. Modern life, especially business, seems to concentrate on
convergence. Everything is supposed to become more and more centered, more and more practical,
more and more focused. We need to turn that around, and pursue things that are more and more
remote; less obviously related; more distant from the center. As we do, we see things differently, and
we become more creative.

» Thomas Edison loved to write poetry when he seemed to have problems in coming up with ideas in
his laboratory. He never became areal poet, and virtually none of his poetry has survived, but that was
not his point. Poetry requires us to reach farther and farther afield to find ways to express ideas and
concepts. Thisdrives adivergent view. The divergence rekindles creativity and energizes the ability to
tackle old problems with new ideas.

* You never redly forget how to ride a bicycle; you just have to fumble around a bit to recover the
knack. So it is with creativity. Just fumble around a bit, have fun at it, write poetry, play with
associations, brain teasers, similes, and drawings. Play with anything and everything. Take that

Customized Development Report for Bill Smart Page 7 of 45



ExecuSmart

Better Data = Better Decisions = Better People

playful attitude to work with you, and your creativity will ride along. Play some every day!

Teaming and Collaboration

One of your Development Areas is Teaming and Collaboration. People with this Development Area may
find it challenging to create collaboration and to work in teams. They may need to learn to connect with,
and bond with, others. They may need to learn to relinquish control in collaborative and teaming situations.
They may need to develop an interest in personal relationships.

Remember that these are preferences, not a reflection of actual performance. However, this preferenceis
powerfully connected to collaboration, delegation, and empowerment. This is one of the most powerful of
al challenges and it's one of the hardest of all developmental challenges to overcome. It is imperative to
develop coping mechanisms for this challenge. One may have developed Coping Mechanisms that support
an ability to create collaborative environments, teaming, delegation, and empowerment. Nevertheless, one's
preference can suggest that performing at a high level on this particular capability takes concentration and
energy. Stress tends to make our natural states come out and challenge us more. In the following paragraph
we will present development suggestions which can make one's present Coping Mechanisms more
powerful or provide new and different Coping Mechanisms. Our intent is to help people become more
effective practitioners of Teaming and Collaboration and more effective |eaders, overall. We suggest:

 That you read Execution: The Discipline of Getting Things Done, by Larry Bossidy and Ram Charan.
If you have already read it, read it again. As you read it, make note of insights or thoughts that arise
about linking together people, strategy and operations in your own team and in your own organization.

» An additional reading that is of value is Patrick Lencioni's The Five Dysfunctions of a Team. His
model and approach are valuable to understand and to capture.

» The strongest teams are those which embody temperament diversity. We know that, but simple
diversity, is not enough. An enlightened leader, tasked with establishing a team, looks first, and
foremost at the temperaments available to staff the team. Nothing is more important than diversity.

* However, al of the great things which we discuss when we talk about a diverse team are really
dependent upon mutual respect. That does not come without training. Consequently, when ateam is
established, formal training should immediately be the first order of business.

* To develop respect, one needs to understand and believe that there are skills which other people bring
to the team which are actually superior to one's own skills, or, at least, which buttress one's own skills.
That can only be done by demonstrating the value of the differing gifts which individual members
possess. Training with a hands on element is the best approach to achieving this end.

* Keep a team building diary. If you are aready keeping a diary, add team reflections to your
journaling. Begin it with afrank assessment of every member of your team. Be brutally honest in your
assessment. No one will ever see your diary, so make it useful only for yourself. Examine your
perceptions of each team member and record the position that person holds in the team, how she or he
got to be a member of your team, and any and all details. If you find that you do not know something
about a team member, make it a point to find out.

» Keep a record of how the team is doing and how each individual member is doing. Record your
interactions with each member and reflect on your effectiveness during that interaction. What could
you have done better? What could your team member have done better? Be brutally honest.

« Don't limit your observations of collaboration, teaming, delegation, and empowerment to your work.
You are a member of many teams outside work and your interaction with those team members and
collaborative efforts are as much adriver of your team management success asis your interaction with
your work team.

* Be sure to reflect upon your control of the team and your efforts to relinquish control. This will be a
key factor in your personal development. How well you are doing that and how you improve at it over
time will be paramount in your success as ateam leader.
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» As time progresses, your diary work will drive a true interest in your relationships with each team
member and will help you not only to become a more effective team member and team leader, but a
more effective leader, overall.

Goal Setting

One of your Development Areas is Goal Setting. People with this Development Area may find it
challenging to communicate the precise objectives or targets which each Report must achieve, when they
must be achieved, and what the consequences of a failure to achieve will be. In other words, goal setting
involves a mutual understanding between leader and Report of exactly what the Report is expected to
accomplish and when. A two way dialogue is required to establish that mutual understanding and the
outcome should be the grounds upon which accountability is established.

Remember that these are preferences, not a reflection of actual performance. One may have developed
Coping Mechanisms which support an outstanding level of performance in each of the capabilities.
Nevertheless, one's preference can suggest that performing at a high level on this particular capability takes
concentration and energy. In the following paragraph we will present development suggestions which can
make one's present Coping Mechanisms more powerful or provide new and different Coping Mechanisms.
Our intent is to help people become more effective practitioners of Goal Setting and more effective leaders,
overall.

We suggest that you have a two way dialogue with each Report to establish a mutual understanding of
the goal(s) assigned to that Report. Establishing goal setting requires an understanding between leader and
Report on each of the following questions, at a minimum. Please note that this list is not exhaustive. To
assure understanding, you should meet with each individual Report and discuss that person's goal(s),
addressing each question. During that dialogue, practice self-awareness to ensure that your Report
understands and internalizes the goal(s). Follow the meeting with a written description of the goal(s).

» What specific objective or target must the report achieve and when? Who decides on this target and
what, if any, input does the report have to that decision?

* |s there a revenue or cost target or budget? Is there any slack or room in any part of that budget? Is
there a capacity or productivity budget or target? Is the report accountable for preservation or
replacement of any resources?

» What time periods will be used to evaluate the report's performance? Who will do the evaluation and
who has input to the evaluation process? I's there an appeal or other recourse available to the report? If
s0, how does such appeal operate?

» What information is used to support the evaluation of the report? Who prepares this information and
how is it developed or gathered? Does the report have access to the underlying data, and is there a
verification process for that data?

» Does accomplishment of the objective involve other people or other units? Are there inputs to the
pursuit of the objective which come from those people or units? If so, what impact does failure or
underperformance on the part of one of the inputs have on the evaluation of the report? Who makes
that decision, and what input or appeal does the report have, if any?

* What is the impact of success? Are there financial or other incentives tied to success? What is the
impact of over performance? Are there financial or other incentivestied to over performance?

* What are the consequences of faillure? Will these consequences be catastrophic? Can failure or
underperformance be ameliorated in any way? Who makes these decisions? Is there an appeal
available to the report, and if so, how does that appeal work?

* Can or will the report's goals be adjusted during the evaluative period due to environmental or other
factors? Who will decide about any such adjustment and how and why would an adjustment be made?
What input or appeal does the report have for any such adjustment?
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* |sthe objective challenging? If not, why not? Does the report consider the objective chalenging? Can
we expect growth in the report's skills and abilities as he or she works to achieve the objective? If not,
why not?

* |s the report competent to achieve the objective? Do both leader and report agree that the report has
the skills and abilities to be successful in achieving the objective? Is there any hesitancy on the part of
either leader or report concerning the report's competency, skills or abilities? If so, what drives that
hesitancy and what can be done to eliminate it? Will the report have access to advice and counsdl to
assist in achieving the objective? If so, from whom, and how does the report request such support?
What impact will such arequest have on the evaluation of the report?

The foregoing list is not exhaustive. We suggest that you think deeply about each goal that each Report
is required to achieve and add to the list. Goals change and evolve over time, and each significant change
that takes place mandates another dialogue to assure mutual understanding of the change. Use your list
during your meeting. After you have the meeting with each Report, be sure to follow the meeting with a
written description of what you discussed and how and when the goals are to be accomplished. Keep a
copy of that description and make a record of your meeting. Record your observations about the meeting,
and record any responses or reactions which your Report had which had bearing on his or her
understanding and acceptance of the goal(s). Have such a meeting with each Report at least once each year.

Managing Risk and Rigidity

One of your Development Areas is Managing Risk and Rigidity. People with this Development Area
may find it challenging to strategically evaluate the risk associated with various options, plans or decisions.
They may have difficulty choosing a path which has a high probability of success when that path does have
significant risk. They may tend to play not to lose, which means that they might try to take no action when
thereis any risk of failure. Every decision aleader makes carries risk and the most effective leaders learn to
be comfortable with risk which does not threaten the survival of the organization.

Remember that these are preferences, not a reflection of actual performance. One may have developed
Coping Mechanisms which support an outstanding level of performance in each of the capabilities.
Nevertheless, one's preference can suggest that performing at a high level on this particular capability takes
concentration and energy. In the following paragraph we will present development suggestions which can
make one's present Coping Mechanisms more powerful or provide new and different Coping Mechanisms.
Our intent is to help people become more effective practitioners of Managing Risk and Rigidity and more
effective leaders, overall. It isimperative to remember:

* Risk intolerance is not uncommon. In fact, most people tend to be risk adverse. How do you develop
the ability to look at risk rationally and to make decisions that have the potential to fail? Y ou face risk
as a necessary corollary to life as a leader. Every decision that every leader makes carries the risk of
failure. It is actualy imperative to emphasize that every decision carries the risk of failure with it.
Failure is a fixture of not just business life but life in general. In fact, most of the lessons we learn in
life, we learn as aresult of risk and failure.

» Developmentally you want to engage people around you who have a different, i.e. higher, level of risk
tolerance. They will push you when you are resisting making the decision to take a risk. They will
help you think through the ideas that you have had about risk and what is causing you concern about
particular decisions. Having individuals on your team with a different perspective about risk is
especialy valuable.

» We learned to ride a bicycle by falling down. We learned to bounce a ball by chasing down thousands
of faillures. We learned to build a spreadsheet model by designing hundreds of failures. We learned
virtually everything by failing. That, in fact, is the great lesson of Nature, of evolution, and of life.
The secret to advancement of the human species, the secret to advancement of an industry, the secret
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to advancement of an organization, and the secret to advancement of a single human life, is the ability
to learn from failure and to adapt. Failure simply means an opportunity to learn.

