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Details the development programmes run by Cambridge Management Centres. Leadership development is high on the training and learning agenda and the Centres believe that leadership can be developed in most people by designing and delivering supportive leadership development programmes which also help to explore individual personality preferences.
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Surveys repeatedly confirm that leadership development is high on the training and learning agenda. George Davies, Director of Cambridge Management Centres outlines the thinking behind their Leading People and Looking at Leadership programmes which have run for nine years.

Developing leadership means activating or actualizing some pre-existing potential ability in a person, the bringing out of latent strength or correcting a weakness that is blocking full effectiveness.

Effectiveness is not related to global qualities of some hypothetical perfect leader, nor is it restricted to those at the top of organizational hierarchies. Rather, it relates to individuals' behaviour, their impact on the tasks over which they have domain and other people, for whose fate in some way they have responsibility.

Developing Leadership

Developing leadership is the result of a well-integrated understanding of one's own and other people's personality preferences, behaviours, motivations and skills, coupled with the sensitive application of relevant management techniques, in ways appropriate to the needs of the particular situation.

Leadership effectiveness is not improved simply as a result of applying certain management techniques in isolation.

At Cambridge Management Centres, we believe that leadership can be developed in most people, through appropriately designed and delivered, supportive, leadership development programmes. We also believe that helping people to develop is a worthwhile activity.

Trying to describe a leadership development programme is like trying to describe a piece of music. I can tell you how long it is, and in which key it is written, but until you experience it for yourself it is difficult to appreciate fully the impact and effectiveness.

The effective development of leadership typically begins with psychological assessment and constructive feedback, designed to help the individual beome more productive and happier as a leader, and to be more able to help others to achieve these same ends.

Paul Thorne noted in the December 1992 edition of International Management:

One of the most important areas to explore in the assessment and development of leaders is their own capacity for self-insight. Few people get to the top of an organization without a sacrifice. Most have to be psychologically driven to accept the rigour of the journey. Successful senior managers are rarely perfectly balanced individuals - to achieve their pre-eminence they have had to give up many of life's satisfactions to reap those offered by a rapid career climb.

As they reach the top, their choice of behaviour narrows. They repeat the thoughts, decisions and actions that work for them, and abandon those that did not deliver quick results.

Tough, decisive and relentless managers become even tougher, more decisive and more relentless leaders. Such people tend not to get honest feedback. They do not seek it for fear of appearing indecisive and subordinates are reluctant to offer it for fear of incurring the boss's anger and risking their job.

Effective Programmes

Effective leadership development programmes, which are often five days in duration, typically offer:

self-insight through a mix of assessment exercises;

psychological tests and questionnaires;

survey feedback particularly from the individual's or boss, peers and staff or people with whom they work in the real world;

lectures - large-scale behavioural simulations, such as a day in the life of a top management team.

The focus of such programmes is intense psychological feedback for each participant as to how his or her leadership styles are perceived by others, how effective they are, and what might be done to develop behaviours and attitudes which positively influence personal and business effectiveness.

To enable an individual to profit from such an experience, it is essential that their self-esteem is high and that they become more confident in their own ability. This is nicely characterized in the leadership development programmes which Cambridge Management Centres run by typical comments from our evaluative surveys of participants after they have been on one of our programmes.

"I am now much more able to ask for what I want from others and get it. I am able to achieve more while doing less." This reflects increased confidence coupled with high self-esteem.

In his article, Paul Thorne went on to ask:

How can these senior managers be saved from themselves? It is never easy. First they need to take a completely fresh look at themselves as people, in the round. They must examine what they perceive as weaknesses and try to accept them as part of being human. They have to think about what drives them, and assess whether it still should. They must reconsider the lessons of their lives. This is hard enough: it risks loss and tests self-esteem, a condition they rely on to function.

Hence, great care needs to be taken in leadership development to build self-esteem because each of us is much more able to handle, and benefit from, negative information when our self-esteem is high.

Personal Growth

Leadership development is not something that can be done to, or for, a manager, and programmes must establish an environment conducive to individual development in which personal growth is clearly positively valued.

