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Foreword


“This model has changed the dialogue at my table,” says the CEO of a major fast-moving consumer goods company. “We now focus more on strategy and talent, not just revenue and volume.”

“The Leadership Pipeline idea and model has helped us push accountability down the organization in a coherent way,” says the CEO of a major mining company. “It has freed us at the top to focus more on the future while lower levels drive productivity and early operating results.”

“We are now focusing our coursework on the right skills for the right level.”

“Our succession planning is now anchored in reality about what potential means and what it looks like.”

“I can do better coaching of my people, given the improved clarity of expectations for them and for me.”


The overwhelmingly positive response to the first edition of The Leadership Pipeline has been most gratifying. Our discussions with readers and our work as consultants have provided us with invaluable feedback about the Pipeline model—feedback that has helped make this model even more effective in practice than when we first wrote about it. We want to pass on the lessons we’ve learned so that companies can maximize the Pipeline’s value.

Since the first edition of this book was published, we’ve worked with over one hundred companies using this framework. Many of the best and most successful corporations in the world have adopted the Leadership Pipeline model as the core framework for their efforts on the human side of their businesses. Built around the common leadership “passages” all leaders go through, it helps organizations select, develop, and assess based on specific responsibilities and work values at each leadership level.

Our approach to revising this work is a bit unorthodox: we decided not to go in and change the individual chapters with all new examples and context. The reader will notice we talk about certain players in business who are no longer in the role they are cited in. Because the examples, although no longer all current, serve the point we are trying to make, we decided to leave them and instead to add two significant sections at the end of each chapter. The first, “Observations from the Field,” allows us to update our model, share some additional stories, and add some advice based on almost ten years of experiences working with companies around the world. We have also included the answers to frequently asked questions.

Our hope is that this new and “improved” version of our work continues to be effective and used easily by all.

Preface to the Revised Edition: Observations from the Field


As we’ve worked with a variety of organizations to put the Pipeline framework into practice, we’ve found a number of serious flaws with development efforts that must be corrected to enable sustained operational and financial success. At a time when organizations are enormously dependent on internal development of present and future leaders, these efforts are falling short. Here are four failings the Pipeline model is designed to correct:

Deep-Seated Development Errors

1.
 Line managements’ dissatisfaction with human resources has not abated.  We believe one critically important reason is the lack of an enduring central architecture. Imagine a company that has a chief financial officer but doesn’t have a general ledger, a budget process, a cost accounting system, and a capital allocation process that are tied together. That finance officer wouldn’t have much success. Finance’s architecture enables the entire organization to work with and talk about financial matters in a consistent way. Companies need an enduring architecture to focus human resource processes and programs. The architecture should set common standards for both performance and potential, differentiated by layer of management. It should also establish language and processes to address issues, identify problems, and exploit opportunities effectively, as well as data for making decisions about everything from job transitions to performance improvement.
We’ve found that most development efforts lack this central architecture. Although most HR departments make sincere and sometimes even heroic efforts at leadership development, when these efforts don’t produce the desired results, they stop spending money on development, or they replace an existing program with the next one, or they try a third program and then a fourth. Changing programs often means one leader emerges speaking one language, while another leader from a different program speaks a second language. These changes in development content and philosophy create distrust. Because there’s no cumulative effect from a comprehensive but flexible architecture, there’s no solid base for development purposes. This book outlines a central architecture that you can adapt to your company’s specific situation.

2.
 Leaders don’t learn to do what is needed.  We’ve found that this is a growing problem as leadership roles and responsibilities continue to evolve rapidly. Within most developmental assignments roles are poorly defined and measured. Specific content is rarely defined. The expected value-add isn’t defined, and the relationship to overall results is left to the imagination. Competency models place the emphasis on activity rather than results, and this creates misleading measurements. We’ve also found that under many existing development models, leaders learn to think about jobs in terms of turf—what they control. This notion has led to silos, excluding the ideas of others, and has also led to a lack of teamwork even within silos. A silo mentality precludes teamwork, and it motivates leaders to focus on details (that others should handle) and address immediate concerns rather than future goals.
Jobs should be defined by accountability for a set of results, a basic tenet of the Leadership Pipeline model. Required results must change as people move up the organization. When one set of results is achieved, a new set can be established. This allows organizations to adapt more quickly to changing business requirements and to new market conditions without having to reorganize. It also helps incumbents to focus on what is critically important, enables better decisions about who can help and who can’t, contributes to making jobs more doable, and greatly reduces the activities associated with defending one’s turf.
Leadership models must also be capable of redefining roles continuously in response to a changing environment. For instance, an increasing percentage of work is being done by people who are not on the company’s full-time payroll, because of outsourcing and other factors. The way a leader’s work is defined must encourage collaboration and inclusion, particularly when traditional control methods aren’t possible.

3.
 There is a lack of selection skill.  We find that the intensity in producing the numbers is several orders of magnitude greater than the intensity around choosing people. Whether it’s because executives no longer have the time to devote to selection or because choosing the right candidate is more difficult, they often aren’t adept at selecting the right people for the right jobs. In assessment interviews, we asked about 1,300 senior executives, “How do you go about making a selection decision?” Most people answer with a brief description of (a) the kind of person they want (“honest,” “hard-working”), (b) some sort of search request, and (c) an interview process.
The Leadership Pipeline model helps people make superior selec­tion decisions. For instance, it focuses them on the triggering event that indicates why a change must be made. Some triggering events are obvious, such as when the incumbent quits or retires or gets promoted to a new job. Some aren’t so obvious, such as a change in strategy, a persistent pattern of mistakes, a bad attitude, or noticeable unhappiness with the leadership requirements. The Pipeline model also helps a senior executive judge whether an individual is working at the level to which that person is assigned, as well another individual’s potential for moving up to the next level.
The worst-case scenario for poor selection was always thought to be hiring the wrong person. But today that is only the third-worst-case scenario. Two even more serious problems are (1) failing to recognize and hire the right person, instead letting this ideal candidate sail invisibly through the selection process, and (2) leaving the wrong person in the job too long.

4.
 HR is focused on the wrong agenda.  Historically, the human resource function has focused on the supply of labor. In recent years, to win an external war for talent, HR has focused more specifically on finding and getting A players. Internally, the focus has been on identifying future “stars,” the “high potentials” to be put in key jobs. This focus on “input” hasn’t gotten them very far.
Instead, the focus should be on the output. Output will be inappropriate unless the incumbent values the right work, unless there is a process in place to identify what the right work is for the right leadership position, and unless measures are in place to determine whether the right work is being done. Poorly designed jobs, leaders working at the wrong level, a lack of clear direction, and bad selection decisions are ubiquitous in the current organizational environment. If HR truly understood organization and assessment and helped all leaders work at the right level, the organization could make significant leaps in productivity.


