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Becoming a More Versatile Learner
Maxine A. Dalton

(Stock No. 402)

When it comes to developing your leadership skills, some of the best leadership lessons come
from your work experience. But how do you make the most of those opportunities? By
tapping into a variety of learning tactics and not depending on what’s most comfortable and
familiar to you.

Executive Summary
Lessons learned from job experiences are an essential element to a manager’s leadership

development. But if you rely too much on a preferred learning tactic you might not be able
to learn from your work experiences.

There are four sets of learning tactics that you can use: feeling, action, thinking, and
accessing others. Individuals who use feeling tactics are able to manage the anxiety and
uncertainty that is associated with undertaking new challenges. They aren’t afraid to question
their motives when avoiding a challenge. However, such individuals can be so concerned
about how others see them that they can become frozen in indecision.

Individuals who use action tactics learn by doing. They confront a challenge head on,
dig in with both hands, and figure out as they go along. But their reliance on action and
quick decision making means they can act without all the necessary information.

Individuals who learn by means of thinking tactics work things out by themselves.
They recall the past for similar or contrasting situations. They can skillfully analyze situa-
tions, but can be prone to gathering too much information and not putting it to use. Others
may see such managers as rude and standoffish.

Managers who learn by accessing others seek advice, examples, support, or instruction
from people who have met a challenge similar to the one they face, or they learn how to do
something by watching someone else do it. However, relying too much on others can make
these managers reluctant to act. They may not trust their own judgment and be viewed by
others as incompetent and unable to cope.

You can develop your leadership skills if you employ a variety of learning tactics. You
learn the most when you have a strategy that coordinates what you want to learn with the
challenges that are likely to teach those lessons, and with the tactics that enable learning.

Click here to order Becoming a More Versatile Learner.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=DevelopingAdaptability(LeadingYourself)&ProductID=1-882197-38-0(LeadingYourself)
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Building Resiliency: How to Thrive in Times of Change
Mary Lynn Pulley and Michael Wakefield

(Stock No. 413)

It may be human nature to resist change—particularly when it’s delivered as a hardship,
disappointment, or rejection. But by developing resiliency managers can not only survive
change, but learn, grow, and thrive in it. In fact, for leaders, developing resiliency is critical.
Resiliency helps managers deal with the pressures and uncertainties of being in charge in
organizations today.

Executive Summary
Resiliency allows you to recover quickly from change, hardship, or misfortune. Resil-

ient people demonstrate flexibility, durability, an attitude of optimism, and openness to
learning. A lack of resilience is signaled by burnout, fatigue, malaise, depression, defensive-
ness, and cynicism. Resiliency not only gives you the tools to handle hardship and disap-
pointment, but it allows you to develop new skills and perspectives that lead to continued
success at work and away from the job.

People often view resilient people as characteristically unflappable, strong, or unaf-
fected. But being resilient isn’t the same as being tough, even though dogged determina-
tion—especially the determination to learn from mistakes and successes—plays a key role. A
resilient person gets that way by broadening his or her perspective, by being open to change,
and by being willing to learn.

Resiliency is important because change is so pervasive. Today’s organization typically
encounters all kinds of change that can affect your leadership skills, your managerial perfor-
mance, even your career. It can change its mission, its global focus, or its strategy. Changes
can occur to the environment in which an organization works or to the marketplace it serves.
You can survive and even flourish during such times of constant and complex change by
building skills in resiliency.

Resiliency can be developed. It’s possible to change your views, habits, and responses by
modifying your thoughts and actions in nine areas: acceptance of change, continuous learn-
ing, self-empowerment, sense of purpose, personal identity, personal and professional net-
works, reflection, skill shifting, and your relationship to money. By becoming resilient you
can absorb and learn from personal and career changes, making them key components of
your leadership development.

Click here to order Building Resiliency: How to Thrive in Times of Change.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=DevelopingAdaptability(LeadingYourself)&ProductID=1-882197-67-4(LeadingYourself)
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Ideas Into Action Guidebooks

Building Your Team’s Morale, Pride, and Spirit
Gene Klann
(Stock No. 426)

To build morale, pride, and spirit, a leader needs certain characteristics and skills. This book
will help you determine your current level of readiness. It describes two key factors: time
spent together in shared experiences and communication among team members. The results
of building morale, pride, and spirit include cooperation and loyalty from team members,
enhanced productivity and efficiency, and tangible economic and relational outcomes. The
leader is the key to the success of the process.

Executive Summary
When morale, pride, and spirit are present within a team, productivity is high, relation-

ships are strong, and it is actually fun to go to work. Without morale, pride, and spirit, the
situation is very different. There will be dissatisfaction, lethargy, negativism, friction, and a
lack of cooperation.

People have a variety of needs: physiological, safety, and social. The social needs gener-
ally have two components: the desire to be validated by others and the desire to be part of
something that is greater than oneself. Building morale, pride, and spirit helps to meet these
social needs.

Two components must be present to build morale, pride, and spirit. The first is an
easily understood and routinely emphasized vision, mission, and goals. The second is a
uniform and clear set of operating rules, standards of performance, values, norms, bound-
aries, and conventions of behavior. These should be written, constantly reinforced by leader-
ship, clearly understood by every member, and consistent with each other.

A leader trying to create an environment where morale, pride, and spirit can thrive
should possess certain characteristics and skills. You can assess your current level of readiness
and determine areas that you need to develop further.

There are two key factors in the building of morale, pride, and spirit: the time spent
together in shared experiences and the communication among team members. It is the
quality and quantity of both time and communication that bring success. Shared experiences
cause team members to change from focusing on themselves to identifying with the team.
Communication is a key link that bonds a team. It is fundamental to positive and lasting
relationships.

Building morale, pride, and spirit is a challenging process. The leader is the key to its
success.

Click here to order Building Your Team’s Morale, Pride, and Spirit.

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=ManagingTeams(LeadingOthers)&ProductID=1-882197-86-0(LeadingOthers)
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Choosing an Executive Coach
Karen Kirkland Miller and Wayne Hart

(Stock No. 410)

Executive coaching promises dramatic results. But you won’t get those results without care-
fully selecting the right coach. Make these four guidelines paramount:

1. Choose a coach with whom you are comfortable.
2. Choose a coach you can trust.
3. Choose a coach with solid business and organizational knowledge.
4. Choose a coach with excellent interpersonal skills.

Executive Summary
Executive coaching has become an increasingly popular option for managers and

executives who need individualized, unbiased input to help them make the most of their
developmental experiences. In its simplest terms, executive coaching is a formal engagement
that matches a qualified coach with an organizational leader in a series of dynamic, confiden-
tial sessions designed to establish and achieve clear goals. A good coaching relationship
improves business effectiveness for both the individual leader and the organization.

Coaching works best when it’s part of a development plan. Managers and executives
looking to capitalize on their developmental experiences should carefully consider whether
coaching is the best solution for their particular leadership challenge and situation. Although
most executives can think of areas in which they could benefit from expert help or advice,
executive coaches can’t provide all the answers.

Coaching engagements usually begin with one or more lengthy face-to-face meetings in
which the coach and the client build the rapport necessary for honest communication and
establish realistic guidelines and expectations. Preliminary screening helps to narrow the
coaching search. Be wary of prospective coaches who give vague answers to questions or
concentrate more on a sales pitch than on initial communication. Executives in the market
for a coach should also keep in mind that eighteen months is really the longest span of time
that a coaching engagement is likely to last—if the prospective coach says it will take longer,
then it’s fair to ask how effective a coach he or she really is.

Finding the right coach can be a challenge because executive coaching is an unlicensed
profession. Executives should look for a coach with whom they are comfortable, whom they
trust, who has business and organizational knowledge, and who brings to the working
relationship excellent interpersonal skills.

Managers who have identified skill areas they want to improve can often benefit
dramatically from coaching. Coaches can and should be selected to mesh effectively with the
manager’s personality and preferred learning style. In addition, a leader seeking a coaching
engagement should be open to change, ready for growth, and willing to invest energy and
time in learning to be a more effective leader.

Click here to order Choosing an Executive Coach.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=DevelopingAdaptability(LeadingYourself)&ProductID=1-882197-63-1(LeadingYourself)
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Communicating Across Cultures
Don W. Prince and Michael H. Hoppe

(Stock No. 406)

The wrong word, the wrong gesture, the wrong impression—cross-cultural blunders can have
serious business consequences such as lost customers, lost relationships, and lost opportuni-
ties. Managers can gain skill in communicating across cultures by reviewing their own
cultural conditioning, examining their experiences with other cultures, watching for discom-
fort that can signal cultural differences, and modifying their approach to communication.

Executive Summary
Cross-cultural communication blunders can lead to serious consequences—lost confi-

dence, lost customers, lost business relationships, and lost opportunities. Enhancing your
effectiveness in communicating across cultures requires several actions. You should expect
and identify cultural differences, draw cues from nonverbal communication, speak and write
clearly for other cultures, learn the importance of names and titles, use humor judiciously,
show your respect for other cultures, and become a lifelong learner of other cultures.

You can acquire these skills by concentrating on four points. First, examine your own
cultural conditioning. Second, review your experiences with other cultures. Third, watch for
discomfort that can signal cultural differences. Fourth, recognize and modify your communi-
cation approach.

The discomfort you feel when cultural boundaries collide can be used to your benefit
by alerting you to cultural differences. When you feel uncomfortable, it’s natural to retreat
from that discomfort. To be more effective when communicating across cultures, resist that
retreat. Stay with the discomforting experience and learn from it. Compare the unexpected
and discomforting behaviors you experience when communicating across cultures and
compare them to your knowledge of your own cultural expectations.

It’s impossible to understand all the communication nuances from all the world’s
cultures. But in today’s global business environment, if you want to present yourself as a
citizen of the world and to work effectively across cultural boundaries, you must be able to
communicate respect for the customs, habits, and rituals of others—especially for the people
who work with you. As you become more aware of these differences and more skilled at
communicating across those cultures, you become a better and more effective leader.

Click here to order Communicating Across Cultures.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=DiversityCulture(DiversityCulture)&ProductID=1-882197-59-3(DiversityCulture)
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Developing Cultural Adaptability:
How to Work Across Differences

Jennifer J. Deal and Don W. Prince
(Stock No. 422)

Dealing with cultural differences isn’t just an intellectual exercise. For managers working in
an increasingly global environment it’s a pivotal skill for practicing leadership. Contemporary
organizations demand an understanding of how to negotiate the complex social situations
that arise when many cultures come together.

Executive Summary
The workforce is much more diverse now than it was in the past, and it is anticipated

to become even more so in the future. Stretching your ability to effectively interact with
others who come from a different culture than yours calls for a new kind of flexibility for
handling differences and change—cultural adaptability. It demands willingness and an ability
to recognize and understand cultural differences, and to work effectively across them. Those
differences affect expectations, approaches to work, views of authority, and other issues. By
developing the skill of cultural adaptability, your interactions with people who are different
from you have a better chance of producing successful outcomes.

Developing cultural adaptability requires that you examine your own cultural founda-
tions, that you expect to encounter cultural differences, that you educate yourself about
different cultures, and that you learn from your cross-cultural experiences. For managers who
want to be or to remain successful in a global environment, cultural adaptability is a vital
leadership skill.

Click here to order Developing Cultural Adaptability: How to Work Across Differences.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=DiversityCulture(DiversityCulture)&ProductID=1-882197-80-1(DiversityCulture)
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Developing Your Intuition:
A Guide to Reflective Practice

Talula Cartwright
(Stock No. 425)

Leaders often have to make decisions without complete information, and those decisions are
expected to be not only right but also timely. Using reflective techniques can help you learn
to depend on your intuition for help in making good decisions quickly. Reflective practices
may seem time-consuming at the beginning, but the time you put in on the front end is well
worth the investment. It will pay you back both in time and in the quality of the decisions
you make.

Executive Summary
Strategic and tactical choices can’t always wait. Without the confidence to trust their

intuition, less effective managers may analyze too long, second-guess their decisions, or
change course midstream. Reflective techniques help managers understand that they have
alternative ways of thinking about problems. Managers who are open-minded about using
these reflective practices can boost their confidence in their intuitive thinking. They can learn
to trust their instincts when critical situations demand quick decisions and when complex
problems defy easy answers.

Reflective practices may be considered whole-brain activities. They work by connecting
R-mode and L-mode thinking, and thereby provide access to data, facts, values, experiences,
hunches, analysis, evaluation, intuition, different perspectives, and feelings. That connection
and access make reflection a whole-brain activity.

One of the most helpful tools for reflective practice is a journal. Keeping a journal
greatly improves the chances of remembering important experiences, and it also provides a
place to reflect on them. You can use your journal for writing, drawing, pasting in photos
and other visual images, and for recording your hunches. You can also combine journal
writing with other tools for reflective practice: imaging, dreams, analysis, and emotions.

The paradox managers learn as they grow accustomed to using reflective practices is
that even though these processes seem time-consuming at the beginning, they actually enable
the savvy and seasoned leader to make decisions more quickly. The time you put in on the
front end to strengthen your confidence in your hunches and gut feelings is well worth the
investment, and it will pay you back in time and in the quality of the decisions you make
and how effectively you solve problems.

Click here to order Developing Your Intuition: A Guide to Reflective Practice.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=CapacityToLearn(LeadingYourself)&ProductID=1-882197-83-6(LeadingYourself)
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Do You Really Need a Team?
Michael E. Kossler and Kim Kanaga

(Stock No. 412)

Teams are expensive and time consuming to launch, and leading a team is a full-time job.
Teams can do a great job of addressing complex problems and issues that affect many parts of
the organization and its people. But for decisions that must be reached quickly, or when a
diversity of perspectives is not needed, smaller and more easily managed work units are a
better choice. Before launching a team, analyze the task at hand to make sure that a team is
really what you need to get the job done.

Executive Summary
Teams can address many business challenges, replacing individual effort with group

strength. They enable some companies to take giant leaps forward, becoming faster, more
innovative, and more responsive to markets and customers.

But teams are not always the best way to meet a business challenge. Teams are expen-
sive and time consuming to launch, and leading a team is a full-time job. Before you launch a
team to meet the tasks your organization has placed before you, consider whether or not you
need a team to get results.

Teams are a good choice for addressing complex problems and issues that affect many
parts of the organization and its people. But for decisions that must be reached quickly, or
when a diversity of perspectives is not needed, smaller and more easily managed work units
are a better choice. Before launching a team, analyze the task at hand to make sure that a
team is the kind of work unit best fit to address the challenge.

Work units that traditionally exist in organizations include individuals, work groups,
collaborative work groups, teams, and high-performance teams. The situations best suited for
each of these work units depends on the complexity of the challenge and the degree of
collaboration needed to meet that challenge.

Before you can decide whether or not you need a team you will also need to determine
if your organization is going to support a team. Without organizational support, your team
cannot easily achieve its objectives. If your organization can’t back a team with development
programs, financial systems, mechanisms to show company-wide support, and rewards, then
it shouldn’t form a team (which will likely perform poorly or fail to meet objectives).

Teams are innovation engines and often the best chance for building new ideas, prod-
ucts, services, and solutions. To get the powerful benefits that teams promise, managers need
to be sure that a team is what is needed for any specific business goal, and that the organiza-
tion will support a team in its work.

Click here to order Do You Really Need a Team?

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=ManagingTeams(LeadingOthers)&ProductID=1-882197-66-6(LeadingOthers)
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Feedback That Works:
How to Build and Deliver Your Message

Sloan R. Weitzel
(Stock No. 405)

Effective feedback, whether it’s meant for your boss, your peers, or your direct reports, is
built around three ideas. One, focus on the situation. Two, describe the other person’s behav-
ior you observed in that situation. And third, describe the impact that behavior had on you.
The result is a message that is clear and that can inspire action and productive change.

Executive Summary
Oftentimes managers who develop specific “what if ” scenarios and examine business

data with the intense rigor of a scientist use no such specifics or data when evaluating the
company’s most important capital: employee performance. Information about performance,
delivered in a way that is clear, nonjudgmental, and specific, helps all employees identify
ways in which they can improve. Effective feedback requires that you use the same attention
to detail that you employ when analyzing business information to the development of your
leadership skills.

During the course of giving feedback to tens of thousands of people over many years,
CCL has developed a feedback technique we call SBI, shorthand for Situation-Behavior-
Impact. Using this technique, you can deliver feedback that can help the recipient see more
easily what actions he or she can take to continue to improve performance or to change
behavior that is ineffective or even an obstacle to performance.

The SBI technique can be described by its three components. The first step in giving
effective feedback is to capture and clarify the specific situation in which the behavior oc-
curred. Describing behavior is the second step to giving effective feedback. The final step in
giving effective feedback is to relay the impact that the other person’s behavior had on you.

