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Targeted Development Insights for Emerging Leaders and Onboarding

This Targeted Development Insights 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

The Targeted Development Insights Report examines the gaps between your innate performance levels
in twelve separate leadership capabilities in comparison to a model of performance prepared by the
organization. Specifically, we use the Leadership Success Profile to identify the preferred level of each of
the 12 cognitive leadership capabilities. We ask subject matter experts to envision the competencies
required for a particular position, talent pool, or leadership pipeline in the ideal future state. Not the
required competencies for today but the required competencies for the ideal leadership performance at an
agreed to time period. Then, we use your responses in the Leadership Temperament Index® to identify
your cognitive preferences which defines your tendency to use certain leader behaviors. We compare your
preferences to the model and we calculate a ratio in each of the 12 areas which constitutes a fit with each
cognitive preference. These fit percentages demonstrate how your preferences innately prepare you to
execute the required leadership competency. Gaps between your preferences and the model represent areas
of innate development which you should target for improvement. They are gaps against which you will
have to cope to become completely effective in your role. By working to cope with these challenges, you
create opportunities for individual growth as a leader of people in the long term and you improve your
leadership effectiveness in the short term.

You have seen an overview of the fit indices before when you examined your results on the LTI®.
Self-Insight Report. Our purpose here is to identify specific and customized leadership development
activities that drive your coping through the creation of an Individual Development Plan which can help
you to close gaps between your current execution of leader behaviors and the requirements of the role. This
report will present development activities and recommendations that will focus on your individual needs.

Leadership Development

Leadership is a learned skill. In fact the key thing to understand is that leading is a set of skills around
executing the 16 key leader behaviors. It is not a strange ethereal or unreal set of activities reserved for the
privileged few but about our ability to execute leader behaviors. The simple question is, "How hard is it for
me to learn this skill and what requirements does the organization have for the leaders doing this job or that
are a part of this talent pool?" We may think that some people are natural leaders, but that is not the case.
What we think of as natural leaders are actually those who have fewer innate challenges than do we. You
can teach yourself to do anything. However, it really helps to have a mentor or 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 leadership.

Leadership development is the term we apply to the process of learning the art and science 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 that individual needs to improve. That makes perfect sense, of course,



Customized Development Report for Bill Smart Page 2 of 40

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 Leadership Temperament Index changed all that and forms a foundation for
identifying development needs.

Good leadership development is all about understanding competency. We define competency as the
effective execution of specific leadership capabilities. The 12 cognitive preferences incorporated in the LTI
constitute the underlying basis for innately executing a set of competencies required to do well in a
particular leadership role. As discussed above, we use the Leadership Success Profile to quantify,
prioritize, and model that set of competencies. We build that "ideal future state" model by asking those
who understand the position or talent pool best, Subject Matter Experts, to envision the needs of the
leadership role 24, 36, or even 48 months into the future. By comparing your current preferences to this
ideal future state model, we can identify innate development needs that will assist you in evolving your
ability to execute leader behaviors and improve your leadership capabilities over time.

We think that it is obvious that leadership development activities which are targeted at competencies
that you need to improve are more effective than broad brush development. Our empirically validated
approach of building competency models that reflect the ideal future state through the Leadership Success
Profile and then mapping the Leadership Temperament Index data against it is a powerful advantage. The
model and the Leadership Temperament Index together will demonstrate competency strengths which you
already possess and allow you to focus your development efforts on areas in which you need to grow as a
leader of people.

The Targeted Development Insights extends the LTI findings into the development arena. In this report
you will find a graph which presents your strongest innate capabilities. We will present suggestions for you
to use to capitalize more fully on those strengths. Leveraging your greatest strengths is often just as
important as working to resolve development areas. In addition, you will find a graph which presents your
greatest development areas. This graph will be followed by a series of specific suggestions for self-study
which will help you gain strength and become more effective in each of those development areas. If you
will work on these innate development areas and complete the self-study recommendations, we think your
growth as a leader of people will be great and your effectiveness as a leader of people in the role targeted in
this document will be significantly improved.
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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.
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Discussion of Leadership Strengths

The following sections are designed to help you understand how to better leverage your innate
leadership strengths. Each of these sections describe things that you might do to better leverage the strength
and continue to build the strength in a positive way. Remember that leadership strengths can also be a
challenge when used too much or when too much focus is given to a particular strength. Please take a close
look at each suggestion in and around each leadership strength. Leveraging leadership strengths can be as
important as working to grow against your leadership development areas.