Four External Pipeline Factors

It’s not just internal developmental shortcomings that are making the Pipeline model so relevant to organizations. We’ve witnessed the emergence of four external factors that have emerged in recent years and have a huge impact on leadership effectiveness up and down the line. The following factors also increase the value of the Pipeline approach:

Outside Talent Hasn’t Met Organizational Needs

For many reasons, recruiting people to fill key positions hasn’t worked out as well as expected. If we define success for external recruits as full performance and acceptance after three years, the success rate is low and gets lower for positions at or near the top. Cultural mismatches, lack of a relationship network, resentment by current employees who wanted or expected the job, and new hires focused on the next promotion rather than the job are just some of the problems. The highest-risk external hire situation involves people who are changing companies and changing layers simultaneously. Learning to work at a higher layer while learning the success formula at a new company puts these new hires under extreme pressure. The new hire commonly reacts by reverting to the skills and methods of the previous layer and the former company—and this almost guarantees failure. However, a development framework that helps outside people understand the values and skills required at a given managerial level—and that helps the com­pany transition them to this level quickly—can increase the odds that outside people will succeed.

The Critical New Markets: China, India, and Other Emerging Markets

Dealing with China, India, and other unfamiliar markets means learning to operate effectively in a new context. Executives must master different operating styles, sophistication levels, cultural nuances, and other new areas. Developing and measuring these leaders with these differences in mind is crucial. Unfortunately, they’re not kept in mind, because the HR development framework doesn’t accommodate the learning and measures that change as job levels change, especially from a global perspective. What skills, attitudes, values, and knowledge should be targeted for a country manager in China? For that manager’s assistant? Are there coordinated recruitment, development, and measurement programs in place to help leaders transition through the levels in these global jobs? The flexibility of the Leadership Pipeline model accommodates new and changing requirements in ways that other approaches do not.

Job Content Is Changing

Flexible models are required to cope with jobs that are evolving rapidly. Innovation and collaboration have become absolutely essential in a world where traditional market leaders no longer dominate their industries and where team structures are operating in tandem with the traditional pyramid. On top of that, the growth of electronic communication often requires leaders to work virtually or to meet face-to-face with people less frequently. The ability to lead from a distance and to communicate effectively online are skills that weren’t even considered until relatively recently. We observe more people at more passages being required to work outside the company structure with partners and other elements of the ecosystem. If development and measurements at all leadership levels don’t reflect this changing job content, new skills won’t be adopted—or adopted in a widespread and effective manner.

The Need for Role Clarity

Last but not least, this factor is paramount in a business environment that is increasingly ambiguous, paradoxical, complex, and volatile. In this rapidly changing environment, leaders are no longer sure of their roles and responsibilities. How are they to treat employees who invest so much time and energy in communicating electronically? How transparent can and should they be when it comes to issues such as downsizing and performance? How can they build trust among employees who are increasingly distrustful of management?

No leader at any level can answer these questions effectively without a framework that clearly defines his or her role. We’ve found that the Pipeline model helps leaders understand what is expected of them at every leadership level. As a result, they can filter the questions just asked through a framework that identifies what behaviors and values are necessary for them to do their jobs well. They know that as the head of a function, for instance, they must learn to manage and value what is new. This imperative allows them to define all their actions against it. It helps them avoid the inconsistent behaviors that sow distrust among employees. It helps them communicate a belief in a genuine and transparent manner.

A Model for the Future as Well as the Present

In recent years, organizations have become increasingly aware of the need to build sustainable enterprises, not just ones that create short-term profits. We’ve heard from organizations that the Pipeline model helps them focus on the future development of leaders rather than just present performance issues. We have observed many leaders at all levels working exclusively on the problems of the moment. This has been particularly true during the recession that began in 2007–2008; each day, it seems, brings another tough decision to leaders’ desks. In this environment, defining and preparing for a successful future for their company, business, function, or team has been given little or no attention. Without adequate measures and role clarity, they can’t prepare for the inevitable changes required for success or survival.

For this reason, many companies are failing to develop leadership bench strength and day-to-day leadership effectiveness. Leading-edge development programs, no matter how well designed, aren’t sufficient to achieve these goals.

What’s lacking is a connective context. In other words, the connection between leadership development training programs, succession planning, performance management, and rewards is tenuously defined at best. In most companies, human resources orchestrates these activities, and the various groups responsible for them compete for resources, management attention, and power. Human resources efforts are rarely integrated.

Standards for making judgments about people are different for different activities. Performance ratings, promotions, bonuses, and participation in development are based on varying standards, causing confusion for those trying to make judgments as well as for the judged.

When we wrote The Leadership Pipeline, we knew a need existed for a central architecture, a framework shared by all leaders to ensure consistency of judgment and application on the human side of the business so that a cumulative leadership effect results. What we’ve learned in the interim is that this need is far more compelling and widespread than we initially assumed.

The Leadership Pipeline is about how to build that architecture.

More so now than ever before, the architecture described in The Leadership Pipeline must be understood and used by leaders at all levels—not only those who lead the human resources department. Understanding and using the architecture will make leaders more effective, especially if they are a leader of leaders. Human resources people have a critical role to play, but it is an “engineering” role, not an “operating” role. Leaders are the operators; they make the judgments, and they will live with the successes or failures of those judgments. HR is the engineering function accountable for design and usability, the value and quality of the architecture.

Our readers have told us that The Leadership Pipeline has changed the way their companies approach the human side of business at a fundamental level. Our global society can’t continue to withstand the enormous failure rates of those in the highest leadership positions combined with the deepening shortage of capable men and women to lead our businesses. The challenge must be addressed in ways that are significantly more systematic, so the growth of leaders becomes organic and predictably successful. Given the growing need for a more effective leadership development model and the emerging obstacles to such development, this book is even more relevant and needed today than it was ten years ago.

Introduction


This is an era in which the demand for leadership greatly exceeds the supply. Signs of this imbalance are everywhere. Almost every issue of the Wall Street Journal carries news about a major corporation bringing in a top executive from outside the organization. Executive search firms are flourishing because of the demand for leadership talent. Consulting firms are offering six-figure starting salaries to make sure they get their fair share of newly minted MBAs from top schools. No less a consulting firm than McKinsey has spent a great deal of time formulating a strategy to cope with the “war for talent.” And just about every major organization is attempting to hire “stars,” offering enormous compensation to entice the best and the brightest.

These overly aggressive, sometimes desperate attempts to recruit outsiders suggest that the leadership pipeline is inadequate. Internal training, mentoring, and other developmental programs aren’t keeping the pipeline full, making it necessary to look outside. The problem, of course, is that there are only so many full-performing leaders to go around. Everyone is fighting over a relatively small group of stars who, even when successfully recruited, tend to move from company to company with alacrity.

What’s needed, therefore, is an approach that will allow organizations to keep their own leadership pipelines full and flowing. This is easier said than done because the requirements of leadership have changed so dramatically, and most development models are ill-suited for these changing requirements. We’ve found, however, that an approach that takes into account the different requirements at distinct leadership levels is viable. Before we talk about our pipeline model and how it works, we’d like to give you a better sense of how the demand for leadership has risen while the supply of leaders has not kept pace.

The Trouble with Finding and Developing Leaders: The New Economy, Globalization, and Organizational Perspectives

While there are many factors that have increased the demand for leaders, one of the most significant ones is the information technology revolution.

