Wanted:

[.eader-Builders

By SteveYearout, Gerry Miles, and Richard Koonce

Help your organization develop its leaders and you help yourself.

“ Most executives remain astonishingly
provincial and insular in their outlook,
training, and experience. Thisis particu-
larly true for North American CEOs,
even in such ostensible hotbeds of busi-
ness innovation and creativity as Slicon
Valley. | am constantly amazed by the
number of otherwise brilliant Silicon
Valley executives whose world view
barely reaches to the other end of the
San Andreas fault line. On a really good
day, it might extend as far east as the
Hudson River”

So says Matthew Kiernan in his book
The Eleven Commandments of 21St
Century Management (Prentice-Hall,
1996). Globalization, the sustained
management of corporate growth, and
the need to deal with disruptive new
technologies and |everage the benefits
of e-business require arobust new reper-
toire of leadership skills at virtually all

34 Training & Development, March 2000

levelsin an organization. It's a chal-
lenge that has many companies gasping
for executive-level leaders who can
chart new business strategies and woo
investors or at least court favor with

0 Leader-builders (companies
that nurture their own leaders)
have much in common, including
strong strategic alignment and
consistent behavior among man-
agers at all levels.

o0 Before embarking on leadership
development, an organization
should ask specific questions that
have to do with vision, top-team
unity, and other issues.

o0 Coaching is a crucial element of
leadership development.

Wall Street. Organizations also seek
mid-level managers with high-demand
skills in Internet commerce, cross-cul-
tural communications, capital markets,
and corporate transformation.

The November 8, 1999 Fortune de-
scribesthe problems facing such old-line
companies as Sears, Whirlpool, and
Proctor and Gamble asthey try to get hip
to e-business. The cover shows Sears
CEO Arthur Martinez cheek to jowl with
creative chief of Sears.com Michael
Vaughan, looking like a grad student
who stayed up late cramming. The pair-
ing is an arranged marriage precipitated
by Sears’'s late entry into Web com-
merce. Many like companies are having
to align traditional |eadership approach-
es with the work styles of techie twen-
tysomethings who are conversant in
online buying habits and Internet-only
branding issues.



Meanwhile, far from the Fortune 500,
many dot.coms face leadership chal-
lenges of their own, specifically when it
comes to attracting star senior execs to
engineer big-time Internet launches and
strategic alliances with other firms. The
October 26, 1999 Wall Sreet Journal re-
ported from 400 to 1,500 CEO vacancies
at Internet startups.

Asif those storiesweren’t enough ev-
idence of a burgeoning leadership crisis,
what should we make of the CEO fail-
ures of the 1990s?—Eckhard Pfeiffer at
Compag, Bob Stempel at General Mo-
tors, and Bob Allen at AT& T, to name
but three. Consultants Ran Charan and
Geoffrey Colvin say those and many oth-
er former high-flying CEOs failed be-
cause they couldn’t execute strategy,
didn’t put the right people in the right
jobs, and, most importantly, didn’t un-
derstand changesin the external environ-
ment (such as the Internet) that would
have far-ranging implications.

The leadership problem—whether a
company is old-line or online, old guard
or upstart—isn’t likely to disappear.
Though the pace of businessis accelerat-
ing and the amount of knowledge capital
is growing, what's shrinking is the com-
petitiveinterval considered reasonableto
launch new products, implement new
strategies, and complete mergers and
acquisitions. Five years ago, atypical
M& A in the high-tech industry took six
to nine months. Now, that same deal is
sealed in amatter of days or even hours.

Kiernan wrote: “ Today, the only reli-
able way to make the proverbial better
mousetrap is to embed more knowledge-
value in it than your competitor does,
and to be prepared to come out with a
new, improved, and even more knowl-
edge-rich version before the competition
has figured out your last one.”

