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MENTAL-MODELS

Team Make-up. LIM’s Leadership Development Programs (LDPs) build in as much diversity as appropriate and possible: functional; regional; cultural; gender; generational; etc. This team diversity allows greater opportunity for team members to explore different perspectives in thinking and problem solving. 

No Experts. Participants of LDPs are usually placed in project teams in which they have had little or no experience with the selected problem/opportunity. This encourages each team member to pitch in and ask naive questions which often lead to innovations. An "expert" in the group often inhibits learning and leads the group in the same old direction. 

Personal/Professional Development. Usually half way into an LDP there is a "Personal Development" week or portion of a week where individuals become more aware of their own learning styles and preferences. Often the Myers-Briggs Type Indicator and the Learning Style Inventory among other instruments are used. Team members by this time have had, enough experience with one another that they are able to give helpful feedback and validation to one another. The Learning Coach is also key in helping the team understand and appreciate these differences. 

Cultural Differences. Usually during this same period time is given to understanding the influence of our cultural software programs upon our way of thinking. Because the teams ideally are culturally mixed these differences come to the surface naturally throughout the program. If the LDP moves from country to country throughout the course this gives wonderful opportunities for the cultural differences to be built into the program design. Most programs have a component called "Cultural Investigation Activity" (CIA) where the teams explore different cultural questions in each country and exchange their findings in creative and entertaining ways. Gerte Hofstede's 4-D Model or the Organization Cultural Indicator is frequently used as a theoretical framework for understanding the impact of cultural differences upon international business. 

Power Planning Process. As teams go about solving their clients' problems or opportunities they usually need and ask for help in how to go about the consulting and planning process. We frequently introduce a generic planning model called The Power Planning Process that clearly attempts to surface the underlying assumptions of all concerned parties related to the problem or opportunity. This frequently leads to the reframing of the problem as well as a reframing of how individuals see the problem formulation process. 

Learning Coach. The Learning Coach plays different roles throughout educational process of LDPs. At the beginning stage of project work the Learning Coach has an obligation to hold the team back from premature problem solving until the problem/opportunity has satisfactorily been refined and/or reframed. During this reframing process the Learning Coach helps the team to surface and explore one another's mental models. 

Program Norms. Diversity of all types is a fundamental ingredient and resource to all LDPs. Diverse opinions and questions are welcomed and encouraged. 

PERSONAL MASTERY 

Personal Objectives. Before a Leadership Development Program begins each participant is encouraged to identify some learning objectives that have been discussed with her/his supervisor. In addition, during the course of the program each participant adds to or refines these objectives with input from teammates, learning partner and Learning Coach. 

360 Feedback. Participants co-design with staff a "Leader/Manager Survey" instrument that is anonymously completed by peers, subordinates, self and supervisor between the second and third weeks. This information is organized and presented to each participant during the personal/professional week halfway through the program. This report along with consultation from the Learning Coach becomes the catalyst for refining personal objectives. 

Learning Partners. Each program participant is encouraged to select a learning partner or partners-- someone/s s/he trusts, respects and who is willing to exchange perceptions and feedback. 

Learning Journals. Participants are given journals at the beginning of our work together and challenged to write their own book throughout the course of our time together. Regular time is also given during Leadership Development Programs for participants to write in their journals and exchange what they have written. 

Special Courses. If a participant wants or needs specific learning opportunities not included in the overall design of a Leadership Development Program the staff will assist in obtaining such support. 

BUILDING SHARED VISION 

Management Team Ownership. Successful LDPs have the full endorsement and sponsorship of the management team. In fact, an internal LDP is a great vehicle to change or reinforce the mission, vision, values & strategy of a company. The Chairman, CEO or President often uses internal programs as a personal platform to both initiate and request support for major culture change efforts. This provides an ongoing forum for genuine two-way communication. The management team then can serve as the ongoing advisory board to the program especially if the purpose of the program is to develop the senior most managers for general management positions. The management team then becomes involved in setting the criteria for and selecting participants and projects. When it becomes their program, it succeeds. 

Program Director's Role. The Program Director plays a key role prior to program start up by 

interviewing all participants and their supervisors to ensure that program objectives and philosophy are clearly understood. Setting clear and high expectations are a key success factor building a shared vision and commitment. 