The New Economy has raised organizational consciousness about the human side of the business. New Economy companies have not only preached that people have tremendous value in this economy, but they’ve practiced it. Dot.com companies have lured highly talented individuals with the promise of great wealth through stock options, immediate involvement in meaningful work, and other perks. MBA students have taken summer jobs with these companies and never returned to complete their degrees. Unlike traditional companies, dot.coms continue the courtship of their employees after they hire them by providing empowering work, ongoing learning, and clear, continuous communication.

While these New Economy companies have siphoned leadership talent away from mainstream organizations, they’ve also spawned a new set of leadership problems:

Founders and CEOs Must Change What They Work on as the Company Grows 
As these companies grow fast, their leaders must move to new leadership levels with amazing speed. One day they’re doing first-line manager work, the next they’re integrating with alliances and representing the enterprise to the world around it. Needless to say, many of these dot.com founders have difficulties with these lightning-like transitions.

There Aren’t Enough Leaders and Few Are Being Grown Internally 
Search firms estimated that there could have been as many as a thousand dot.com CEO openings in late 1999. When Meg Whitman, president of eBay, was asked what her biggest early mistake was, she answered that it was failing to bring in enough heavyweight leaders fast enough.

New Horizontal Leadership Skills Are Necessary 
New Economy companies grow horizontally through alliances and partnerships. Effective integration (managing organizational interfacing) of these partners is a crucial requirement, one that managers accustomed to vertical growth may have difficulty meeting.

Old Economy Companies Are Competing for New Economy Talent 
A number of mainstream organizations have made great strides in Internet endeavors. Almost all the “old economy” industries—for example, autos, financial services, travel—have taken major steps to become e-commerce companies. As a result, the battle for e-commerce leadership talent has become even more intense.

What all this means is that finding the right types of leaders with the right types of skills is becoming an increasingly difficult task. The New Economy has also made development of these leaders more difficult, in that people need to acquire new skills that aren’t part of the traditional leadership package.

Just as significantly, over the past twenty years organizations have become aware of the need for local leadership because of increasing globalization. Edicts and strategies from the home office require local interpretation and application. Leaders rooted in these environments (rather than those removed from them) must address issues, such as differences in culture, customer demands, and local work habits. Local leadership, then, has become a prized commodity. Equally important is the need for leaders who manage the balance between global and local issues.

What is perhaps most significant, the lack of effective talent development within organizations has contributed to the leadership deficit. It’s not simply that companies have failed to train frontline people to use the power bestowed on them by the information revolution or to develop managers capable of local leadership. The issues are broader and deeper. Part of the problem is historical, going back to the late 1970s, when companies cut costs to become more competitive in response to dramatic increases in the price of oil and a flood of goods made in countries with cheaper labor. They dramatically reduced their investment in talent development. Training programs, developmental assignments, and management time for coaching were greatly reduced or even eliminated. Though some of these efforts were restarted in the 1990s, many people in key roles are the product of this “no money for development” era. In addition, there was a wave of faddish development programs that lacked much substance. As a result, many executives were never fully trained or developed for their roles.

Furthermore, organizations often don’t look at development as integral to business strategy, viewing it purely as part of the human resources function. CEOs don’t invest their time in it because they perceive it as outside their domain. A common organizational mindset is to view jobs as “work to be done” and not as developmental assignments. Even worse, a rather simplistic definition of leadership governs development. There is little acknowledgment that different levels of leadership exist and that people need to make skill and value transitions at each level. Relatively few organizations are thinking about the core competencies and experiences necessary to be successful at each level. Few of them are considering the leadership development needs of a first-time manager versus those of a functional manager. Instead, there is a focus on personal traits and technical competence. Organizations promote people with the expectation that they have the knowledge and skills to handle the job rather than the knowledge and skills to handle a particular level of leadership. They assume that if they’ve performed well at one job, they’ll likely perform well at the next one.

Given all this, it should come as no surprise that the leadership pipeline is dry. What is surprising is the organizational response to this situation: adopting a “best and brightest” strategy. Company after company has decided that it can solve its leadership problem by finding and nurturing the top talent. Hiring gifted people makes sense as a tactic but not as a strategy. Certainly if there’s an enormously talented individual you can recruit for your organization, you should do so. Strategically, however, this approach falls apart because of the scarcity of highly talented individuals. Not only will you have to pay through the nose for these people, but what is more important, they will probably never develop fully. The stars of the business world usually change jobs or companies so frequently that they have difficulty finishing what they started. They don’t stay in one place long enough to learn from mistakes, master the right skills, or gain the experience needed for sustainable performance.

Although star performers can contribute a great deal to any company, there are not enough to go around. Today’s companies need effective leaders at every level and in every location. Because of the information technology revolution, globalization, and other factors, leadership is a requirement up and down the line. To deliver on increasingly ambitious promises to customers, shareholders, employees, and other stakeholders, we need more fully performing leaders than ever before. This means finding a method that ensures that more managers than ever before will be prepared for and placed at the right leadership levels.

Untapped Leadership Potential

If we need more leaders at more levels than ever before—and if we need to build them rather than buy them—the question of potential naturally arises. Can today’s average salesperson become tomorrow’s “right-for-the-job” sales leader? Even though the work is different, our experience demonstrates that he can, because potential is not fixed. We believe in human beings’ ability to grow; society cannot achieve economic as well as cultural progress without it. Too often, however, executives view potential as an abstract concept that defies definition. As such, it’s difficult to see it as something that changes over time. When you define potential as the kind of work someone can do in the future, it becomes easier to see it as a dynamic concept. This future work potential is based on accumulated skills and experience as evidenced by past achievement, ability to learn new skills, and willingness to tackle bigger, more complex, or higher-quality assignments. The more people achieve, the more learning takes place; willingness to tackle new challenges increases as current challenges are met. Fueled by the rapidly changing nature of work, global opportunities, and on-line learning via the Internet, people’s potential changes several times over the course of a career. They can and do reinvent themselves.

What all this means is that you need to keep an open, optimistic mind about who might become the right person for a given leadership position. People who are skilled technicians might have the potential to be managers; managers who seem entrenched in their functions might have the potential to lead cross-functional teams.

To capitalize on this potential, you need to discern the true work requirements at key leadership levels and what’s needed to make the transition from one layer to the next successfully. Matching an individual’s potential with a series of requirements is how pipelines are built. The Leadership Pipeline model will help you achieve these objectives.

Passages Through the Pipeline

To build your leadership base, the starting point is understanding the natural hierarchy of work that exists in most organizations (the focus here is on managerial-leadership work rather than technical or professional contributions). In a large, decentralized business organization, this hierarchy takes the form of six career passages or pipeline turns. The pipeline is not a straight cylinder but rather one that is bent in six places. Each of these passages represents a change in organizational position—a different level and complexity of leadership—where a significant turn has to be made. These turns involve a major change in job requirements, demanding new skills, time applications, and work values.

The chart in Figure I.1 illustrates the six major passages leaders face.

Figure 1.1. Critical Career Passages in a Large Business Organization.