As atraining professional, you may
have already been touched by aleader-
ship crisisin your company as it strug-
gles to move faster to market or asit
deals with shrinking profit margins or a
rapidly shifting business climate. Per-
haps you’ve being asked to introduce a
new generation of |eadership develop-
ment programs or help get a handle on
growing skill gapsin management ranks.
Or, maybe you've had to coach top lead-
ers as they tried to reframe the com-
pany’s strategy, grasp Web commerce,
come up with better ways to motivate

people, or embark on long-range, com-
prehensive culture change. Did you have
the tools or perspective with which to
undertake such efforts?

The leader-builders

In our experience, companies that do the
best job of growing and nurturing new
generations of leaders—we call them
leader-builders—are those for which
change, speed, resilience, and renewal
are central to their business strategy and
to their leadership development phil oso-
phy. Most leader-builders share seven
common traits.

1. Leader-builder companies have
an unusually strong vision of their
futures. Leader-builders invest a great
deal of time and energy defining what
such terms as vision and mission mean to
them and to developing “teachable
points of view” (to borrow Noel Tichy’s
term) that can be cascaded readily
throughout all levels of the organization.

Shell South Africaisagood example.
It has spent considerable time and ener-
gy over the past few years defining what
mission and vision mean to all levels of
Shell employees. Getting everyone
aligned around new business goals and a
new business mission (“ Shell will be the
customer’sfirst choice”) are at the core
of CEO Errol Marshall’s leadership.
Swift changesin the South African econ-
omy are reconfiguring the consumer
demographics of South Africa and moti-
vating Shell to get closer to newly
enfranchised black customers who
now represent the bulk of consumer
buying power.

To build commitment to change and
align employees behind new business
strategies (for example, targeting specif-
ic products to South African markets),
Marshall and his multilevel leadership
team spent a lot of time in workshops
creating what he calls “a common lan-
guage of change.” That involved fleshing
out ideas about how SSA employees
could be more responsive in their daily
dealings with customers and how the
company could be nimbler in dealing
with new market opportunities as South
Africa’s black consumer market for en-
ergy products grows more affluent and
demanding.

Those ideas are now part of the mind-
set that all SSA employees operate under
in doing their daily jobs. “Empowerment

without alignment breeds chaos,” says
Marshall. “Our common language of
transformation acts as a framework to
keep everyone in the organization mov-
ing in the same direction. There are only
seven words in our mission statement,
but each one has 15 minutes of teachable
point of view attached to it.”

2. Executives and managers in
leader-builders display remarkably
consistent behaviors, regardless of
their level in the organization. Inthe
leader-builder organizations we've
found, executives at all levels tend to be
highly consistent in their behavior,
which helps focus the organization and
create a culture of accountability and
commitment. Leaders in such organiza-
tions recognize that displaying consis-
tent leadership habits and traits fosters
trust and telegraphs a powerful message
to rank-and-file employees about the de-
gree of leadership consensus around
business goals and organizational direc-
tion. Equally important, consistency en-
ables employees to operationalize goals
and strategies at the transactional level
where, as change consultant Warner
Burke describes it, “actual, everyday
work gets done.”

One way leaders in |eader-builder
companies convey the importance of
consistency is by using 360-degree as-
sessments and feedback to develop well-
rounded |leaders and to assess |leaders’
behavior on a continuous basis. Genera
Electric’s CEO Jack Welch, abig believ-
er in 360-degree assessments as away to
drive new behaviorsin people, says,
“You ought to see these 360 evaluations.
They’re the roughest people can get.”
That sentiment is echoed by Bill Weiss,
former CEO of Ameritech, who saysthe
use of 360s is avaluable way to deter-
mine whether anyone—including the
CEO—isareal performer at work.

3. In leader-builders, there’s a
strong emphasis on the continuous
development and replenishment of
the leadership talent pool and
pipeline. Thus, there's strong public
commitment to developing new genera-
tions of leaders, with the top leader often
modeling the roles of teacher and learn-
er. Leader-builders recognize that in
business, learning and leading are close-
ly connected and both are key to short-
term process and profit improvement, as
well as to long-term organizational re-
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newal and resilience. In such organiza-
tions, one often sees the top leader tak-
ing a personal role in the teaching,
coaching, and learning of others.