As you practice this technique and put it into action, there are some pitfalls of which
you should be aware. For example, don’t back out of the feedback with “second thoughts.”
Don’t cushion your feedback with such phrases as “You aren’t going to want to hear this . . .”
as it tends to put your audience on the defensive.

Review the situation, behavior, and impact steps that build effective feedback and
practice those steps at every opportunity. Take time to reflect on your feedback efforts. As
you become more familiar with the approach and more comfortable with the delivery, your
feedback skills will become more and more effective, and the people around you will benefit
from your improved leadership in this area.

Click here to order Feedback That Works: How to Build and Deliver Your Message.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=BuildingRelationships(LeadingOthers)&ProductID=1-882197-58-5(LeadingOthers)
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Finding Your Balance
Joan Gurvis and Gordon Patterson

(Stock No. 427)

Balance isn’t an issue of time, but an issue of choice. It’s about living your values by aligning
your behavior with what you believe is really important. Aligning your behavior with your
values is much like any other developmental experience; the basic process involves assess-
ment, challenge, and support. This book will help you determine where you are, define
where you want to go, and then put into place the tools you need to get there.

Executive Summary
Balance isn’t an issue of time, but an issue of choice. It’s about living your values by

aligning your behavior with what you believe is really important. When your life doesn’t
reflect the satisfaction of your values, you feel that inconsistency as some measure of
imbalance.

Aligning your behavior with your values is much like any other developmental experi-
ence; the basic process involves assessment, challenge, and support. You need to determine
where you are, define where you want to go, and then put into place the tools you need to
get there.

Assessment helps you understand and gain clarity about your current situation so that
you can identify the gaps between your present reality and the future you desire. One simple
form of assessment is to inventory how you spend your time. You can also seek input and
feedback from those around you. Your definition of success is another fundamental element
of your assessment.

When you have assessed where you are in your quest for a more balanced life, you will
be in a good position to determine the challenges you will face. Three common challenges to
making personal changes are time, supervisory behavior, and fear.

Another necessary ingredient of a lasting developmental experience is support. Recog-
nize that you can’t do it all. Know how hard you can push and when to step back and re-
group. Your capacity to work is not boundless; building in enough time to relax and recharge
is critical.

Balance is about more than how you spend your time. It’s about how you live your life.
It’s about aligning your behavior with your values.

Click here to order Finding Your Balance.

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=ManagingYourself(LeadingYourself)&ProductID=1-882197-87-9(LeadingYourself)
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Giving Feedback to Subordinates
Raoul J. Buron and Dana McDonald-Mann

(Stock No. 403)

For whatever reason, managers find it hard to give feedback to their direct reports. To suc-
ceed in your leadership role, make feedback a part of developing your direct reports to their
full potential. Learn how to provide effective feedback that is empowering, not damaging;
that is constructive, not debilitating.

Executive Summary
Given its potential to bolster improved performance, managers should eagerly supply

feedback to their subordinates. But it doesn’t happen often. Most people work without the
benefits of effective feedback.

Giving feedback often gives you the best chance of reinforcing positive behavior and of
influencing change in unacceptable behavior. You should also give feedback in a timely
manner, and not wait too long to comment on a direct report’s behavior. Making employees
aware of potential opportunities and providing constructive steps they can take to achieve
those goals are key motivations for providing effective feedback to subordinates. Addressing a
performance problem is also a good use of feedback.

When giving feedback to your direct reports, be specific, keep it simple, and steer clear
of interpreting behavior. It helps if you can catch direct reports doing things right, so that all
your feedback isn’t focused on negative behavior.

Giving feedback can provoke an emotional reaction. In dealing with feedback’s emo-
tional impact, take into account the individual situation; recognize that people process
information differently; factor in health, personal, and family problems; and draw on your
direct report’s problem-solving abilities.

Like the other leadership skills you have developed, giving feedback to subordinates
may at first feel unnatural and uncomfortable. Don’t be concerned if your initial attempts are
awkward. Take that first step. The ability to provide feedback to direct reports is a skill that,
with practice, you can carry out with confidence and with great effectiveness.

Click here to order Giving Feedback to Subordinates.

Ideas Into Action Guidebooks
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How to Form a Team: Five Keys to High Performance
Kim Kanaga and Michael E. Kossler

(Stock No. 414)

If you are a department head or project manager, or if you are the senior-level champion or
sponsor of a proposed team, you need to understand the five factors critical to building
effective teams and how to use those factors to lay the groundwork for successful teams.

Executive Summary
One of the first steps to take toward increasing team effectiveness is to pay attention to

how the team is formed. You can head off most of the problems that beset teams during the
formation stage by setting a clear direction, securing organizational support, building an
enabling team structure, developing key relationships, and monitoring external factors.

For members of a team to work effectively together, they need to have a shared under-
standing of why the team exists and what the team members are expected to accomplish.
Team members should be able to state the team’s purpose in a simple, direct way and be able
to communicate that purpose to all stakeholders in a consistent manner.

Make special efforts to ensure that your organization supports the team you’re forming
with adequate resources, organizational sponsorship, recognition of team member responsi-
bility and team authority, a means of providing feedback on performance, and a team-
oriented reward system.

The actual structure of the team also helps it to be successful. Designing a strong team
defines, among other things, team member responsibilities (which team members will play
what roles on the team) and determines what technical and interpersonal skills the team
needs to accomplish its task.

In addition to selecting the right team members and building internal processes, you
will need to identify important stakeholders in and outside of the organization. The degree to
which you need to develop these relationships depends upon your team’s tasks, but at the
least your team should have some understanding of the necessity of building and maintaining
solid relationships outside the team.

The team you form will be subject to environmental factors inside and outside the
organization. Identifying and maintaining an awareness of environmental influences, de-
mands, and changes can help you build a team that can achieve a higher level of perfor-
mance. The team you form won’t just react to change but maintains an awareness of change.

Organizations seek high performance from their teams. When you form a team using
the five principles described in this guidebook, it has a good chance of meeting those
expectations.

Click here to order How to Form a Team: Five Keys to High Performance.
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How to Launch a Team: Start Right for Success
Kim Kanaga and Sonya Prestridge

(Stock No. 417)

Getting your team off on the right foot is critical to its success. To launch a team so that it
increases its chance of success, managers and team leaders should pay attention to four
critical points: setting purpose and direction, defining roles and responsibilities, designing
procedures and practices, and building cooperation and relationships. Understanding and
implementing these elements is key to helping your team accomplish its mission.

Executive Summary
When an organization sponsors a team, it’s usually to address a challenge deemed

essential to organizational success. Meeting that challenge might mean implementing new
ways of working, entering new markets, or developing a new product. Teams can produce
innovative solutions to complex problems, enabling organizations to be faster, more respon-
sive, more competitive, and more successful in meeting their missions. But these kinds of
results aren’t guaranteed. It’s not always easy for teams to deliver high performance. A good
start is crucial to ensuring that your team will function successfully.

To launch a team toward success, managers and team leaders should pay attention to
four critical points: setting purpose and direction, defining roles and responsibilities, design-
ing procedures and practices, and building cooperation and relationships. Understanding and
implementing these elements are key to a successful launch and, in the end, essential to a
team’s achieving the organization’s goals.

Setting purpose and direction hinges on your team’s understanding its mission, creating
its goals, and being able to act upon its goals. Defining roles and responsibilities requires
team members to have a clear understanding of what they contribute to the team and what
the team is asking of them. Designing procedures and practices means paying attention to
how decisions are made on your team, working out how to handle team communication, and
having the team understand and agree to team norms. Building cooperation and relation-
ships during the team launch means establishing a sense of camaraderie, managing conflicts,
reviewing and monitoring external relationships, identifying critical success factors, and
defining the relationship between the team and its leader. Team members need to feel in-
spired by the opportunity, and confident that they will have the resources and support
needed for success. A strong launch sets a clear direction, an inspiring challenge, and a
cooperative spirit that will enable your team to serve the organization with exceptional
performance.

Click here to order How to Launch a Team: Start Right for Success.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=ManagingTeams(LeadingOthers)&ProductID=1-882197-71-2(LeadingOthers)


18
©2004 Center for Creative Leadership

Influence: Gaining Commitment, Getting Results
David Baldwin and Curt Grayson

(Stock No. 424)

Influence is an essential component of leadership. Developing your influence skills can help
you gain commitment from people at all levels: direct reports, peers, and bosses. Some
effective influence tactics depend on logic, others appeal to emotions, and others are coopera-
tive appeals. Use every influence attempt as a learning experience, and you can enhance this
crucial leadership capability.

Executive Summary
When looking for results, contemporary organizations rely less on hierarchy and more

on a leader’s ability to influence and win commitment. Influence tactics can produce three
different outcomes: resistance, compliance, and commitment. The most desirable outcome
is, of course, commitment, and developing your influence skills can help you gain commit-
ment from people at all levels: direct reports, peers, and bosses.

The first step is to assess the influence tactics you currently use. Some tactics depend
on logic, others appeal to emotions, and others are cooperative appeals. If you discover that
there are tactics you rarely use, you can develop those tactics to become more effective.

When you need to influence someone, planning is important. Set your goals: deter-
mine what you want to accomplish and whom you need to influence. Consider any benefits
and challenges you may have going into the situation so that you can capitalize on the
benefits and address the challenges. Identify the influence tactics that are likely to work best,
and think back to your assessment of your own skills. Pay special attention to the tactics you
rarely use, and think about how you can develop them before the influence session.

When it’s time for the actual dialogue, set the stage for your request and establish
rapport with the other person. Then use your plan to help you focus during the conversation.
Capitalize on points of agreement to move toward your desired outcome. Afterward, record
what happened and think through what you have learned. In this way, every influence
attempt becomes a learning experience, and you continue to enhance your capability.

Influence is crucial to good leadership. These suggestions can help you maximize your
influence skills and achieve desirable outcomes.

Click here to order Influence: Gaining Commitment, Getting Results.
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Keeping Your Career on Track: Twenty Success Strategies
Craig Chappelow and Jean Brittain Leslie

(Stock No. 408)

What are the most common mistakes that threaten successful careers? Poor skills in interper-
sonal relationships, the inability to build and lead effective teams, an unwillingness to adapt,
and the lack of strategic focus all contribute to executive derailment. Bolster your skills in all
these areas to ensure your effectiveness and to keep your career moving forward.

Executive Summary
By comparing successful managers to those who derail, the Center for Creative Leader-

ship has identified specific factors that lead to success and other factors that force once-
successful careers off the track. Managers who are aware of those factors and conduct an
honest self-assessment of their leadership skills can go a long way toward keeping a career
headed in the right direction.

A successful manager has reached at least the general management level and, in the eyes
of senior executives, remains a likely candidate for promotion. The most commonly men-
tioned characteristics indicating success describe leaders who: establish strong relationships;
hire, build, and successfully lead teams; have outstanding track records of performance; and
adapt and develop during transitions.

A derailed manager is one who, having reached the general manager level, is fired,
demoted, or reaches a career plateau. In almost every case, a derailed manager exhibits high
potential for advancement, holds an impressive track record of results, and holds a solidly
established leadership position—until hitting the derailment trap. Five key characteristics
have been observed in derailed executives. Leaders who derail: have problems with interper-
sonal relationships; fail to hire, build, and lead a team; fail to meet business objectives; are
unable or unwilling to change or adapt; and lack a broad functional orientation.

Executives who rise from technical to managerial roles can face challenges in any of
these five areas. Fortunately, they can also adopt strategies that take their cue from the
descriptions of leaders who enjoy long-term career success. They can avoid the derailment
track and work toward long-term success by developing, strengthening, and diversifying their
skills among these four leadership qualities: interpersonal skills; team leadership; achieving
business objectives; and adaptability and openness to change.

None of these success characteristics or fatal flaws is enough to control the outcome of
an entire career. Still, most managers who have potentially derailing flaws but the ability to
learn and develop can use leadership training, feedback, and developmental assignments to
overcome possible career failure and prepare themselves for more senior leadership roles.

Click here to order Keeping Your Career on Track: Twenty Success Strategies.
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Leading Dispersed Teams
Michael E. Kossler and Sonya Prestridge

(Stock No. 423)

Dispersed teams are a necessary, strategic work unit in a world that continues to grow more
interconnected every day. Guiding them to their full potential is a difficult challenge for even
the most seasoned team leader. Solving potential communication problems and devising
processes for making decisions and managing conflict are key leadership challenges for those
managers. Creating an effective first-time meeting and securing organizational support are
critical to success.

Executive Summary
Dispersed teams have members who are not in the same place; they come from differ-

ent countries, cultures, and time zones. Like local teams, dispersed teams need a well-planned
design and structure, the right composition, and teamwork and trust. But there are signifi-
cant differences between dispersed and local teams, and leaders of dispersed teams must pay
special attention to those differences in order to exploit the advantages of dispersed teams
while mitigating their disadvantages.

Before launching a dispersed team, it’s important to assess the organization’s readiness
to support it. To succeed, a dispersed team needs thorough planning and adequate support. It
must have a defined purpose, clear and measurable goals and objectives, and tasks that
require members to work together. Roles and authority must be carefully defined, and there
must be timelines and performance measurement and learning systems. The team must have
the right people and be the right size. The technology to maintain communication among
members is essential.

If you determine that your organization is ready to launch a dispersed team, the next
step is to carefully plan its first meeting. If at all possible, the first meeting should be face-to-
face, giving the members the opportunity to get to know each other personally and thereby
setting the stage for collaboration.

Once a dispersed team has been launched, there are three specific attributes of team-
work that must be emphasized: communication and information sharing, decision making,
and conflict resolution. Since good communication is so important to a dispersed team, each
member should understand the capabilities of each communication tool and which one is
best suited to which kind of information-sharing task. Facilitating effective decision making
is a complex challenge for the leader of a dispersed team; the team must formalize how
decisions are to be made and communicated to the members. And since a dispersed team
almost invariably experiences some type of interpersonal conflict, the leader must guide the
team in planning a process for managing conflicts as they occur.

Dispersed teams present unique challenges. Organizations need to prepare for and
support them properly to realize their full potential.

Click here to order Leading Dispersed Teams.

Ideas Into Action Guidebooks

http://www.ccl.org/CCLCommerce/store/publications/publicationProductDetail.aspx?CatalogID=Publications&CategoryID=ManagingTeams(LeadingOthers)&ProductID=1-882197-81-X(LeadingOthers)


21
©2004 Center for Creative Leadership

Learning from Life:
 Turning Life’s Lessons into Leadership Experience

Marian N. Ruderman and Patricia J. Ohlott
(Stock No. 407)

What can you learn from nonwork experiences? Plenty. Private life encourages and enhances
leadership development by providing opportunities for you to develop psychological
strength, by providing support through family relationships and friendships, and by offering
opportunities to learn.

Executive Summary
Most managers and executives will tell you they get the most influential and effective

developmental training on the job. Too often, however, those same managers and executives
discount what can be learned from experiences outside of work.

Although nonwork roles and responsibilities can limit and interfere with performance
at work, there is another side to this story. Interests, roles, and responsibilities outside of
work can also serve as creative and supportive sources for learning how to be a more effective
manager.

What can you learn from nonwork experiences? For one, you can develop your inter-
personal skills. You can also learn to handle multiple tasks. Another area you can develop
from nonwork experiences is using relevant background and information to handle difficult
work challenges.

There are three important ways in which private life encourages and enhances leader-
ship development. The first is by providing opportunities to develop psychological strength.
A second way is through the support of family relationships and friendships, which can
encourage and advise you. A final way is through learning opportunities. The roles you play
off the job can be your laboratory for mastering management skills.

Away from work, your personal relationships can provide support for handling leader-
ship challenges. Your personal activities and relationships can provide motivation and oppor-
tunities to learn leadership skills. At the same time, work experiences can enrich your per-
sonal life.

Don’t look at the division between personal life and professional work as a conflict but
as an opportunity for learning and for building skills that can make you a more effective
leader.

Click here to order Learning from Life: Turning Life’s Lessons into Leadership Experience.
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Maintaining Team Performance
Kim Kanaga and Henry Browning

(Stock No. 420)

Team success isn’t inevitable. Leaders who monitor and maintain their team so that it oper-
ates at peak efficiency can ensure that it successfully achieves its goal. By assessing their team’s
effort, knowledge and skills, tactics, and group dynamics, leaders can diagnose problems and
make corrections to bring the team back on track.

Executive Summary
Whether they have launched a team to achieve a business objective or have inherited

one, leaders need to monitor the effectiveness of that team on an ongoing basis and make
course corrections that keep small problems from becoming major disasters. Teams fre-
quently run into obstacles and problems. Many fail to live up to their potential, fail to deliver
expected outcomes, or fail to produce their results in a timely manner. Many of these failures
can be prevented if team leaders assess their team’s effectiveness at regular intervals and
monitor their team’s performance.