Note: Each passage represents a major change in job requirements that translates to new skill requirements, new time horizons and applications, and new work values. Based on work done initially by Walter Mahler and called Critical Career Crossroads.
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Though there are other, minor passages between these six major ones, we don’t want to become bogged down in detail at this point. For our purposes here, it’s important simply to understand what these six are all about. In the following pages, we’ll explore these six leadership passages in detail, identifying the skills, use of time, and work values unique to each. Recognizing the requirements and pitfalls associated with each one is crucial, not only for the leaders themselves but also for their bosses and subordinates. With a universal understanding of the model, bosses will provide better coaching and differentiated accountability, and subordinates can be more supportive when they recognize the issues with which their bosses are struggling.

As you become familiar with each leadership passage, you’ll find yourself thinking about careers and planning development from a fresh perspective. What is more significant, this new perspective will provide you with the insights necessary to keep your leadership pipeline filled and flowing. Not only will it help you structure a process to develop leaders on all levels, but it will also enable you to ensure that they’re working at the right levels. As you’ll discover, each passage requires that people acquire a new way of managing and leading and leave the old ways behind in the following three areas:
	Skill requirements—the new capabilities required to execute new responsibilities
	Time applications—new time frames that govern how one works
	Work values—what people believe is important and so becomes the focus of their effort


The challenge for organizations is to make sure that people in leadership positions are assigned to the level appropriate to their skills, time applications, and values. Unfortunately, many managers often work at the wrong level: they’re clinging to values appropriate to Passage One (managing others) even though they’re working at Passage Two (managing managers), or they haven’t acquired the skills or time application expertise appropriate to their current level. As a result, not only are they less effective (or ineffective) leaders but the people they manage are negatively affected as well.

If you keep the metaphor of a pipeline in mind, you can see how things might become clogged at the turns. Imagine a company where more than half the managers at each turn are operating with skills, time applications, and values inappropriate to their level; either they’ve skipped a level and never learned what they need to know, or they’re clinging to an old mode of managing that was successful for them in the past. In some companies, at least 50 percent of the people in leadership positions are operating far below their assigned layer. They have the potential to be leaders, but that potential is going unfulfilled. In short, they’re stuck and clogging up the system (staying too long in one passage also can clog up the system).

Let’s look at two people with leadership potential who have become stuck in this manner.

Two Leadership Turns That Give Many People Trouble

Bob is at Passage One—From Managing Self to Managing Others—having recently been promoted to the manager of his group. Previously, Bob had proven to be a crackerjack engineer, the best problem solver in the department. Technically, he was superior, and this fact earned him his promotion. As a manager, however, Bob relied on a hands-on, problem-solving approach that had worked for him as an individual contributor engineer over the past seven years. It is a work style that he enjoys and is comfortable with; his work values dictate that he figure out the engineering solution himself. But it is also what prevents him from demonstrating the leadership of which he is capable. Typically, Bob ends up competing with his own direct reports when he gives them an assignment. It smothers them psychologically, thus wasting his time and theirs. He needs to stop relying on his work skills and valuing his ability to solve problems himself and instead learn to plan the work that needs to be done, select good people to do it, set objectives, hold people accountable for results, and offer feedback. Bob needs to learn all this to be an effective leader not only now but later as well. This first turn is where he’ll acquire people management and team leadership skills—skills that will be essential for him when he arrives at future passages.

Mary, a former sales manager, is now the head of a business unit; she’s at Passage Four—From Functional Manager to Business Manager. Over the course of her career Mary has aggressively pursued new customers, and she relishes the supplier-customer dynamic, spending a great deal of time in one-on-one customer interactions; she’s been highly innovative with her service ideas and has consistently hit or exceeded sales targets for her group because of her approach. As the head of a business unit, Mary is encountering a number of problems. She’s finding it difficult to communicate with people in functions other than her own and to create a business model that her people can understand and relate to. She doesn’t understand why Engineering and Manufacturing are always in disagreement and why deliveries are so late on new products. Frustrated by her inability to do what’s required, Mary decides that she can “bull” her way through by relying on her strength. By focusing on deepening and securing customer relationships, she is back in her comfort zone. Unfortunately that’s only one of many roles she needs to play in her current leadership position. This is the first time Mary has ever headed a multifunctional team, and she doesn’t value the contributions of each function or understand their contribution to the success of the enterprise. She has to become a more strategic and less transactional manager if she’s going to be an effective leader at her current level.

Making the Commitment to Fill the Leadership Pipeline

Helping people like Bob and Mary negotiate turns requires a commitment—a commitment of not only time and money but also energy and emotion. It means recognizing that poaching leaders and offering simplistic training programs isn’t going to fill the pipeline. To build effective leadership at all levels, organizations need to identify leadership candidates early, provide them with growth assignments, give them useful feedback, and coach them. What is more important, they need to do these and other things within the Leadership Pipeline framework. Without a process that helps managers adopt the skills, time applications, and values appropriate to each leadership level, no type of training or coaching will have much impact.

Over the years, we’ve worked with many companies that have made a commitment to this pipeline concept (though they don’t always use the terminology we’ll use here). Let us briefly tell you about two of them.

At General Electric, there’s a strong commitment to facilitating the leadership transitions we’ve discussed (though their leadership levels are labeled a bit differently from those in our model; they use “new manager,” “functional leader,” “general manager” and “officer/multiple group of businesses”). Their famed Crotonville facility plays an important role in GE’s leadership development experiences. GE has a succession planning process called “Session C,” part of which is designed to evaluate each individual’s readiness to make a career or leadership turn, as well as training programs that help them learn business, leadership, and cultural skills at each turn. It’s not a coincidence that the organization has always had several highly qualified candidates waiting in the wings to succeed the CEO when he retires and that it also has a well-deserved reputation as being a launching pad for leaders (both within GE and at other organizations). GE doesn’t have a smarter or more inherently talented workforce than other companies. GE’s leadership advantages stem from the investment they have made in growing their own leaders and their recognition that leadership revolves around mastering certain skills and values at each leadership level.

Citigroup is another company that had made this commitment in the 1990s. They were especially adept at helping people make the difficult transition from a transaction orientation to their first profit-and-loss positions as business managers. A year-long program for these individuals—many of whom have just been appointed chief country managers—helped them develop “hard” skills such as strategic cost management, as well as the softer values and thought processes. In the latter regard, the program provided them with a significant amount of coaching as well as interaction with senior Citigroup officers. As you might imagine, a year-long program for an entire layer of management represents a significant investment, but it’s an investment with a tremendous return, especially if you measure it in leaders working at full capacity.

Understanding the Passages and How to Use Them

This book is informally divided into two sections. The first (Chapters One through Seven) focuses on defining each leadership passage and illustrating the skills, time applications, and values that are required to make the passage successfully. To keep the leadership pipeline filled and flowing, it’s crucial that you are aware of the specific requirements, the common problems managers experience in making a passage, and behaviors or attitudes that identify someone as having difficulty with a passage. When organizations start to think in terms of pipeline requirements rather than job-title responsibilities, they are in a much better position to develop their leaders.

The second section concentrates on how to apply the pipeline to leadership problems and opportunities within an organization. Chapters Eight through Fourteen will help you diagnose pipeline problems, create development plans, and more effectively manage leadership performance. Within this second section, you’ll also find tools and techniques for coaching leaders, dealing with succession issues, preventing leadership failures, and maintaining the flow in the functional offshoot of the pipeline.