* Humans fail sometimes. We all hate to fail, but when we have done our best, worked our hardest, and
we dtill fail, we just have to forgive ourselves, get up and go back to work. We simply deal with the
failure. We can work to ameliorate our failure, perhaps, or perhapsit is smply beyond salvage. Either
way, the sun comes up in the morning and tomorrow is anew day. Failureisrealy just an opportunity
to learn.

* As we have said before, it is not success which is the desired outcome. It is striving which is the
desired outcome. If we and our people do our best and apply our skills, then we and the organization
will prosper. We will encounter setbacks as people stumble, but the people and the organization will
recover and will be stronger.

» The journey of an organization has no end. We never arrive. That means that the journey is what is
important. The mission should never be to “become the brand leader,” or any similar sentiment.
"Becoming”" simply means that you have reached some point in the journey which is a good and
desirable place, but remember that tomorrow is another day and the journey must continue. The
mission must be to “maintain a position as brand leader,” or a similar sentiment. Maintaining a
position means that we strive each day of the journey, always recognizing that we never have an
endpoint to the journey. We never have a destination. We have only the daily need to strive and do our
best. We have the need to persevere.

* Learning what makes risk acceptable to us is imperative for us to be successful. If failure is to be
desired as a learning and evolving mechanism, why would not every risk be desirable? Some risks are
simply too great. That's what strategic risk evaluation is all about. If the consegquences of failure are so
great that the future of the organization is jeopardized by that failure, then the risk is not acceptable.
Acceptable risk occurs when the consequences of failure can be absorbed by the organization and
when the consequences of success are very great.

* Our efforts here are clear. There are a number of books and resources for learning about strategic risk,
what it is and what we should do to take such risks. The book Blue Ocean Strategy is a good example
of thiskind of learning.

» S0, to enhance our risk taking capability, we need to learn to strategically evaluate a decision. We
look at the potential for success and we try to measure that as best we can. We can be assisted in this
process by making records. Hopefully, you are keeping a daily journal. If not, start. You need adiary
in which you record your reflections each day. Personal growth and progress are driven by reflection.
A diary forces you to engage in reflection. Always be brutally honest and always think deeply about
everything that happens and how you could have improved the outcome.

 Using your diary, record the issues surrounding the decision you are making. What do you think is the
potential return for a successful outcome? Is there a best case, worst case, expected case potential ?
What is the worst case return? Now, using your diary, record what you think is the potential loss for a
failure? Is there a best case, worst cast, expected case potential ? What is the worst case |0ss? Compare
the worst case loss to the worst case return. How do they compare? Can the organization absorb the
loss if it occurs? How do you feel about the prospects for success and the prospects for failure? Y our
subjective perspective will be far more powerful than any mathematical model which you might
employ.

 Keep records about all of these insights, and make your decision rationally and subjectively. When the
results are in, record these results in your diary. Each time you face a decision, go through this
process. In time, you will become adept at the process and you will find that risk no longer causes you
too much concern.

Competency Based L eader ship Strengths and Development Areas
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In this, the second part of the Targeted Development Insights (TDI) Report, we use the Competency
Model identified at the beginning of your TDI Report that was built using the Leadership Success Profile®
to identify the ideal leadership competencies which an individual assigned to the specific role would
possess 24 to 48 months into the future. Then, we combine this information with your Direct and Indirect
Reports' ratings of your performance using these 16 Leader Behaviors. This allows us to identify your four
strongest areas of competency regarding your current execution of leader behavior. These are the four key
leadership competency areas which you are currently executing well in comparison to the Leadership
Competency Model. As we have discussed, capitalizing on your strengths allows you to enhance your
leadership effectiveness in the short run and improve your opportunities for individual growth asaleader in
the long run.

In addition, we identify your four most important Development Areas. These are the four key leadership
competency areas which you are currently not executing as well as the Leadership Competency Model
requires. In this case we are focused on those current areas of Leadership Execution that are likely to have
the most negative impact on your ability to be successful as a leader over the long term. By learning and
working to cope with your development challenges, you create opportunities for individual growth as a
leader of people in the long term and you improve your leadership effectivenessin the short term.

Competency Based Future Readiness Strengths and Development Areas

Competency Models define competency or what it is to be competent as a leader of people in a
particular role, talent pool, or job family. These models define competency as a foundation of what is
required for ideal state performance. On top of the current key strengths and development areas it is
imperative to always be looking towards the future to understand where there are opportunities to further
leverage strengths and to work to lessen the impact of development areas that might impede you from
achieving full competency. When competency models are built correctly, using the focus on the ided
future state by those internal organizational experts, it demonstrates the best possible practice to understand
those future needs of key roles, talent pools, or leadership job families.
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Competency Model L eader ship Strengths

The following section of the document is designed to help us understand your leadership strengths
against the competency expectations of your role, talent pool, or job family. These are critical areas for
future strengths to leverage and future development areas for which you should be aware. It is possible that
some overlap exists between the current challenges that exist in your current role with your current set of
direct or indirect reports or they could be completely different. Remember these Competency areas are
about the ideal future state of competency not necessarily the current state of your performance. Your
Direct or Indirect reports would likely be less happy with your performance if you are executing at full
competency. It is highly likely that they are not prepared for such leadership intensity. Also, remember
appropriately built competency models define what is required in the ideal future state. That empirical
foundation is key.

The following graph displays your top four Leadership Strengths from the perspective of the ideal state
competency model defined by your organization. These are the four leadership capabilities that best match
the Leadership Competency Model to the greatest extent. These will be your greatest |eadership strengths
and the capabilities that you should seek to leverage to assure greatest execution of the ideal state
competency.

Key

—Qgths
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Challengesthe Status Quo

One of your Overall Leadership Strengths is Challenges the Status Quo. This suggests that you can
effectively challenge the current state for something that is better or improved. Change is also likely to be
something comfortable for you. You are likely to be comfortable with both expected and unexpected
change. You are likely to be able to make decisions in changing environments and you can adapt to new
situations.

Capitalizing upon this Leadership Strength means actively embracing this skill. Many people are
challenged by change. Y ou will have the ability to help other people accept change and you will be able to
act and lead during times of change. We suggest:

» That you actively identify and drive changing situations both inside your sphere of influence and
outside of it.

* Seek out opportunities to discuss the changing situations with your peers and leaders and present your
ideas for leading through the change.

» However, be very careful about how you go about these discussions. If your peers and leaders are
more challenged by change than you, and that is a high probability, they may have difficulty acting
during times of change.

* Your peers and leaders might see your ideas as unproven and they could view you as overly
aggressive. You must present your ideas softly and gently, but be tolerant of people who have
difficulty with change.

» Keep records of your activities. Record the details of the changes you identify. Record your actions
and the results of your efforts. Keeping these records will keep your interest in change alive and in the
forefront of your mind. It will help you learn from your efforts and help you prepare a more detailed
and complete resume in the future.

Encour ages Self L eader ship

One of your Competency Based Leadership Strengths is Encourages Self Leadership. This suggests that
you are willing to alow others responsibility for leading themselves. You encourage that internal
conversation about leadership with one’'s self. You desire for those in your sphere of influence to think
through how they should have executed a particular capability at a desired standard. You are likely to have
no problem relinquishing control in a collaborative environment and you are likely to have a strong interest
in personal relationships and in devel oping people to higher and higher levels of capability.

You will likely capitalize upon this Leadership Strength every day, innately. You will tend to
automatically consider the capabilities of your reports and to encourage them to assume greater and greater
levels of responsibility and to take on increasingly important leadership functions. Y ou will tend to view
these actions as smply the best approach to developing those in your sphere of influence. This can be a
problem for your career because if you do not recognize the power of your encouragement, your leaders
might not recognize it, either. We suggest:

 That you become more observant of the actions of other leaders in the organization and become more
aware of their efforts to encourage self-leadership among their reports.

» As you expand your awareness, the advantage of your own ability will become more obvious to you,
and that will make it more obviousto your peers and leaders.

» The perceptions of your performance which your peers and leaders hold are influenced to an
extremely high degree by their interactions with you. Peers and leaders can see outcomes of your
leadership, but they may not be able to see your daily practice of leadership.

* As you interact with them, your unconscious encouragement is likely to be invisible, but your
conscious encouragement is likely to be visible. Consequently, we suggest you develop your
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observation powers and develop a strong awareness of your behaviors and how they are manifesting
to others. This will allow you to be more aware of situations that require you to communicate very
precisely and effectively. That awareness will come through in your interactions with peers and
leaders as well as those in your sphere of influence. Remember self-awareness is the literal "fuel of
influence.”

Inspiring Others

One of your Competency Based Leadership Strengths is Inspiring Others. This suggests that you have a
strong ability to connect with others and to use that connection to lead through inspiration and influence.
You are likely to be able to bond with and to build relationships with others. Self-awarenessis likely one of
your most important Leadership Competency Based strengths. You are likely to be predisposed to ensure
that others are considered in key decisions and to ensure that they feel important. You are likely to have
strong communications skills and strong interpersonal skills. Y ou are likely to be an effective |eader.

Capitalizing upon this Leadership Strength means actively seeking out situations and opportunities in
which your strength can be employed. Inspiring people is atremendous asset. Influence is the foundation or
fuel of effective leading. We suggest:

» Seek out opportunities to use your ability to read and understand others. This should be one of your
most significant strengths and should allow you to better use influence with others.

 Find situations that require a great deal of self-awareness and influence to be effective. Use those
skills in committees, teams, and project groups to drive the inspiration and motivation of those on the
individuals groups and teams.

* Look for opportunities outside work to do the same. Look for volunteer situations that emerge in your
community and your environment. What happens outside of work is just as important to your career
and to your development as what happens inside work. Keep records of your activities. Record the
details of the groups, committees and teams which you join and which you lead. Record the issues and
challenges these groups deal with and the results of your efforts. Keeping these records will keep your
interest in leading alive and in the forefront of your mind. It will help you learn from your efforts and
help you prepare a more detailed and complete resume in the future. Remember that influence is a
critical aspect of leading.