There are six key aspects, or dimensions, that are consistent across all teams. If all of
these dimensions are strong within a team, the team has the means to conduct its work and
perform effectively. Those dimensions are a clear purpose, an empowering team structure,
strong organizational support, capable internal relationships, harmonious external relation-
ships, and efficient information management. When problems emerge in teams, they can
often be traced to a flaw in the team’s basic foundation. Perhaps the team doesn’t have a clear
mission. Maybe it doesn’t have the support it needs from the top level of the organization.
Team members may not be clear about their roles and responsibilities. Maybe the team hasn’t
been given the time, the training, or the authority it needs to carry out its task.

There are four indicators that signal when a problem exists along one of the six dimen-
sions. Even the best-formed teams can run into trouble when people leave, the market shifts,
or the organization realigns for strategic reasons. By assessing their team’s effort, knowledge
and skills, tactics, and group dynamics, leaders can diagnose problems and make corrections
to bring the team back on track.

Click here to order Maintaining Team Performance.
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Making Creativity Practical: Innovation That Gets Results
Stan Gryskiewicz and Sylvester Taylor

(Stock No. 421)

Creative solutions can be challenged and defended in the pursuit of profitability. But first,
creativity must be demystified. The process of making creativity practical provides leaders
with a problem-solving approach that produces high-quality ideas that are appropriate to the
task—which means groups and organizations can implement them with less risk.

Executive Summary
Creativity is crucial to an organization’s survival. Managers know this, and often they

are responsible for instigating and implementing creativity in their organizations because
they are called to solve problems and deliver results. A process of practical creativity can help
leaders manage innovation in a way that produces answers that the organization can
implement.

To make creativity practical, managers will want to carry out five related activities.
One, they will want to state the problem in a way that encourages creative problem solving.
Two, they should become familiar with different problem-solving styles. Three, they should
learn and understand creative pathways connected to problem-solving styles in order to set a
direction for their innovation efforts. Four, they need to lead their teams or work groups in
generating ideas. Finally, leaders will want to evaluate those ideas to select those that are most
likely to be effective.

Managers who doubt that the creative process can reliably produce results—that it can
be made practical—are reminded that only the idea-generation stage needs to run without
limiting interference. Managers are free, and are encouraged, to guide other parts of the
process toward results that their organizations can support and implement. In essence, this is
the core of practical creativity.

Practical creativity reconciles creativity with management and is linked to the context
of problem solving, grounded in reality, and focused on productivity. Managers are often
trained to minimize risks and to value predictability, but creativity is risky and unpredictable.
Managers can use a process of practical creativity to solve problems efficiently and to manage
the problem-solving process by altering it to more closely align with the organization’s
current challenges.

Click here to order Making Creativity Practical: Innovation That Gets Results.
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Managing Conflict with Direct Reports
Barbara Popejoy and Brenda J. McManigle

(Stock No. 418)

Conflict between managers and direct reports affects their work and influences how produc-
tive and effective an organization can be. Managers who can see both sides of a conflict can
resolve it, but that means assessing the differences between themselves and their direct reports
and finding out how those differences impact the conflict. With that knowledge they can
make a plan to use before, during, and after a conflict resolution session that clarifies perfor-
mance expectations and provides ongoing feedback for support and development.

Executive Summary
Changing demographics, a cross-cultural workforce, turbulent shifts in the global

economy, new relationships between organizations and their employees, and other influences
can define the conflicts that arise in organizations and affect strategies for managing them.
Leading in such turbulent times requires managers to develop an understanding of multiple
perspectives and to be willing to reshape their point of view. That skill—seeing more than
one position—is crucial to developing a strategy that will help you manage conflict between
you and your direct reports.

Conflict between managers and direct reports highlights two particular areas. One, it
brings into play a power relationship that still exists even in this era of flatter organizations
and empowered employees. Two, it affects the work itself—the tasks for which managers and
direct reports share responsibility. In each of these areas managers can assess the differences
between themselves and their direct reports to find out how those differences affect the
conflict.

After that assessment, managers can devise a plan to use before, during, and after a
conflict resolution session. That plan can include, among other things, being aware of emo-
tional triggers, clarifying performance expectations, and dealing with differences. A focus on
behavior and openness to new solutions will go a long way toward resolving a conflict be-
tween a manager and a direct report.

Click here to order Managing Conflict with Direct Reports.
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Managing Conflict with Peers
Talula Cartwright

(Stock No. 419)

Peer conflicts that arise from incompatible goals or from different views on how a task should
be accomplished can usually be resolved. But peer conflicts that involve personal values,
office politics and power, and emotional reactions are much more difficult to deal with.
These seemingly intractable conflicts require careful attention if managers want to build
effective relationships that will bolster their ability to achieve organizational goals.

Executive Summary
In any organization, conflicts are bound to occur between managers. Because they can’t

be avoided, effective managers learn to manage them by examining three key issues. They
assess their emotional “hot buttons” that trigger ineffective behaviors and make conflict
difficult to manage. They examine their personal values and how those might conflict with
what their peers find important. Finally, they assess their own and their peers’ power in the
organization and learn how it influences the resolution of conflicts. Paying attention to these
issues will help managers learn how to resolve conflict in a way that fosters and maintains
effective working relationships.

There are several helpful tactics for approaching a conflict you are having with a peer.
Try to understand your peer’s point of view, motivation, and reaction to the conflict. Identify
your motives, goals, and agendas and those of your peer. Look for points of mutual agree-
ment. Express your emotions in a way that is helpful to resolving the conflict. Follow up with
the person with whom you were in conflict. Note your initial reaction to a conflict and
analyze why it occurred. Finally, always look ahead and don’t dwell on the past—find the best
in people and in the situation.

When you are in conflict with a peer, it can be useful to see the other person as a
partner and not an adversary or opponent. Each of you has a different view based on such
aspects as your values, management style, and power in the organization. Building awareness
of and accepting the differences between you are good first steps in managing conflict. It may
take more than one session of negotiation or discussion, but making the situation more
comfortable and alleviating personal and political animosity will help move the conflict
toward resolution—and that will bring the best results to your organization and build the
working relationships you need to become and remain an effective leader.

Click here to order Managing Conflict with Peers.
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Managing Conflict with Your Boss
Davida Sharpe and Elinor Johnson

(Stock No. 416)

Successful managers seek out, build, and maintain effective relationships with others. Manag-
ers who derail or are otherwise sidelined during their careers often mishandle interpersonal
relationships. One common problem related to relationships is unresolved conflict with a
boss or showing unprofessional behavior related to a disagreement with upper management.

Executive Summary
When conflict arises between people at different levels in the organization, the path

toward resolution can be hard to see. Before you can manage a conflict with your boss, it’s
important for you to examine your own definition of conflict, your beliefs about conflict,
and your behavior during a conflict situation. It also requires you to assess your boss’s percep-
tion and expectation of your performance.

Your boss may also have expectations related to your style of creating and maintaining
effective working relationships. Many bosses have a high regard for loyalty, openness, toler-
ance, and focus. If you fail to meet those expectations, conflict can result. Likewise, you
should be aware of your own expectations regarding what you need from your boss in terms
of performance, support, and feedback. When you understand the expectations on both sides
you will have a broader understanding of the landscape on which the conflict rests and be
better able to work toward a resolution.

A seven-step conflict management plan includes (1) building your personal awareness,
(2) clarifying your view of conflict, (3) understanding the perspective of others, (4) brain-
storming a solution, (5) creating an action plan, (6) implementing the action plan, and
(7) reflecting on the process to learn what works and what doesn’t.

Click here to order Managing Conflict with Your Boss.
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Ongoing Feedback: How to Get It, How to Use It
Karen Kirkland and Sam Manoogian

(Stock No. 400)

Do you want feedback that will really do you some good? Consider the source. Think about
who to ask, when to ask, and how to ask. But don’t stop there. Learn to evaluate the content
of the feedback you’ve received so you can use it effectively.

Executive Summary
Many managers know that they need feedback but are unsure about how to get it.

To gain the feedback that can benefit you most, consider who to ask, when to ask, and how
to ask.

When you think about who to ask for feedback, think of a person whose opinion you
respect and who will encourage you to improve your effectiveness. It’s also helpful if you ask
someone whose work style is different from your own so that you gain access to a new point
of view. The person from whom you seek feedback should be someone with whom you must
interact in order for you both to get results—that gives both of you a vested interest in the
feedback process.

In choosing when to ask for feedback, keep in mind that you should first identify your
development goals. Another consideration is frequency. The more often you receive feedback,
the more often you can put your goals into action.

You know who to ask and when—now you need to know how. CCL recommends
using a method it calls the Situation-Behavior-Impact (SBI) model. This means of receiving
feedback is very effective and simple, as it directs the person giving you feedback to stick to
the situation in which he or she observed you, describe your behavior in that situation, and
then tell you what kind of impact your behavior had.

Getting feedback is valuable in managing your own leadership development, but you
have to know how to use that feedback to reach your development goals. First, evaluate the
content of the feedback you’ve received. Is it accurate? What value does it have for you? How
important is it to you?

With continued practice you will find seeking and receiving feedback easier to do,
welcomed by others, and more rewarding both professionally and personally.

Click here to order Ongoing Feedback: How to Get It, How to Use It.
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Preparing for Development:
 Making the Most of Formal Leadership Programs

Jennifer Martineau and Ellie Johnson
(Stock No. 409)

If you want to get a good return on your investment in a leadership program, make sure you
have clear expectations, goals, and a plan to put what you learn into practice when you
return to the office. If you follow those steps you can substantially increase the benefits to
yourself and to your organization.

Executive Summary
Many managers, either through their own initiative or through company sponsorship,

attend formal leadership development programs. But many of those managers show up for
such programs without clear expectations, goals, or a plan to put what they learn into prac-
tice when they return to the office. Managers can substantially increase the benefits to
themselves and to their organizations by preparing for any formal developmental experience
they are scheduled to attend.

That preparation includes clarifying expectations, understanding and increasing moti-
vation for attending, and making sure that the work environment supports the changes in
behavior and perspective that lead to more effective leadership.

Managers can clarify their expectations by determining the content of the program and
by mapping that content to their specific development needs, both in their immediate
circumstances and with an eye toward their long-term career goals. Managers should also
connect their personal leadership development goals to their company’s strategic goals.
Another way for managers to prepare for a formal developmental experience is for them to
gauge their enthusiasm for attending and making sure they are motivated to make the most
from the experience.

Participating in a formal development program is just the first step in building skills
that can make a manager a more effective leader. When managers return from such a pro-
gram to their established routine, they may find that organizational constraints hinder their
putting into practice what they’ve learned. Managers can prepare their work environment so
that it is more supportive of their developmental efforts by assessing any possible roadblocks
to their development, sharing their goals with others, integrating what they’ve learned into
everyday work life and personal life, setting aside time for practicing what they’ve learned,
and asking for feedback on their new behaviors.

With the right preparation, motivation, and action a formal development program can
provide managers with a deeper understanding of the skills and perspectives required to lead
people and organizations.

Click here to order Preparing for Development: Making the Most of Formal Leadership
Programs.
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Reaching Your Development Goals
Cynthia D. McCauley and Jennifer W. Martineau

(Stock No. 401)

Managers can use three strategies to develop their technical and interpersonal skills in their
drive to reach their development goals. First, seek challenging assignments. Second, get
targeted training when appropriate. Third, build relationships at work and off the job that
provide support.

Executive Summary
CCL research and practice shows that managers who commit to pursuing goals imme-

diately following a feedback experience are much more likely to capitalize on their strengths
and set a productive path for growth. There are three strategies that you, as a manager,
should fully use in your effort to learn, grow, and change.

One, seek challenging assignments. When you set a development goal, it makes sense
to seek out challenging assignments that will force you to work toward your goal. This is a
potent development strategy because it allows you to practice the skills and behaviors you are
trying to improve. You learn by doing, seeing what works and what doesn’t, and trying it
again. This strategy also motivates you to improve. If you don’t improve the skills and behav-
iors you’ve targeted, you’ll likely not do well in the assignment. It will be obvious to you and
others that you aren’t reaching your development goals.

Two, you should seek training for targeted skills. In addition to choosing some chal-
lenging assignments, you will want to explore training opportunities. Training programs are
most useful when you have identified a specific skill that will help you reach your develop-
ment goal. For example, if your goal is to become better at influencing peers, honing your
negotiation skills could help you reach that goal. Such programs also provide a safe place
within which to practice the new skills.

Three, you should seek developmental relationships. As you work toward your develop-
ment goals, you will need others to help you along the way. Begin by thinking about the kind
of data, advice, pushing, encouraging, and supporting you most need to reach your develop-
ment goal. Then think of who could best serve those needs. Don’t think too narrowly. Seek
people outside your immediate work group, family, and circle of friends. Once you have
identified the needed roles and potential people to provide those roles, go to those individu-
als, explain how you need their help, and enlist them in your developmental work.

Self-development is a lifelong pursuit. There are always opportunities and reasons to
improve your performance. Make it a point to revisit your accomplishments, monitor them,
and consider setting new goals.

Click here to order Reaching Your Development Goals.
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Setting Your Development Goals: Start with Your Values
Bill Sternbergh and Sloan R. Weitzel

(Stock No. 411)

There are three main reasons why your goals may fail to inspire and motivate change. One,
the goal isn’t valued—you haven’t committed your mind and heart. Two, your goal isn’t
specific—it’s too broad and overwhelming. Three, your goal isn’t supported—you don’t have
someone to be your coach, cheerleader, or mentor.

Executive Summary
When setting a goal, it’s crucial that you motivate both your mind (what you think you

should do) and your heart (what you value). If you bring both into the picture you’re more
likely to arrive at goals that are meaningful to you and that you can achieve. To bring your
heart back into the goal-setting process, examine how your goals align with your values—the
underlying life principles you believe are important. There’s little motivation for success if
you don’t connect your goals to your values.

Of course, to make all this work you need to know exactly what your values are. How
do you spend your time and energy? What are you passionate about? What do you need to
do more of? What should you cut back on? What is missing? CCL suggests looking at five
areas of your life—career, self, family, community, and spirit—and considering how in each
of those areas you are living out your values. Gaining this perspective will give you some
ideas about what you might like to change or improve.

At this point you’re ready to cast those ideas into the form of a SMART goal. A
SMART goal is specific, measurable, attainable, realistic, and timed. After drafting your
SMART goals, you can take action to achieve them. Plan how you can break your goals into
small, specific steps that will move you in the right direction. Ask friends, family, and co-
workers for their support as you work toward your goals. Revisit your goals at regular inter-
vals to make sure you’re on track and to re-energize your efforts.

Choosing and planning your goals is hard work. It takes time. It takes commitment.
The rewards, however, are great. By aligning your head with your heart you will set meaning-
ful, attainable goals that will help you make progress toward what you truly value in your life.

Click here to order Setting Your Development Goals: Start with Your Values.
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Three Keys to Development:
 Defining and Meeting Your Leadership Challenges

Henry Browning and Ellen Van Velsor
(Stock No. 404)

If you want to develop your leadership capacity, look toward three critical elements: assess-
ment, challenge, and support. Learn what your strengths and your development needs are.
Challenge yourself with new assignments that stretch your abilities. And create a support
network of people who can offer encouragement and feedback.

Executive Summary
For most people, the capacity for leadership must be continuously developed over a

lifetime of experience. At the Center for Creative Leadership, we believe there are three key
elements that drive leadership development: assessment, challenge, and support.

Assessment is information, presented formally or informally, that tells you where you
are now; what are your current strengths, what development needs are important in your
current situation, and what is your current level of effectiveness. Assessment is necessary
whenever your situation changes. At a minimum, make an assessment when you take on a
new role, when your job changes, when there has been a major organizational change, or
when you haven’t made an assessment for 12–18 months. As you plan your assessment, keep
in mind these three guidelines: (1) assess yourself and your situation; (2) use formal and
informal assessment techniques; and (3) balance self-assessment with data from other sources.

Challenge means you are stretched beyond your current capabilities. Depending on
how much of a stretch it is, you may feel comfortable facing a challenge, or you may feel
overwhelmed. Challenge may call for skills and perspectives not currently available to you, or
it may create imbalance for you and provide an opportunity to question established ways of
thinking and acting. A work situation that challenges you too little carries its own problems.
After completing the same type of assignments over and over you are prone to boredom and
burnout.

Support enhances self-confidence and provides reassurance about your strengths,
current skills, and established ways of thinking and acting. It can guide your acquisition of
new skills. Building support is key to your managing and even reducing the challenges you
face, bringing them in line with your current skills. Increased support will help you reach the
point where your situation is more balanced between the challenges you face and the skills
you possess. From a strong balanced position you are better able to learn, to grow, and to
build skills and perspectives that help you develop as a leader.