No matter what type of organization you’re in or your level of responsibility, you’ll find the information in the following chapters applicable in your environment. The pipeline is a very flexible model that organizations can adapt to their own situations and concerns. It’s also a model designed with changing leadership accountabilities in mind. The traditional notions of what a leader needs to be and do are no longer valid. The New Economy and other factors we’ve discussed are creating new requirements at all leadership levels.

To use the Leadership Pipeline approach effectively, you need to challenge traditional notions of leadership. You can’t grow leaders unless you have an accurate development target, and this means acknowledging that the roles and responsibilities of leaders have shifted. The multilevel, multidimensional concept of leadership is a reality of modern business life. Once you start developing leaders with this new reality in mind, it will be that much easier to make this model work for you and your organization.

Finally, we would like to warn you away from a “mechanical” implementation of the pipeline concept. In other words, avoid three-ring binders and the paper exercise mentality that comes with them. We’ve seen too many companies equate succession planning with leadership development. The criteria the Pipeline establishes for leadership are different from what succession planning often dictates. We ask you to think holistically and with the complexity of people in mind.

1
 Six Leadership Passages

An Overview

The six turns in the pipeline that we’ll discuss here are major events in the life of a leader. They represent significant passages that can’t be mastered in a day or by taking a course. Our goal here is to help you become familiar with the skills, time applications, and work values demanded by each passage, as well as this particular leadership gestalt. Once you grasp what these passages entail and the challenges involved in making each leadership transition, you’ll be in a better position to use this information to unclog your organization’s leadership pipeline and facilitate your own growth as a leader. Going through these passages helps leaders build emotional strength as they take on tasks of increasing complexity and scope. The following six chapters will provide you with ideas and tools to achieve full performance at all leadership levels in your organization.

As you read about each passage, you’ll naturally apply it to your own organization and may question how we’ve defined and divided each turn in the pipeline. The odds are that you’ll immediately think of at least one (and probably more) leadership transitions that apply to your own company that we have not addressed in the Leadership Pipeline model. While there certainly are other transitions, they are too small or incomplete to qualify as a major passage. For instance, many global companies have business general managers at the country level and regional executives with responsibility for several countries. These regional executives report to a person with a title such as global consumer products head. Although this global consumer products head manages group managers (the regional executives, in this case), she isn’t an enterprise manager, because she reports to a CEO or president and has little accountability for total corporate profit-and-loss matters. For our purposes here, we would categorize her as a group manager, even though she may have responsibility for other group managers.

Similarly, you may wonder why the transition from team member to team leader isn’t worthy of its own passage. First, this is usually a subset of Passage One (from managing self to managing others). Second, team leaders frequently lack the decision-making authority on selection and rewards that first-line managers receive. Third, team leaders usually focus on technical or professional matters (getting a project or program completed) and aren’t tested in more general management areas.

Each organization is unique, and each probably has at least one leadership passage with distinctive aspects. It’s likely, however, that you can fit that distinctive passage into one of our six passages. As you become more attuned to each of them, we believe you’ll see how they apply to your own situation and organization. If there is a passage in your business that doesn’t fit our model, create your own definition of the transition and tell us about it.

Passage One: From Managing Self to Managing Others

New, young employees usually spend their first few years with an organization as individual contributors. Whether they’re in sales, accounting, engineering, or marketing, their skill requirements are primarily technical or professional. They contribute by doing the assigned work within given time frames and in ways that meet objectives. By sharpening and broadening their individual skills, they make increased contributions and are then considered “promotable” by organizations. From a time application standpoint, the learning involves planning (so that work is completed on time), punctuality, content, quality, and reliability. The work values to be developed include acceptance of the company culture and adopting of professional standards. When people become skilled individual contributors who produce good results—especially when they demonstrate an ability to collaborate with others—they usually receive additional responsibilities. When they demonstrate an ability to handle these responsibilities and adhere to the company’s values, they are often promoted to first-line manager.

When this happens, they are at Passage One. Though this might seem like an easy, natural leadership passage, it’s one where people often trip. The highest-performing people, especially, are reluctant to change; they want to keep doing the activities that made them successful. As a result, people make the job transition from individual contributor to manager without making a behavioral or value-based transition. In effect, they become managers without accepting the requirements. Many consultants, for instance, have skipped this turn, moving from transitory team leadership to business leader without absorbing much of the learning in between. The result, when business leaders miss this passage, is frequently disaster.

The skills people should learn at this first leadership passage include planning work, filling jobs, assigning work, motivating, coaching, and measuring the work of others. First-time managers need to learn how to reallocate their time so that they not only complete their assigned work but also help others perform effectively. They cannot allocate all of their time to putting out fires, seizing opportunities, and handling tasks themselves. They must shift from “doing” work to getting work done through others.

Reallocating time is an especially difficult transitional requirement for first-time managers. Part of the problem is that many neophyte managers still prefer to spend time on their “old” work, even as they take charge of a group. Yet the pressure to spend less time on individual work and more time on managing will increase at each passage, and if people don’t start making changes in how they allocate their time from the beginning, they’re bound to become liabilities as they move up. It’s a major reason why pipelines clog and leaders fail.

The most difficult change for managers to make at Passage One, however, involves values. Specifically, they need to learn to value managerial work rather than just tolerate it. They must believe that making time for others, planning, coaching, and the like are necessary tasks and are their responsibility. More than that, they must view this other-directed work as mission-critical to their success. For instance, first-line knowledge managers in the financial services industry find this transition extremely difficult. They value being producers, and they must learn to value making others productive. Given that these values had nothing to do with their success as individual contributors, it’s difficult for them to make this dramatic shift in what they view as meaningful. While changes in skills and time applications can be seen and measured, changes in values are more difficult to assess. Someone may appear as though he’s making the changes demanded by this leadership turn but in fact be adhering to individual-contributor values. Value changes will take place only if upper management reinforces the need to shift beliefs and if people find they’re successful at their new jobs after a value shift.

Passage Two: From Managing Others to Managing Managers

This leadership passage is frequently ignored, especially relative to the previous passage (where the transition to new responsibilities is more obvious). Few companies address this passage directly in their training, even though this is the level where a company’s management foundation is constructed; level-two managers select and develop the people who will eventually become the company’s leaders.

Perhaps the biggest difference from the previous passage is that here, managers must be pure management. Before, individual contributions were still part of their job description. Now they need to divest themselves of individual tasks. The key skills that must be mastered during this transition include selecting people to turn Passage One, assigning managerial and leadership work to them, measuring their progress as managers, and coaching them. This is also the point where managers must begin to think beyond their function and concern themselves with strategic issues that support the overall business.

All this is difficult to do if a given manager at this passage still values individual contributions and functional work to the exclusion of everything else. Too often, people who have been promoted to manager-of-manager positions have skipped Passage One; they were promoted to first-line managers but didn’t change skills, time applications, or work values. As a result, they clog the leadership pipeline because they hold first-line managers accountable for technical work rather than managerial work. Because they themselves skipped the first passage and still value individual contributions above managerial ones, they poison the managerial well. They help maintain and even instill the wrong values in those individuals who report to them. They choose high technical achievers for first-line managerial spots rather than true potential leaders; they are unable to differentiate between those who can do and those who can lead.