Back in the 1980s, SmithKline
Beecham CEO Bob Bauman was very
much focused on creating aleader-builder
company when he orchestrated the merg-
er between U.S.-based SmithKline Beck-
man and British-based Beecham. To
accelerate that transatlantic “merger of
equals” Bauman made sure his top man-
agement team shared intense learning ex-
periences. For instance, he took hisentire
executive committee to Japan for two
weeks, in which they forged consensus on
future goals and devel oped hands-on
skills in process management and quality
assurance. Both proved pivotal to
smoothing SB’s merger.

Companies such as PepsiCo, GE, Al-

liedSignal, and Intel are all examples of
|eader-builders with a strong commit-
ment to the ongoing devel opment of new
leaders, reflected in the fact that their
chief executives take turns playing the
roles of teacher and coach in training
classes. Further evidence is those com-
panies’ constantly evolving leadership
coaching and development programs,
the linkage of their content with strategic
goals, and incessantly changing skill re-
quirements of peopl€e’sjabs.
4. In leader-builders, there’s a
strong emphasis on the identifica-
tion of specific leadership compe-
tencies to support current and
emerging mission and strategy.
L eader-builder firms have a strong, well-
developed concept of what effective day-
to-day leadership is all about. That
concept often takes the form of a set of
operating principles or values that guide
the identification, selection, and training
of leaders at al levels. The concept also
provides a philosophical basis for ongo-
ing leadership development, coaching,
and evaluation.

AlliedSignal (now part of Honeywell) is
an excellent example of aleader-builder
that has devel oped organizational intent
about what makes and creates effective
leaders. The company, which uses ongo-
ing development of leadersto drive re-
search and product development and to
achieve aggressive earnings and prof-
itability, has developed a“learning frame-
work.” All training and development
opportunities are organized under the ban-
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ner of different “success attributes,” each
critical to supporting the company’s busi-
nessvalues:

customer focus

vision and purpose

biasfor action

values and ethics

people devel opment

performance

teamwork

innovation

business acumen.

Everybody from the CEO on down
has a development plan, and a strong or-
ganizational learning ethic drives train-
ing and development efforts at all levels.
It's all part of an effort to be a“learning
leader,” as former president and chief
operating officer Fred Poses putsit. “I've
often said that our buildings are no dif-
ferent from our competitors, nor is our
machinery fundamentally different. Cer-
tainly, our dollars are no greener. The
thing that has and will continue to differ-
entiate us from our competitors is our
people and what they know.”

Still, Poses is quick to add that

doesn’t mean the company pursues
learning for its own sake. “Too many
companies check off the boxes and
say they’ve presented training. Our
learning istargeted. | always ask people,
‘Are you getting the right learning to
do your job? I’'m always seeking feed-
back on how we can make our learning
better.”
5. Inside leader-builders, there’s
strong, strategic alignment. In
leader-builders, there's strong organiza-
tional commitment to developing a
“broad leadership community” and to
working from an explicit leadership plan
as part of day-to-day and long-term lead-
ership. At the same time, various organi-
zational elements such as mission,
strategy, people, processes, and technol-
ogy are tightly aligned to support the
achievement of business goals.

British Aerospace is an excellent ex-
ample that puts a consistent leadership
focus on organizational alignment to
support corporate goals. For the past
five years, CEO Dick Evans has been
working hard to break down BAe's
“separate fiefdoms’—a vestige of when
diverse competitive companies came to-
gether to form the aerospace giant.
Evans has driven top-down culture
change and worked to align leaders at

OoDooQgoood

all levels within BAe around these core
business values:

0 People are our greatest strength.

0 Customersare our highest priority.

0 Partnershipsare our future.

o Innovation and technology are our
competitive edge.