Click here to order Three Keys to Development: Defining and Meeting Your Leadership
Challenges.
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Using Your Executive Coach
E. Wayne Hart and Karen Kirkland

(Stock No. 415)

If you are a manager or executive who is beginning a coaching engagement or who is consid-
ering a developmental plan that calls for an executive coach, you need more than a desire to
improve your leadership capabilities. You also need to understand how to get the most from
your work with a professional coach.

Executive Summary
Executive coaching is an increasingly popular means of accelerating professional growth

and enhancing managerial performance. Unlike most other training and development
options, coaching is completely personalized and private. A long-term coaching relationship
can deliver significant improvements to a manager’s leadership effectiveness, but choosing
and hiring a coach isn’t a guarantee of success.

Readiness is key to successful coaching results. If you are considering working with a
coach, you should first take stock of your attitudes, your work circumstances, and your time
constraints. You should make sure that you are prepared to put in the time and effort that
will be required to address the challenges that will be set for you throughout the engagement.

Coaching engagements usually last from six to eighteen months and are structured to
result in significant, specific, measurable changes in behavior. Getting the full benefit of
coaching will require working collaboratively with the coach in every aspect of the engage-
ment, beginning with mutually determining the schedule, format, and guidelines for coach-
ing sessions.

Coaching should focus on leveraging your strengths, rather than fixing deficiencies.
The ongoing elements of the coaching engagement are assessment, challenge, and support. A
coach that works with you within all of these areas can help you reach the development goals
you seek by helping you gain the skills you need and practice the behaviors that reflect your
ability as a leader.

Resistance to making behavior changes is to be expected and often surfaces as negative
feelings about the coach. The most important attribute you can bring to your coaching
engagement is receptivity to new ideas and openness to different ways of acting in the world.

Click here to order Using Your Executive Coach.
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CEO Selection: A Street-Smart Review
George P. Hollenbeck

(Stock No. 164)

Assessing an executive’s strengths and matching those to senior-level jobs is a complex pro-
cess. CEOs are selected for an unknown and uncertain future, often requiring from them
skills that haven’t been used before. A Wall Street veteran reviews recent writing about CEO
selection and applies a practical view toward choosing sources that can help improve that
uniquely important process.

Executive Summary
I have spent most of my professional life working on the issues of executive assessment,

executive development, and succession planning, and this has, on several occasions, involved
me in what may be the single most important event that an organization must face: selecting
a CEO. As a senior executive at Merrill Lynch, I both observed and participated in the
process. As a participant in Harvard Business School’s Advanced Management Program in
1982, I was fortunate to share in the analysis of several new CEO-selection cases, most
notably the selection of Jack Welch at General Electric. As a consultant, my practice regularly
includes the complex process of assessing an executive’s strengths and matching those to
senior-level jobs. And as a teacher of leadership in both MBA and executive classrooms, I
have had to consider the CEO-selection issue seriously enough to help others understand its
impact. I have also been frustrated by how little practically oriented information seemed to
be available.

Selection is only one part of the succession process; much of succession research is
irrelevant to CEO selection or at a conceptual level that does not apply. The CEO job is one
of a kind. CEOs are selected for an unknown and uncertain future, often requiring from
them skills that haven’t been used before, so past behaviors may not be so useful as predic-
tors. The contingencies are legion, and yet contingency models of prediction usually lose out
to simple predictions. And the enormous consequences of CEO selection for the participants
and the organization make secrecy the norm—nobody talks about what goes on. Despite
these problems, there are reasons to be optimistic. The eight books reviewed and discussed
here reveal what we know and don’t know, and how, in my view, knowledge about CEOs
could be gained.

Click here to order CEO Selection: A Street-Smart Review.
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Choosing 360:
A Guide to Evaluating Multi-rater Feedback Instruments

for Management Development
Ellen Van Velsor, Jean Brittain Leslie, and John W. Fleenor

(Stock No. 334)

It’s clear that the principal strength of 360-degree-feedback instruments is their use of mul-
tiple perspectives. What isn’t clear is just how to pick from among all of the instruments
available. This guide explains an evaluation process that will guide organizations in making
the right choice.

Executive Summary
Many organizations use 360-degree-feedback instruments to help their managers

become better leaders. These instruments are designed to collect information from different
sources (or perspectives) about a specific manager’s performance. The principal strength of
360-degree-feedback instruments is their use of multiple perspectives. In most cases, the
different sources of information (the raters) are the supervisor (or boss), the peers, and the
direct reports of the target manager, although some instruments now allow managers to use
internal and/or external customers as raters.

This report presents a nontechnical, step-by-step process you can use to evaluate any
360-degree-feedback instrument intended for management or leadership development.
Although the process has been simplified into sixteen steps, it still requires some effort to
work through all of the separate issues related to choosing the right instrument for use in
your organization—but that effort will pay off in terms of your having a high-quality instru-
ment that best meets your needs.

The steps in evaluating a 360-degree-feedback instrument are laid out here sequentially,
but not all steps are equal in complexity or importance. You should make the most critical
decisions early in the process; in this way you can save some effort by eliminating instru-
ments that don’t meet your needs in terms of content and that don’t pass muster when it
comes to reliability and validity.

Click here to order Choosing 360: A Guide to Evaluating Multi-rater Feedback Instru-
ments for Management Development.
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Emerging Leaders: An Annotated Bibliography
Jennifer J. Deal, Karen Peterson, and Heidi Gailor-Loflin

(Stock No. 352)

Shifting demographics and technological developments challenge organizations to develop
leaders from the newest generation of managers. To understand the challenges of working
with this new generation and to effectively harness its skills and talents, organizations should
begin with three facts: (1) there are fewer managers to choose from and develop among this
generation because there are fewer people in this age group than in the generation that
preceded it; (2) evolving employment patterns have affected worker attitudes toward employ-
ers; and (3) the newest generation of managers has a view toward authority that is different
from previous generations, which affects its attitude toward leadership.

Executive Summary
In an increasingly competitive, global, and technology-driven marketplace, the ability

to recruit, train, develop, and retain workers who can rise to leadership positions is essential
to success. That ability is always challenged by such changes as shifting demographics and
technological developments.

Recent and ongoing demographic studies and population research indicate that
currently there are too few people in the management population described as emerging
leaders—those rising managers from the generation born between 1964 and 1978 (and
labeled in the press as “Generation X”). The United States’ robust economic period during
the latter half of the 1990s provided more work and pulled more people into the workplace
but couldn’t by itself make workers more competent or better trained. Basic demography also
plays a part: there are fewer people in Generation X than there are in the Baby Boom genera-
tion. Also, the accelerated rise of the technology industry during the 1990s created a new
place for younger workers, spreading (and so reducing) the number of workers available for
leadership positions.

Organizations can best retain and develop these current generations of emerging leaders
by asking themselves a few key questions:

• What are the leadership development needs of emerging leaders, and how do their
needs differ from those of other age groups?

• What are the learning styles of emerging leaders, and how do they differ from those
of other age groups?

• What are the challenges emerging leaders face in defining and shaping their careers?
• What are the leadership challenges in working across generations?

Click here to order Emerging Leaders: An Annotated Bibliography.
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Executive Coaching: An Annotated Bibliography
Christina A. Douglas and William H. Morley

(Stock No. 347)

The past few years have brought an explosion of interest in executive coaching. As one type
of formal developmental relationship, an executive and a consultant (from inside or outside
the organization) work to achieve specific, mutually agreed-upon performance goals. As
interest in this field grows, best practices are beginning to emerge.

Executive Summary
Organizations recognize the value of on-the-job developmental relationships as impor-

tant sources of managerial learning and career development. These relationships can be
informal or formal and can take various forms, including one-on-one mentoring, peer
coaching, team coaching, and executive coaching.

As one type of formal developmental relationship, executive coaching can be defined as
a short-term relationship between an executive and a consultant (from inside or outside the
organization) that is created to achieve specific, mutually agreed-upon performance goals.

The past several years have brought an explosion of interest in executive coaching in
terms of the number of practicing executive coaches in the United States and in the number
of individuals and organizations seeking out executive-coaching relationships and establish-
ing executive-coaching initiatives. This rise in demand has been met by a rise in the amount
of published work focusing on executive coaching and which capture best practices and
definitions useful for understanding the coaching relationship, its objectives, and its potential
results.

An introduction to that published work is especially helpful to those who want to learn
more about executive coaching, including executives looking for coaching possibilities,
human resources professionals or consultants charged with creating a coaching initiative, and
coaches themselves. In addition, the executive’s boss, his or her co-workers, and even family
members may find an overview of the current thinking useful to their understanding of the
coaching process.

Although not a new phenomenon, the growing acceptance of executive coaching as a
formal developmental relationship carries implications that will define its future direction
and the potential it has for having an impact on executive performance.

Click here to order Executive Coaching; An Annotated Bibliography.
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Formal Mentoring Programs in Organizations:
An Annotated Bibliography

Christina A. Douglas
(Stock No. 332)

Informal developmental relationships often occur naturally in the workplace between less-
experienced managers and senior managers, peers, or subordinates. New technology, intense
competition, and changing demographics have decreased opportunities for informal develop-
mental relationships to emerge. Organizations that don’t want to lose an opportunity to
develop new managers are creating formal programs for establishing learning relationships.

Executive Summary
Recent research on managerial learning has emphasized the critical role of on-the-job

relationships in career development. These are often informal developmental relationships,
which occur naturally in the workplace between less-experienced managers and senior man-
agers, peers, or subordinates. Such relationships provide mentoring, feedback, counseling,
coaching, sponsoring, and skill-building opportunities. However, recent trends in the busi-
ness climate such as the introduction of new technology, intense competition, and changing
demographics have decreased opportunities for informal developmental relationships.

In response, organizations are creating formal developmental relationships. These are
distinguished from informal relationships by the fact that they are assigned, maintained, and
monitored by the organization, usually through an established program. An employee can
participate in a formal relationship with a senior manager, a peer, or with an external consult-
ant. Most organizations, however, have focused on creating programs that facilitate alliances
between junior and senior managers; such pairings are typically labeled formal mentoring
relationships.

A body of recent literature describes the experiences of individuals involved in formal
mentoring relationships and the experiences of the organizations that provide programs for
them. The purpose of this report is to help those who develop and implement formal
mentoring programs easily access this literature; the publications annotated here are the most
useful sources currently available.

To accomplish that task, this publication provides summaries of 80 works related to
formal mentoring programs within organizational settings. It also organizes information from
the annotations in subject areas that are designed to help human resources practitioners,
trainers, management-development directors, and other individuals whose responsibilities
involve management development within organizations. A brief historical overview describes
the thinking about and the use of formal mentoring programs and includes several perspec-
tives on what the concept of formal mentoring means to the authors of those works included
in this bibliography, including simple definitions as well as conceptual frameworks.

Click here to order Formal Mentoring Programs in Organizations: An Annotated
Bibliography.
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Geographically Dispersed Teams:
An Annotated Bibliography

Valerie I. Sessa, Michael C. Hansen, Sonya Prestridge, and Michael E. Kossler
(Stock No. 346)

In the last decade, regional markets have given way to global markets. Information and
services have become currency and goods in their own right. Communication and computer
technologies are the great enablers, allowing workers, team leaders, and executives to literally
see and hear associates on the other side of the globe. What issues and questions arise when
organizations launch new communication structures such as those employed by geographi-
cally dispersed teams?

Executive Summary
The way the world conducts business has changed dramatically. Regional markets have

given way to global markets. Information and services have become currency and goods in
their own right. No longer do businesses wait days and weeks for progress reports to arrive
from remote work locations; instead, progress reports can be delivered in seconds and up-
dated in real time. Communication and computer technologies are the great enablers, allow-
ing workers, team leaders, and executives to literally see and hear associates on the other side
of the globe and even in outer space.

Beyond enabling individuals, new technologies also enable organizations to better
manage and utilize resources, both material and human. An example of this is the rapid
increase in the use of and reliance upon geographically dispersed teams (GDTs).

A GDT has members dispersed across distance and time, who are linked together by
some form of electronic communication technology, and who are only able to physically
interact as a team on a limited basis. Advanced technology allows for such teams to function
productively in the contemporary organizational environment.

Numerous issues and questions occur when launching new forms of intra- and
interorganizational communication structures such as those employed by GDTs. People are
perplexed by the technical questions involved in instituting GDTs; they want to know how
interpersonal relationships among team members are affected by the nature of the team and
its tools, and how to measure effective task performance in a GDT setting.

Managers charged with creating or leading GDTs, designers who provide the technol-
ogy for these teams, trainers who are expected to help these teams develop and operate, and
organizational consultants called in to assist in these efforts will all benefit from a deeper
understanding of what makes GDTs unique.

Click here to order Geographically Dispersed Teams: An Annotated Bibliography.
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High-Performance Work Organizations:
Definitions, Practices, and an Annotated Bibliography

Bradley L. Kirkman, Kevin B. Lowe, and Dianne P. Young
(Stock No. 342)

High-performance work organizations (HIPOs) are many things to many people. The lack of
a comprehensive definition means managers cannot begin to identify whether their organiza-
tions are truly HIPOs, and therefore can’t lead toward that result. But a look at five compo-
nents lays the groundwork for describing what HIPOs are.

Executive Summary
Because high-performance work organizations are defined in many ways, rigorous

research has been difficult. Further, in practice, managers cannot begin to identify whether
their organizations are truly HIPOs when there is no generally accepted definition.

To define the term it’s useful to examine current thinking, writing, and practice related
to HIPOs. That process points to five components that are common to HIPOs: self-
managing work teams; employee involvement, participation, and empowerment; total quality
management; integrated production technologies; and a learning organization. Understand-
ing how those components integrate to foster high performance is essential for leading
organizations toward that goal.

The current thinking and practice related to HIPOs, which is captured in articles and
books about the subject, don’t each address all of these components. But taken together they
paint a picture of what it takes for an organization to achieve high performance. Such a
review will benefit those who want to identify and track the components of high perfor-
mance—practicing managers, scholars and researchers, human resources professionals,
consultants, and senior-level executives who are in charge of strategic planning and decision
making.

Click here to order High-Performance Work Organizations: Definitions, Practices, and an
Annotated Bibliography.
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Management Development Through Job Experiences:
An Annotated Bibliography

Cynthia D. McCauley and Stéphane Brutus
(Stock No. 337)

Development through job experiences is undeniably a key factor in harnessing the lessons of
leadership.

Executive Summary
Development through job experiences—managers learning, growing, and undergoing

personal change as a result of the roles, responsibilities, and tasks they encounter in their
jobs—has emerged as an important field of inquiry for those studying leadership develop-
ment. Although on-the-job experiences have always been a powerful source of learning for
managers, they have been systematically studied as a phenomenon only for about fifteen
years. Information about selected books and articles that best reflect the streams of research
and practice related to management development on the job can help illuminate this growing
body of knowledge.

That information can be organized along three lines. One, what’s known about these
experiences can be focused on developmental jobs themselves: their role in management
development, what makes them developmental, and what is learned from them. Two, it’s
worthwhile to consider the person in the job and how characteristics of the individual affect
on-the-job development. The third line of inquiry looks at management-development
practices that use on-the-job development strategies.

Most of the literature on learning from job experiences is dealt with as a distinct source
of management development, separate from learning from others (such as role models,
bosses, mentors, or advisors)—even though these people are obviously a part of on-the-job
experiences. That is a worthwhile distinction. Consultants and human resources professionals
will also understand that various phrases are used to refer to management development
through job experiences—learning from experience, on-the-job learning, on-the-job develop-
ment, developmental job experiences, stretch assignments, and developmental assignments.
Understanding the research behind on-the-job-development tools and practices is key to
working with managers and leaders in achieving professional and personal growth.

Click here to order Management Development Through Job Experiences: An Annotated
Bibliography.
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Perspectives on Dialogue: Making Talk Developmental
for Individuals and Organizations

Nancy M. Dixon
(Stock No. 168)

Organizations, like society at large, are growing more diverse and complex. Change is becom-
ing the only constant. The only way for organizations to deal with such complexity is to
develop their managers so that they make better leaders. A primary tool for such develop-
ment is dialogue between leaders and their direct reports.

Executive Summary
There is a growing sense today that organizations and the people that make them up

are, to repeat a figure of speech used by Robert Kegan, in over their heads. As diversity
becomes the rule and change the sole constant, complexity is increasing. The only effective
response to this complexity is development: both at the individual level and at the organiza-
tional level.

Consequently, a great deal of effort is now being devoted to individual and organiza-
tional development. One developmental activity, which is much practiced but imperfectly
understood, takes place at the intersection between these levels: talk.