Resilience
One of your Leadership Strengths is Resilience. This suggests that you tend 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. You 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:

• That you 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.

• As you 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
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.

Leadership Drive
One of your Leadership Strengths is Leadership Drive. This suggests that you are driven to achieve and

to succeed. You are likely to be highly motivated by internally determined accomplishment norms. You
may value external recognition of your accomplishments, but you are likely to value self-satisfaction with
your performance more.

This strength is about achievement and getting things done. Capitalizing upon this Leadership Strength
means actively embracing situations and opportunities in which accomplishment is key. It suggests that you
are driven by your own internal metrics of accomplishment. To assure that you leverage this strength
sufficiently we suggest:

• We would advise 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.
• 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
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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.

• Keep a record of your daily leadership activities. Record what teams you are leading, and record the
results of your team efforts, both inside and outside of work.

• Record your thoughts about the leadership engagements and about the reactions people have to your
leadership. Keeping such records will keep your interest in leadership alive and in the forefront of
your mind and will help you to internalize the lessons you learn from your leadership efforts. It will
also help inform your future preparation of your resume.

Operational Capacity
One of your Leadership Strengths is Operational Capacity. This suggests that you have the ability to

deal with operational and procedural challenges within the organization. You are likely to use methodical
approaches to solving problems and you are likely to enjoy the challenge of facing complex issues and
problems. You are likely to attack problems as they arise, rather than postponing action, and you are likely
to enjoy well defined, challenging situations.

Capitalizing upon this Leadership Strength means actively seeking out situations and opportunities in
which your strength can be employed. A high level of Operational Capacity means that you enjoy getting
the job done and done right. You are likely to be driven to attack each new problem as it arises. There are a
number of suggestions that should allow you to better leverage this strong capability. We suggest:

• That you actively scan for issues and problems that are developing both within the scope of your
current assignment and outside your scope.

• Seek opportunities to volunteer to assist in tackling problems outside your sphere.
• Seek opportunities to manage teams, organizations and issues outside work.
• Keep records of your management activities. Record what you are managing, who you are leading, the

problems and challenges that you are addressing, and the results of your management efforts. Keeping
these records will keep your interest in meeting challenges alive and in the forefront of your mind. It
will help you to learn from your efforts and help you prepare a more complete resume in the future.

Self Knowledge
One of your Leadership Strengths is Self-Knowledge. This suggests that you have a significant

understanding of yourself. This means that you are reflective and therefore have a strong understanding of
yourself, how you interact with others and how that impacts your understanding of yourself. It also means
that you are fully aware of your strengths and development areas and that you are transparent with yourself
about your own capabilities. As the old saying goes the better we understand ourselves the better we are
able to lead others.

You will likely capitalize upon this Leadership Strength every day, automatically. You will tend to
think of the needs of others before you think of yourself. You will tend to make the organization and its
constituencies more important in your life than your own desires. Your work and doing it well will be
highly important to you because you see the value of doing well. However, Self-Knowledge is not a
competency which is broadly held. You will be fully aware of the kinds of tasks, goals, and jobs that you
can most easily accomplish and those that you cannot. Most leaders tend to misunderstand themselves and
therefore misunderstand their interactions with others and the roles and tasks for which they are best suited.
You tend to understand how you impact others and how to create the most positive effect. You are not as
simple as self-promotion or ingratiation,rather you are constantly understanding your thinking and
perspective.

• To gain recognition for your Self-knowledge, you need people to see it. That does not mean changing
anything you do, it simply means talking about what you do, rather than simply doing it.
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• Be fully aware of situations where you might not fit as well and how you will cope with tasks or a role
that does not fit you that well.

• When you work longer hours or take on additional responsibilities or promote the interests of others,
find an opportunity to tell your peers and your leaders what you are doing.

• Be sure that you are honest with yourself about your own abilities and make sure that you are taking
on tasks, goals, and roles that fit your capabilities. Don't go for something that is beyond your
capabilities but also make sure you push yourself as far as you should. Have an honest internal
conversation about what you are currently doing, what you could do, and what to do next (career
wise).

