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TONY WALL

The three jewels in the crown of
sustainable performance

Do you ever find yourself wondering why things happen? Do yvou ever
wonder how we seem to be witnessing a number of occurrences thar are
unusual in our lifenme? How did that corporate giang'collapse? How did
that bank become so weak and so quickly come wodepend on the govern-
ment and the taxpayer? How could ‘rate Axing”&appen within that bank,
given such high levels of regulation? How conldthe behaviour of a relanvely
small group of people lead to such a global-fconomic crisis? How can the
behaviours of a relanvely few news retiorters creare the collapse of a glam
newspaper? Whar happened for that Wewspaper o allow the listening in w
those personal voice messages? Whart has happened in the supply chain o
allow the alleged inclusion of horse meat in beef burgers in a large chain
spore?

These are complex Quiestions, bur perbaps they are indicarors of what
can happen when@g-as a human race, constantly strive for personal gain
over all else, Thar is not to say thart striving for personal gain is wrong — nor
is it saying thar all those who strive for personal gain create such cata-
strophic consequences. Indeed, all of the authors of this book devote their
lives to helping professionals improve themselves. Bur perbaps when the
persomal gain overpowers and outweighs the wider gain of stakeholders, this
creates an environment for such catastrophe to become possible — perhaps
more possible. In the examples referred to above, the banking, news and
retail industries, organizational performance was not only negatively affecred
but, in some cases, organizations were killed off.

Thinking and acting beyond prohr to think of people and the planet,
remains a hot topic. So too, as part of this debate, does sustainable organ-
izational performance. For example, the Chartered Institute for Personnel
and Development (CIPD) reported the outcomes of an action research pro-
ject in 2011, which identified the key drivers for sustainable organizational
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performance (CIPD, 2011). Within the research eight themes were high-
lighted. Interestingly, five of them can be directly linked to leadership.

First, the rescarch identified that leaders at all levels need a furure-oriented
vision to help inform decision making, and use appropriate styles o help
others achieve, Let's emphasize two points here — leaders are ar all levels, and
kelp others achieve. Second, the research idenoihed that a shared purpose
must be created and mantained; where purpose s the ‘golden thread’ thar
runs throughout an organization, like a collective but Hexible glue holding
direction together. A leader has a key role in weaving this thread or making
the glue. A key way of doing this was through the third driver of sustainable
performance: engaging others. Enabling others at different levels through-
out the organization to be mvolved and inform decision making was a key
tactor in sustainable organizational performance. Again, this was about
facilitating others rather than directing and instructing. Yet this was done
with alignment of values and purpose, whereby there wasan awareness and
tacilitanion of the consistency and fir between the valuge, behaviours or pur-
poses of the ditferent stakeholders.

There appears to be nothing surprising o Slocking here = there isn't.
These are the messages coming from leadesship theory and pracuice for
many years, parncularly creating share@purpose and aligning values and
purpose. Yet there are indicators af~subtle difference here, perhaps most
significant in the enabling and engajgément of others for their achievement
(rather than the leader’s gaing.\Vhe ffth driver of sustainable performance
sheds more light on thissubdy different form of leadership: the ability to
balance short- and longSierm outcomes. This is the ability to be aware of the
shorter-term effectsioir other people, communities, shareholders, the planer
- and the longer-term effects. This balancing is a sensitive juggling act that
is part of what might be called *transpersonal leadership’ = thinking and
acting beyond the leader’s own personal gain, and paying attention to those
around them now and in the future (discussed in more depth in Chapers 2
and 5). A tvpe of leadership that is emotionally aware and connected to
those around them. A type of leadership thar is still absent in today's organ-
izations and corporations - indeed, some high profile cases were alluded to
at the start of this introduction.

So this type of leadership is a jewel in the crown of sustainable perform-
ance, and can be seen to link to five of the eight themes of the CIPD" re-
search into the drivers of sustainable organizational performance, but there
are other important drivers. The next two drivers relate to talent develop-
ment. The sixth driver of organizational performance was capacity building,
or equipping people with the skills and knowledge they need roday and in
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the tuture, But the research highlighted that it wasa'’t just about having
the skills for tomorrow, but also having an agility, or readiness for change
— the seventh driver. Together, these position alent development as a con-
rinually forming strategic resource thar not only enables people o do their
job today, to potentally do a job tomorrow, but be ready tor the change of
what else might need to be done, It 1s dynamic, not static. 5o talent develop-
ment is another jewel in the crown for sustainable development.