0 Performanceisthe key to winning.

That new organizational focusis help-

ing BAe compete in a shrinking market-
place for defense and aerospace products
as it goes up against bigger players such
as Boeing and L ockheed-Martin.
6. Leader-builders show a high de-
gree of team unity at the senior level.
Underscoring any organization’s ability to
develop and sustain success factorsis the
ability of its top leadership team to work
together and put egos and personal agen-
das aside for the sake of the organization’'s
overarching goals and needs. In our view,
top-team unity goes beyond teamwork
principles. A leadership team must consis-
tently speak with one voice and achieve
more than the sum of its parts.

One prominent business |eader that
comes to mind when we think of strong
top-team unity is Lee Griffin, CEO of
Bank One of Louisiana. In the early
nineties, Griffin spearheaded the restruc-
turing and economic recovery of Premier
Bank of Louisiana (now Bank One of
Louisiana). Though at the time the bank
was hugely profitable, Griffin realized
that it wasn’'t competitive with other fi-
nancia ingtitutionsin its marketplace. To
keep pace with changing demographics
and consumer banking habits, Griffin had
to oversee the transition from a branch-
based banking institution to one that re-
lied more on technology to deliver an
increasing menu of services. That meant
redesigning many core processes such as
consumer and commercial lending, new
accounts, and office operations. Mindful
of the short-lived success of many corpo-
rate change efforts, Griffin knew he
couldn’t mandate such changes; he had to
get the senior leadership team on board.
So, he worked to get its consensus by
holding a series of strategic, executive-
level workshops. Griffin and the team had
heated discussions about the bank’ sfuture
but eventually thrashed through their dif-
ferences to establish a new mission, vi-
sion, and set of values. They also agreed
to aggressive, measurable new objectives
for reengineering.

7. Leader-builders display a strong
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commitment to continuous organi-
zational renewal. One way they do
that is by developing change-leadership
skillsinleaders at every level. They put a
premium not only on constant retrans-
formation, but also on developing new
populations of |eaders.

Take Roya Dutch Shell, the umbrella
organization of al Shell operating com-
panies worldwide. A few years ago, an

internal review of Shell’s service compa-

nies showed that executives were remote
from everyday workers, the company’s
culture was insular, and Shell’s attitude
toward customers was aloof if not out-
right arrogant. So the company embarked
on amassive |leadership development ef-
fort across al its lines of business. The
goal was to make the culture more cus-
tomer-friendly, while giving managers
new skills in team building, communica
tions, speed to market, and performance
management and measurement.

“The review showed that we lacked a
strong commercial capability,” says Mac
McDonald, former head of Shell’sleader-
ship and performance operations. “1n our
products business, we were aretail orga
nization that didn’t have much expertise
in dealing with customers. In fact, we act-
ed more like awholesaler than aretailer.”

Now, Shell’s “leaders devel oping
leaders’ program is based on these three
concepts: 1) leaders driving transforma-
tion efforts by developing other leaders,
2) delivering hard business results while
simultaneously changing individual and
team behaviorsto assure the sustainabili-
ty of those results, and 3) “achieving
scale and speed”—transforming how the
company operates on a process level by
touching a critical mass of peopleina
short period of time, thus overcoming
the natural resistance to change that ex-
istsin any organization.

What to ask

If we were to apply those seven leader-
builder principles as aleadership devel-
opment template, we'd have a handle on
the specific issues and questions that
must be raised in your organization if it's
to address its own leadership challenges
and become a leader-builder.