• Don't be so selfless that you fail to take credit for your actions. A little self-promotion can be good for
a career.
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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 leadership development journey.

You may have already developed Coping Mechanisms to improve your execution of the Leadership
Capabilities displayed on the foregoing graph. Coping Mechanisms, or "work arounds," are strategies or
skills which help us to deal more effectively with issues which we find challenging. The fact that you have
been successful as a leader means that you have developed a number of these skills already. The
Development Areas which we have identified result from your preferences as a ratio of the required level
of leadership competency in a particular role, talent pool, or leadership area. Specifically, you are
predisposed to not execute these leadership capabilities as well as is likely required in the organization. The
Leadership Development Areas displayed on the foregoing graph displays your preferences versus the
leadership competency requirements. However, preference is not preordainment. We all have strengths and
we all have areas in which we face challenges. The secret to effective leadership is to recognize where we
need help and to develop strategies to overcome or mitigate the areas in which we are challenged.
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Discussion of Key Development Areas

In the following sections, we will discuss each of the four Development Areas displayed on the graph.
We will examine your preferences and present ideas for enhancing your Coping Mechanisms and
approaches. You may already be practicing some of these coping efforts, or they may be completely new to
you. Whether you have in place Coping Mechanisms or not, the strategies we present will help you become
more effective at dealing with each of these Development Areas, and more effective overall as a leader.

Collaborative Orientation
One of your Development Areas is Collaborative Orientation. 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 preference is powerfully connected to collaboration,
delegation, and empowerment. This is one of the most powerful of all challenges and it is 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 which 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 Collaborative Orientation and more effective leaders, 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, all of the great things which we discuss when we talk about a diverse team is really
dependent upon mutual respect. That does not come without training. Consequently, when a team 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 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 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.
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• 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 a driver of your team management success as is 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 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.

Creativity and Innovation
One of your Development Areas is Creativity and Innovation. 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 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 Creativity and Innovation and more effective leaders,
overall. It is important to understand:

• Each of us has strengths and each of us has development areas. And each of us is creative. We think
we know ourselves, but most of us tend to understand very little about how our minds work, and many
of us tend to question our own creativity. You should not question your own creativity. Simply watch
children at play and remember your own childhood. Children are all creative, and you were creative as
a child, 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 all know that muscles that are not used tend to weaken. In fact, disuse of anything tends to make
that thing less effective. This is also true of our minds. The child that we were might well have been
deeply suppressed for a long time. After all, 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. This is just 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 a bit. All it takes to rekindle our creativity is thinking creatively. How can you do that?
One of the best approaches is simply “play thinking.” Mind games are powerful tools. In our
developmental writings we have discussed a number of mind games. You 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.
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• 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 is just not logical.

• 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 web is filled with great, fun
exercises which are great fuel for rekindling your creativity! So drawing, word associations, and even
writing poetry are all 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 a real 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 divergence rekindles creativity and energizes the ability to
tackle old problems with new ideas.

• You 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. Play some every day!

Influence
One of your Development Areas is Influence. People with this Development Area may find it

challenging to use their connections with other people to lead. They may need to strengthen their
communication skills. They may need to learn to ensure that others are considered in key decisions and to
ensure that they feel important. They may need to strengthen their interpersonal skills. 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 Influence and more effective leaders, overall.

We suggest:
• That you read 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
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 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
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communications and to the inflections in their voices as they respond. Remember that you have to be
thinking about what they are saying not about how you want to 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 and what your
communication means in terms of the actions they must take in response. 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.

• A leader must approach every interaction with every individual in the organization deliberately and
carefully. Concentrate your mind on delivering your message clearly and concisely. Go over that
message in your mind before you deliver it. Think about how you will speak it, or how you will write
it, and think about the person to whom you are going to deliver that message. How is that person
likely to react to the message? Concentrate very carefully on the reaction of this person to your
message. Is he or she understanding it and will this person act in the way you desire? Do you need to
do more to ensure that the message is understood and to ensure that the person will follow your lead?
Do not conclude your delivery until you are confident that the person knows what to do, when to do it,
how to do it, and that the person actually will do it.