The final jewel in the crown is perhaps nor as obvious as leadership and
ralent development. According to the research, it was important to assess
and cvaluate where we are up o, where we are going, and how far we are in
reaching our goals, This was at different levels, and in ditferent areas - to
learn, to inform decisions, like a learning organizaton. Assessment, the eighth
driver of sustainable performance, is therefore a straregic acovity that helps
inform what happens next — the crux of the sustamabibity of an organiza-
non. This book 1s not a general book about the three jgvils, bur dnlls deep
in to the jewels to look ar the specibic practice of using assessments for the
development of leadership ralents. Our collectn@yexperience tells us thart
doing so is an effective and efficient way ro dévelop leadership behaviours,
to expand both leadership ralent and thébwder ralent pool through these
leadership talents. And in doing so, wé Ve polishing the three leadership
iewels of leadership, alent and assessmaent.

We also know rhar these jewels\do need to be deep cleaned; in a recent
survey (CIPD, 2013), 41 pergent of HR professionals were kept awake ar
night thinking abour theiterganization’s future leadership capability, and
27 per cent were keptGawake thinking about whether they had the right
talent. We know froty our consulting experience thar many contempaorary
organizations continue to create a management elite (rather than muln-
level leaders), cut back training and development and cut many forms of
assessment. Within difficult economic times, there are keen budgeters who
want to cut rather than invest, to balance the books. Balancing the books
is a tradiional management strategy to focus on profit at the expense of
wider performance, not to mention people or the planet. Some research
even suggests that less than half of organizations deploy talent management,
and there is little awareness of some of the emerging models from neuro-
science, cognitive rescarch and behavioural science (CIPD, 2012). The
CIPD's research gives us glimpses, or reminders of the glimpses we've had
for some time, into a different form of leadership, one we refer to in this
book as ‘transpersonal’ leadership, or leading beyond one’s own personal
gain {ego), and acting with others® stakes in heart and mind.
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The importance of the transpersonal also featured in an earher CIPD
report, pressing for a next generation of HR (CIPD, 2010). In this thought
piece, there were three key ideas. First, we need to future-proof our organ-
izations towards sustainable performance — drawing on the eight drivers
discussed above, speahcally through furure-fr leaders (what we call rans-
personal leaders here). Second, we need to creare an environment to enable
an msight-driven HR, whereby business, orgamzanonal and contextual
savvies, in a supportive culture, nourish new insights to be generated. The
rranspersonal leader, as presented through this book, understands insighe,
learns to trust it, and uses it to inform his or her decision making. And finally,
we need the next-generanon HR leaders, who act as parmers and provoca-
teurs in insight generation and decision making, Many of the chapters and
tools in this book use the power of the incisive and open question o move
understanding or thinking to a new place wirthout direct instruction.

Indeed, leadership assessment for ralent developmenzGs. nor presented as
an approach to leadership or ralent development. It js‘nresented as a strong,
high-value, high-impact part of the strategy pgsw. It can form a ralent
management strategy (if there is an explicit gy or directly align and feed
in to the corporate strategy. This is wheretcan make most impact for an
organization, whether the talent managetnent strategy adopred is an exclu-
sive approach (say just for leaders) gign inclusive approach (for evervone).
Leadership assessment can and 1s Saing used for selecting ralent, for example
through assessment centres, gribor managing talent, say through successful
planning. Yer the key premiss of this book is that there is a huge amount of
addirional value potenaal'in another area = developing ralent. When used
carefully in ways wdévelop ralent (through assessment), major strides in
performance can be achieved and sustained, because the developmental
actions are credible, evidenced and owned. Yet there are subtle strategies to
enable this, sometimes counter-intuitive, which enters the realms of coach-
ing, mentoring, expeniential and acuon learning facilitation. This book aims
to offer pracrical straregies, tried and rested in pracnce, with explanations
linking to neuroscience, cognitive research and behavioural science.

A bird’s eye view of the book

The main thrust of the book starts in Chapter 2, which argues the case for
why the 21st century needs transpersonal leaders with emonional intelligence.
The chaprer discusses how business environments are unstable from a muln-
tude of movements in technology, politics, economics and the environment
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= and how within such change, it 15 essential to become a transpersonal
leader who thinks and acts bevond his or her own gain. Emotional intelli-
gence has a core role as the connecting force or resonance between people,
scientifically supported by neuroscience research.