Not all talk is developmental, of course. Developmental talk—or, as it is often referred
to, dialogue—differs from the skilled talk that goes on all the time. Understanding the
relationship between talk and development is key to putting dialogue to work as a develop-
mental tool in an organization. Several perspectives on dialogue exist, each of which can lead
to practical observations. Those observations have been put to use in several organizations.

Exploring this topic is a useful exercise for consultants, human resources professionals,
and executives who are responsible for individual and organizational development.

Click here to order Perspectives on Dialogue: Making Talk Developmental for Individuals
and Organizations.
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Selecting International Executives:
A Suggested Framework and Annotated Bibliography

Manuel London and Valerie I. Sessa
(Stock No. 345)

Organizations looking to establish and maintain a global presence have selection require-
ments that incorporate traditional leadership skills and also include cross-cultural experience
in negotiating, developing, and maintaining partnerships with other businesses worldwide.
But little is known about how to identify and select executives who have the skills to operate
effectively in a global environment.

Executive Summary
In the drive to remain competitive in a business world that in many respects has moved

beyond borders, companies are seeking top executives who possess international perspectives
born of multicultural backgrounds and extensive overseas experience. Organizations looking
to establish and maintain a proactive global presence have selection requirements that not
only incorporate traditional leadership skills but also include cross-cultural experience in
negotiating, developing, and maintaining partnerships with other businesses worldwide. But
because the globalization of organizations is relatively new, little is known about how to
identify and select executives who have the skills to operate effectively in a global environ-
ment.

Without question, culture must be taken into account in determining and assessing job
requirements, executive characteristics, and the selection process itself. A framework that
takes into account such a cultural lens provides a way to understand the unique aspects of
selecting global executives, as compared with selecting executives within a single culture.

Familiarity with current thinking and practices is also important in forming a selection
process that takes into account the skills needed to successfully lead a global organization.
That information, along with the cultural lens framework, will aid managers and executives
inside international corporations who are directly or indirectly involved in filling executive
vacancies, human resources professionals who design or facilitate selection processes, and
search-firm professionals who are asked to find the “perfect” global leader. Managers, human
resources professionals, and consultants who want to know more about requirements for
global executive positions to enhance their own development and learning or to support the
management development of others in the organization can also benefit from this approach.

Click here to order Selecting International Executives: A Suggested Framework and Anno-
tated Bibliography.
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Selection at the Top: An Annotated Bibliography
Valerie I. Sessa and Richard J. Campbell

(Stock No. 333)

What does it mean to be successful in today’s organizations? How can organizations select
executives who are more likely to perform successfully? Between 27 percent and 75 percent
of executive selections fail to achieve organizational goals. Clearly, organizations need help in
understanding the full picture of executive selection.

Executive Summary
In this era of rapidly changing organizational environments, the task of executive

selection is critical. Stories about CEO and top-management turnover can be found almost
daily in the popular press. But what does it mean to be successful in today’s organizations?
How can organizations select executives who are more likely to perform successfully once in
place?

An introduction to what recent literature says about selection at the top of organiza-
tions (CEO and one and two levels down) and how it relates to the selected executive’s
success and to the organization’s goals helps to answer those questions. In seeking the best
answers it’s necessary to examine large and small organizations, for-profit and not-for-profit
organizations, and to look at organizations in the United States and in Europe.

That examination reveals important aspects of the executive selection process that
executives who participate in selection procedures within their own companies, or who serve
on boards of directors and thus select high-level executives in other companies, need to
understand:

• a comprehensive view of the entire selection process;
• the current and near-future business context and how it influences selection;
• the characteristics of executive jobs at senior levels and what needs to be considered

for an effective fit into a top-management team;
• what executives “look like” regarding demographics, personality, and leadership

ability;
• information on the sources and pools of candidates according to whether they are

internal or external and in terms of their demographic diversity;
• the actual selection process itself—“how-to,” methods and predictors, and other

issues that arise during selection and performance;
• what happens once the executive is on the job in terms of transition into the posi-

tion, success or failure, and transition out of the position; and
• how executives and teams of executives relate to the goals of the organization.

Click here to order Selection at the Top: An Annotated Bibliography.
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Succession Planning: An Annotated Bibliography and
Summary of Commonly Reported Organizational Practices

Lorrina J. Eastman
(Stock No. 324)

The purpose of succession planning is to assure the continuity of an organization’s leadership.
Effective succession planning helps organizations stay healthy and competitive. Without
developing the right people for key management positions, an organization ensures only its
demise.

Executive Summary
Succession planning is crucial to the long-term viability of a company. Its purpose is to

assure the continuity of an organization’s leadership by identifying and developing potential
candidates for key management positions. But organizations need more information on how
to establish, implement, and evaluate appropriate systems.

An examination of over 400 references, and a careful reading of 56 carefully selected
pieces from that group, reveals 11 themes that, while not presenting themselves as a blueprint
for success, do organize the most commonly reported practices. Such an examination isn’t
comprehensive, nor does it provide critical coverage of the succession-planning literature. But
it’s a generous and practical number of sources that can be useful to professional consultants,
human resources practitioners, and top-level executives seeking more information on the
subject.

The reason these selected works prove so useful is that they were chosen because some
include practical suggestions or implications for succession planning for a broad range of
management positions and others focus on the developmental component of succession
planning. As a whole, the selected works either discuss the link between management devel-
opment and succession planning, address why succession-planning systems often fail, or
describe the practices of organizations that have experienced success with their succession
plans.

Click here to order Succession Planning: An Annotated Bibliography and Summary of
Commonly Reported Organizational Practices.
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The Human Side of Knowledge Management:
An Annotated Bibliography

Pamela S. Mayer
(Stock No. 349)

The rapidly growing field of knowledge management is an effective tool for understanding in
these turbulent times. But while the technology behind knowledge management is well
known, the interaction between people and the technology is largely unexplored. The trans-
fer of information is more than machine to machine. The critical component to forming a
knowledge organization is information transfer between people. How that transfer is helped
or hindered by organizational systems is an important leadership issue.

Executive Summary
Practicing leaders are seeking information that can help them in their leadership roles

and responsibilities. The rapidly growing field of knowledge management (KM) is one area
of particular interest, not only because it is new but because skill in KM is essential for
leadership success, particularly in these turbulent times. Leaders are charged with under-
standing how to gather and use the vast amounts of information available in order to make
sense of and confront both familiar challenges and those that have no precedent.

The KM subject area is quite large and ranges from artificial intelligence to data min-
ing and includes such diverse topics as sociology, complexity theory, and strategic planning.
There is already much being written on the technology of KM and hundreds of commercial
vendors are putting their hardware and software products into the marketplace to aid in the
aggregation, retrieval, and utilization of knowledge. At the same time, too much is still
unknown about the human interactions, or “soft” side, of KM.

The soft side refers to the human or nonmachine dimensions of knowledge. To reach
an understanding of how that interaction operates and what its implications are, it’s helpful
to examine the field of knowledge management along certain lines. For example, what is,
broadly speaking, “knowledge management”? How can organizations build a knowledge-
sharing culture? How do motivation and learning affect the individual’s acquisition and
transfer of knowledge, and how do group dynamics mediate the role of knowledge in an
organization? What are the implications for leadership?

Leaders may recognize that beyond the machines and communication technology that
makes information management possible, careful attention needs to be paid to how people
within organizations acquire, build, and disseminate knowledge within an organization. Any
manager in a business whose future depends on its ability to capitalize on intellectual assets
should find this examination useful.

Click here to order The Human Side of Knowledge Management: An Annotated
Bibliography.
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Using 360-degree Feedback in Organizations:
An Annotated Bibliography

John W. Fleenor and Jeffrey Michael Prince
(Stock No. 338)

How and when did 360-degree feedback develop? What are its benefits? How should it be
used? How can it be integrated into development programs in organizations? What does the
future hold for 360-degree feedback? This collection of sources provides some possible
answers as it highlights current understanding.

Executive Summary
One of the more important ways that employees can develop is to receive ratings of

their performance from their co-workers—bosses, peers, subordinates, and others. Known as
360-degree feedback, this activity is widely used by human resources professionals and in
leadership development programs. As its popularity has increased, however, so has the num-
ber of publications written on its use. Anyone looking for information about 360-degree
feedback faces a dilemma: where to begin?

This sourcebook provides an introduction to the available literature on the use of 360-
degree feedback in organizations, offering a foundation on which more detailed knowledge
of it can be built. The fifty-six works annotated in the first section were selected from books
and articles that convey the current state of practice, and they focus on its use in organiza-
tions for such purposes as assessment for development and performance appraisal.

Several themes emerged from an examination of these sources. The history, benefits,
tactics, strategies, and future trends of 360-degree feedback remain key issues, and they
informed how this sourcebook examines the information it summarizes. The book doesn’t
attempt to provide definitive answers but does reflect the available knowledge in these areas.
It also builds support upon which judgments about the use of 360-degree feedback in organi-
zations can be based.

Click here to order Using 360-degree Feedback in Organizations: An Annotated
Bibliography.
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Workforce Reductions: An Annotated Bibliography
Thomas A. Hickok

(Stock No. 344)

Organizations continue to reengineer and restructure themselves to meet the competitive
demands of a global economy, and reductions in the workforce are often a byproduct of
those strategic realignments. It’s important for leaders who have observed workforce reduc-
tions (commonly referred to as “downsizing”) and their effects on organizations and indi-
viduals to understand the prevailing thinking surrounding the issues if they want to avoid
kindling a climate of fear that can threaten transformational efforts.

Executive Summary
Workforce reductions have become a fact of American working life and business

management in both the public and the private sector. Organizations continue to reengineer
and restructure themselves to meet the competitive demands of a global economy, and
reductions in the workforce are often a byproduct of those strategic realignments. Ensuring a
successful organizational transition requires that management practices take into account the
effect of those reductions on individuals and on the organization itself, and gauge with some
precision how those reductions influence the organization’s performance for better or worse,
affect people who remain in the organization as well as people who leave, and impact both
industry and society at large.

Workforce reductions connect to many issues that are key to leadership, such as the
purpose of work, the employee-employer psychological contract. Thus, it is important for
practitioners who have observed workforce reductions (commonly referred to as
“downsizing”) and their effects on organizations and individuals to understand the prevailing
thinking surrounding the issues if they want to avoid kindling a climate of fear that can
threaten reengineering efforts.

To understand the issues it’s helpful to view the themes related to workforce reductions
at three levels: an organizational perspective (a focus on strategy, policy, or decision making),
an organizational-individual relationship perspective (the impact of individual- and group-
level thoughts, feelings, and behaviors on organizational functioning before, during, and after
a downsizing process), and the individual perspective (the effects of job loss, including the
perceived threat of job loss, on individuals).

Click here to order Workforce Reductions: An Annotated Bibliography.
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CCL Fieldbooks

Crisis Leadership: Using Military Lessons, Organizational Experiences,
and the Power of Influence to Lessen the Impact of Chaos on the People
You Lead
Crisis situations are unlikely to leave any organization untouched forever. Leaders can
reduce the probability of a crisis reoccurring, reduce its duration, and soften its negative
impact by addressing the human element of a crisis before, during, and after it occurs. ...... 52

Eighty-eight Assignments for Development in Place
A new developmental assignment doesn’t always require a new job. You can add
leadership skills while in your current position. .................................................................. 53

Enhancing 360-degree Feedback for Senior Executives: How to Maximize
the Benefits and Minimize the Risks
Whatever performance problems senior executives have, they are often treated in ways
that suggest that they are exceptional and shouldn’t need to change. Enhanced 360-
degree feedback provides a way of dealing with such resistance. ......................................... 54

Evaluating the Impact of Leadership Development: A Professional Guide
New products and services and effective strategies can push an organization to the front
of the pack, but only effective leadership-development initiatives can ensure that it can
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International Success: Selecting, Developing, and Supporting Expatriate
Managers
Effective expatriate managers are essential to a multinational organization’s success.
So why don’t organizations select, train, and support those managers to ensure their
success? .............................................................................................................................. 59
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favorable reviews of their customers. Others are less successful, missing deadlines,
angering customers, and even disappointing stockholders. All teams want to improve. ...... 62

Twenty-two Ways to Develop Leadership in Staff Managers
Managers who work exclusively in staff jobs throughout a career aren’t likely to develop
important leadership competencies. But there are ways to enrich their developmental
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Using an Art Technique to Facilitate Leadership Development
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Crisis Leadership: Using Military Lessons, Organizational
Experiences, and the Power of Influence to Lessen the Impact

of Chaos on the People You Lead
Gene Klann
(Stock No. 185)

The anxiety, insecurity, and confusion that a crisis generates are huge challenges for leaders.
They must be prepared to provide leadership not only to those in their organization, but also
to those in the greater orbit of their influence. By paying attention to three key elements—
communication, clarity of vision and values, and caring for others—leaders can develop their
capacity to handle the human dimension of a crisis.

Executive Summary
Nothing tests a leader like a crisis. There is an element of the leader’s deepest character

that is revealed during highly charged, dramatic events. A crisis can quickly expose a leader’s
hidden strengths and core weaknesses. It can show the world if the leader has what it takes to
function effectively when the heat is on. Will the leader address the crisis head-on, take those
actions needed to fix it, and, if appropriate, take responsibility for the crisis? Will the leader
freeze, or worse, claim to be a victim and pass off the responsibility to others? What can and
should a leader do to find out what went wrong and to ensure it doesn’t happen again?

Three leadership elements have a tremendous impact on crisis leadership. These ele-
ments—communication, clarity of vision and values, and caring relationships—are impor-
tant to leaders in normal operations, but their importance is magnified during a crisis. By
paying attention to these themes, leaders can hope to increase their understanding of prac-
tices that handle the human dimension of a crisis. The result is a leader more prepared to
contain the crisis, regain control of the situation, ensure the minimum amount of damage is
done to the organization, and effectively prevent, defuse, and reduce the duration of these
extremely difficult leadership situations.

The anxiety, insecurity, and confusion that a crisis generates are huge challenges for
leaders. They must be prepared to provide leadership not only to those in their organization,
but also to those in the greater orbit of their influence: clients and customers, the surround-
ing community, stockholders, suppliers, vendors, local government, concerned organizations,
activist groups, and the media. And, of course, leaders must also lead themselves. They must
deal with their own emotions and needs a crisis triggers. For some leaders, this may be the
biggest challenge of all.

Click here to order Crisis Leadership: Using Military Lessons, Organizational Experiences,
and the Power of Influence to Lessen the Impact of Chaos on the People You Lead.
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Eighty-eight Assignments for Development in Place
Michael M. Lombardo and Robert W. Eichinger

(Stock No. 136)

Whether you want to add new skills to your own professional portfolio or help your direct
reports build their leadership capabilities, finding developmental options in existing jobs is a
good alternative to finding or assigning a different position. Find out how to create experi-
ence and valuable lessons where you work or in the jobs your direct reports currently hold.

Executive Summary
Managers, development consultants, and human resources professionals are always on

the lookout for ways to provide developmental assignments for themselves and others. One
of the challenges they face is how to create those assignments without moving people into
new jobs. Important benefits result from solving that challenge, such as systematically devel-
oping people by providing variety in leadership experiences and helping them learn from
those experiences.

To match the developmental needs of yourself, direct reports, or others, use this guide
of 88 developmental experiences to select appropriate challenges. A manager may also use
this guide to target current aspects of his or her own position that can be passed to a direct
report as a developmental opportunity.

The 88 assignments described in this book are backed by extensive research in the area
of leadership development and job experiences. They were selected for their relevance to
managers and for their potential to be key learning experiences. In addition, readers will learn
about the 11 challenges common to developmental experiences. A discussion of options for
development in place, including a table of the 88 assignments covered in this book and the
likely developmental aspects of each, will aid managers and others in understanding develop-
mental processes.

Click here to order Eighty-eight Assignments for Development in Place.
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Enhancing 360-degree Feedback for Senior Executives:
How to Maximize the Benefits and Minimize the Risks

Robert E. Kaplan and Charles J. Palus
(Stock No. 160)

The experience of 360-degree feedback aims to improve performance by providing a better
awareness of strengths and weaknesses, and can be used to develop a more precise under-
standing of them and what to do in response. But because senior executives encounter a
broader range of challenges than other managers, an enhanced 360-degree feedback experi-
ence is often more useful in developing their abilities to address those challenges.

Executive Summary
In general, 360-degree feedback is viewed as an effective development technique for all

levels of management. Using this technique, managers receive, in anonymous form, ratings of
performance from peers, superiors, and subordinates; compare these with self-ratings; and
perhaps get limited coaching and set goals for improvement. Senior executives, however,
sometimes require a richer feedback experience, what might be called enhanced 360-degree
feedback.