Learning Coach’s Role. The Learning Coach has an opportunity and a responsibility to continually check for alignment between team members' professional objectives and corporate goals. This is done through periodic interviews as well as during team reflection periods. 

TEAM LEARNING

Reflection/Dialogue (R&D). Reflection/Dialogue sessions are a standard part of an LDP. 

Participants are instructed in the norms of Dialogue and encouraged to exchange their assumptions (facts, feelings, thoughts or opinions) without having to defend them. These sessions enrich the individual learning and become the forum for exchanging individual learning with the larger group and the entire organization. 

Team Reflection Periods. A "Stop & Reflect" instrument allows team members to periodically reflect on their individual and team performance and suggest ways of improvement. This simple 15 minute debriefing exercise during a work session, as well as at the end, almost always prompts smarter and more effective performance. 

High Performing Team Instrument. Participants collectively identify the criteria of a high performing team during the first week. The staff then develops an instrument with this input from the teams, which they use periodically to measure their own effectiveness. This is an invaluable reflection and evaluation tool primarily because it belongs to them. 

Just In Time Learning Sessions. These learning sessions evolve either from a direct request from the 

team or group or are offered by the Learning Coach. They are timely responses to specific and immediate needs that the team or group is facing. Our experience is that this organic "teaching" approach is much more effective than the advance off the shelf  "Here's what you can expect..." (Just in Case) training model. 

Team Audits. Halfway through the program the teams report to each other both on their progress with the task as well as their group process and learning. This becomes an invaluable means of both challenging one others' thinking and transferring learning. 

SYSTEMS THINKING

Change the System By Developing Your Leaders. One of the fundamental principles upon LDPs are grounded is the notion that the most effective way to change a corporate culture long term is through leadership development. If a critical mass of an organizations leaders begin to look at the world, their company and themselves with a new perspective and then begin to work smarter, more collaboratively and more systemically, the organization will change. 

LDP Design. LDPs are designed to address multiple perspectives: global; industry; corporate; regional; local; functional; personal; team; back home. And for each of these perspectives the following lenses are applied: history, trends, needs, wants, objectives, threats, opportunities, responsibilities, relationships, influence, implications, applications, etc. The Program Director is the one primarily responsible for ensuring that a systems perspective prevails. It is his/her responsibility to brief and prepare each guest subject area expert as to the purpose, philosophy and history of the program and their special role. The Learning Coach also has a significant role to play in keeping a systems perspective alive as the team solves its problem/opportunity. Their particular focus is much more concentrated on the individual, sub groups, the team, the project challenge and the client as they interface with the larger system. 

Project Selection. Project work is the key arena for learning within an LDP. Therefore selecting the "right" projects is paramount. The design team and the management team identify the criteria for selecting those projects, which can provide multiple learning opportunities. The following criteria are almost always used in project selection: are strategic to the company; cross regional lines; are general management "type" challenges; require systemic thinking; require analysis and investigation; can be undertaken within a 6-8 month time framework; provide opportunities for action; have implications for more than one part of the business. 

Our Story Lessons. One technique which is frequently used to extract significant insight and 

learning is the OurStory tool. This tool is most effective with an internal group that shares a common history or works for the same company. First individuals write down on "post-its" the most significant events that occurred during a specified period of time for them and why. Then they place their "post-its" on a time line that is drawn horizontally through several sheets of flip chart paper. After everyone has placed their events in the appropriate sequence they collectively tell their history taking turns as they proceed from the past to the present. Once their story has been completed and any missing event has been added the group extracts the learning. Almost always patterns emerge which become strong signals to the group. 

The Finale. At the conclusion of most LDPs, the CEO and the management team come to hear what the program participants and clients have learned and done with their projects. This is a wonderful arena for the participants, CEO and the management team to challenge one another and extract lessons for the organization through dialogue. This openness allows new insights, new meaning and new opportunities to emerge. And with diligent follow up and follow through positive change can and usually does take place. Individuals are better able to develop themselves professionally; leadership characteristics and skills have been enhanced; teamwork skills are now able to be transmitted throughout the company; real problems are solved, often with earnings or savings to the company; common language and experiences are forming the foundation for a new corporate culture; the company is being networked through personal relationships--the engine of organizational change and business development. 
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