To conduct a | eadership assessment
and determine your company’s leader-
ship strengths, you need to address these
aress:

0 ability to articulate a clear vision of

the future
0 consistency of leadership behavior
across al organizational levels
0 continuous development of the lead-
ership talent pool and pipeline
0 systematic development of leadership
competencies to support the company’s
current and emerging mission and strategy
0 strategic organizational alignment
O team unity
0 ability to manage change and pursue
continuous organi zational renewal.
Asking questions of your organiza-
tion’s leaders in those key areas will en-
able you to drill down and diagnose your
company’s specific leadership chal-
lenges, and chart paths to address them.
It can also open up opportunities for you
to coach and counsel senior leadersin
your organization when it comesto lead-
ership development and change issues.
What followsis a starting set of ques-
tions you can ask to broach discussion
with senior executives regarding leader-
ship development issues and challenges.
Each area represents a critical success
factor to a company becoming a leader-
builder and sustaining strong leadership
development programs. These questions
(and others) related to each factor act asa
scratch-pad exercise to initiate leadership
development with your organization’s se-
nior leadership team and bring awareness
of specific change-leadership challenges
to otherswithin your organization.
Ability to articulate a clear vision
of the future.
0 To what extent do top leaders do a
good job of articulating the company’s
vision and strategy for the future?
0 Do employees understand where the
organization is going, or are they con-
fused about how their daily job roles
contribute to that?
0 Do you have concerns about the fu-
ture direction of the organization?
0 How well do you understand thefuture
direction the organization ismoving in?
o0 To what extent do employees at all
levels use a common language to de-
scribe the organization’s future direction
and business priorities?
Consistency of leadership behavior
across all organizational levels.
0 Towhat extent are all levels of leader-
ship in sync with what the organization’'s
top leaders emphasize and do?
0 To what extent isthere visible |eader-
ship consensus about the organization’s

priorities, business goals, and strategic
direction?

0 Areleaders at al levels consistent in
their management practices, work
habits, and workplace attitudes?

0 Areleadersat al levels held account-
able for their behaviors through such
tool s as 360-degree assessments?

0 Towhat extent areleadersin the orga
nization viewed as credible and honest
with integrity?

Continuous development of the
leadership talent pool and pipeline.
0 How strong is your organization’s
formal commitment to the importance of
|eadership devel opment?

0 To what extent does the organization
have systematic |eadership devel opment
and succession plans?

0 To what extent are the plans aligned
with each other?

0 To what extent are succession plans
linked systematically with recruitment,
training, performance evaluation, and
promotion?

0 Does the organization emphasize the
critical importance of succession plansin
helping it remain competitive?
Systematic development of new and
emerging leadership competencies.
0 To what extent does aleadership phi-
losophy exist that helps all employees un-
derstand what's expected of them in their
role asleaders?

0 Does the organization emphasize key
attributes of effective leadership that al
leaders are expected to subscribe to?

0 To what extent are the core leadership
attributes the foundation for training,
|eadership development, and coaching
and mentoring?

o0 Arecoreleadership attributesthe basis
for performance appraisal, feedback, re-
ward, and recognition systems?

0 How committed is the organization to
the continuous identification and devel-
opment of new core competencies neces-
sary to support changing mission and
dtrategy?

Strategic organizational alignment.
0 Towhat extent are the organization’s
mission and strategy aligned to support
the business priorities articulated by top
leadership?

0 Do current management practices mir-
ror new or emerging work expectations of
employees?

0 To what extent do technology, poli-
cies, and procedures support new work
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expectations?

o0 Do all parts of the organization work

toward common goals?

0 Do employees understand how their

jobs support business goals?

Top-team unity.

O To what extent is the top leadership

team perceived as putting the organ-

ization’s business agenda ahead of

its egos?

0 Do leaders at al levels work togeth-

er?

o Do turf wars, palitical infighting, and

other issues detract from team unity?

0 To what extent do leaders understand

their roles?

0 Does the top team work closely to

brainstorm future business directions and

current ones?

Ability to manage change and pursue

continuous organizational renewal.

0 How effective has the organization

been in dealing with change, specifically

in the external busi ness environment?

0 Hasit generaly responded rapidly and

effectively to changesin business condi-

tions, marketplace demands, and cus-

tomer requirements? Or hasit been slow

to adapt?