Managers at Passage Two need to be able to identify value-based resistance to managerial work, which is a common reaction among first-line managers. They need to recognize that the software designer who would rather design software than manage others cannot be allowed to move up to leadership work. No matter how brilliant he might be at software design, he will become an obstacle in the leadership pipeline if he derives no job satisfaction from managing and leading people. In fact, one of the tough responsibilities of managers of managers is to return people to individual-contributor roles if first-line managers don’t shift their behaviors and values.

Coaching is also essential at this level because first-line managers frequently don’t receive formal training in how to be a manager; they’re dependent on their bosses to instruct them on the job. Coaching requires time—they need to go through the instruction-performance-feedback cycle with their people repeatedly before lessons sink in—and some managers aren’t willing to reallocate their time in this way. In many organizations, coaching ability isn’t rewarded (and the lack of it isn’t penalized). It’s no wonder that relatively few managers view coaching as mission-critical.

Passage Three: From Managing Managers to Functional Manager

This transition is tougher than it seems. While on the surface the difference between managing managers and functional management might appear negligible, a number of significant challenges lurk below the surface. Communication with the individual-contributor level now requires penetrating at least two layers of management, thus mandating development of new communication skills. What is just as significant, functional heads must manage some areas that are outside their own experiences. This means they must not only endeavor to understand this “foreign” work but also learn to value it.

At the same time, functional managers report to multifunctional general managers and therefore have to become skilled at taking other functional concerns and needs into consideration. Two major transitional skills are team play with other functional managers and competition for resources based on business needs. At the same time, managers at this turn should become proficient strategists, not only for their function but also for blending their functional strategy with the overall business strategy. From a time-application standpoint, this means participating in business team meetings and working with other functional managers. All this takes away from time spent on purely functional responsibilities, thus making it essential that functional managers delegate responsibility for overseeing many functional tasks to direct reports.

This leadership passage requires an increase in managerial maturity. In one sense, maturity means thinking and acting like a functional leader rather than a functional member. But it also means that managers need to adopt a broad, long-term perspective. Long-term strategy, such as state-of-the-art, futuristic thinking for their function, is usually what gives most managers trouble here. At this level, their leadership entails creating functional strategy that enables them to do something better than the competition. Whether it’s coming up with a method to design more innovative products or devising a way to reach new customer groups, these managers must push the functional envelope. They must also push it into the future, looking for a sustainable competitive advantage rather than just an immediate but temporary edge.

Tom’s experiences illustrate the challenges new functional managers face. Six months ago, Tom was named the director of plant operations. In this capacity he has five direct reports: four who run large factories and one who runs purchasing of raw materials. Although Tom’s experiences have made him appreciative of sales, financial, and other functional areas, Tom has trouble planning beyond immediate functional requirements and keeping in touch with line workers where the action is. Not only is it difficult for Tom to define the steps necessary for the plants to become a more integrated manufacturing facility, but he’s also finding that he’s lost touch with many of the workers he used to communicate with on a regular basis. At many organizations, a guy like Tom would just muddle through, and his strengths would compensate for his weaknesses, at least on the surface. But on closer inspection, Tom would not be a full performer in his leadership position. For instance, it’s important that Tom develop the skill of skip-level communication; he needs to know, without diminishing the authority of the plant managers and the first-line manager, what individual contributors are working on and how well they’re being managed. If Tom doesn’t develop this skill, he may alienate the plant manager and the first-line managers by usurping their authority, or he may be out of touch with how well his direct reports are supervising their people.

Luckily, Tom’s organization has an assessment program in place that has identified his struggle with Passage Three and is providing him with coaching and the chance to attend a first-rate executive development program that will help him build the skills required at this leadership level.

Passage Four: From Functional Manager to Business Manager

This leadership passage is often the most satisfying as well as the most challenging of a manager’s career, and it’s mission-critical in organizations. Business mangers usually receive significant autonomy, which people with leadership instincts find liberating. They also are able to see a clear link between their efforts and marketplace results. At the same time, this is a sharp turn; it requires a major shift in skills, time applications, and work values. It’s not simply a matter of people becoming more strategic and cross-functional in their thinking (though it’s important to continue developing the abilities rooted in the previous level). Now they are in charge of integrating functions, whereas before they simply had to understand and work with other functions. But the biggest shift is from looking at plans and proposals functionally (Can we do it technically, professionally, or physically?) to a profit perspective (Will we make any money if we do this?) and to a long-term view (Is the profitability result sustainable?). New business managers must change the way they think in order to be successful.

There are probably more new and unfamiliar responsibilities here than at other levels. For people who have been in only one function for their entire career, a business manager position represents unexplored territory; they must suddenly become responsible for many unfamiliar functions and outcomes. Not only do they have to learn to manage different functions, but they also need to become skilled at working with a wider variety of people than ever before; they need to become more sensitive to functional diversity issues and communicating clearly and effectively. Even more difficult is the balancing act between future goals and present needs and making trade-offs between the two. Business managers must meet quarterly profit, market share, product, and people targets, and at the same time plan for goals three to five years into the future. The paradox of balancing short-term and long-term thinking is one that bedevils many managers at this turn—and why one of the requirements here is for thinking time. At this level, managers need to stop doing every second of the day and reserve time for reflection and analysis.

When business managers don’t make this turn fully, the leadership pipeline quickly becomes clogged. For example, a common failure at this level is not valuing (or not effectively using) staff functions. Directing and energizing finance, human resources, legal, and other support groups are crucial business manager responsibilities. When managers don’t understand or appreciate the contribution of support staff, these staff people don’t deliver full performance. When the leader of the business demeans or diminishes their roles, staff people deliver halfhearted efforts; they can easily become energy-drainers. Business managers must learn to trust, accept advice, and receive feedback from all functional managers, even though they may never have experienced these functions personally.

Passage Five: From Business Manager to Group Manager

This is another leadership passage that at first glance doesn’t seem overly arduous. The assumption is that if you can run one business successfully, you can do the same with two or more businesses. The flaw in this reasoning begins with what is valued at each leadership level. A business manager values the success of his own business. A group manager values the success of other people’s businesses. This is a critical distinction because some people only derive satisfaction when they’re the ones receiving the lion’s share of the credit. As you might imagine, a group manager who doesn’t value the success of others will fail to inspire and support the performance of the business managers who report to him. Or his actions might be dictated by his frustration; he’s convinced he could operate the various businesses better than any of his managers and wishes he could be doing so. In either instance, the leadership pipeline becomes clogged with business managers who aren’t operating at peak capacity because they’re not being properly supported or their authority is being usurped.

This level also requires a critical shift in four skill sets. First, group managers must become proficient at evaluating strategy for capital allocation and deployment purposes. This is a sophisticated business skill that involves learning to ask the right questions, analyze the right data, and apply the right corporate perspective to understand which strategy has the greatest probability of success and therefore should be funded.