Enhanced feedback, in addition to the features mentioned above, also offers some or all
of the following: detailed verbatim descriptions; observations from family members and
friends; psychometric measures of personality and motivation; data on early, including
family, history; and an extended coaching relationship with one or more professionals in
leadership development.

Why do senior executives sometimes need more than standard 360-degree feedback?
From one perspective, it is because they face a much broader range of challenges than other
managers and executives. The psychological makeup of people who rise to high-level posi-
tions also plays a part. Executives are often extremely achievement-oriented, very forceful,
and highly demanding. But such qualities can backfire. Executives can perform under par or,
perhaps even more serious, get outstanding results in the short run by sacrificing the
organization’s ability to maintain high performance in the long run.

Standard feedback does not address performance at the psychological level, focusing
rather on modifying behavior alone; and little help is given to the person in actually applying
the results. Also, standard feedback does not typically deal with the general skepticism in
organizations about the ability of executives to change on the psychological level. Senior
executives are successful people; not surprisingly, they are often reluctant to tamper with
what got them to where they are. And whatever their problems may be, they are, by virtue of
their high position if not also the contributions they make, treated daily in ways that suggest
strongly that they are exceptional and shouldn’t need to change. Enhanced 360-degree
feedback, because of its scope and power, provides a way of dealing with such resistance.

Click here to order Enhancing 360-degree Feedback for Senior Executives: How to Maxi-
mize the Benefits and Minimize the Risks.
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Evaluating the Impact of Leadership Development:
A Professional Guide

Jennifer Martineau and Kelly Hannum
(Stock No. 187)

Evaluation helps people in organizations make informed decisions about how to improve
development initiatives and helps them examine the degree to which development goals have
been accomplished and what work remains to be done. If development outcomes aren’t met,
evaluation helps people in organizations understand the problem, learn from their experi-
ences, and apply those lessons to improving individual, team, and organizational perfor-
mance. This approach makes an evaluation system not only important but also necessary for
individual and organizational success.

Executive Summary
Scratch the surface of any successful organization and you’ll likely find systems de-

signed to evaluate how well it runs. Commercial and not-for-profit organizations use evalua-
tion processes to weigh options, balance trade-offs, and make better decisions. An evaluation
system gives organizations a logical and practical framework for collecting and assimilating
information.

Although many professionals do difficult and excellent work in and with organizations
to build leadership capacity, tools for supporting the evaluation of leadership development
are few and far between. CCL’s experience evaluating leadership development initiatives has
given us specific ideas for how that work should be conceived and conducted: that it should
be participatory, be integrated with initiative design, and enhance organizational learning.

Ideally, the focus and design of an evaluation are tightly integrated with the design of
the initiative itself. When collaborative processes are used to focus the evaluation and to
apply the results and evaluation work is integrated into the design and implementation of an
initiative, both the initiative and the evaluation are more effective, and organizational learn-
ing can result.

That learning gives organizations increased knowledge regarding barriers to and facili-
tators of organizational change. They learn which processes, structures, areas, or systems can
support change, as well as what needs further attention. In addition, roles and responsibilities
are further clarified during the evaluation planning process, which also includes strategies for
sharing results and lessons across the organization.

Well-designed developmental initiatives link different kinds of learning opportunities
and occur over a period of time. They also link individual development to organizational
goals in a cycle of assessment, practice, and learning. The results of such initiatives are best
measured with an evaluation process that is itself cyclical. Recognizing the cyclical nature of
evaluations allows organizations to use them as planning and learning tools that augment the
individual and group impact of leadership development.

Click here to order Evaluating the Impact of Leadership Development: A Professional
Guide.
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Four Essential Ways That Coaching Can Help Executives
Robert Witherspoon and Randall P. White

(Stock No. 175)

For individuals already atop their fields, the next level of performance can’t be taught, but it
can be learned. Coaching is recognized in business, in teaching, and in sports as a positive
and empowering strategy for performance and leadership development. It’s a continuous
process, and requires a coach with skill, a depth of understanding, and plenty of practice to
deliver its remarkable potential.

Executive Summary
Imagine a professional football team that recruits the best players, puts them through

training camp to hone their technical skills and learn the plays and strategies to win, and
then plays the entire season without a practice session or a coach. There’s not a team owner
in the world who would ever expose such a major investment to that kind of risk. Yet most
traditional practices in organizations seem to do just that. People are expected to perform key
roles—to lead a new project team, to present financial results to outside investors, to manage
conflicts across departments—all in an exemplary fashion, without training, practice, or
coaching. Consequently, many investments in people—the human side of enterprise—have
had mixed results. So many organizations have turned to coaching. Coaching is recognized in
business, in teaching, and in sports as a positive and empowering strategy for performance
and leadership development.

For decades, athletes, public speakers, and performing artists have turned to coaches to
help them perform better. For individuals already atop their fields, the next level of perfor-
mance can’t be taught, but it can be learned. To coach in these situations is less to instruct
than to facilitate (literally, “to make easy”). Now this approach has taken hold in business,
where top executives are turning to coaches to reach their business and personal best.

Coaching entails individually helping executives to learn and to make the most of that
learning. Because these encounters involve executives in different stages of their careers and
in varied settings, coaching represents a continuum of roles. It is also a process that helps
executives learn, grow, and change.

A coach can be instrumental in encouraging or motivating the executive to learn and to
change, but ultimately the changes must be embraced by the executive if they are to be
effective. Coaching is more than an event (for example, the feedback day of a leadership
development program); it’s a continuous process.

Click here to order Four Essential Ways That Coaching Can Help Executives.
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How to Design an Effective System
 for Developing Managers and Executives

Maxine A. Dalton and George P. Hollenbeck
(Stock No. 158)

Organizations can’t always do much to increase a manager’s ability or willingness to learn.
But they can provide developmental opportunities. Key to that effort is designing effective
developmental systems for encouraging professional and personal growth.

Executive Summary
The development of managers and executives depends on a combination of ability,

willingness to learn, and opportunity. Frequently, not much can be done about the first two
—ability or willingness to learn; so helping the person develop must focus on opportunity—
providing the opportunities to learn in a way that maximizes the odds that learning, growth,
and development will take place.

The Center for Creative Leadership has designed a process of development planning
that provides such opportunities. It is based on CCL’s Tools for Developing Successful Executives
training program, and is meant to capture its lessons and put them in usable form.

The six-step model is organized this way: (1) Find and use organizational support for
creating a process, not an event. (2) Define the purpose of the program and behaviors to be
developed. (3) Provide feedback for target participants, giving them baseline information
about their current skill level and showing them how they can improve or learn new skills.
(4) Define and communicate the role of the manager in development and orient the manager
to the program. (5) Help participants write and use a development plan. (6) Make the
program accountable by defining the outcome measures that capture the program purpose
and evaluate the program against those measures.

Development is a process, not an event. Developmental programs use many interlock-
ing steps and events over time. Programs may be punctuated by events, such as receiving
360-degree feedback, but that event is not the program. CCL’s model can be used sequen-
tially and cumulatively by new human resources professionals, or for those just starting a
design effort. Each step leads to the next. For example, endorsement and support (step 1) is
built on accountability (step 6). Accountability is built on clarity of program purpose (step
2), and so forth. The professional designing a developmental program has to consider the
impact of each step on what has gone before and what will follow. Experienced HR profes-
sionals can use the model to evaluate and improve an existing program. The model is a
checklist against which design components can be reviewed to determine if the sense of
purpose, implementation, and accountability flow in a logical way from the organizational
need that drives the program toward the outcomes that the organization wants.

By designing a system that ties events with opportunity, organizations can succeed in
developing successful leaders who can then fulfill their mission, adapt to change, remain
competitive, and secure their future.

Click here to order How to Design an Effective System for Developing Managers and
Executives.
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Internalizing Strengths: An Overlooked Way
of Overcoming Weaknesses in Managers

Robert E. Kaplan
(Stock No. 182)

Quite a bit is known about how managers develop. For example, challenging jobs can bring
out latent capability. Much of the energy spent in developing managers is channeled into
getting them to see and take seriously their deficits, but what is often not considered is that it
may be equally valuable to help managers recognize their strengths.

Executive Summary
A primary responsibility of effective leaders is to develop key people as well as them-

selves. In the area of leadership studies, quite a bit is known about how managers develop.
We know, for example, that much of it happens on the job; challenging jobs, for example,
can bring out latent capability.

Another common way of helping managers to develop is to confront them with their
shortcomings. If job challenges pull capability out of managers, feedback (especially 360-
degree feedback) is intended to strongly encourage managers to correct their weaknesses. This
is an effective way to address performance issues, although, as you will see, not the only way.

Much of the energy spent in developing managers is channeled into getting them to see
and take seriously their deficits, but what is often not considered is that it may be equally
valuable to help managers recognize and internalize their strengths. A counterintuitive
notion—yes, but one that is borne out if one takes a close look at the stance that many
managers take to their strengths.

The failure to recognize one’s strengths is, in fact, at the root of many performance
problems. But getting through to managers about their strengths can be difficult. A series of
principles to guide practitioners in using strengths as leverage for helping managers can also
help managers recognize the gains to be realized from internalizing their strengths.

Certainly recognizing strengths as developmental tools has relevance for anyone in the
field of management or executive development. No less so, it has value for managers at all
levels seeking to grow and improve. It is also a useful idea for supervisors at any level to keep
in mind when they enter performance appraisals and coaching conversations with their direct
reports.

Click here to order Internalizing Strengths: An Overlooked Way of Overcoming Weaknesses
in Managers.
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International Success: Selecting, Developing,
and Supporting Expatriate Managers

Meena S. Wilson and Maxine A. Dalton
(Stock No. 180)

The success rate of many expatriates (especially those from the United States) is not high
because many organizations fail to provide the support systems that would ensure superior
job performance. It’s essential that international companies be better equipped to plan for the
success of expatriate managers if they want to thrive in the global economy. But human
resources executives and others responsible for expatriate assignments have little to guide
them.

Executive Summary
Multinational organizations play an increasingly potent role in the global economy.

The expatriate managers who work for such companies—that is, those who work in a coun-
try or culture other than their own—experience great pressures to succeed in their assign-
ments. However, the success rate of many expatriates (especially those from the United
States) is not high, and many leave assignments prematurely. An additional complicating
factor is that organizations often fail to provide the support systems that would ensure
superior job performance.

It is essential that international companies be better equipped to plan for the success of
expatriate managers if they want to thrive in the global economy. But human resources
executives and others responsible for expatriate assignments have little to guide them.

A framework that provides such guidance draws on the results of a series of research
studies of expatriates and repatriates and on what practitioners and scholars say about select-
ing, developing, and supporting effective expatriates. This framework provides a systematic
way of considering issues critical to successful expatriate performance.

It also emphasizes the high organizational and individual costs of not having a system-
atic approach to expatriation and repatriation. Further, the framework can be used to sum-
marize relevant information that international human resources managers should consider
when making expatriate assignments and that prospective expatriates should consider prior to
accepting an assignment.

Expatriate assignments can be one pathway for an organization’s achieving global
perspectives. A framework of selection, development, and support for expatriates is useful for
work all around the world—regardless of where those expatriate managers originate or where
they are assigned.

Click here to order International Success: Selecting, Developing, and Supporting Expatri-
ate Managers.
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Managing Across Cultures: A Learning Framework
Meena S. Wilson, Michael H. Hoppe, and Leonard R. Sayles

(Stock No. 173)

It’s not only the expatriate manager who faces the challenge of leading across cultures. A
member of a multinational project team, a manager with a domestic assignment that involves
people who have emigrated from other countries or colleagues from a minority culture in the
United States, or a manager working to achieve an organizational objective that requires
communicating with associates who live in other parts of the world are just a few examples of
leaders who must learn to understand and deal with cultural issues.

Executive Summary
Trends toward globalization mean that it’s increasingly important for managers—

domestic and expatriate—to learn how to lead across time, distance, and cultures. Managing
in a multicultural setting can be very challenging. Culture strongly influences how one
behaves and how one understands the behavior of others, and cultures vary in the behaviors
they find proper and acceptable.

If you are a member of a multinational project team, if you have a domestic assignment
that involves people who have emigrated from other countries or colleagues from a minority
culture in the United States, or if you must communicate with business associates who live in
other parts of the world, you must deal with similar cultural issues.

How can such challenges be met? Cultural synopses of individual countries, with their
lists of dos and don’ts, provide some insight, but their usefulness is limited by the complexity
of culture, as well as by current managerial conditions: managers often have to deal with
people from several different cultures at once, and, because opportunities develop quickly
and must be pursued without delay, they may have to go into a meeting, either face-to-face
or at a distance, with little or no time to prepare for a particular culture.

Also, such synopses cannot help managers with the part that their own culture plays in
any interaction. This important element is easily overlooked because one’s own culture is so
much a part of the individual that he or she is unaware of its influence. All of us are, as social
scientists say, embedded in it.

A framework to help U.S. managers learn from their cross-cultural experiences is an
essential tool for becoming better at leading across cultures. Such a framework should make
U.S. managers aware of the beliefs and values that underlie the workplace preferences of
managers in the United States and, concomitantly, provide them with a way to understand
the value preferences of people from other cultures. Managers will be able to use this frame-
work to learn as they go, whatever managerial conditions they might encounter.

Click here to order Managing Across Cultures: A Learning Framework.
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Preventing Derailment: What to Do Before It’s Too Late
Michael M. Lombardo and Robert W. Eichinger

(Stock No. 138)

Many new managers rely too heavily on the technical or problem-solving strengths that have
propelled them upward and fail to understand that new skills are required to continue to be
effective as managers. The problem arises for both individual and organizational reasons and
results in many managers failing to make the transitions required to deal with the increasing
complexity they face. When this happens, many managers whose careers have been full of
promise stumble and derail.

Executive Summary
Many of the strengths that lead high-potential managers to early promotions become

weaknesses and can lead to failure. Many new managers, for example, rely too heavily on the
technical or problem-solving strengths that have propelled them upward and fail to under-
stand the interdependence required, or the diversity of what they must cope with, in order to
continue to be effective as managers.

The problem arises for both individual and organizational reasons and results in many
managers failing to make the transitions required to deal with the increasing complexity they
face. Sometimes those managers derail.

Derailment is neither topping out nor opting out nor not winning a promotion each
time one is available. It is reserved for that group of fast-track managers who want to go on,
who are slated to go on, but who are knocked off the track. Such managers are demoted,
sidelined early, or fired.

Much derailment is an organizational and a human waste that is largely preventable. By
implementing effective learning practices in management roles the loss can be stemmed.
Those practices can be put in place by individuals or by organizations. When managers run
into trouble they can look for ways to shore up their leadership capabilities by assessing their
strengths and weaknesses and by examining the skills necessary for success in their current
position and for positions higher in the organization. More systematic development in
organizations can help these managers by providing developmental opportunities for build-
ing a portfolio of skills that can avoid the derailment trap.

Click here to order Preventing Derailment: What to Do Before It’s Too Late.
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The Adventures of Team Fantastic:
A Practical Guide for Team Leaders and Members

Glenn L. Hallam
(Stock No. 172)

Organizations are embracing teams in ever greater numbers. In their search to boost produc-
tivity and quality, they continue to look for practical ideas that can be applied by team
members and leaders to boost team performance. More than 50 years of research and experi-
ence using a wide range of teams in American industry has provided organizations with such
concepts as social facilitation, social loafing, group norms, group goal-setting, and
groupthink, which support advice and strategies for building and maintaining effective teams.

Executive Summary
Psychologists and sociologists have been studying groups for most of the twentieth

century. When translated into everyday language this research explains how people can work
together productively as a team. That’s good news for organizations that have embraced
teams as a way to achieve strategic objectives.

Many teams are effective when measured by their financial performance, track record
in meeting their objectives, measures of quality, and the favorable reviews of their customers.
Others are less successful, missing deadlines, angering customers, and even disappointing
stockholders. All teams want to improve. Team members typically want concrete suggestions
for how they can improve. Common questions and challenges include: (1) How can this
team develop better coordination among its members? (2) How can this team handle a
destructive personality clash between two members? (3) We don’t act like a team and we’re
not even sure what we’re supposed to be doing as a team.

There are no simple answers. People form groups of all kinds to pool resources in an
effort to reap substantial benefits and reach a higher level of performance. But working in
groups gives rise to complex challenges that have to be addressed if the group, the team, is to
be effective. Common challenges occur in such areas as building organizational support,
managing conflict, building skills, coordinating the team’s activities, and measuring team
performance.

Practical advice built on broad experience and extensive research can apply to any kind
of team, whether it is a management, sales, project, or assembly team. They apply whether
the team considers itself self-managed, self-directed, multifunctional, virtual, or ad hoc.
Much of the best advice relates to individual team members because team improvement starts
with the initiative of individual contributors. Some recommendations seem obvious, but
often team members become so preoccupied with their individual responsibilities that they
neglect the care and feeding of the team.