0 How effectiveisthe organization at in-

corporating new knowledge and informa-

tion into core processes and business

practices?

0 To what extent does that result in con-

crete, measurable improvements in busi-

ness performance?

Change leadership.

0 To what extent do top leaders have a

clear and compelling vision of the orga-

nization’s future?

0 Do they do agood job of communi-

cating that vision to employees at every

level?

0 To what extent do leaders make a

compelling business case for the impor-

tance of continuous change in response

to business conditions and customer re-

guirements?

0 Have leaders built employee commit-

ment to change using such techniques as

team building, coaching, and visible, in-

person sponsorship of change efforts?
By answering those questions, you and

your organization’s top leaders can deter-

mine the scope and severity of the leader-

ship challenges in your organization and

where it ranks on the leader-builder scale.

You can also determine whether there's

strong consensus within the organization

about leadership challenges, or a discon-
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nect between what people at different
leadership levels think are the problems.
Any disconnect will have to be addressed
before implementing leadership develop-
ment programs.

In constructing your leadership assess-
ment, try to mix questions that elicit re-
sponses using a graduated, Likert-style
scale with questions that let you capture
gualitative and anecdotal information.
From the findings, it's possible to target
areas of your organization that need spe-
cial attention and assign them priority.
Then, the organization will bein a posi-
tion to roll out plans over several years.
That'sbest if financial and other resources
are limited or if other issues call for a
phased implementation of leadership.

A leadership assessment enablesyouto
gather and quantify data that can be used
to build a compelling business case for
why leadership devel opment programsare
important to the organization'sfuture. Too
many companies never develop strategic
intent or resolve around the importance of
leadership devel opment because so many
other things vie for attention: internal po-
litical pressures, competing business
agendas, and immediate concerns about
busi ness competition. The datayou collect
from aleadership assessment may show
starkly that all other issues are moot unless
the company develops new |eadership
skillsto steer it into the future.

A leadership assessment is an excel-
lent way to help you build a stronger
work relationship with your company’s
top management team and other man-
agers and process owners. You can cus-
tomize the questions depending on the
specific audience and organizational lev-
el. That can be important to building
trust in the assessment process and en-
suring early support for recommenda-
tionsthat may flow fromiit.

A leadership assessment sendsastrong
signa to al employees that the organiza-
tion is serious about leadership dev-
elopment. Moreover, it conveys the
importance of employees at al levels tak-
ing aleadership approach and attitude in
doing their daily jobs. Assessments are a
valuable leadership development tool in
that they serve as an engagement device:
Not only do they motivate people by
promising that their input will be used to
change how things operate, but they also
engender employees’ enthusiasm for the
endeavor.

Last, an assessment generates valuable

data, quantitative and qualitative, that can
be used in designing and delivering lead-
ership development efforts. The data can
help identify specific weaknesses (such as
alack of one-on-one coaching or follow-
up feedback) in your company’s current
leadership devel opment programs. It can
also indicate possible remedies.

Coaching top leaders

It'slikely that as part of helping your or-
ganization develop greater leadership
development capabilities (especially
around change), you'll becalled onto fa
cilitate complex and, at times, sensitive
conversations about people’s leadership
competencies, future leadership require-
ments, and the ability of key individuals
in senior management jobs to fulfill new
or emerging roles and expectations. In-
deed, your role in facilitating such dis-
cussionsis likely to take place at two
levels: the organizational and the person-
al. Not only may you havetoinitiate dia-
logue in your company about |eadership
issues, but you also may also find your-
self in the position of coaching one or
more senior executives personally re-
garding their personal effectivenessin
building the organization’s |eadership
capacity.