Personal Rewards

One of your Competency Based Leadership Strengths is Personal Rewards. It is likely that you
understand how and when to recognize the accomplishments of reports. Y ou appear to be able to recognize
positive performance and be willing to speak positively about this performance. You are likely to have an
ability to connect with, and bond with, others. You are likely to have a strong interest in persona
relationships. You are likely to have strong communication skills. You are likely to understand how to
ensure that others feel important and that their specific efforts are recognized and valued. You are likely to
have strong interpersonal skills.

You are likely capitalizing on this Competency Based Leadership Strength on a regular basis. Your
Reports believe that you are, and their perceptions are their reality. However, it is important for you to
maintain this strength. We suggest that you:

* Remember that self-awareness is core to delivering messages and two messages that are critically
important are delivering a personal reward and giving difficult performance feedback. In both cases
self-awareness isimperative.

* Read or reread Emotional Intelligence 2.0, by Travis Bradberry and Jean Greaves. It is the starting
point for taking yourself through the Six Steps to Self-Awareness. Please concentrate on improving
your communication skills. Self-Awareness is knowing when your communications are being
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received by others in the way that you intended those communications to be received. Remember
completing the Six Steps to Self-Awareness is an imperative part of the development of
Self-Awareness after you read the EI 2.0 book.

* You develop a high level of self-awareness by carefully observing the people with whom you are
communicating. Remember that at least 60 percent of communication is non-verbal. You should
observe their body language, and their facial expressions, and you listen carefully to their responses to
your communications and to the inflections in their voices as they respond. If you find yourself
thinking about how you are going to respond you are no longer listening. The messages that your
listeners send you will tell you if they are confused or if they clearly understand what you are saying.
When you improve your observational skill, you will be able to adapt the way you communicate to
make your communication more effective. You lead by communicating, so better communication
leads directly to more effective |leadership.

» Keep a team building diary. If you are already keeping a diary, add team reflections to your
journaling. Begin it with a frank assessment of every member of your team. Be brutally honest in your
assessment. No one will ever see your diary, so make it useful only for yourself. Examine your
perceptions of each team member and record the position that person holds in the team, how she or he
got to be amember of your team, and any and all details. If you find that you do not know something
about ateam member, make it a point to find out.

» Keep a record of how the team is doing and how each individual member is doing. Record your
interactions with each member and reflect on every occasion when you recognize a team member for
good or superlative performance. Did you do it publicaly, or privately, and how did your report react
to your recognition? What could you have done better? What would you do differently in the future?
Be brutally honest.

» Don't limit your observations to your work. Y ou are a member of many teams outside work and your
interaction with those team members and your efforts to recognize and encourage superlative
performance are as much a driver of your team management success as is your interaction with your
work team.

» Be sure to reflect upon your monitoring of the team and your efforts to identify and recognize
superlative performance. This will be a key factor in your persona development. How well you are
doing that and how you improve at it over time will be paramount in your success as a team leader.

» As time progresses, your diary work will drive a true interest in your relationships with each team
member and will help you not only to become a more effective team member and team leader, but a
more effective leader, overall.
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Key Leader Behavior Competency Based Development Areas

The following graph displays your top four Key Leader Behavior Competency Based Development
Areas. These are the four leadership capabilities which should be the focus of your future leadership
development. These will be the capabilities which you should emphasize in your leadership development
journey asthey are likely to have the most positive effect on your growth as a leader of people.
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Collaborative Goal Setting

One of your Competency Based Development Areas is Collaborative Goa Setting. People with this
Development Area may find it challenging to work with team members to establish the precise objectives
or targets which each Report must achieve, when they must be achieved, and what the consequences of a
failure to achieve will be. A two way dialogue is required to establish that mutual understanding and the
outcome should be the grounds upon which accountability is established.

This leader behavior is related to Goal Clarity but is about the participation of those in your sphere of
influence in the actual creation of the goals themselves. Simply put are those that you lead involved
sufficiently in the development of their goals? Most individuals want some level of participation in such
goal setting activities. They want to feel as though they own the goals. Goa setting is a powerful
motivational force but some of its motivational impact can be lost by not effectively involving our Direct
and Indirect Reports.

We suggest that you have a two way dialogue with each Report to establish a mutual understanding of
the goal(s) assigned to that Report. Establishing goal clarity requires an understanding between leader and
Report on each of the following questions, at a minimum. Please note that this list is not exhaustive. To
assure understanding, you should meet with each individual Report and discuss that person's goal(s),
addressing each question. During that dialogue, practice self-awareness to ensure that your Report
understands and internalizes the goal (s). Follow the meeting with awritten description of the goal(s).

* Remember that the Eight Steps of Goal Cascade is a critical outline of the process to assure both
clarity and collaboration in the development of goals. It has been added to your TDI Appendix if it is
not there already.

» What specific objective or target must the report achieve and when? Who decides on this target and
what, if any, input does the report have to that decision?

* |s there a revenue or cost target or budget? Is there any slack or room in any part of that budget? Is
there a capacity or productivity budget or target? Is the report accountable for preservation or
replacement of any resources?

» What time periods will be used to evaluate the report's performance? Who will do the evaluation and
who has input to the evaluation process? I's there an appeal or other recourse available to the report? If
s0, how does such appeal operate?

» What information is used to support the evaluation of the report? Who prepares this information and
how is it developed or gathered? Does the report have access to the underlying data, and is there a
verification process for that data?

» Does accomplishment of the objective involve other people or other units? Are there inputs to the
pursuit of the objective which come from those people or units? If so, what impact does failure or
underperformance on the part of one of the inputs have on the evaluation of the report? Who makes
that decision, and what input or appeal does the report have, if any?

* What is the impact of success? Are there financial or other incentives tied to success? What is the
impact of over performance? Are there financial or other incentivestied to over performance?

» What are the consequences of faillure? Will these consequences be catastrophic? Can failure or
underperformance be ameliorated in any way? Who makes these decisions? Is there an appeal
available to the report, and if so, how does that appeal work?

* Can or will the report's goals be adjusted during the evaluative period due to environmental or other
factors? Who will decide about any such adjustment and how and why would an adjustment be made?
What input or appeal does the report have for any such adjustment?
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* Isthe objective challenging? If not, why not? Does the report consider the objective chalenging? Can
we expect growth in the report's skills and abilities as he or she works to achieve the objective? If not,
why not?

* |s the report competent to achieve the objective? Do both leader and report agree that the report has
the skills and abilities to be successful in achieving the objective? Is there any hesitancy on the part of
either leader or report concerning the report's competency, skills or abilities? If so, what drives that
hesitancy and what can be done to eliminate it? Will the report have access to advice and counsdl to
assist in achieving the objective? If so, from whom, and how does the report request such support?
What impact will such arequest have on the evaluation of the report?

The foregoing list is not exhaustive. We suggest that you think deeply about each goal that each Report
is required to achieve and add to the list. Goals change and evolve over time, and each significant change
that takes place mandates another dialogue to assure mutual understanding of the change. Use your list
during your meeting. After you have the meeting with each Report, be sure to follow the meeting with a
written description of what you discussed and how and when the goals are to be accomplished. Keep a
copy of that description and make a record of your meeting. Record your observations about the meeting,
and record any responses or reactions which your Report had which had bearing on his or her
understanding and acceptance of the goal(s). Have such a meeting with each Report at least once each year.

Corrective Coaching

One of your Competency Based Development Areas is Corrective Coaching. Corrective Coaching
involves helping a report to recognize when he or she has begun to deviate from the required or expected
performance level(s) and to take active steps to ameliorate that deviation. Taking too heavy a hand in the
coaching can be viewed as micromanaging and can result in negative reaction. Taking too light of ahand in
the coaching can be viewed as alack of concern and can result in an equally negative reaction. People with
this Development Area are likely to have chalenges in monitoring their reports performance and
recognizing the appropriate timing for identifying when they need to identify a deviation from the best
performance levels.

We suggest that you review the information that we presented earlier under Identifies Performance and
take special care to capitalize upon this Development Area. In addition, we suggest that you:

» We suggest that you read and apply the lessons in “The Heart of Coaching: Using Transformational
Coaching to Create a High-Performance Coaching Culture” by Thomas Crane. This book is designed
to help you better apply coaching lessons as away to create a development culture.

» Keep records of the coaching sessions which you have with your reports. Record the reactions they
have to your feedback and the changes you see in their behavior and performance as a result of your
feedback.

» Use observation and other feedback mechanisms such soliciting feedback from others about the
behaviors and performance of the individua to assure that the coaching lessons are working.
Remember you job here is to improve, grow, and develop the person while pointing out key areas of
performance deficiency.

» Record keeping is particularly important here as coaching sessions can result in serious personnel
issues and can produce backlash which is detrimental to you and to the organization. Y ou will want to
be able to document your use of coaching, the reasons driving your use, the way you approached the
coaching and the reactions you expected and witnessed.

* You will aways have to test with others the effectiveness of the coaching that you gave and its
potential impact on those around you. Remember that accountability, feedback and coaching are
among our greatest tools. However, coaching without grace and style is simply a headache for those to
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whom we are speaking.

Crucial Conversations

One of your Competency Based Development Areas is Crucial Conversations. People who have this
Development Area may find it challenging to deliver or to accept critical or constructive feedback. They
may be uncomfortable making decisions which will negatively impact people. They may be reluctant to
continuously push their reports toward higher performance levels.

Sometimes organizations need greater levels of performance from their leaders than those in that
leader’s sphere of influence are comfortable. When this occurs with Crucial Conversations this can be
especially troubling to those who follow a leader and to the leader themselves. This appears to be the case
for you in this particular situation. Simply put your current use of Crucial Conversations is not what the
organization will need from you in the long term. You will have to execute this critical competent of
Accountability more often and with more intensity than you currently do. However, those who follow you
are not likely ready for you to just change your use of Crucial Conversations today. Y ou will have to work
with them to change their expectations. They will in turn change their expectations of you as their leader.
To accomplish this you will have to refine your ability to execute such behaviors. We suggest:

» That you read Crucial Conversations: Tools for Talking When Sakes Are High, and Crucial
Accountability: Tools for Resolving Violated Expectations, Broken Commitments, and Bad Behavior,
by Kerry Patterson and Joseph Grenny. If you have aready read either or both, read them again. As
you read, think about your reports, your responsibility for your reports, your own position within the
organization, where you would like to be in the organization in two years, and the path you think you
need to take to get there.