There is no one style of leadership that is the right style, nor one set of personality characteristics that is the correct set. It is important for us to appreciate and understand the different styles that we find around us, and work to use our understanding of these differences to maximum effect.

There is, therefore, no "Cambridge Management Centres" style of leadership; rather, we hold strongly to valuing and celebrating the positive contribution of difference.

Within Leadership Development Programmes, gaining and maintaining a high level of personal involvement from the participating managers is key. Without it, there is every possibility, as happens in so many programmes, for the participating managers to become almost entirely passive spectators. Some intellectual learning may take place, but there is little motivation for self-directed change or commitment to becoming a more effective leader.

To help gain this commitment, leadership development programmes also need a high staff to participant ratio - one staff to two or three participants is not unusual. It is the task of the staff group to build the personal involvement of all the participating managers, to raise their self-esteem, and motivation, and to make their self-growth and individual development possible.

The staff group, typically psychologists skilled in counselling and with substantial experience in organizations, act to lower the defensive motivation and resistance to change which is found in all of us. They do this by constructing an atmosphere in which participating managers feel sufficiently free from threats to their self-esteem to be "open to learn". The staff group are clearly seen to care about the preferences, needs, feelings, aspirations and wishes of each participating manager.

Helping an individual towards becoming a more effective leader and bringing about positive changes in their own behaviour is not enough. It is equally important that they understand the relevant processes of leadership and personality development, and that they grasp the principles of a number of appropriate management techniques.

To develop into more effective leaders, participating managers must recognize and understand how their knowledge of leadership and personality can best be combined to bring about desired outcomes in all they do.

Specific Requirements

The combination of self knowledge and leadership skills is facilitated by designing a leadership development programme as an integrated whole, so that each portion of the programme is designed with three requirements in mind:

1 Each portion must add something which will bring the participating manager one step closer to being a fully committed, effective leader.

2 Each must also be planned so that its specific input builds on previous inputs and reinforces them. It must also make explicit the relationship between the previous inputs, the current learning experience and the next learning experience in the programme sequence.

3 Each portion and the whole programme subscribes to the basic three-step framework of learning - "unfreeze" the participating manager and get his or her attention; give good, fresh, relevant input; and then "refreeze" to enable the participating manager to benefit from the experience and develop leadership.

The leadership development programmes we run are all characterized by the use of detailed, are all characterized by the use of detailed, intensive, one-to-one feedback - one participating manager and one counselling psychologist in private dialogue for anything up to four hours.

A major part of each programme is an assessment phase. This consists of the participant completing various psychometric questionnaires, some as pre-work and some as part of the programme. Participants also take part in a number of simulations and development centre exercises, which are observed by the staff group and are video-taped to facilitate analysis and feedback.

All of the information and insights gained from the assessment activities are fed back to the participating manager and no feedback or assessment reports of any kind are ever passed on to the client companies. This total confidentiality is an essential component of the leadership development process. It helps to ensure a climate conducive to openness and change. Cambridge Management Centres do not get involved at all in assessment for selection or promotion; they devote all their energy to asessment for development.

Using our own normative data, we are in a position to help developing leaders, in a constructive way, to explore how alike or how different they are from others on the many attributes we assess. This understanding helps to form the basis of the individual leadership development plans which each participating manager formulates as a result of the programme.

Simulations

Leadership development programmes often use large-scale behavioural simulations to generate observable data on the leadership styles which individuals use. Our programme uses the realistic and powerful simulation, Leading Edge Paper Products plc.

Leading Edge Paper Products plc is a day in the life of the top management team of a medium-sized company. Based on the detailed research into the operations of several European paper manufacturers, this freely interacting simulation challenges up to 20 participants to run the company for a day under the watchful eyes of a team of seven business psychologists.

It is not a computer-based "game". There are real desks, real telephones, real issues, problems and time pressures, and above all, real managers running the business. It provides a stimulating and relevant framework for leadership development.

During the simulation, participants are challenged to recognize opportunities and steer clear of problems; plot strategic possibilities and juggle tactical concerns; make the tough necessary decisions while fending off a multitude of issues; and ploughing through an overload of information.