A team can’t act on every piece of advice or guidance it comes across. But if it can put
into practice strategies that address its particular challenges, and commit to following
through on those strategies, it will be on the road to better performance.

Click here to order The Adventures of Team Fantastic.
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Twenty-two Ways to Develop Leadership in Staff Managers
Robert W. Eichinger and Michael M. Lombardo

(Stock No. 144)

Life as a staff professional is developmentally impoverished. A person who works exclusively
in staff jobs throughout a career is less likely to develop important leadership competencies
than a person who works exclusively in line jobs (or in a combination of staff and line jobs).
And organizations pay a price, wasting talent and losing valuable workers.

Executive Summary
The consequences of having developmentally deprived staff professionals are serious. It

means it is more difficult to find strong staff leaders, with all the implications for staff perfor-
mance that this entails. It means organizations are wasting future talent; the pool of potential
leaders for senior management positions is being restricted because women and other minor-
ity executives, who have primarily entered organizations via staff positions, are finding it
difficult to make it into the senior-potential pool. And it means that in many cases staff
professionals, willing but unable to move into line positions, are being career frustrated.

This needn’t be the case. The development of staff professionals can be greatly en-
riched. It is essential that organizations work toward that end. Staff executives need to be full
partners in understanding and running organizations. With the increasing complexity and
rate of change that organizations face, the distinctions between line and staff executives are
beginning to blur. Strong, broad leadership is needed to meet present and future demands.

This book offers 22 recommendations for how the development gap between line and
staff managers can be closed. These ideas are based in part on many years of experience in
executive development and in part on the insights provided by various studies done by the
Center for Creative Leadership. With this knowledge in hand, organizations can contribute
to the development of leadership from the staff pool, enriching learning opportunities and
expanding the leadership capacity of the organization itself.

Click here to order Twenty-two Ways to Develop Leadership in Staff Managers.
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Using an Art Technique to Facilitate Leadership Development
Cheryl De Ciantis

(Stock No. 166)

Creating an object that reminds managers of what they most want to focus on in their
workplaces can be a valuable and powerful learning exercise. The creative process allows
managers to experience themselves and others in unaccustomed ways, opening the doors for
new perspectives, new approaches, and new ways of leading.

Executive Summary
In 1991, the Center launched an action-oriented development program called

LeaderLab®, which used, in addition to traditional methods like classroom work and feed-
back, techniques that helped participants experience themselves and others in unaccustomed
ways. One of these techniques, called the touchstone exercise, asked participants to think about
their experiences in the program and, using a variety of materials, create an object that would
remind them of what they most want to focus on in their workplaces. They then wrote about
its meaning in a “learning journal,” and if they wanted, talked about their story with the
whole participant group.

The LeaderLab program is no longer part of CCL’s curriculum, but its lessons and
some of its techniques have migrated or evolved into other training initiatives. This publica-
tion describes the touchstone exercise and gives examples of its use in a leadership develop-
ment program. It’s useful for human resource professionals, consultants, and those who are
interested in incorporating such creative endeavors and exercises into their own development
programs.

A description of LeaderLab accompanies the discussion of the touchstone exercise as a
way to give readers an understanding of the context of the exercise. Following that set-up,
this book describes how the touchstone exercise works, using participants from a particular
program group as examples. A number of observations from those involved with delivering
and studying the program are included as well. A discussion for how such a technique can be
made part of a leadership development program concludes this look into a special creative
leadership tool.

Click here to order Using an Art Technique to Facilitate Leadership Development.
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A Cross-National Comparison of Effective Leadership
and Teamwork: Toward a Global Workforce

Jean Brittain Leslie and Ellen Van Velsor
(Stock No. 177)

Work-related values, especially those related to leading teams, are surprisingly alike in both
the United States and in European countries. Although cultural and workplace values are
distinct among different countries, the idea of an approachable, creative, and moderately
dominant leadership style spans organizations and borders.

Executive Summary
This report presents the findings of a study comparing managers’ perceptions of effec-

tive leadership in Europe and the U.S. Specifically, perceptions of the work-related values of
effective leaders and team members in Belgium, France, Germany, Italy, Spain, the United
Kingdom (European Union countries), and the United States were measured and analyzed
for similarities and differences. The study was jointly conducted by the Center for Creative
Leadership and SYMLOG Consulting Group, using SYMLOG, a group-level assessment
tool developed by Robert F. Bales, a social psychologist and professor emeritus at Harvard
University.

The results support previous research, which indicates that managers in some E.U.
countries perceive distinct value patterns in effective leaders from the perspective of their
national work settings. Most significant, however, are new findings that show a striking
consensus on what will be required of leaders and members of cross-national teams in the
E.U. in the future. A value profile reflecting a delicate balance of approachable, democratic,
and moderately dominant leadership that blends stability with creativity and fosters mean-
ingful member participation in the workplace is perceived to be most effective for leadership
across the E.U. in the future.

The report is written for a research-oriented human resource practitioner audience or
for anyone who is interested in understanding cross-national similarities and differences in
managers’ perceptions of the values of effective leaders.

Click here to order A Cross-National Comparison of Effective Leadership and Teamwork:
Toward a Global Workforce.
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A Glass Ceiling Survey: Benchmarking Barriers and Practices
Ann M. Morrison, Carol T. Schreiber, and Karl F. Price

(Stock No. 161)

CCL researchers and scholars from the Human Resource Planning Society (HRPS) launched
a study in 1992 to determine what barriers prevented nontraditional managers from getting
to the top. That research uncovered organizational practices and policies designed to over-
come those barriers.

Executive Summary
Nontraditional managers (white women, native-born people of color, and immigrants)

are in the workforce in greater numbers than ever before. Yet their increased numbers have
not been matched by a corresponding rise in their representation in senior levels of manage-
ment. This phenomenon, referred to as the glass ceiling, presents a challenge to organiza-
tions: that of identifying the barriers to the upward mobility of nontraditional managers and
implementing practices that successfully overcome these barriers.

In the Guidelines on Leadership Diversity (GOLD) Project, the Center for Creative
Leadership (CCL) conducted in-depth interviews with nearly 200 managers in sixteen
organizations (businesses, educational institutions, and government agencies) recognized for
their exemplary diversity programs. They were asked what barriers existed to prevent nontra-
ditional managers from reaching higher-level ranks of management and what key policies
and practices were used to overcome these barriers.

In 1992 HRPS and CCL undertook a companion project, the Glass Ceiling Bench-
mark Survey, which looked at a larger sample of organizations and focused on some of the
issues raised in the GOLD Project research: (1) the importance of diversity to their organiza-
tions; (2) the effectiveness of their organizations in achieving diversity in the workforce;
(3) the effect of barriers on the upward mobility of nontraditional managers; and (4) the
prevalence, importance, and effectiveness of key practices for supporting workforce diversity.
This report documents the results of that survey and compares some of these findings with
those from the GOLD Project.

This report is for organizational leaders, human resource professionals, and other
individuals concerned with developing diversity in their organizations at the management
level. It provides a framework of ideas for approaching the task of identifying barriers and
implementing key practices.

Click here to order A Glass Ceiling Survey: Benchmarking Barriers and Practices.
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A Look at Derailment Today: North America and Europe
Jean Brittain Leslie and Ellen Van Velsor

(Stock No. 169)

In the face of rapidly restructuring organizations and the “new employment contract,” it may
no longer make sense to think about derailment factors in a specific organization or at one
point in time. Yet in the business world today, understanding the fit between individual skills
and characteristics and organizational needs may be more critical than ever before.

Executive Summary
Research studies conducted at the Center for Creative Leadership during the 1980s

explored the dynamics of derailment among North American executives. Most of these
studies contrasted people who “make it” to the top with those who derail as a way to under-
stand the kinds of development needed for senior leadership positions. Results from this
research have been used in training programs, assessment instruments, and numerous
human-resources initiatives in several organizations.

These studies defined the successful manager as one who has reached at least the
general management level and continues to be considered highly promotable by senior
executives. The derailed manager is one who, having reached at least the general manager
level, either leaves the organization involuntarily (through resignation, being fired, or retiring
early) or reaches a plateau as a result of a perceived lack of fit between personal characteristics
and skills and the demands of the job. Derailment doesn’t usually end a manager’s career.
Often, managers who derail in one organization go on to either start their own companies or
to be successful in other organizations.

One might wonder whether derailment factors identified in the United States during
the 1980s have stood the test of time and whether they are applicable in other cultures or
even useful in the context of fast-paced organizational change. It may no longer make sense
to think about derailment factors in a specific organization or at one point in time. Yet in the
business world today, the issue of understanding fit between individual skills and characteris-
tics and organizational needs may be more critical than ever before.

CCL has extended its research by comparing contemporary derailed and successful
executives in the United States and in Europe, and by comparing these results to the earlier
findings. The result is a review of CCL’s research on executive derailment, a presentation of
findings for North Americans and Europeans, and finally a comparison of derailment and
success themes over time and across cultures that is geared toward a further understanding of
the development needed for achieving and maintaining success at senior-level positions.

Click here to order A Look at Derailment Today: North America and Europe.
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Choosing Executives:
A Research Report on the Peak Selection Simulation

Jennifer J. Deal, Valerie I. Sessa, and Jodi J. Taylor
(Stock No. 183)

More than 600 top-level executives have participated in CCL’s Peak Selection Simulation.
That simulation revealed, among other things, that people spend more time on candidates
they like and that they are drawn toward interview information rather than résumé
information.

Executive Summary
The Center for Creative Leadership’s Leadership at the Peak training program, held in

Colorado Springs, Colorado, began using the Peak Selection Simulation (PSS) in 1995. The
simulation uses a multimedia presentation that allows access to interview material, human
resources information, and search firm information, and provides a mechanism to capture
and learn about the decision-making processes of those who make choices about selecting
executives.

The study described here includes data gathered in conjunction with the use of PSS
between November 1995 and December 1997. The purpose of the research was to identify
(1) how executives search through information about job candidates, (2) how executives’
information search affects their job candidate preference, (3) how executives’ personalities
and individual differences affect how they search through information, and (4) how execu-
tives’ personalities and individual differences affect their preference of job candidate.

There were 621 executives from the top three levels in their home companies who
participated in this study. Prior to their arrival at the training program, biographical and
personality data were collected from each. As these executives looked at the information in
PSS, data were gathered about how they searched through the information on the computer.
These data included how much time they spent on each screen they entered, in what order
they entered the screen, and which of the candidates they preferred.

There were four primary conclusions. First, people are more likely to look through all
of one candidate’s information before going on to the next candidate when presented with a
complex selection task. Second, people spend more time on candidates that they like than on
candidates they don’t like. Third, people are more drawn to interview information than to
standard résumé information. Fourth, women and people with an interpersonal orientation
bring a useful perspective to the selection process, which often shows up in better decision-
making and selection outcomes.

Click here to order Choosing Executives: A Research Report on the Peak Selection
Simulation.
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Coaching for Action:
A Report on Long-term Advising in a Program Context

Victoria A. Guthrie
(Stock No. 181)

Coaching and mentoring relationships are most effective when they occur over a long period
of time. CCL developed that kind of role early in its educational programs, making long-
term coaching an integral part of its leadership development initiatives.

Executive Summary
An important part of any developmental experience for managers is to have other

people help them clearly define their goals and support their efforts toward achieving them.
There are a variety of ways to do this—coaching, mentoring, giving on-the-spot feedback,
encouraging, and so forth. CCL developed a type of advocate role it called process advisor
(PA) specifically for individuals undergoing developmental experiences in CCL’s LeaderLab®

program (the PA concept has subsequently been used in other settings). Because of its under-
lying design and its six-month-long format, LeaderLab needed a support role that was more
comprehensive than the traditional ones of feedback-giving, reinforcing, acting as a role
model, and so forth.

The process advisor concept, as designed for LeaderLab, aims to help the advisee
(1) learn with and from the PA, (2) tap into effective learning as it occurs, and (3) be more
attuned to situations in order to deal with ambiguity and take effective action. It does so by
providing the opportunity for individuals to benefit from the expertise of another, develop
their leadership skills, move from traditional management-by-objective thinking to process
management thinking, and revisit and expand their mental models of how the world and
people operate.

CCL’s experience with process advising, primarily through its use in the LeaderLab
program, brought many lessons. Developing that particular type of coaching position re-
vealed all of the different kinds of roles such a supportive position plays. It also reinforced
CCL’s philosophy of leadership development over time. A long-term developmental effort
helps leaders carry out more effective actions in work situations and sustain the developmen-
tal process over time. Consultants and human resource professionals who administer coach-
ing programs will find these lessons helpful when planning new initiatives around support
for development.

Click here to order Coaching for Action: A Report on Long-term Advising in a Program
Context.
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Executive Selection:
A Research Report on What Works and What Doesn’t

Valerie I. Sessa, Robert Kaiser, Jodi K. Taylor, and Richard J. Campbell
(Stock No. 179)

Organizations conducting executive selection should employ a holistic, context-rich look at
the corporation and connect it with candidate requirements; consider a diversity of candi-
dates; use a group when making the decision; know that the selection process differs for
external and internal searches; understand that there is no silver bullet for successful selec-
tion; and acknowledge that the new executive needs support after the selection.

Executive Summary
CCL’s executive selection researchers interviewed and administered a questionnaire to

494 top executives (CEOs and two levels down) who attended CCL’s Leadership at the Peak
executive development program from 1993 to 1995. The study’s purpose was to generally
answer the following questions: How are executives defined as successful or unsuccessful?
How does executive selection take place in modern organizations? What determines whether
companies look inside or outside for a successor?

These questions were addressed through an organizing framework that outlines the
domains related to executive selection. These domains were developed by combining what is
known about selection at lower levels in the organization with the differences and special
needs of selection within the top ranks of the organization. They are: organizational needs,
position requirements, candidate requirements, candidate pools, the matching process,
managing the executive, and performance and outcomes. The specific research questions,
which were derived from the general questions above, were related to each domain.

General results, according to the three questions above, are:
1. Performance measures—that is, how one does the job—do not differentiate between

successful and unsuccessful executives. What matters at this level are one’s relationships
(especially with subordinates) and bottom-line results.

2. Selection processes are related to the eventual success or failure of executives in the
following ways. Explicitness of organizational needs, position requirements, and candidate
requirements is linked to success, as is who is selected to be in the candidate pool. Who is
involved and how they are involved in the selection, what they look for in candidates, and
why they make particular selections is also related to success. Methods used to collect infor-
mation about job candidates, however, do not seem to matter. Those hiring a successful
executive and those hiring an unsuccessful executive both rely on interviews, résumé, and
references. Finally, how executives are treated once on the job is related to success.

3. Internal selection processes are very different from external selection processes in
terms of organizational needs, position requirements, candidate requirements, and who
participates and how. The selection processes differ also in length of process and number of
candidates considered, methods used in gathering information, and reasons for selecting a
particular executive. Also, strengths and weaknesses differ, and it was found that executives
chosen externally are more likely to be fired.

Click here to order Executive Selection: A Research Report on What Works and What Doesn’t.
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Helping Leaders Take Effective Action: A Program Evaluation
Dianne P. Young and Nancy M. Dixon

(Stock No. 174)

Using a research questionnaire, CCL uncovered findings clearly suggesting that a long-term,
action-focused program is helpful to executives who want to improve their leadership effec-
tiveness. Executives considering such a program should be strongly committed to making
changes, taking action, and monitoring their development over time. With that commit-
ment, leadership effectiveness can be improved.

Executive Summary
In 1991 CCL launched its LeaderLab® program with the goal of helping executives

take more effective action in their leadership situations. During its run, which ended in
2000, each program ran over a period of six months. The program encouraged participants
to become aware of management behaviors that needed change, supported them in making
those changes, and assisted them in devising and implementing action plans. CCL conducted
an evaluation of the program in 1996 to see if it was successful in meeting its goals.

CCL researchers developed an impact questionnaire, which was administered to the
coworkers of LeaderLab participants to measure effectiveness before and after the program.
Also, telephone interviews were conducted with participants, their coworkers, and their
process advisors (CCL staff members who guide participants through the program); ques-
tions were asked about the nature of the participants’ action plans and their progress in
implementing them. The questionnaire revealed that participants were perceived as having
made significant and positive change in almost every category and that these positive changes
were associated with increased effectiveness. LeaderLab participants focused especially on
interpersonal relationships, organizational systems, coping with emotional turmoil, commu-
nication, sense of purpose or vision, and work-family balance.

Researchers also found some unanticipated results. Many of the participants had come
to the program with a reasonable amount of turbulence in their personal and work lives.
They reported four types of turbulence that affected their carrying out of their action plans:
general work-related (for example, downsizing or a new CEO); job specific (for example,
promotion or a new job); personal (for example, an ill spouse or separated from spouse); and
psychological (for example, depression and alcoholism).