* You can also use the book called the Oz Principle or any other book on Accountability with which
you are comfortable. The key thing is to insert a framework in your head that makes these
accountability focused Crucial Conversations a natural part of what you do.

» The Crucial Exercise is a great way to think about and to create discipline in and around this most
important but difficult of conversations. The Crucial Exercise is in the Appendix attached to the
Targeted Development Insights (TDI) Report for you. The Crucial Exercise will help you prioritize
your needs for Crucial Conversations.

« If you have not already done so, have a serious sit down conversation with each of your reports and
discuss where they need to be and what they need to accomplish in the next year. Keep records of
these meetings. The first step in holding people accountable is ensuring that they know what they are
accountable for and when they have to accomplish it. In your discussions talk about the rewards for
success, but also talk about the consequences for failure.

» Here is the great secret about accountability. When people believe that their objectives are targets,
then failure to achieve those targets is not really serious. When people believe that their objectives are
requirements, then failure to achieve those requirements is really serious. You should set the
objectives high enough that success is challenging, but achievable. Be sure to record your
conversations in your diary and be sure to send your report a written summary of your meeting and
the mutually agreed upon objectives immediately after the meeting. This should be an annual ritual
with each of your reports. If your own leader fails to hold such a meeting with you, request a meeting
so that you will always understand the expectations your leaders have for you. Make notes in your
calendar to remind you to check on the progress of each of your reports. Depending upon the
seriousness of each report’s objectives, those notes might be weekly, monthly or quarterly, but they
should not be less frequent than quarterly. When your observation period arrives, check to see what
progress is being made and how each report is performing.

* When you see that someone is not performing, you must have a crucial conversation. Record the
results of your reviews in your diary or your notes. Prepare for that conversation as described in your
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books, then hold the meeting. Be calm, keep notes, and be direct. The objective of your meeting will
be to establish an agreement with your report on the precise requirements for your report to ameliorate
or repair his or her underperformance and to come back into compliance with the agreed upon
objectives.

* People know when they are failing. When you call them on that failing, they are not surprised, they
are relieved. You need to help them find a way to compensate for their failures and to redeem
themselves. When you do that, it will make everything better for everyone. When you have that rare
situation in which a report refuses to accept responsibility or refuses to take corrective action, you
may have to take steps to have that report separated from the organization. Unpleasant as that may
seem, it isreally the best for everyone. Y our other reports will expect you to do it, because they aso
know who is not performing well, and the organization needs you to do it. In fact, your
underperforming report needs you to do it, as well, so he or she can move on to another position in
which he or she can excel. No one likes to be in a position in which he or sheisfailing.

» Be sure to keep details of all of your thoughts and discussions in your diary. Writing things down
cements them in your mind and your memory, consequently, a written diary is essentia to personal
growth.

Goal Clarity

One of your Development Areas is Goal Clarity. People with this Development Area may find it
challenging to communicate the precise objectives or targets which each Report must achieve, when they
must be achieved, and what the consequences of a failure to achieve will be. In other words, goal clarity
involves a mutual understanding between leader and Report of exactly what the Report is expected to
accomplish and when. A two way dialogue is required to establish that mutual understanding and the
outcome should be the grounds upon which accountability is established.

It is important to recognize that your current performance in and around goal clarity does not meet that
which is required by the organization as represented by the Competency Requirements or expectations.
Those in your sphere of influence may actually be quite comfortable with your execution of Goal Clarity.
This does not mean that you are leading in away that will take the organization to the next level. Therefore
your current level of execution in this area is not sufficient to obtain full leadership competency. It is
imperative that you carefully think through the fact that you have a requirement to meet the competency of
the organization and that you will have to raise the expectations that you have for those in your sphere of
influence and that will require them to raise their expectations of you. The growth required here is al about
leveraging leadership skills to execute at alevel that will impact its most important outcomes.

We suggest that you have a two way dialogue with each Report to establish a mutual understanding of
the goal(s) assigned to that Report. Establishing goal clarity requires an understanding between leader and
Report on each of the following questions, at a minimum. Please note that this list is not exhaustive. To
assure understanding, you should meet with each individual Report and discuss that person's goal(s),
addressing each question. During that dialogue, practice self-awareness to ensure that your Report
understands and internalizes the goal (s). Follow the meeting with awritten description of the goal(s).

» The Eight Steps to Goal Cascade is an outstanding way to think through the goal setting process. The
process has been used in many organizations and is a critical part of your growth towards being fully
competent against the Competency Model that was developed for your role. It is attached to your
Targeted Devel opment Insights Report in the Appendix.

» What specific objective or target must the report achieve and when? Who decides on this target and
what, if any, input does the report have to that decision?
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* Is there a revenue or cost target or budget? Is there any slack or room in any part of that budget? Is
there a capacity or productivity budget or target? Is the report accountable for preservation or
replacement of any resources?

» What time periods will be used to evaluate the report's performance? Who will do the evaluation and
who has input to the evaluation process? I s there an appeal or other recourse available to the report? If
so, how does such appeal operate?

» What information is used to support the evaluation of the report? Who prepares this information and
how is it developed or gathered? Does the report have access to the underlying data, and is there a
verification process for that data?

» Does accomplishment of the objective involve other people or other units? Are there inputs to the
pursuit of the objective which come from those people or units? If so, what impact does failure or
underperformance on the part of one of the inputs have on the evaluation of the report? Who makes
that decision, and what input or appeal does the report have, if any?

» What is the impact of success? Are there financial or other incentives tied to success? What is the
impact of over performance? Are there financial or other incentivestied to over performance?

* What are the consequences of failure? Will these consequences be catastrophic? Can failure or
underperformance be ameliorated in any way? Who makes these decisions? Is there an appeal
available to the report, and if so, how does that appeal work?

 Can or will the report's goals be adjusted during the evaluative period due to environmental or other
factors? Who will decide about any such adjustment and how and why would an adjustment be made?
What input or appeal does the report have for any such adjustment?

* |s the objective challenging? If not, why not? Does the report consider the objective challenging? Can
we expect growth in the report's skills and abilities as he or she works to achieve the objective? If not,
why not?

* |Is the report competent to achieve the objective? Do both leader and report agree that the report has
the skills and abilities to be successful in achieving the objective? Is there any hesitancy on the part of
either leader or report concerning the report's competency, skills or abilities? If so, what drives that
hesitancy and what can be done to eliminate it? Will the report have access to advice and counsel to
assist in achieving the objective? If so, from whom, and how does the report request such support?
What impact will such arequest have on the evaluation of the report?

The foregoing list is not exhaustive. We suggest that you think deeply about each goal that each Report
is required to achieve and add to the list. Goals change and evolve over time, and each significant change
that takes place mandates another dialogue to assure mutual understanding of the change. Use your list
during your meeting. After you have the meeting with each Report, be sure to follow the meeting with a
written description of what you discussed and how and when the goals are to be accomplished. Keep a
copy of that description and make a record of your meeting. Record your observations about the meeting,
and record any responses or reactions which your Report had which had bearing on his or her
understanding and acceptance of the goal (s). Have such a meeting with each Report at least once each year.
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Targeted Development Insights Report
Development Exer cise Appendix

Bill Smart
Competency Model: Acme, Inc.

This Targeted Development Insights Report has been prepared especialy for Bill Smart, customized
exclusively for the participating organization, and fitted to the identified organizational position.

In this section of the Targeted Development Insight Report, we present specific development activities,
keyed to your most critical development areas discussed in the foregoing sections.
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Creativity Exercises

Below are a series of exercises which stimulate creative thinking. They are based upon actual tools

appearing in the creativity literature. They consist of exercises such as remote associates in which a series
of three seemingly disparate words are linked with a fourth word which is related in some way; similes
using creative completion to produce phrases; brain teasers using both words and symbols; and incomplete
drawings in which partial lines or symbols are completed to make drawings. We invite you to play with
these!

Remote Associations

The objective of this exercise isto find from a series of three seemingly unrelated words a fourth word

which isrelated in some way. Thisis a good exercise if you need to stretch your mind and it uses more of

the left side of the brain, which most of us have as dominant.

1
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freight
celling
shoulder
wrist
butter

soul
window
block
night
ice

tracks
sports
potato
video
crop
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Similes
The objective of this exercise is to create a completion to a phrase ending in like or as. The more

unusual the completion of the stem, the greater the creativity involved. This is a good warmup exercise
before beginning a brain storming or creative work session.

1. The moon was as bright as........ a
b.
C.
2. Thetruck roared asloudly as... a
b.
C.

3. The basement was as dark as..... a

Brain Teasers

The objective of this exercise is to decipher the meaning of lines, words or drawings. It is great for a
warm up exercise before beginning a brainstorming or creative work session.

Fairy, Wolf, Duckling
nooutwhere

Strike
Strike
Strike
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Answersto the Exercises (Please don't ook before you are finished!!!)

1. freight soul tracks Tran
2. celling window  sports _Fan
3. shoulder block potato _Head
4. wrist night video Watch
5. butter ice crop Cream

These simile responses are based upon originality, not expected completions. These are just examples,
not necessarily good responses.

1. The moon was as bright as....... a. _Day (not origina)
b. Sterling
c. Rocket blasts
2. Thetruck roared asloudly as... a. _A Harley rally
b. An explosion of sound
c. Alion (not original)
3. The basement was as dark as..... a. A dungeon (not original)
b. Theinside of awhale
c. Hades

Brain teasers are designed to exercise your creativity but they usually have an expected response.

Fairy, Wolf, Duckling _The good, the bad, and the ugly

nooutwhere Out in the middle of nowhere
Strike

Strike

Strike Three strikes and you're out
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| ncomplete Drawings

Based upon the work of Paul Torrance (Torrance, E.P., 1966. The Torrance Test of Creative Thinking.
Buffalo, NY: Personnel Press), the objective of this exercise is to complete the picture when given only a
series of lines or shapes. The more original the better. Here are some samples to get you started. For each
of the following fragments, think of afull picture or diagram and draw it. Artistic talent is not required and
does not win you any creative points. Originality in completing the drawing is what we desire. Just look at
each drawing and let you mind wander.