Leading Edge Paper Products plc is as close to real life as we can make it, so that individuals behave in the way they do in their real jobs. By running an organization for a day, participants in the simulation produce a small mountain of data about themselves as managers and leaders. Because Leading Edge Paper Products plc is so realistic, this data usually represents typical work behaviour and so solves the problem of how to bring the real work of leaders into the classroom. It is virtually impossible to maintain a "mask" for six and a half hours!

But there is a crucial difference between Leading Edge Paper Products plc and real work. Real work days are followed by more of the same, while Leading Edge Paper Products plc is followed by a series of teaching modules and debriefings devoted to reflections on the events of the day. Leading Edge Paper Products produces the raw material for developing leadership.

The Looking at Leadership programme begins with a pre-work pack of questionnaires which includes nine copies of the "Cambridge Assessment of Leadership Skills" - one copy is completed by the participant and the other eight are distributed by the participant to his or her staff, peers and superiors, who return their completed questionnaires anonymously to us at Cambridge Management Centres.

We summarize their feedback and present it in the programme to the participant who finds the feedback from the workplace particularly insightful and helpful.

Also in the pre-work pack are two psychometric tests - the Myers-Briggs Type Indicator and the FIRO-B - and the Leadership Decision Styles Survey questionnaire. A copy of the Leading Edge Paper Products plc Annual Report is included to provide background company information in preparation for the simulation.

During the simulation, staff members observe the participants going about their work. Afterwards, participants complete a battery of questionnaires, both on their work and their relationship during the simulation. The storehouse of impressions that participants build up during the day are also taped, throughout the discussions that follow.

The purpose of the post-simulation debriefing is discovery. How did each of the three Leading Edge Paper Products divisions function? How did each individual function as part of his or her division? Together, staff and participants sift through the events of the simulation and in the process, they uncover significant patterns that help managers to understand important aspects of their leadership behaviour and its impact on others.

Decision making, which is a key aspect of leadership, is looked at. Participants receive feedback on their leadership decision styles, comparing their preference for autocratic decision making and participative decision making with a sample of 450 past participants from leadership development programmes.

Feedback from the workplace is coupled with feedback from the simulation, the Myers-Briggs Type Indicator, the FIRO-B, and from the teaching modules. This integration helps participants see the wider perspective and lets them appreciate how all the feedback dovetails together.

Each participant also spends two hours with a Cambridge psychologist in a one-to-one counselling session, where the psychologist reviews and integrates all the feedback for that participant. These conversations are audio-taped and the cassette is given to the participant as an efficient and effective way of capturing the feedback and making it available for future review.

There is also a teaching session on "Leadership Lost", the processes by which apparently successful managers and leaders fail to reach the position in organizations to which they aspire or reach them but fail to keep them.

The final sequence in the programme is the implementation step, using individual goal setting and action planning. Each participant develops a concrete plan to consolidate strengths and remedy weaknesses as a leader. Each individual is free to define his or her own values, life goals and development process and to choose how far to go with it.

It is clear that one bonus of such a leadership development experience is that individuals learn how to collect information about themselves, and, how to use that information to change their behaviour for the better. In this way, we have developed leadership in over 1,500 managers over the last nine years.

The Leading People Programme

For whom Is the Leading People Programme

The Leading People Programme has been designed to meet the needs of senior managers who have the responsibility for proposing and implementing policy and overall strategy, and for initiating and leading strategic change. Such senior managers have significant influence on and a role to play in the long-term development of their organization.

The programme builds on the strengths and experience of top managers to enhance their leadership contribution and includes the following key features:

1 feedback on leadership style is presented for personal verification through observation, exercises, questionnaires and video replay;

2 each participant spends up to four hours in a confidential one-to-one counselling session with an experienced Cambridge business psychologist;

3 detailed confidential feedback from colleagues at work via the Cambridge Assessment of Leadership Skills questionnaire;

4 staff-to-participant ratio of 1:2 for the feedback sequence;

5 programme topics include:

leadership and organizational analysis

leadership and organizational analysis

leadership and cross-cultural issues

leadership lost executive derailment

leadership and conflict management.