• The second factor in growing one’s Influence is to build a followership. Why do people follow
someone? Because they have respect for the leader and they trust the leader. To become a more
effective leader, you need to build a stronger followership. This is true both inside and outside your
organization. To build your effectiveness, keep records. Write down all of the information you know
about every person you intend to lead. Update your records regularly to report the reactions each
person has to your interactions and to your leadership attempts. This will keep the special differences
of each person in the forefront of your mind.

• We know that adequate compensation is required for effective followership. You need to bend every
effort to ensure that your people are fairly and justly compensated. We know that goal congruence is
required for effective followership. You need to ensure that everyone understands the vision for the
team and for the organization, and that everyone has input to the on-going development of the vision.

• Finally, we know that reciprocal trust and respect is required for effective followership. In reality,
respect will drive it all. If you respect a person, you will trust that person to do a good job and you
will notice what that person is doing. When you value people, you value their work. It's a natural
reaction, and one greatly to be desired. How do you make sure that you respect your people? It has to
be genuine; you have to begin by genuinely respecting people in general. You have to root the
prejudice out of your heart, and recognize the value that every human brings to the planet. Each of us
is unique; each of us has the potential to leave the planet a little better than it was when we found it.
We know that skill and ability vary, but the value of a person isn't limited by ability; rather, it is a
function of that person's application of his or her ability. One who applies all of their ability is a jewel,
whether that application is in janitorial work, or in financial analysis, or in marketing, or in running
the organization itself. One who takes pride in one's work is a pearl of great price, whether that work
involves the application of a hammer or a calculator; a shovel or a computer. You need to believe this
and you need to keep reminding yourself of it every day. If you do, you will become a highly effective
leader, and your followers will truly love you.

Strategic Capacity
One of your Development Areas is Strategic Capacity. People with this Development Area may find it

challenging to visualize new ideas and new strategies or to question traditional solutions. They may be
uncomfortable dealing with ambiguity or with situations without clear answers. Remember that these are
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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 Strategic Capacity and more effective leaders, overall. We suggest:

• That you read Strategy Safari by Henry Mintzberg, Joseph Lampel and Bruce Ahlstrand. If you have
already read it, read it again. As you read, think about where your organization is, relative to the
competitive market place, and where it is likely to be in two years.

• Another reading that could be of value is Blue Ocean Strategy by Mauborgne and Kim. Their work
suggests that there are ways to create opportunity beyond the traditional Industrial/Organizational
Economics view. They suggest that it is possible to engage both a cost and differentiation strategy
simultaneously. This is a very powerful and stimulating read and a powerful potential creator of
growth.

• We suggest that you read Harvard Business Review's 10 Must Reads on Strategy. These are baseline
articles which help individuals better understand strategy, its drivers and components.

• We also suggest that if you have not read it, you should read Henry Mintzberg's 1986 article Crafting
Strategy. This article is among the most important articles ever written about understanding strategy
and what it really is from a practical perspective.

• When thinking about strategy remember that the greatest competition frequently comes from totally
unexpected directions. Who foresaw that cell phones would dramatically reduce the market for
watches and for cameras? How do you prepare to visualize future challenges? Personal research and
reading. If you are not already reading professional literature, start. If you are reading professional
publications, expand your reading. Make time to reflect on your reading every day.

• Keep a log book, record or diary of the things you are reading and the thoughts that your reading
triggers in your mind. Writing something down cements it in your mind and your memory,
consequently, a written diary is essential to personal growth. If you are already keeping a diary,
expand your use of it to drive improvement in your strategic vision.

• Constantly ask yourself this question: "What is it that we cannot do, but if we could do it, it would
revolutionize our business?" Thinking these thoughts will help keep your mind focused on visualizing
the future.

• Strategic thinking is not about gaining an incremental increase in market share. It is about seeing
things "that are not there." It is about seeing things others do not see. As you focus your mind on
potential factors rather than present factors you will become more comfortable with ambiguity and
more comfortable challenging traditional solutions. Read, study and learn. Learn about everything, not
just the things that appear to be relevant. It is the things that do not appear to be relevant that will
become important in the future. You will become more visionary as you expand your mind and your
understanding and your insight.