Title
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More Incomplete Drawings

Title

Title
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Onemoreincomplete drawing: Remember there are no boundaries

Tide
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Thereis an infinite potential in the completion of each of these drawings. The ideais to see the potential
for a creation which is farther and farther afield from the original structure. Here are some examples.

The two parallél lines are not just aroad, they could be aclown's cap.
The two straight lines are not just drum sticks, they are also awizard's cap.
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The wavy lineis not just an ocean wave on the beach, it might be a clown face.
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The scroll isnot just asnail's shell, it isanew kind of contest.

Toi ]E‘JL,% Pe rT:;;«,'

Title

The incomplete drawings can vary tremendously. The most important thing is for you to have fun with
them. With more relaxation and comfort, the drawings will become more creative. Skill in drawing is not
important. The key is to see more than the immediately obvious extension of the drawing. As the foregoing
examples show, a more creative approach is to see the fragments as elements of an entirely different
drawing. Turn the page dlightly, or even sideways. Go outside the lines of the box! As you let you mind
range farther and farther afield, the various drawings might coalesce into pieces of a story, or they might
make more sense when the originals are completely inverted. The kind of thing that will eventually emerge
will embody more life in the drawings. Hereis alist of the kind of creative strengths that can develop with
alittle practice.
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Creative Strengths
expression of feeling in drawing
humor in titles
ability to break the boundaries/lines
unusual visual perspective
the telling of a story
movement or action
combination or synthesis
extension of limits

Exercises such as these help us to stretch our minds, rediscover our creative impulses and prepare us to
view the world in a different manner. Our concern now is with possibilities and opportunities, not just the
status quo.

Becoming More Creative

We don't expect to be able to play tennis as well as we once did if we have not practiced in along time.
We don't expect to be able to skip rope like we did as a child if we have put away our jump ropes. We don't
expect to ride a bicycle as well if we haven't been on one in years. Despite these perfectly sensible ideas,
we somehow expect to display creativity on demand, even though we have not been practicing.

How do you practice creativity? How did you do it as a child? You played! That's really what play is all
about; it is about building creativity and enhancing the power of the mind. When we stop playing, we begin
to lose the creative edge. So, just start playing again!

The creative exercises we have included in this unit are really toys! They are intended to be fun! They,
and many other such exercises which you can find on the web, are great fuel for rekindling your creativity!

The real secret is divergency. Play takes us farther and farther afield. That's what creativity is. a
viewpoint from far out on the edge. Modern life, especially business, seems to concentrate on convergency.
Everything is supposed to become more and more centered, more and more practical, more and more
focused. We need to turn that around, and pursue things that are more and more remote; less obviously
related; more distant from the center. Aswe do, we see things differently, and we become more creative.

Thomas Edison loved to write poetry when he seemed to have problems in coming up with ideas in his
laboratory. He never became areal poet, and virtually none of his poetry has survived, but that was not his
point. Poetry requires us to reach farther and farther afield to find ways to express ideas and concepts. This
drives a divergent view. The divergency rekindles creativity and energizes the ability to tackle old
problems with new idess.

Y ou never really forget how to ride a bicycle; you just have to fumble around a bit to recover the knack.
So it is with creativity. Just fumble around a bit, have fun at it, write poetry, play with associations, brain
teasers, similes, and drawings. Play with anything and everything. Take that playful attitude to work with
you, and your creativity will ride along.
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Team Development Exercise
What do you haveto doto get your team to the next stage of growth?

Forming, Storming, Norming, Performing...

Norming Storming
Working with eai:h,oﬁmr - Challenging each other
A \
1

|
Tuckman, B. (1965). Developmental sequence in small groups. Psychological Bulletin 63(6): 384-99

It isimportant as a leader of people that you understand the stages of team development. We have afew
things for you to think about as you think about the development of your team. But first let's do a little
rating of your existing team. Y ou opinion, nothing more. First, let's make a decision about what stage you
believe your team isin? Isit in the Forming Stage in which team members are getting to know each other?
Or is it in the Storming Stage in which team members are debating vigorously in significant personal
disagreement? Or in the Norming Stage in which they are setting the rules by which the team will operate?
Are those rules fully established? If they are then you are likely in the Performing Stage. The Performing
Stage is ateam that powerfully is ateam enabled with an ability to manage complex tasks. The team fluidly
solves problems and challenges.

Now Let's Think About the Current Level of Team Functionality

Team Functionality is something that all good leaders have to be able to diagnose. Patrick Lencioni has
done a great job identifying those things that make a team more or less functional. His diagram is on the
next page.
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The Five Dysfunctions of a Team

INATTENTION
TO RESULTS

AVOIDANCE OF
ACCOUNTABILITY

LACK OF COMMITMENT

FEAR OF CONFLICT

ABSENCE OF TRUST

Source: P. Lencioni (2002). The Five Dysfuncions af @ Team, San Francisco, Jossey Bass, p. 138

So here are the Five Dysfunctions of ateam. What we would like to do here isto rate your team on each
one of the Five Dysfunctions. So for instance you would rate every item on a 10 point scale for your team
where 1 would be a "Lack of Commitment” and 10 would be total commitment. 1 would be a fear of
conflict and 10 would be no fear of conflict. On an Absence of Trust a1 would be an Absence of Trust and
a 10 would be Complete Trust. The same would be true with Inattention to Results as well as Avoidance of
Accountability. Again think of these things on a 10 point scale from the worst being a score of 1 to a 10 as
good as they might be.

Team Action Plan

So what can you do about the current state of the team? Does the team need an intervention? Does the
team need help? What should you do about the current state of team development and functionality? What
are you specific actions? What should be your specific effort to help your team evolve to the next step in
the developmental stages? Or how can you keep it in the Norming Stage? In areas that you identified as a
challenge for the team are you going to do about those areas?
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Team Tools

There are two key tools that are critical for team functionality. When teams make decisions it is
imperative that they use Dialectical Inquiry and Devil's Advocacy. These must be present for a team to be
fully functional.

These skills are defined as;

1. Dialectical Inquiry: using questions to sharply investigate alternative solutions when making team
level decisions. These questions become the foundation of good team decisions.

2. Devil's Advocacy: using a series of alternative solutionsin a comparison process to drive
conversations about which solution is best.

The following steps are critical to the exercise and understanding how teams and collaboration are really
supposed to work:

1. On your team, please choose a critical problem that faces the Organization today.

2. Asagroup you should attempt to use the tools described above to come up with solutions for this
problem. During this discussion you should use Dialectical Inquiry and Devil's Advocacy. You
will know you are on the right track when:

a. You use Dialectical Inquiry to drive team decision making. Good questions are used to
refine outcomes and understanding. Questions that refine your understanding of the problem
and all alternative solutions should be valued.

b. Y ou considered alarge number of alternative solutions to the particular identified problem or
challenge.

3. Discussion points:

a. What impacts do differences in the way we think have on the ability of the team to use
Dialectical Inquiry and Devil's Advocacy?

b. How does thinking differently impact the team's ability to use these tools?

¢. What are your general observations about making team decisions in this way?

Your job isto perfect the use of such tools. Y ou should use them on aregular basis. Can you get the use
of these tools to improve the stage of Team Development and the Five Dysfunctions? It is key to your
ability to lead ateam to be able to manage your team through the stages of Team Development and the Five
Dysfunctions.
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Collabor ation Exercise

This exercise is designed to help you identify and solve collaboration impediments. These are different
than teaming challenges as collaboration challenges are largely between teams, functions, divisions, or
various parts of the organization. When parts of an organization must collaborate but have different labels
and are in different divisions their collaboration and cooperation are among the most important
organizational efforts that can occur.

In this exercise we want to identify what currently blocks collaboration in your part or domain of the
organization. Simply put, it isimportant to understand what impairs collaboration between various parts of
the organization? What keeps the organization from working together effectively?

In the First Step please identify what you see as the impediments to organizational collaboration?
Examples might be:

e Sub-culture differences

¢ Misalignment between different parts of the organization

¢ Different visions about what the organization should be

e Mistrust between organizational membersin different parts of the organization

These are examples that might be. Y our list might be fundamentally different.

In the Second Step please develop an action plan for first the organization and then for your part of the
organization. What would need to be different for collaboration to improve? Examples might be:

¢ Crucia Conversations between Division, Functional, or other leaders
¢ Alignment efforts to assure goal and execution alignment
e Specific effortsto resolve long term personal conflicts between individuals

Your efforts here should result in a change management plan, at least a mini version of such, which
could improve organizational collaboration. What specific actions might you take that will fundamentally
improve collaboration across the enterprise or within your specific domain? How might the five
dysfunctions help us understand the lack of collaboration? How might we use that framework to improve
collaboration?

Please be ready to implement your action plan and outcomes. How do they vary across the group? Are
there consistencies that indicate something about the culture? What can we do organizationally to improve
collaboration?
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STEP1

STEP 2

STEP 3

Goal Cascade - Eight-Step Process: A Quick Reference

L ook at the Overall Organizational Plan:

Review organization goal, objectives, and performance measures aready available at all levels
that affect your work unit and Individual performance plans - cascading performance plans.

- Review Organizational Objectives
Determine how these goals, objectives, and measures affect your function.

Determine Functional Accomplishments that Will Be Required to Achieve the
Organizational Plan Using Any, or All, of the Following M ethods:

Method A - Goal Cascading Method (The Method We Suggest You Use)
Cascade the organization's goals to the Functional level. Determine the Function's
accomplishments(s) that directly affect the organization's goals.

Method B - Customer- Focused Method
Determine the projects(s) or services that the Function providesto its customers.

Method C - Work Flow Charting Method
Develop awork follow chart for the Function, establishing key stepsin work process.