The second skill cluster involves development of business managers. As part of this development, group managers need to know which of the function managers are ready to become business managers. Coaching new business managers is also an important role for this level.

The third skill set has to do with portfolio strategy. This is quite different from business strategy and demands a perceptual shift. This is the first time managers have to ask these questions: Do I have the right collection of businesses? What businesses should be added, subtracted, or changed to position us properly and ensure current and future earnings?

Fourth, group managers must become astute about assessing whether they have the right core capabilities. This means avoiding wishful thinking and instead taking a hard, objective look at their range of resources and making a judgment based on analysis and experience.

Leadership becomes more holistic at this level. People may master the required skills, but they won’t perform at full leadership capacity if they don’t begin to see themselves as broad-gauged executives. By broad-gauged, we mean that managers need to factor in the complexities of running multiple businesses, thinking in terms of community, industry, government, and ceremonial activities. They must also prepare themselves for the bigger decisions, greater risks and uncertainties, and longer time spans that are inherent to this leadership level. They must always be cognizant of what Wall Street wants them to achieve in terms of the financial scorecard. Group managers can’t take a specialist mentality into a realm that mandates holistic thinking. They need to evolve their perspective to the point that they see issues in the broadest possible terms.

We should also point out that some smaller companies don’t have a group manager passage. In these companies, CEOs usually undertake a group manager’s responsibilities.

Passage Six: From Group Manager to Enterprise Manager

When the leadership pipeline becomes clogged at the top, it negatively affects all leadership levels. A CEO who has skipped one or more passages can diminish the performance of not only the managers who report directly to him but also individuals all the way down the line. Such a CEO not only fails to develop other managers effectively but also doesn’t fulfill the responsibilities that come with this position.

The transition during the sixth passage is much more focused on values than on skills. To an even greater extent than at the previous level, people must reinvent their self-concept as an enterprise manager. As leaders of an institution, they must be long-term, visionary thinkers. At the same time, they must develop operating mechanisms to know and drive quarter-by-quarter performance that is in tune with longer-term strategy. The trade-offs involved can be mind-bending, and enterprise leaders learn to value these trade-offs. In addition, this new leadership role often requires well-developed external sensitivity and the ability to manage external constituencies, sense significant external shifts, and do something about them proactively (rather than reactively). Again, CEOs value this outward-looking perspective.

Enterprise leaders need to come to terms with the fact that their performance as a CEO will be based on three or four high-leverage decisions annually; they must set these three or four mission-critical priorities and focus on them. There’s a subtle but fundamental shift in responsibility from strategic to visionary thinking and from an operations to a global perspective. There’s also a “letting go” process that should take place during this passage if it hasn’t taken place previously. Enterprise leaders must let go of the pieces—that is, the individual products and customers—and focus on the whole (How well do we conceive, develop, produce, and market all products to all customers?).

Finally, at this level a CEO must assemble a team of high-achieving and ambitious direct reports, knowing that some of them want his job and picking them for the team despite this knowledge. This is also the only leadership position in the organization for which inspiring the entire employee population through a variety of communication tools is essential.

Leadership pipeline problems occur at this level for two common reasons:
	CEOs are often unaware that this is a significant passage that requires changes in values.
	It’s difficult to develop a CEO for this particular leadership transition.


In terms of the latter, preparation for the chief executive position is the result of a series of diverse experiences over a long time. The best developmental approach provides carefully selected job assignments that stretch people over time and allow them to learn and practice necessary skills. Though coaching may be helpful as an adjunct to this development process, people usually need time, experience, and the right assignments to develop into effective CEOs.

The former point is a matter of will and conscious effort. We’ve seen too many CEOs fail because they didn’t view this leader­ship turn as a necessary one to make—or to make fully. They sustain the same skills, time applications, and work values that served them well as group managers and never adjust their self-concept to fit their new leadership role. They behave as though they are running a portfolio of businesses, not one entity.

Adapting the Model to Small Business Requirements

This model was built primarily in large organizations, but we have used it successfully in medium-sized and small companies (some with as few as twenty employees). Essentially, this model reflects the hierarchy of work that exists in any company. Even small companies grow into this hierarchy as they become successful. We’d like to summarize how the model applies to smaller, growing organizations.

In a small company with fewer than twenty people, the only real leadership passage is a variation on our first one: from managing self to owner (instead of managing others). This owner-founder usually has to move from individual contributor to manager of other people. After designing a product or creating a service that is successful, she must hire more people, and thus begins this leadership passage. If the business is to survive, she must learn, allow time for, and value skills such as coaching, planning, and rewarding employees. If she doesn’t, people will either quit or (even worse) stay and perform poorly. A significant percentage of owner-founder enterprises fail to become large organizations. In many instances, their longevity is limited to one or two generations past the founder. In the venture capital–funded companies, founders are frequently replaced by more experienced managers from larger companies sooner rather than later. Given all this, a small company’s leadership passages are limited by both size and circumstance.

If the business evolves and more people and offices or stores are added, the owner must again go through a leadership passage. Because she can’t be everywhere at once, she must appoint additional managers and hold them accountable for managerial work. She must ascertain that the work of the entire enterprise is integrated so that customers are properly served and resources are used efficiently. Essentially, this business owner is going through Passage Two: from managing others to managing managers. In this role, she must make sure the total effort is profitable and sustainable. Setting goals externally based on what customers want and what the competition is doing is another new responsibility.

Small businesses often fail when a new level of leadership-management must be added. We worked closely with a financial service institution that did acquisitions lending to small business, and they asked us to help them determine, before the loan was made, whether the borrowing company could manage a larger company postacquisition. We studied almost fifty loans and found that the companies that failed to handle the increased size were headed by people who were reluctant to change their own work habits; they found it difficult to give up their hands-on involvement or trust a new layer of management. In other words, they were unable or unwilling to make a crucial leadership passage.

As a business continues to grow, understanding the passages in this expanding organization is crucial. We have worked with small company owners who have successfully adopted the model shown in Figure 1.1.

Figure 1.1. Small Business Pipeline Model.
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The group level (managers of several businesses) doesn’t apply to the small business model, and the work of the enterprise manager is done by the business manager (who runs the business for short-term and long-term results and deals with government agencies, key customers, and so on). Similarly, in this small business model the manager-of-managers layer is usually absorbed by the functional manager.

With these differences in mind, smaller companies can reap the same leadership development benefits as larger organizations.

Passages Through the Pipeline

Knowledge about each passage helps reveal “hidden” leadership problems at every organizational layer; this knowledge also provides a way to solve these problems. Too often, organizations don’t realize that their leaders aren’t performing at full capacity because they aren’t holding them accountable for the right things. Companies focus only on the economic requirements of a given job rather than the skills, time applications, and values of a specific leadership level. As a result, a business manager is allowed to spend most of his time acquiring new customers rather than developing an effective business strategy. Or the business manager’s boss, the group manager, never questions or explores what the business manager values about his work and whether those values are appropriate for the leadership the company requires from him. But when this manager’s strategy is flawed and important goals aren’t achieved, he isn’t held accountable (or he isn’t held accountable for the right thing).