• Finally, seek out assignments that have strategic elements in them, that is, something that contributes
to organizational advantage. This is a terrific way to grow your strategic thinking. Remember that
only activities that drive competitive advantage are considered strategic activities.
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Targeted Development Insights Report
Development Exercise Appendix

Bill Smart
Competency Model: Acme, Inc. Senior Leader

This Targeted Development Insights Report has been prepared especially 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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Appendix Related to Teaming and Collaboration

Collaboration 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 is important 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:

b Sub-culture differences
b Misalignment between different parts of the organization
b Different visions about what the organization should be
b Mistrust between organizational members in different parts of the organization

These are examples that might be. Your 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:

b Crucial Conversations between Division, Functional, or other leaders
b Alignment efforts to assure goal and execution alignment
b Specific efforts to 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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Appendix Related to Teaming and Collaboration

Team Development Exercise
What do you have to do to get your team to the next stage of growth?

It is important as a leader of people that you understand the stages of team development. We have a few
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. You opinion, nothing more. First, let's make a decision about what stage you
believe your team is in? Is it 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 a team that powerfully is a team 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

So here are the Five Dysfunctions of a team. What we would like to do here is to 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 a 1 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 solutions in 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. As a group 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. You considered a large 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?
c. What are your general observations about making team decisions in this way?

Your job is to perfect the use of such tools. You should use them on a regular 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 a team to be able to manage your team through the stages of Team Development and the Five
Dysfunctions.
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Appendix Related to Creativity and Innovation

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 is to find from a series of three seemingly unrelated words a fourth word
which is related in some way. This is 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. freight   soul    tracks

2. ceiling   window    sports

3. shoulder    block  potato

4. wrist   night    video

5. butter   ice    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. The truck roared as loudly as...      a.

b.

c.

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

b.

c.

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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Answers to the Exercises (Please don't look before you are finished!!!)

1. freight   soul    tracks  Train 

2. ceiling   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 original)

b. Sterling

c. Rocket blasts

2. The truck roared as loudly as...      a.  A Harley rally

b. An explosion of sound

c. A lion  (not original)

3. The basement was as dark as.....    a.  A dungeon  (not original)

b. The inside of a whale

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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Incomplete 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 a full 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.
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More Incomplete Drawings
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One more incomplete drawing: Remember there are no boundaries
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There is an infinite potential in the completion of each of these drawings. The idea is to see the potential
for a creation which is farther and farther afield from the original structure. Here are some examples.

The two parallel lines are not just a road, they could be a clown's cap.
The two straight lines are not just drum sticks, they are also a wizard's cap.
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The wavy line is not just an ocean wave on the beach, it might be a clown face.
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The scroll is not just a snail's shell, it is a new kind of contest.

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 slightly, 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. Here is a list of the kind of creative strengths that can develop with
a little 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 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.

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. 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 a real 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 ideas.

You 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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Appendix Related to Communications

Self-Awareness Exercise
Step One

1. It is important to help others feel that what they do is important. Understanding the right times to say
certain words, phrases, and such is critical.

2. When you talk about solving a problem others have to feel valued, important, and that their input is of
some importance. It is our job as leaders to help others feel valued and impactful.

3. Because your role is as influence oriented as it is authority based you have to be very aware of 1 and 2.

4. Examples of Chump and Champion Actions

a. I was told in advance that a change was coming and did not have to hear it from the grapevine
(Champion).

b. I heard from the grapevine that one of my direct reports was being eliminated and that function would
no longer report to me.

5. Complete a list of the following:

Discuss points in time when your current or previous boss made you feel like a Champion:

Discuss points in time that your boss made you feel like a Chump:

Discuss points in time when you believe that you made subordinates/peers/others feel like a Champion
(give at least five examples).

Discuss points in time when you believe that you made subordinates/peers/others feel like a chump (Give at
least five examples).
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Self-Awareness Exercise
Step Two

It is critical that we understand how our emotional states and how they impact our relationships in the work
place. There is strong evidence that our direct reports and peers are strongly impacted by shifting or overly
expressive emotional states. Perceptions of Anger, humor, and displaying feelings of distress are all parts of
these potential emotional states. For example angry leaders tend to cause cultural damage to the
organizations that they serve. As well stressed leaders tend to cause direct reports concern and doubt the
ability of the organization to accomplish its tasks. In both these cases the simple use of humor by a boss
can lift their organizations.