Determine Individual Accomplishments/Activities by SVPs, AVPs, Directors, and
Manager s Support Organizational and Functional Accomplishments discussed in Step 2:

Elements that address individual performance can be identified using a Role-Results Matrix (see
following chart). List the Functional accomplishments across the top of the matrix. List each
member of the Function or job position down the left side of the matrix. In each cell, list the
accomplishment (i.e., performance element) that the member must produce or performance to
support the Functional accomplishment. All performance elements should be either quantifiable
or verifiable.

Example of Role Matrix

Leader

Objectives Measures Actions

Regional Vice President Deliver on Regional Safety, |# of Reportable Injuries Create group to study
Financial and Performance |Financial Performance current safety efforts.
Godls Revenue Growth Focus on cost control.

Develop Revenue Growth

General Manager Assure performance on Safety Measures. Sales Safety Program. Revenue
their particular rail road. Revenues. Individual Growth Program.
Assure their professional  [Development & Growth.  |Implement and execute an
development. individual development
plan.
Manager Operate effectively and On-time performance. Training Program.
safely Safety performance. Accountability Behaviors.
Safety Program

Communications.

Note - These functional products are unit accomplishments as well as accomplishment for the Manager
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STEP 4 Convert Expected Accomplishments/Activities Into Performance Elements:

All employees must have at least one critical element. Critical elements must address individual
performance only. Functional/Operational performance can be addressed through non-critical or
additional elements.

For each critical element, employees should use the following table as a way to frame this
process into manageabl e efforts, beginning with program, project or functional objectives. Once
the objectives are listed, employees should consider the type of general measure(s) and very
specific measures that will indicate if the objective was compl eted.

Critical Element: Develop Revenue Growth Program

Program/Project/Functional Objectives (What
objectives will ensure that the critical element is
completed?)

General Measures (Quantity,
Quality, Timeliness, Cost-
Effectiveness)

Specific Measures (How
specifically will the objective
be measured?)

Develop Revenue Growth Approaches

# of Revenue and Sales
efforts. Development of

All efforts universally
accepted by Leadership

new revenue producing
relationships.

STEP S

STEP 6

Customized Development Report for Bill Smart

(Begin completing Individual Performance Planning Worksheet Write your critical element in
the appropriate section of the Individua Performance Planning Worksheet and your functional
objectives (from the table above) in Column A on the worksheet. Place your general measuresin
Column B and the Specific Measures in Column C. Think about the measure as a yardstick and
the Level (1 to 5) as the point along the ruler that provides a reference. Level 3 is Fully
Successful.

Determine Work Unit and Individual M easur es:

For each objective, determine which genera measure(s) (i.e., quantity, quality, timeliness, or
cost-effectiveness) are important (Column C). Determine how to specifically measure (to be
added Column D) the objective. If an accomplishment can be measured with numbers, determine
the unit of measurement to be used. If performance can only be (i.e., observed and verified)
clarify who would appraise the work and what factors are being sought.

Develop Functional and Individual Standards:

A Fully Successful or equivalent standard must be established for each critical element (to be
added Column E, Level 3). If the measure of an objective is numeric, determine the range of
numbers that would represent Fully Successful performance. Next, establish a range of
performance above which special recognition may be warranted (to be added Column E, Levels
4, 5) and below which a performance problem exists (to be added Column E, Levels 1, 2).
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If the measures for an objective are descriptive, determine what the appraiser would see or report
that would verify that the performance is Fully Successful. Describe what the appraiser would
see happening when expectations are exceeded (to be added Column E, Levels 4, 5) or not met
(to be added Column E, Levels 1, 2).

Determine How To Monitor Performance;

Determine what data to collect for each specific measure, which source the data should come
from, and whether to collect all the data or just a sample. Determine when to collect data, who
should collect it, and who should receive it. Review existing reports for possible use as feedback.
Rate feedback tables or graphs where appropriate or necessary. Try to design feedback processes
that give direct reports feedback automatically and immediately.

Check the Performance Plan Using Checklist Questions:

« Is your functional/critical element truly critical? Does failure on the element mean that the
employee’ soverall performance is unacceptable?

* Areyour objectives clear?

* Is the range of acceptable performance clear? Are the performance expectations quantifiable,
observable, and /or verifiable?

* Are the standards challenging? Does the function, department, or direct report need to exert a
responsible amount of effort to reach a Fully Successful performance level?

 Are the standards fair? Are they comparable to expectations for other employees in similar
positions? Do they allow for some margin of error?

* Are the standards applicable? Can the appraiser(s) use the standards to appraise performance?
Can the appraiser(s) manage the data collected through the measurement process?

 Will the function, departments, and direct reports understand what is required?

* Are the elements and standards flexible? Can they be adapted readily to changes in resources or
objectives?
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Risk Exercise

What is risk? How does it work and what is important about understanding risk. This is a self-driven
exercise in which you will explore your thinking about risk. If you are completing this exercise it has been
considered a development area against a particular competency model.

Let's ponder afew things. First let's think about a definition of risk

In psychology, risk is considered actions that one takes to put one in harm's way. That is, an action that
puts us at physical risk. In business, that is less the case. There are a couple of areas that are often thought
about as businessrisk:

1. First, what risk are you personally taking? Isit your personal money that is going into the decisions?
2. Next what is the total amount of the risk? Think about dollars here. How many dollars are at risk?

Finally, many of our clients have significant safety challenges. The only way to be totally safe isto do
nothing. Thisis not really an option so safety hasto be top of mind. If thisistrue of your organization, asin
construction, power generation, or healthcare, risk to safety is everywhere. Let's ponder or think about the
following questions. Let'sjourna our answers.

1. What is the greatest risk that you have ever taken? How did you determine that it was the greatest
risk?

2. What risk caused you the greatest concern or fear? Why do you think thisis true?

3. What role does your level of Risk Taking against the Competency Model that you were assessed play
in your risk decisions? Is it likely a driver for you? Do you believe you are naturally comfortable
with risk? Think about how risk works for you and how you can more effectively deal with risk.
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Collaborative Goal Setting Exercise

Voice, the idea that those around us are heard, is one of the most important aspects of goal setting. Voice
becomes imperative to the goal setting process in that you need to know, unequivocaly, that the report
engaged in the goal setting process feels as though they are heard.

Critical questions become very clear and they are a part of thinking about this most important leader
behavior.

1. Do your reports feel as though they had sufficient input into the development of their goals?
2. Did your reports' input actually impact the content and form of their annual goals?

3. Do you think that the goal setting process was more or less clear because of the collaboration between
you and your reports?

4. Thinking about how much collaboration you use in the goal setting process, are their adjustments that
you should make to assure that goal setting is as effective as possible?

5. Journal this and make sure that you action any adjustments that you should make.
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Corrective Coaching Exercise

Corrective Coaching is a proactive version of Management By Exception that is designed to help those
in your sphere of influence avoid failure. In today's working world it is important to mentor and coach as
much as possible. Millennialsin particular are motivated by coaching and mentoring.

Our coaching processis very basic and can be applied to any coaching or mentoring situation. We have
three key steps:

1. Assess the situation and understand the challenges, gaps, and strengths of the individual.

2. Coach the person with examples, modeling, and other efforts. Give them advice and help them
through the various situations that they face.

3. Evaluate the progress of the person and understand the progress that has been made. How well have
they done? How much have their behaviors changed?

Understanding the preceding steps, let's try the process on at least three people in your sphere of
influence. Write down your execution of the steps with those in your domain. How well did it work? What
could you have done better and how might you improve your use of the processin the future?

There is awhite paper on Leadership Coaching attached to this exercise for your perusal and learning. It
should be helpful as aresource.
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Does executive
coaching work?

...and if so, how? Nadine Page and Erik de Haan consider the evidence. /

The field of executive coaching has
grown considerably in recent times.
The empirical research conducted
to explore the effectiveness of
executive coaching, which has
struggled to keep pace with
developments in the field, suggests
there are many personal and
organisational benefits from
engaging in an executive coaching
relationship. However, the research
studies provide an uncertain
message about what makes an
effective coaching relationship and
how this might differ for all parties
invested in the coaching journey -
client, coach and organisational
sponsor. This article provides a
brief review of the field of executive
coaching and summarises the
active ingredients of effective
executive coaching that have been
identified in the empirical research
to date.

organisational learning through one-

to-one conversations that facilitates
development for a leader. It can be used
in a variety of ways, for example, getting
past an impasse, removing a stumbling
block or drawing out and building on
strengths. Undoubtedly, there has been
a flurry of activity around coaching, and
people are asking why. Why are there so
many books, so many courses, even
master’s programmes, on executive
coaching? Why are so many consultants
and therapists interested in becoming
coaches? Why do you see professional
coaching accreditation, international
foundations and conferences?

The first reason is probably the most
influential. Over the last 15 years or so
there’s been a profound change in how
coaching is viewed. In the past it was
seen as remedial: if you heard the word
coaching you'd assume there was a
problem. Now coaching has progressed
from having a stigma attached to it to
affording status: coaching has become an

E xecutive coaching is a form of

work. This is increasingly seen as
something to be proud of, as
demonstrating emotional intelligence
and insight.

The second development is that
nowadays coaches are much less interested
in making dogmatic statements about one
view or another. They want to use
whatever works, borrowing ideas from
different approaches, like sports coaching
for example. They ask themselves what
will work for this particular person, at this
particular moment, with this particular
question.

Third, the coaching profession globally
is becoming more professional, mature and
regulated. The 2012 International
Coaching Federation Global Coaching
Study reported the number of professional
coaches was estimated to be 47,500
worldwide and it is continuing to grow.
Coaching is also becoming more prevalent
in organisations. In 2004 the Chartered
Institute of Personnel Development in the
UK reported that 64 per cent of
organisations surveyed use external
coaches, 92 per cent of the survey
participants judged the coaching to be
‘effective’ or ‘very effective’, and 96 per cent
reported that coaching is an effective way
to promote learning in organisations
(Jarvis, 2004). In the same year, the
Harvard Business Review reported that
business coaching — including mentoring
—was a $1 billion industry in the US and
a $2 billion industry worldwide (Sherman
& Freas, 2004).