A second unanticipated result was that in addition to finding out what action plans
participants pursued, information was obtained on how they approached their action plan-
ning. They approached implementation from three different models: goal focus, whereby the
participant set a goal for action and stuck to it, not going beyond it; vision focus, whereby the
participant viewed the action plan as merely a step in a process of working toward a larger
vision; and process focus, whereby the participant viewed the action planning as an ongoing
process used to conduct work and communicate with others.

The findings clearly suggest that this long-term, action-focused program was helpful to
executives who want to improve their leadership effectiveness. That tells program designers
that encouragement to take action in a supportive environment is a useful approach for
developing executives.

Click here to order Helping Leaders Take Effective Action: A Program Evaluation.
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Key Events and Lessons for Managers in a Diverse Workforce:
A Report on Research and Findings

Christina A. Douglas
(Stock No. 186)

Certain types of on-the-job experiences have an important developmental impact on manag-
ers during their careers. But are the experiences and impact the same for African American
and women managers as they are for their white male counterparts?

Executive Summary
A landmark study completed in the early 1980s at the Center for Creative Leadership

did much to highlight the importance of on-the-job experiences in developing effective
leaders. In the Key Events in Executives’ Lives study, 191 successful executives (executives
considered by their respective organizations to possess high potential or to have lived up to
their potential) described the important events that had led to a lasting change in themselves
as managers. In addition, they also described what they had learned from each of these key
events. The results of the study indicated that managers reported learning from various types
of events including developmental assignments, hardships, other people, and other types of
events (coursework, for example, or early work experience).

Based on the findings of the study, CCL concluded that certain types of on-the-job
experiences such as training, mentoring, career planning programs, and job rotations have a
far greater impact on developing managerial talent than other strategies typically used by
organizations. That conclusion had a major impact on research and applications at CCL and
further influenced the field of management development in terms of practice, theory, and
research.

As important as this study was and continues to be, it does not account for the dra-
matic shift in demographics reflected in executive ranks in the United States. The partici-
pants in the original Key Events study were, almost exclusively, white men (a reflection of
early 1980s’ demographics, when white men comprised the majority of the executive
workforce). Responding to that homogeneous sample, and with the goal of understanding
the key experiences of women, CCL replicated the Key Events study with a small sample of
26 female executives. That study indicated similarities between the key experiences reported
by these women and by the sample from the original Key Events study. It also pointed out
that women faced additional barriers (prejudice and differential treatment, for example).

Another response was to examine the key events in the lives of African American
executives, male and female, and to set those experiences alongside the experiences reported
in the original Key Events research. The results of that effort are documented in this report.

Click here to order Key Events and Lessons for Managers in a Diverse Workforce: A Report
on Research and Findings.
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Managerial Effectiveness in a Global Context
Jean Brittain Leslie, Maxine Dalton, Christopher Ernst, and Jennifer Deal

(Stock No. 184)

More and more international managers are working across global and cultural boundaries.
How is their work different from the work of other managers and how can they improve
their performance? The answer lies in such skills as the ability to take on different perspec-
tives and to remain flexible, according to research from the Center for Creative Leadership.

Executive Summary
In the past decade an increasing number of international managers from multinational

organizations have participated in development programs at the Center for Creative Leader-
ship. These managers work across the borders of multiple countries simultaneously. Working
with these managers led us to ask fundamental questions about our current understanding of
managerial effectiveness and whether or not it applied to managers who work in an increas-
ingly complex global world. We asked ourselves: What do these managers do? Is it different
from the work they did when they managed in their own countries, and if it is different, how
so? What does it take for them to be effective when they manage across so many countries
simultaneously? What do these managers need to know in order to be effective? What do
organizations need to know and do in order to select and develop people who will manage
and lead effectively in the global economy? Research designed to answer those questions
provides insight into the work of global managers.

Click here to order Managerial Effectiveness in a Global Context.
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Managerial Promotion: The Dynamics for Men and Women
Marian N. Ruderman, Patricia J. Ohlott, and Kathy E. Kram

(Stock No. 170)

Promotion practices geared toward women and nonwhite men are supposed to help them
move into management ranks, but they are often burdened by prejudice, discrimination, and
a lack of strategic vision. Women especially often find themselves promoted to non-vital
positions that give the appearance of opportunity and responsibility.

Executive Summary
Although women and nonwhite males have made considerable progress in ascending to

management ranks in the last twenty years, it is generally acknowledged that the rate of their
advancement has not kept pace with their increasing educational achievements and career
commitments. Many organizations are taking aggressive steps to rectify this situation by
instituting special practices and programs to improve management diversity.

One organizational practice affecting women’s mobility that has received little research
attention is the process by which promotion decisions are made. Promotions to jobs that
provide challenges and develop critical managerial skills and perspectives are important to a
manager’s future career success. But women, for example, may be given promotions to create
the appearance of increased opportunity and responsibility when in reality they are promoted
to positions that are not as vital to their organizations as those of men.

A number of forces affect the promotion process. First, organizational practices for
assigning jobs may limit opportunities for women. Women are assigned to less critical
positions and divisions than men and tend to be clustered in staff roles, such as public
relations, or in areas where they serve as technical specialists or experts rather than having
decision-making responsibilities.

Second, cultural images of men and women affect their working relationships. Most
large organizations were created many years ago and have been managed since by a rather
homogeneous group of people. Norms, values, rules, and policies established and perpetuated
by the dominant group reflect its own values and cultural biases, which may be in conflict
with the culture and values of today’s more diverse organization membership.

Third, most people prefer to interact with others they readily identify with and perceive
to be similar to them because it may be easier to establish rapport and predict behavior.
Individuals who are different are often stereotyped or ascribed characteristics on the basis of
their group membership.

None of these explanations alone can account for the slow progress of women to
upper-management levels. A combination of these forces is likely to shape the promotion
process. Problems in the way job assignments are made may contribute to the differential
advancement of women and men. CCL’s study examines gender differences in actual promo-
tion decisions made in one American Fortune 500 company. From those findings come
strategies for making a more appropriate distribution of assignments that provide develop-
mental opportunities and responsibilities for all aspiring leaders.

Click here to order Managerial Promotion: The Dynamics for Men and Women.
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The Realities of Management Promotion
Marian N. Ruderman and Patricia J. Ohlott

(Stock No. 157)

Promotions, particularly management promotions, play an important role in organizations.
They act as rewards, promote loyalty, help organizations deploy key talent, and help employ-
ees develop new leadership skills. But despite their importance, little attention is paid to how
and why most promotions happen. Read on to see how managerial promotion really works.

Executive Summary
Management promotions play important roles in organizations. They are a way of

rewarding employees and keeping them committed. They can be developmental because
newly promoted managers are exposed to challenging learning situations. They are also a
highly visible means by which an organization communicates and perpetuates its values and
culture in the workforce. Employees notice who is promoted and why as a means of under-
standing company expectations, norms, and values. Finally, and perhaps most importantly,
promotions are a primary means for the organization to deploy talent and achieve strategic
goals. Organizations often use management promotion to reorganize and to implement new
strategic initiatives.

Despite their importance—for both organizations and individuals—little is known
about how and why most promotions occur. The field of personnel management has mostly
neglected the topic, focusing instead on the individual attributes important for promotion or
on the outcomes of promotions. Only a few studies have examined how actual promotion
decisions are made in the management ranks.

CCL conducted an exploratory study of how 64 promotions actually occurred in three
companies. From that study CCL organized its view of managerial promotions along six
lines: (1) promotions are based on individual efforts and abilities; (2) people promoted must
fit established jobs; (3) formal methods are used to assess candidates for promotion; (4) there
are multiple candidates for each job; (5) promotions have uniform characteristics; and
(6) most organizations use similar criteria for promotion. This framework provides a coher-
ent view of managerial promotions that enables organizations to better understand the inner
workings of the promotion process.

Having gained that understanding, organizations will be able to employ promotion
more effectively, individual managers will be able to assess it more realistically (and thereby
improve their career planning and development efforts), and scholars in the field of leader-
ship research will be able to study it more easily.

Click here to order The Realities of Management Promotion.
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Forceful Leadership and Enabling Leadership:
You Can Do Both

Robert E. Kaplan
(Stock No. 171)

To make their managers more effective, organizations should help them develop the means to
handle a wider variety of situations, to become more versatile in their leadership style. Two
approaches to leadership that make use of versatility are forceful and enabling leadership. But
it’s a mistake to choose between the two.

Executive Summary
There is no one way to define leadership effectiveness, but it’s helpful to think about it

broadly as versatility. In seeking better performance from their management ranks, organiza-
tions can explore what versatility means in terms of two approaches to leadership that appear
prevalent among executives: forceful and enabling.

There is a long-running controversy about which is better. In one camp are people who
hold that being enabling, or empowering, is the way to go. This idea of leadership has come
into great favor as organizations have mounted a collective effort to improve quality, inno-
vate, and stay competitive. In the other camp are people who, partly in reaction to the
empowerment movement, hold that strong individual leadership is critical, especially when
fundamental change is needed.

Which approach is better? The answer is that both approaches are required of the
senior leader. In the face of the varied and ever-changing demands on managers, especially
senior managers, versatility is the name of the game.

Total versatility may not be attainable, at least by most managers. Even if it were
attainable, it’s not certain that total versatility is synonymous with ultimate effectiveness.
Managers who favor one approach over the other may be more effective in certain condi-
tions. But extensive coaching work with executives suggests that managers who emphasize
one to the point of sacrificing the other put themselves and their organizations at risk.

Managers face a number of obstacles in the pursuit of greater versatility. It is not just
lack of skills. It is also attitude. Managers who depend too much on one approach to leader-
ship must overcome negative feelings about the other approach. In extreme cases, a manager
can have an aversion to the other. The distinction between forceful and enabling leadership is
not new, but it can, if looked at in the proper way and in the proper context, be surprisingly
useful in helping managers reach higher levels of performance.

Click here to order Forceful Leadership and Enabling Leadership: You Can Do Both.
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Inside View: A Leader’s Observations on Leadership
Walter F. Ulmer, Jr.

(Stock No. 176)

Walter F. Ulmer, Jr., served 37 years in the U.S. Army—in combat theaters in Korea and
Vietnam, on the faculties of the Army War College and the U.S. Military Academy (where he
was also Commandant of Cadets), and as head of the Army’s human-resources-development
group in the Pentagon—and 9 years with the Center for Creative Leadership. His observa-
tions on leadership offer insight to organizations seeking to understand how it might be best
put to use.

Executive Summary
This collection of essays from a thought leader capture and reflect the insights of a

person who has spent more than 40 years working with not-for-profit and profit-seeking
organizations around the world. Ulmer’s practical work has been recognized in many ways.
He retired from the Army as a three-star general, having received military decorations from
the Republics of Korea and Vietnam, from the Federal Republic of Germany, and, of course,
from the United States. He has been named an Alumni Fellow of Penn State University and a
Distinguished Fellow of the Army War College. And in 1995 CCL initiated in his honor the
Walter F. Ulmer, Jr., Applied Research Award, given annually for especially notable field work
on leadership.

The present collection is meant to recognize, and share, his thought work. Ulmer wrote
a  number of these essays between 1990 and 1994 as contributions to “Inside View,” the
president’s column in CCL’s quarterly publication Issues & Observations, which has since
evolved into a bimonthly periodical called Leadership in Action.

Ulmer isn’t afraid of addressing a wide range of topics, but all of the essays are unified
by his emphasis on the essential connection between theory and practice—learning. For in
the end, an effective leader is an active and continuous learner. And all leaders can learn from
these observations.

Click here to order Inside View: A Leader’s Observations on Leadership.
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Making Common Sense:
Leadership as Meaning-Making in a Community of Practice

Wilfred H. Drath and Charles J. Palus
(Stock No. 156)

If different definitions of leadership share similar perspectives, then a natural question may
be what really forms the difference between views of leadership. The difference may lie in the
view of leadership as an individual capability versus a view of leadership as a communal
activity. Changing our perspective on what leadership is may give us a more useful notion of
what we can expect from individuals in positions of authority.

Executive Summary
Several years ago staff at the Center for Creative Leadership considered whether CCL

should endorse and disseminate a definition of leadership. Meetings were held, the staff was
asked to submit definitions, an extensive literature review was conducted, and a survey of our
colleagues, both practitioners and researchers, was taken to find out how they define leader-
ship. A surprising number of definitions was submitted.

Despite differences in emphases, however, all of the definitions seemed to be the
product of a single perspective—or perhaps two very similar perspectives. In the same way,
the instruments and tools for building leadership capabilities that are available today and the
concepts that underlie them also seem to come from one or two similar and familiar
perspectives.

CCL ultimately decided not to adopt any single definition (because the range of its
activities, from training to research, makes it impractical to have just one). But it did con-
sider a different way of looking at leadership. That’s not to imply that current and familiar
notions of leadership are naive or otherwise thoughtless; in fact, just the opposite. CCL
assumes that you have in the course of your life fashioned a working understanding of
leadership that allows you to participate with others in various kinds of cooperative social
undertakings.

Examining current notions of leadership in light of a different perspective allows us to
test our viewpoint against our experiences with people who are called leaders and groups that
operate with leadership. If you are a manager, it may give you a glimpse of how people can
get better at working together to solve hard problems, a more useful notion of what we can
expect from individuals in positions of authority, and a wider appreciation for the role of
leadership in our lives. If you are a researcher who works with the concept of leadership, it
may stimulate you to use perspectives other than influence and provide a way of thinking
about leadership that is consonant with the work being done on organizational learning from
the angle of communities of  practice.

Click here to order Making Common Sense: Leadership as Meaning-Making in a Com-
munity of Practice.
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Training for Action:
A New Approach to Executive Development

Robert M. Burnside and Victoria A. Guthrie
(Stock No. 153)

Everyone has the potential to develop leadership attributes. Because leading depends on
human interaction, training should concentrate on the human side of leadership. Leaders
should develop the people they are leading, and individuals should be free to define their
own values and develop their potential to align with those values.

Executive Summary
Throughout its history, CCL has held the view that leadership is multidimensional and

that its development can be approached from numerous perspectives. That view led CCL to
create a leadership educational program called LeaderLab®.

Several important issues were uncovered in the course of developing this program. And
even though the LeaderLab program is not part of CCL’s present curriculum, those issues
remain of interest to anyone, particularly human-resource professionals, concerned with
leadership development programs. The work behind LeaderLab helped to define a generation
of leader development programs—the training principles that were appropriate for them, and
the content and structure that best served their goals.

Overall, the experience of developing LeaderLab highlighted a number of values that
CCL still stands behind: that everyone has the potential to develop, and helping people
develop through training programs is a worthwhile activity; that leading is primarily a
process of human interaction, and training should therefore concentrate on the human side
of leadership; that leaders should seek to develop the people they are leading and work for
the good of all; that leadership should be creative and keep up with the changing world; that
training should address the leader in the workplace, family, and community; and that each
individual should be free to define his or her own values and development process and to
choose how far to go in it. CCL’s ongoing efforts in leader development training and in its
knowledge generation run true to these values.

Click here to order Training for Action: A New Approach to Executive Development.
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Managers are being called upon to empower their subordinates. This is true from first-line
supervisors to CEOs. But while many high-level, successful managers embrace the idea of
empowerment, they have a difficult time putting it into practice. Meeting that challenge may
lie in the nature of a successful manager’s personal development.

Executive Summary
Managers have a sincere commitment to be participative and empower their subordi-

nates, yet cannot follow through on their commitment. This report suggests that the answer
lies not in the manager’s need for power or dominance but in the nature of a successful
manager’s personal development. The strengths and weaknesses of successful, effective
managers are related to specific developmental capacities and limitations. Managers are
rewarded (promoted, made successful) because of their developmental capacities, but these
same managers cannot escape the related developmental limitations—among which is the
ability to empower subordinates. Many of today’s managers find themselves in a bind. They
are asked to behave toward subordinates in ways that run counter to what has made them
successful. To escape this bind, managers must engage in development at the level of personal
meaning, and organizations must evolve into institutions supporting such development.

The examination documented in this report looks at the relationship between personal
development and the successful manager’s ability to empower subordinates. It is based on
eight years of research and applications involving high-level managers in large organizations.
During those eight years, the research focused on the character of highly successful managers
and their developmental prospects. It has described how high-level managers have difficulty
getting, accepting, and acting on developmental feedback. It has examined the role of execu-
tive development in organization development, and found that some factors associated with
successful managers affect the prospects for effective organization development.

Click here to order Why Managers Have Trouble Empowering: A Theoretical Perspective
Based on Concepts of Adult Development.
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