The objective of this exercise is to understand when to control emotions in the workplace, because of the
potential damage they cause, and when to use emotions in the workplace because of the good they can do
and inspiration that they can create. This puts you, the leader, in control of a very powerful force that goes
beyond just putting your emotions in check and allows you to use emotions as a lever to further motivate
your direct reports.

But first we must recognize our emotions, how those emotions are perceived, and what effects they have in
the workplace:

For each of the following emotions think about a particular instance in which they were or could have been
utilized and what the effect/potential effect was or could have been.

1. What impact did the emotion have on your behavior?

2. What impact did the emotion have on others in the workplace?

Give specific examples where the following emotional states were engaged or should have been engaged
discuss the following:

1. Think about a time when you used humor in an effort to diffuse a situation. Did it work? Are there times
when attempts to use humor do not work? Could humor be used regularly to lessen the motivational
harm of certain situations? Do you use humor differently in direct report and peer situations?

2. Think about a situation where you feel defeated at work? How do uncontrolled emotional states
contribute to your feelings of defeat? Do your emotional states shine through when you feel defeated or
down?

3. Think about the last time you were angry at work. What triggered the anger? How did the anger impact
your interactions with others? What are the effects on your relationships if anger is a regular aspect of
your perceived interface with others?

4. Think about feeling overwhelmed. Did interactions in the workplace impact your level of engagement
and morale? Did it show through and impact the workplace spirit of others?



Customized Development Report for Bill Smart Page 30 of 40

5. Think about feeling proud. When was the last time you felt profoundly proud of your work
accomplishments? How do your direct reports feel about your pride in them? Does pride show through
too much and turn direct reports or peers off at times?
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Self-Awareness Exercise
Step Three

In this exercise we will explore the aspects of communication that are purely physical in that they are
unspoken. In particular we are exploring voice inflections, facial expressions, and body language that are
most powerful communication approaches and mediums. However, they do not employ the written word.
They use the unspoken. Now you might be thinking that a voice inflection is definitely an aspect of the
spoken word. However, it is really not. It is an aspect of tone and inflection is communication without
"speaking" as we normally think about it. It is the changes in tone and the power of the speech that is really
powerful. So let's spend some time thinking about how these unspoken communication tools work and how
they impact our interaction with others.

1. List out the various facial expressions that you have seen others use in the past that you believe
communicate something and what you think it communicates.

Facial Expression What was communicated?
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2. What facial expressions do you think you use most often? What does it mean when you use certain facial
expressions? What do you think you are either trying to communicate or un-intentionally communicate?
Ask someone very close to you about the facial expressions that you use most often and what their
opinion is about what the communication is intended to be. How close was your opinion to theirs?

Facial Expression Your intention How you are taken
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3. Now let's focus on body language. What is it that you believe are the big body language factors? Can
you name the body language that you see most often and what you believe that it communicates?
Remember, it is most important that you remember that most body language is unintended
communication. So it is important that you think deeply about interpreting what it really means. Most
body language is unintended communication that most of us do not really mean to allow others to see.

Body Language What is communicated by it?
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4. Now let's focus on what is essential to you becoming more self-aware of your own body language. First,
I want you to think deeply about your use of body language and what you think you intend by its use.
Then, I want you to once again find someone that you completely trust and have a conversation about
how you use body language. It is important that you identify the body language for them and ask them
how they interpret that particular form of body language. It is imperative that you think about how body
language works for you.

Body Language Your take on the meaning Your trusted friend's take
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5. Now I would like you to talk about your use of tone and have a conversation with your trusted partner
about tone. What is it that makes the tone of your voice meaningful? Why do the same words said in
different ways have completely different meanings? How would you label the various voice inflections
and tones that you use? Discuss this in the following space and then have a conversation with your
trusted friend about your use of voice inflections. How do they match what you thought you use? How
do they match your perspective on the meaning of such voice tone and inflection? Please write this out in
very particular detail.
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Self-Awareness Exercise
Step Four

Messages about Importance

One of the most important of all of the messages that we especially give Direct Reports is the message
about how important their contribution is. Way back in the 30s and 40s when the original Ohio State
Leadership Studies were taking place, one of the two Leader Behaviors they identified was related to just
this. This exercise is designed to test your understanding of how well you are able to monitor and
understand the message that you are sending to your Direct and other Influence types of reports.