In Chaprers 3 and 4, we report some unique but powerful research using
a contemporary leadership assessment tool o 1dentify needs (discussed in
maore detail in Chapter 5). Unlike much research in leadership ralent devel-
opment, this is based on real, authentic leadership development work with
organizations. The research highlights some very interesting core findings
that will be of nterest to all responsible for mlent development - even if it
i3 simply to help better target investment in talent development activiey.

From the research, Chaprer 3 analyses recurring leadership development
needs across a variety of organizations and leadership levels. The most com-
mon development needs include emparhy, developing others and conflict
management. Similarly, in Chapter 4, common leadersiup blind spots and
hidden strengths are analysed. The most common blind spots were capabil-
ities to be a change catalyst, emotional self-awdreness and accurate self-
assessment, whereas the most common hiddeénsirengrhs were emonional
self-control, building bonds and organizagida:dl awareness. Both sets are im-
portant to acknowledge and deal with @6 maximize the alent development
within any organization.

Chaprer 5 presents leadershigcdévelopment as a journey, which passes
through parnicular stages and\steps; from a ranonal, ego-based as-usual
leadership, to a type of leadership thar is radically ethical, authentic leader-
ship = essentially led twythe interests of others rather than personal gain.
Using these ideas, iy chapter explains how assessment can help develop
transpersonal leadership journeys, and presents rwo key leadership assess-
ment tools and processes to do this. The outcome of using these leadership
assessment tools is the identihication of development needs = which form the
starting point of the following talent development methods, ranging from
giving feedback through to eam interventions.

Once needs have been identified, delivering thar communicarion in a way
that stimulates motivated development with a forward focus, rather than
creating stunted and resentful action on previous performance, is the focus of
Chapter 6. Feeding back/forward for talent development is an important skill
for all leaders and HR pracritioners, as it can provide such immediate but long-
lasting effects. Strategies and tactics for delivering messages using neuroscience
are shared, with a working example, The case study provides another example
of how feedback can be given in team contexts. Feeding forward is essential
to the success of using leadership assessment for talent development.
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Delivering messages for development is often done through one-to-one
coaching, and so is particularly relevant to Chapter 7, coaching for talent
development. Yet coaching is much more purposively about helping the
mdividual develop awareness, and identifying and overcoming blockages o
talent development., Such awareness and blockages might be beliefs or par-
ticular interpretanons of the behaviours of others, in relanon to the leader-
ship assessments undertaken. Coaching has a powerful role in positively
moving people forward.

Another way of positively developing long-lasting behavioural change
15 through real workplace projecrs. Chapter 8§ explains how to design work-
place projects tor talent development. Here, helping individuals design a
project to specifically address their development needs creates a high level of
ownership, bur also adds a level of authenticity to the learning thar cannot
be replicated through traming. Thorough workplace projects thar require
individuals to investigate how to undertake them, and how to reflect on
their experience, can also be rewarded through unipecity credits = adding
a higher level of credibulity and performance.

For the talent development of senior leaders; Chaprer 9 discusses direcror
peer groups (DPGs). Afrer a leadership asssksinent, or as part of one, DPGs
can be used for highly relevant, deep indpact learning using action learning
processes, Here, executives share a ngaiife issue with peers thar is construc-
tively explored and challenged, leading o acnion points/plans. Over time,
the outcomes of these plans agealso shared for an ongoing cycle of collabo-
rative sharing, constructive challenge, and essentially experiential learning
alongside strategic probigm solving.

Chaprer 10 shargsgaother way of developing ralents with teams or whole
organizations: leadership storyrelling. The power of stories works through
the architecture of the brain to create a connection (limbic resonance) to
stimulare developmental thoughts or actions - often metaphorically racher
than via a direct communication. A key message from neuroscience, intro-
duced in Chapter 2, is thar allowing people to make their own decisions can
have a longer lasting impact on learning and engagement.

Whichever talent development strategies are chosen to supplement leader-
ship assessments, it is important to know the fruits of that investment. In
contemporary organizations, expenditure is closely monitored and, for many,
budgets are reducing. Being more strategic about where to place alent
development or indeed leadership assessment is the tocus of Chapter 11,
This chapeer is about improving results through measuring the ‘return on
investment” of the decisions you make on leadership talent development. A
key advantage of the type of leadership assessments discussed in this book
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