If, however, the organization was acutely aware of these leadership passages, the problem could be quickly diagnosed and the manager developed accordingly. The organization would be aware that this business manager is still doing his job as though he’s at Passage One, that he values face-to-face selling above all else, and that he has never acquired basic strategic skills crucial to his current leadership level. A development program could be created targeting these deficiencies. Concurrently, this business manager’s boss, the group manager, would be held accountable for developing the business manager and coaching him about the importance of strategic planning and how he should be allocating his time.

By establishing appropriate requirements for the six leadership levels, companies could greatly facilitate the succession planning, development, and selection processes in their organizations. Individual managers could clearly see the gap between their current level of performance and the desired level; they could also see gaps in their training and experience and where they may have skipped a passage (or parts of a passage) and how that’s hurting their performance. The clarity of leadership requirements would also help the human resources function, in that HR could make development decisions based on where people fall short in skills, time applications, and values rather than relying on generalized training and development programs. In addition, an individual’s readiness for a move to the next leadership level could be clearly identified rather than inaccurately tied to how well they performed in their previous position. These leadership passages provide companies with a way to “objectify” selection. Rather than selecting based on past performance, personal connections, and personal preferences, managers can be held to a higher, more effective standard. Organizations can select someone to make a leadership turn when he’s clearly working at the level to which he is assigned and demonstrating some of the skills required at the next level. And of course, the Pipeline model provides organizations with a diagnostic tool that helps them identify mismatches between individual capabilities and leadership level and remove the mismatched person if necessary.

You should also be aware of three other benefits to the pipeline. First, having a leadership pipeline in place can reduce emotional stress for individual employees. When someone skips leadership passages and is placed in a position for which he lacks the skills, time applications, and work values, it takes a large emotional toll. The Pipeline model makes skipping passages unlikely. Second, this model helps people move through leadership passages at the right speed. People who ticket-punch their way through jobs don’t absorb the necessary values and skills; people who get stuck in a passage never “go” places where they can acquire new skills and evolve their leadership capacity. The Pipeline model provides a measurement system identifying when someone is ready to move to the next leadership level. Third, the Pipeline model reduces the typical time frame needed to prepare an individual for the top leadership position in a large corporation. Because the Pipeline model clearly defines what is needed to move from one level to the next, there’s little or no wasted time on jobs that merely duplicate skills.

From a pure talent perspective, however, the most significant benefit of the Pipeline methodology is that you don’t need to bring in stars to prime the leadership pump and unclog the pipeline. You can create your own stars up and down the line, beginning at the first level when people make the transition from managing themselves to managing others.

  Frequently Asked Questions

Q. Does this model cover everyone in the company?

A. In the companies we have worked with, this model covers about 80 to 85 percent of the positions. Many positions in the corporate staff—typically high-level specialists such as strategy analysts, tax lawyers, benefits designers, insurance specialists, and treasury experts—may not fit within the Pipeline framework, because the Pipeline was originally created for operational people who move up to run businesses and the company. It is possible to amend the Pipeline model to indicate where key staff positions fit.

Q. If I am a corporate specialist who wants to move into operational leadership, how do I get into the flow of the pipeline to be considered for leadership positions in the future?

A. Corporate specialists usually have company-wide or close to company-wide accountability for a narrow (relative to the whole company) subject area. If they don’t have a deep understanding of the workings of the business or businesses, they need to acquire it. They also must acquire experience in leading large numbers of people with diverse skills and backgrounds. Because you want to move into operational leadership, it is best to move early in your career out of a corporate specialty and into a position leading to management. You should also prepare to take a pay cut if necessary. This learning may require swallowing one’s pride, but it is critical to success in moving from a corporate specialty into operational leadership.

Q. Can I use this if my company or business doesn’t fit the model?

A. Few companies will fit the Leadership Pipeline model perfectly. We don’t suggest that you fit your company or business or function into the model. Rather, adapt the model to your company while keeping the principles intact. For example, many marketing functions and HR functions don’t have all the passages; the marketing function manager may have to deliver both function manager and manager of managers results. Don’t create a new passage to fit the model. Instead, create a passage when size, scope, and good organization design requires it.

Q. What are the biggest problems in producing a pipeline of leaders that is full and flowing?

A. The following are the three biggest problems that we have observed:
1.
 Companies fail to recognize when inappropriate work values cause leaders to do work themselves that others should be doing. They may be able to do it faster and better than direct reports, but they aren’t growing themselves or their people.
2.
 Senior management doesn’t require that all leaders develop other leaders. Yet this is in everyone’s best interest, because in the end it frees up valuable time.
3.
 Senior leaders spend all their time on today’s rather than tomorrow’s issues. As a result of this focus on the present, the company is not prepared to cope with future developments.


Q. What should I do if I missed a passage?

A. Many successful leaders working in finance or HR missed passages because their organizations are small and don’t have all the passages. Examine your work habits to see whether you are working at the right level. If not, pay special attention to whichever chapter discusses your missing passage. Examine your mistakes and misses. If they are caused by lack of skill from a previous layer, ask for help from your boss or HR to fill the gap.

Q. How does this model account for our company’s competency model?

A. Competency models seem to be everywhere, so we have to account for them. Unfortunately, most competency models are not differentiated by layer or are differentiated inappropriately. They suffer from a “one size fits all” construction. We suggest you align them by layer where possible by connecting them to the work of that layer. That will improve the value of your competency models. If your competencies are not or cannot be connected to specific work, call them what they are—values. We observe line managers ignoring them in most companies because they don’t have a clear connection to the work.

Observations from the Field

	The size of the Leadership Pipeline depends on the size of the company. All companies have a “basket” of leadership work to do. Big companies have a big basket; small companies have a small one. As we’ve worked with organizations of all sizes, we’ve learned that there are more “break points” between old and new jobs in larger companies, so the Pipeline expands to fit the size of the organization.
	Pipeline principles translate across geographical boundaries. The Leadership Pipeline model has helped both fast-paced, highly successful companies in developed countries as well as companies in developing countries, including formerly communist countries. These passages are universal, as are the requirements for each passage.
	The number of passages varies by company. Some companies have six passages, some seven, some four. The concept doesn’t change. We’ve found that because we listed six passages, people became fixated on six as the right number for every organization. It’s not. What is required is proper differentiation, with even spacing between the layers.
	Companies often have too many leadership positions and too little leadership in all functions. We have found that one of the great benefits of the Pipeline model is spotlighting the “too many leaders” syndrome. It identifies how companies reward individual contributors with promotions to leadership roles. Strong technical people are given a title, two people to manage, and more money. They still spend most of their time doing technical work.
	Defining a technical pipeline is a great idea. Given the previous points, we discovered that strong technical people need to have their own passages, with concomitant rewards. It doesn’t take much work to define the technical pipeline. It is actually an old concept that isn’t used much these days. It offers an alternative for those who want more challenging work or more rewards but can’t or won’t lead. It really helps in unclogging the pipeline.
	A greater emphasis should be placed on the future at the functional layer and above. As we alluded to earlier, working on the future is hard but must be done to assure long-term success. Getting trapped into solving today’s problems uses up leaders’ time. Leaders at the functional layer and above should get their people to solve those problems and free themselves to grapple with challenges down the road.
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