Again, your messages about importance come from many sources including your:
- Facial Expressions
- Voice Inflections
- Body Language
- Cultural Differences between individuals that cause different interpretations of the same actions or

communication style.

Your direct reports are largely motivated by three key factors related to their leader:
- The extent to which they believe their leader thinks their contributions are valuable and important.
- The extent to which they understand their role
- The extent to which they get feedback on their performance.

Therefore helping your Direct Reports feel important is imperative and a critical part of leading effectively.
Two different events tend to happen related to self-awareness that impact the extent to which one's Direct
Reports feel important.

- Your miscommunication could divide the group by some believing that some tasks and/or people are
more important than others. This could basically create an environment in which there is an in group
and an out group. This tends to kill motivation for the whole group.

- You might unintentionally communicate that some task is not important therefore causing it to be
executed poorly because your Direct Reports do not believe that it is important.

Objective: Understand any unintentional communications that tells your Direct Reports that they or the task
that they do is not important.

On a blank sheet of paper rate, on a 10 point scale, the importance of each person and each task completed
by each person that is in your sphere of influence. Rate both the importance of the person and the task. Be
prepared to discuss:

- Why you rated some higher than others?
- The justification for each one of the ratings of both tasks and the people.
- Be ready to talk about:

-- How often you ask about their work?
-- Do they have concerns about where you put emphasis among your group of Direct Reports?
-- When was the last time you asked this person for their opinion?
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-- How does this person usually hear about key happenings in the work place? The "grape vine" or
from you?

-- What can you do to help the person feel more valuable?
-- Do you think it will help their level of motivation?

Take the time to discuss your thoughts about each Direct Report with them directly and talk about your
thoughts about your perception of their current levels of motivation.

- What do they say about their overall level of motivation?
- What do they say about how they hear your communication?
- Do they feel important and valuable? If not why?
- What did they ask you to change and adjust?
- What actions are you going to take in response?
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Self-Awareness Exercise
Step Five

Gathering Feedback

All great leaders are fundamentally good at one thing, gathering feedback and adapting. It is one of the
hardest tasks that any person faces and leaders are particularly challenged to do so every day.

Your job is to use the Johari Window (see attached page) and work with each of your Direct Reports to
fully understand the following:

1. What do I do that makes you feel positive about the role that you play here?
2. What have I done to make you feel as though your efforts are important?
3. What have I done to make you feel as though your efforts are not important?
4. Do you think that I treat others better or worse than you? In what way might I do this?

Use the Johari window to explore aspect of you and your direct reports that might negatively impair
communications and create a foundation for challenges between you and them. It is your job to explore
with your Direct Report communication challenges which could be impacted by factors which are:

- Known by both.
- Known only by your Direct Report.
- Known only by you.
- Known by no one.

Once you have gathered feedback from all of your Direct Reports let's gather the data together and see
what it tells us and what we should do to address changes and adjustments that are likely to more greatly
motivate your Direct Reports.
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Self-Awareness Exercise
Step Six

What does all this Self-Awareness Stuff Really Mean?

Objective: Becoming aware of all of the aspects of communications simultaneously.

Recent research has found that 50 to 70 percent of all communication is non-verbal. The challenge
becomes what does that specifically mean to you? Are you self-managing?

Please follow the proceeding steps as a part of the process:

1. Think specifically about all of the aspects and modes of communication and talk about which one you
have come to understand is the most difficult for you?

2. What are you specifically going to do to control the negative potential impact of that particular
communication mode?

3. What main aspects of your communication using that mode do you most often miss?

- Body language.
- Facial expressions.
- Voice inflections.
- Word choice.
- Personal spacing.
- Known only by your Direct Report.
- The overall packing of a particular message.

4. What are you going to do to reinforce for yourself the changes you have made?

5. What specific efforts are you going to engage to lessen the impact on a lack of self-awareness?

6. What main aspects of your communication using that mode do you most often miss?

- What are you going to do to better manage your self-awareness challenge?
- How are you going to monitor your approach to improvement in these areas?
- Is there a way to measure your progress?