Despite an increase in prevalence, the

o Why is there is a large degree of indication that one’s company considers coaching profession remains in a state of
= diversity in executive coaching and one worth an investment. Moreover, we flux and it is only just beginning to be
2 what are the implications of this? think this is because something else has regulated. There is a large degree of
©  What variables have been identified happened in many b}lsiness culﬁures - diver;ity in thg professionals~ who claim to
as ‘active ingredients’ of effective people are more willing to admit to practise coa.chlng as v_vell asin the range of
coaching? Are these the same for themselves and to pthers that they need flelds in which coaching interventions are
lienis 2 ceadhes? the help of professionals to understand delivered (Bono et al., 2009). Individuals
themselves and to grow and develop in are entering coaching from very diverse
their working environment. Senior backgrounds, such as clinical and
@ De Haan, E. (2008). Relational coaching - executives now ofteq acknowledge that occupational psychqlogy, senior
g journeys towards mastering one-to-one Fhey have had coaching and that it has management, organisation deyelopment,
3 learning. Chichester: Wiley. . qurmed them as leaders and 1nﬂuenced and counselling. They bring 1nﬂuen§es as
o www.ashridge.org.uk/centreforcoaching their value systems, the way they deal with  far apart as the GROW-model, solution-
other people or their approach to their focused brief therapy, positive psychology
b Baron, L. & Morin, L. (2012). The working Peterson, D. [2009). A survey of [2010). Building successful Executive coaching in practice: What
2 alliance in executive coaching: lts executive coaching. Personnel leadership coaching relationships: determines helpfulness for clients of
o impact on outcomes and how Psychology, 62, 361-404. Examining impact of matching coaching? Personnel Review, 40,
.g coaches can influence it. In E. de Bowles, S.V., Cunningham, C.J.L., De La criteria in a leadership coaching 2444,
= Haan & C. Sills (Eds.) Coaching Rosa, G.M. & Picano, J.J. (2007). program. Journal of Management De Haan E. & Duckworth, A. (2013).

relationships (pp.213-226).
Farringdon: Libri.

Berglas, S. (2002). The very real dangers
of executive coaching. Harvard
Business Review, 80, 86-92.
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and person-centred counselling (De Haan
& Burger, 2005). Individual professionals
therefore tailor coaching interventions to
their own background, theoretical
orientation and interests, as well as to the
needs and interests of the individual client
or ‘coachee’.

With the tightening of training
budgets, and more variability, visibility
and scrutiny in the coaching profession
as a whole, it is critical to consider the
active ingredients of effective coaching
relationships and their impact, if any, on
outcomes. Needless to say, there have been
too few serious attempts to explore such
active ingredients of coaching practices in
a reliable and validated way (as noted by
Grant, Passmore et al., 2010). This is,
perhaps, because there is no central
commissioning for the profession, a lack
of funding for research, and little pressure
and demand from coaching clients to
conduct rigorous outcome research. Those
coaches who do engage with research often
do so because of personal curiosity and
interest. This has resulted in very few
robust quantitative and objective
examinations of effective coaching.
Arguably, none of these satisfy the ‘gold
standard’ of large randomised control-
group trials that are used in other
disciplines, such as medicine or

People are now more willing to admit to needing help

psychotherapy (see Wampold, 2001).

Of course it is a big and costly
commitment to conduct a rigorous
outcome study, and it is right that coaches
seek to satisfy the needs of their clients
and their own coaching commitments first
rather than studying, with detachment,
their own effectiveness. However, it is also
important and necessary for the practice to
develop a better understanding of overall
coaching outcomes based on true scientific
evidence rather than assumptions. If this is
neglected, then the profession is vulnerable
to criticism, and open to risks such as
misjudging the situation, aggravating the
status quo, or abusing the coach’s power
(Berglas, 2002).

Even if we make this commitment to
robust research on coaching effectiveness,
what do we ask? Consider questions such
as: ‘What is effective coaching?’ ‘Does our
coaching work, i.e. can it be demonstrated
to be effective?” ‘Does it help clients with
their critical objectives?” ‘What are the
active ingredients?’ ‘Under what
circumstances do they work best?” There
can be significant variability in the
operationalisation of what is being
measured as an outcome as well as a large
degree of subjectivity in what counts as
‘good’ or effective. Moreover, the
heterogeneity of issues that can be the

focus of a coaching
intervention and the rapid
growth and diversification
of the profession as a whole
have, we believe, impeded
the development of an
objective outcome-oriented
evidence base on effective
coaching. Empirical
research struggles to keep
pace with developments in
coaching practice.

In this article we
attempt to do just that, to
answer the question ‘does
coaching work?’ and to
define the potential
indicators of coaching

effectiveness. We then seek
to distinguish the ‘active

ingredients’ of effective coaching and
explore how each of these can be shown
to be critical to the success of executive
coaching relationships. Some of the factors
that we present are supported by our own
empirical research, the largest quantitative
study on coaching effectiveness to date.
To bring these coaching factors to life, we
present a case example to illustrate how
some of the active ingredients of effective
coaching work in practice, during a live
coaching conversation.

What can we expect from

executive coaching research?
Outcome studies on executive coaching
have tended to favour a qualitative
approach, with robust quantitative
research on executive coaching lagging
behind (Jones et al., 2014; Theeboom et
al., 2014). Individual studies on coaching
effectiveness are often commissioned by
organisations or as part of a leadership-
development or organisational-change
programme. The data collected are often
based on smaller, select and potentially
homogeneous samples of participants.
This makes it very difficult to draw firm
conclusions based on cross-study
comparisons.

The quantitative research on executive
coaching that has been conducted comes
from two main classes of outcome
research, one that includes a control group
and one that does not (see De Haan &
Duckworth, 2013, for a review). The
studies without a control group have
shown the effectiveness of executive
coaching using the techniques of
multisource ratings from self, managers
and coach (Peterson, 1993), and also when
outcomes are measured by various
different behavioural indicators including:
productivity (Bowles et al., 2007; Olivero
etal., 1997); leadership effectiveness
(Thach, 2002); and leadership behaviours
as observed in meetings and rated by the
coach (Perkins, 2009).

When a control group is included in
the design (e.g. Evers et al., 2006; Smither
et al., 2003; Sue-Chan & Latham, 2004), it
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is often done so opportunistically rather
than through a process that is truly
random. The inclusion of a control group
makes it possible to identify and compare
the effective characteristics in a more
systematic way, to tease out the ‘active
ingredients’ or common factors of the
approach. Smither et al. (2003) conducted
one of the largest impact studies on
executive coaching to date. It included
1202 senior managers assessed over two
consecutive years. The results showed
that multisource feedback from clients’
supervisors, peers and subordinates,
as well as evaluations by independent
researchers, was found to be overall more
positive for those managers who did work
with a coach. The specific areas of
improvement were goal-setting, soliciting
ideas for improvement, and ratings from
direct reports and superiors.

Over the past decade there has also
been a small series of studies that have

adopted truly randomised controlled trials.

These, however, have generally been
smaller scale and they have explored
mainly self-scoring rather than
independent outcome measurements.
Grant et al. (2009) found that executive
coaching significantly enhanced goal
attainment, resilience and workplace well-
being, and reduced depression and stress
in healthcare managers in comparison to
a wait-list control group. Similar patterns
of results were also found for high-school
teachers who received work-related
coaching compared to a random wait-list
control group (Grant, Green et al., 2010).
Some of these findings are substantial but
they may well be influenced by same-
source or common-methods bias (see
Grant, Passmore et al, 2010).

The overall effectiveness of executive
coaching has also been reported in two
recent meta-analyses. Theeboom et al.
(2014) found that executive coaching had
moderate and positive impacts on
individual-level performance and skills,
well-being, coping, work attitudes and
goal-directed self-regulation. They

Review 2(1), 24-32.
Horvath, A.0. & Greenberg, L. (1986). The

the effectiveness of executive coaching
at improving work-based performance

concluded that coaching is

an effective intervention in
organisations. Jones et al. (2014)
further reported that executive
coaching also has a greater
impact on performance
compared with other popular
workplace development tools.

So what can we conclude
from this body of research?
First, that outcome research in
coaching is developing but that
the holy grail of executive
coaching — proof of effectiveness
from a controlled study with
random assignment and
multiple, objective behavioural
and performance outcome
measures — is yet to be found
(see De Haan & Duckworth,
2013, for an overview). Second,
there is no agreed research
standard like the randomised controlled
trials used in psychotherapy outcome
research (see Wampold, 2001). Third,
there is a large degree of variability in the
research designs that might themselves
affect outcome. And fourth, effect sizes are
substantially larger when the data are self-
reported.

Opverall, outcome research provides
some indication that executive coaching
is an effective intervention. It does not,
however, conclusively identify those
factors that contribute to effectiveness.

Active ingredients

An emerging body of research assumes
the general effectiveness of coaching and
then compares conditions to determine
the degree to which various aspects of
coaching relationship, such as the coach
or the client, have an effect on outcomes.
If one accepts the assumptions of general
effectiveness, then the experimental
conditions of this type of research can
be a lot less stringent. First, it is not
necessary to employ randomised control
groups because the various conditions

22nd Annual Meeting of the Society
for Industrial and Organizational

Variables such as coach credibility and client-coach
compatibility positively impact the coaching outcome

create proper comparison samples within
the study. Second, it is possible to use
self-reports because in psychotherapy,
studies using self-report data in realistic
settings have consistently corroborated
results from more rigorous studies with
randomised controlled trials (Shadish et
al., 2000; Stiles et al., 2008). However,
self-reports tend to be a more reactive
dependent variable and may well be
overestimated. This needs to be
considered in future coaching research.
The studies that have explored which
coaching factors are effective have included
the personality profiles of both coach and
client, along with the self-efficacy of the
client; the strength of the coaching
relationship; and the type of coaching
intervention. We briefly discuss the
empirical research on these factors below.

Personality

There is a significant influence of
personality on coaching effectiveness.
Stewart et al. (2008) explored how client
personality and client self-efficacy
influence coaching outcome. In so doing,
they measured the ‘Big-Five’ personality
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traits (Digman, 1990) and general self-
efficacy (Schwarzer et al., 1999) for 110
coaching clients and correlated these with
outcome. They found moderate and
positive effects for Conscientiousness,
Openness, Emotional Stability and
general self-efficacy. Considering the
design of the study, they also cautioned
that other factors might also play a role
as well.