Being an effective coach consists of
these main steps:

0 Step 1: Position yourself as an inter-
nal consultant and coach.

That requires tact, understanding,
empathy, rugged self-confidence, and
flexibility, especially when dealing with
people at senior levels who may have
strong egos and competing agendas.
Your ability to be yourself, set bound-
aries with others, and establish expecta-
tions with the people you coach is
important to ensuring the integrity and
effectiveness of the coaching process.
You must be agood listener and able to
inspire trust and respect. Whether work-
ing one-on-one on personal issues or
helping a senior management team iden-
tify the organization’s critical leadership
competencies, you must be able to shift
roles when necessary; facilitate commu-
nication, and drive groups toward deci-
sion making and closure.

Good coaches must be good at con-
necting with others and must be equally
adept at engaging with leadersin the ex-
ecutive suite or on the plant floor. Good
coaches can balance the process and
problem-solving aspects of the coaching
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role, knowing when to let conversations
ripen to consensus and when to push
them along. That’s especially critical
when it comes to leadership coaching
and development because you may have
to mediate conflicts, lead intense discus-
sions, and help people with widely dif-
fering viewpoints agree on decisions
about future direction.

0 Step 2: Educate leaders about the
change and |eadership development
process.

Devel oping leaders and managing
change are often intertwined. To position
yourself effectively with your compa-
ny’s top leaders, you must educate them
about the relevant issues. Before you
undertake a |leadership assessment, you
should have an “entry meeting,” in
which you meet top leaders to present
your leadership development conceptsin
depth. At the meeting, you will begin
to explore the specific needs of the orga-
nization and plan how to ensure that
any leadership coaching and devel op-
ment are actually implemented. Ideally,
the CEO or other executive champion
will be present to help position the
importance of |eadership development
and you as a credible resource with other
attendees.

The items on the agenda should be 1)
to outline the key attributesin all compa-
nies that do a good job of developing
new populations of leaders, 2) to discuss
leadership skill gaps and how they
threaten the organization’s future goals,
3) to clarify the goals further through a
leadership assessment, and 4) to suggest
ways in which a deliberate, systematic
approach to leadership coaching and de-
velopment will help the company
achieve short-term and strategic goals.

Other agenda items should include po-
sitioning theimportance of evauativetools
as part of long-term assessment and plan-
ning, discussing what roles people need to
play to help move programs forward, as-
sessing the current climate for the kinds of
initiatives you and othersare planning, and
outlining your own role as potentia coach
to the CEO and executive team.

0 Step 3: Contract with the CEO and
senior leaders.

You must make a compelling business
case for why leadership development is
important to your company’s future prof-
itability and business success. Consider
conducting cross-industry research and
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preparing an overview to senior leaders
prior to asking for their support for alead-
ership assessment. Once you are in the
contracting stage, suggest that you and
they agree to specific outcomes that they
want to achieve from the coaching and fa-
cilitation that will follow.

Such outcomes can include identify-
ing or clarifying the organization’s sig-
nificant leadership challenges, making a
list of critical change-leadership compe-
tencies that the organization needs in the
short-, medium-, and long-term; outlin-
ing the steps and timeframes in imple-
menting a leadership development
program; helping senior leaders become
aware of their leadership strengths and
weaknesses; getting them to commit to
the development plan; and orienting the
CEO on an ongoing basisto therole he or
she must play in helping drive organiza-
tional resolve and team unity around
completion of specific leadership devel-
opment goals.

There was a time when training pro-
fessionals were largely reactive, re-
sponding to requests for services or
training. Nowadays, they're valued con-
sultants who can work across all levels
and functions with professional ease and
expertise. They areleaderswho are help-
ing develop leaders. O

Steve Yearout and Gerry Miles are
with PricewaterhouseCoopers. Richard
Koonce is a consultant and former con-
tributing editor of Training & Develop-
ment. Their book, The Leadership
Dilemma: Seven Leadership Challenges
Facing Organizations Today and What to
Do About Them (ASTD, 2000) is forth-
coming. You can reach Yearout in Arling-
ton, Virginia, at 703.741.1007; Milesin
London at 011.0171.804.6228; or
Koonce at rhkoonce@aol .com.

40 Training & Development, March 2000