Moreover, Scoular and Linley (2006)
looked at how both (a) personality
(dis)similarities between coach and client
in terms of Myer-Briggs Type Inventory
(MBTL: Myers et al., 1998) profiles and
(b) a ‘goal-setting’ intervention at the
beginning of the coaching conversation
affected perceived effectiveness. They
found that when the coach and client
differed more on aspects of their MBTI
profiles, the outcome scores were
significantly higher. There was no effect
of goal-setting.

Relationship

In a study of 30 internal coach/client
pairs, Baron and Morin (2012) found that
the coaching relationship, as measured by
clients’ ratings of the Working Alliance
Inventory (Horvath & Greenberg, 1986),
a commonly used measure of coaching
relationship, predicted the
coaching outcome of client
self-efficacy. The coaches’
ratings of the working
alliance were not a
significant predictor.
Client—coach relationships
have also been found to
mediate other dependencies. Boyce et al.
(2010) found that variables such as coach
credibility and client—coach compatibility
positively impact the coaching outcome
through supporting the development of
the coaching relationship.

Type of intervention

Research suggests that coaching
effectiveness is not a function of specific
coaching techniques or interventions, but
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more linked to factors common to all
coaching interventions, such as the
quality of the coaching relationship,
empathic understanding, and positive
expectations (De Haan et al., 2011). In
support of this, De Haan et al. (2013)
found that the client—coach relationship
was the key factor in how clients perceive
the outcome of coaching; it mediated the
impact of self-efficacy and the range of
coaching techniques.

Why these active ingredients?
Clearly there is a need for further
research, given that the evidence is largely
from the perspective of the client and
often fails to hear from everybody
invested in the coaching journey. After all,
executive coaching is an organisational
intervention and should therefore have
a measurable and positive effect beyond
the primary coaching client. But the
evidence we have suggests that client and
coach demographics and self-efficacy are
influential to a certain extent, but it is the
relationship that develops between client
and coach that is critical and has the
largest impact on coaching outcome.
This is a conclusion supported by
our own empirical research, what we
believe is the largest
international coaching
outcome research to
date (see De Haan &
Page, 2013a; 2013b).
Participating
client—coach pairs were
initially selected through
our own networks of experienced and
qualified executive coaches. Each coach
completed an online ‘coach survey’ and
then invited their clients to complete an
online ‘client survey’. Clients then invited
their organisational sponsor to complete
the equivalent ‘sponsor survey’, where
appropriate. A snowball sampling
technique was used.
The study results strongly indicated
that the coaching relationship — as rated

Psychology, 56, 23-44.
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by both client and coach — correlates

with client- and coach-rated outcome to

a considerable degree (r ranged from .43

to .56 for coaches, and from .46 to .55

for clients). In contrast to some previous
research (e.g. Scoular & Linley, 2006),

we found little evidence for a differential
impact of client personality, coach
personality or client—coach personality
matching. An important difference of our
research compared with some of the earlier
literature is that our significant results have
been from predictor variables that were
rated by both clients and coaches. This
means the results are less susceptible to the
common-methods bias (Mead et al., 2007).
We found a significant degree of
consistency in the perceived effectiveness
of coaching between client and coach.

So how can each of these ‘active
ingredients’ be applied in real-life coaching
conversations?

The strength of the coaching
relationship or working alliance between
client and coach is the most powerful
predictor of coaching outcomes. Spending
time building a strong relationship with a
client is critical for successful and effective
coaching, and it is perceived this way by
both coach and client alike. Specifically,
our research suggests that it is important
to build a rapport that is task-focused, with
clear and achievable goals, as this leads to
successful outcomes more so than just
focusing on developing a close relationship
or bond. On a practical level, this implies
that it is important for coaches to work in
tandem with their clients in a manner that
is task- or goal-focused. This gives the
coaching conversation a clear direction
that is action-oriented, and facilitates the
strengthening of the relationship between
both parties.

Another important predictor of
effective coaching is the degree to which
clients can motivate themselves, their self-
efficacy, or if you like, ego strength or self-
confidence. Considering this finding in
conjunction with the first, it could be
suggested that a well-functioning coaching
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relationship might also help to
ignite and maintain a client’s self-
motivation over time. Successfully
achieving set goals could certainly
boost ego strength and support
momentum in the long term. This,
in turn, might have a direct bearing
on personal and career
development.

The role of personality structure
on coaching effectiveness is much
smaller than anticipated and
suggested by previous research.
Moreover, matching on the basis of
personality preferences appears to
produce no clear improvement in
the effectiveness of coaching. We
suggest it might be more important
to focus on coach selection in terms
of qualifications, accreditation and
supervision records rather than on
client—coach matching.

Our final point takes us back to the
importance of the coaching relationship. We
found that effective coaching relationships
do produce real and observable impacts in
the eyes of all parties invested in the
coaching journey. There is real consistency
between coaching outcomes as reported by
client, coach and sponsor, suggesting that
they see similar benefits from the process.
This finding emphasises the value of
executive coaching as a highly effective
development intervention.

What does effective coaching

look like in practice?

To conclude, we would like to present a
case study that brings some of the ‘active
ingredients’ of effective coaching to life.
As part of our research we offered
participating coaches a confidential

and anonymous insight into their own
effectiveness as a coach. In one of those
conversations, we talked to a coach who
had slightly below-average effectiveness
scores, but his relationships scores were
much lower, nearly 50 per cent below
the average, particularly for the bond
dimension of the measure. This pattern
was applicable across all clients. On
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B S

further questioning, it emerged that this
was a coach who does mainly remedial
work. In other words, he works with
senior managers who are being given a
final chance to keep their jobs by taking
sessions with him and demonstrating that
they can improve as a result.

The way of working and the tone in
which this coach gave direct feedback to
his clients about their performance
sounded tough and frightful. It appeared
almost astounding that this coach’s
effectiveness scores were nevertheless
hovering around the average. That could
probably be best explained by the fact that
many of his clients did indeed manage to
keeps their jobs by working productively
with this coach.

The remainder of the conversation was
devoted to whether it is possible to coach
clients who are backed up against the wall
in such a way, while maintaining, or even
strengthening the relationship. In other
words, would it be possible for the coach
to give the same feedback in such a way
that it actually strengthens the
relationship? The coach could do this, for
example, by showing warmth or empathy
at the same time. Or by assuring the client
firmly that, as a coach, he is truly on the
clients side and is only trying to help him
or her learn and grow, even under difficult
circumstances.

This is precisely what this study and

.

effects of coaching on individual
level outcomes in an organizational
context. Journal of Positive
Psychology, 9(1), 1-18.

Wampold, B.E. (2001). The great
psychotherapy debate: Models,
methods and findings. Mahwah, NJ:
Lawrence Erlbaum.

others alike has shown.

The best predictor of the
effectiveness of the coaching
relationship, including in an
objective sense, is the client’s
assessment of its strength.
Moreover, the coach’s own
assessment of the strength of
the relationship is also a good
predictor of the coaching
outcome. In a nutshell, we
can summarise the three
ingredients of the ‘working
alliance’ measurement as
follows:

It pays off in coaching to make
the relationship as strong as we can,
by reaching agreement on the way in which
we work and the objectives we are seeking
to achieve; and making the chemistry, the
‘click’ or bond between coach and client, as
strong as possible.

In conclusion, we hope that this article
has offered some insight into the current
status of the coaching profession, and
executive coaching in particular. Qur aim
was to summarise the latest on coaching
outcomes research, including our own
recent research, which is moving towards
a more conclusive evidence base on the
effectiveness of coaching. In so doing,
we have found evidence for the central
importance of the quality of the working
relationship as seen from both the client’s
and the coach’s perspective and for the
importance of general self-efficacy of the
client who comes to the coaching
relationship. We have also suggested that
personality factors and personality
matching are likely to play a lesser role
as a predictor of success in executive
coaching. These are important findings
that, we hope, will guide the development
of the profession and the choices that are
made in the recruitment, development,
deployment and matching of executive
coaches, and the coaching field as a
whole.
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E)(écuSmart” Appendix Related to Accountability

Better Data = Better Decisions = Befter People

The Crucial Exercise

In this exercise we will be working together to build your core ability to have Crucial Conversations and
Crucia Accountability Conversations with those in your sphere of influence. This could include peers, your
leader, and amost certainly your Direct Reports and others to which you need to deliver such a message. It
Is essential that you have read both books by Patterson et a. called Crucial Conversations and Crucial
Accountability before you begin this exercise. Please follow the proceeding stepsin careful detail.

1. Please make alist of all of the Crucial Conversations and Crucial Accountability Conversations that
you believe you should have with peers, leaders, direct reports, or other critical individuals.

2. Please prioritize the list created above from the conversation that is most to least important.
Importance should be determined by the organizational and individual impact the Crucial
Accountability or Crucial Conversation will have.

3. Please script each of the conversations with the individuals on the list using the Crucial Conversations
or Crucial Accountability framework. Y ou are to be detailed in your script. Send all of your scripts to
your coach, if you have one that is supporting you, and get their input on the script, your use of the
Crucia Accountability Framework (see Figure One) and the appropriateness of your word choices.

a. You will work with your coach on your script to talk about the potential impact of word choices
and such.

b. A discussion about al non-verbal forms of communication will aso be had. How will voice
inflections, body language, facial expressions, and other non-verbal communications impact your
interaction with that person?

c. The script should be adjusted for all non-verbal communications.

4. Schedule the conversation and have it. When you have the conversation carefully stay on the script
and within the framework remembering to make a safe environment for both members of the
conversation in an effort to make the process as productive as possible. Do not take the script with
you to the conversation. Its purpose was to only create an anchor and structure to the conversation.

5. Evaluate the efficacy of your conversation. How effective were you at executing the script? Did you
improve the relationship and still accomplish the task? Did you creste a safe environment? What
would you change about future Crucial Conversations or Confrontation? Carry on to the next script
and next conversation with afocus on continually improving your Crucial Skills.
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ExecuSmart
Better Data = Better Decisions = Better People
Figure One

The Crucial Accountability Framework
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