Mapping the Future of
Executive Development
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Most of the companies who responded to our surveys, believe
that excellent processes for developing leadership talent are
truly needed and are working towards establishing and

|mprovmg upon them in their organizations.
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T recent years, leading companies

l” have experlenced a dramatic in-
~crease and importance of execu-
tive and leadership development, and
chief learning officers. These profes-
sionals are now partnering with CEOs
and other senior executives in identi-
fying the leadership capabilities and
talent needed to create and implement
the strategies that will help their orga-
nizations stay competitive in this high
pressure global environment. Many
companies have come to the realiza-
tion thal the development of leader-
ship talent is not only helpful, it is cru-
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cial to sustain a competitive advan-
tage, thus creating a new and highly-
valued role for leadership and execu-
tive development heads and CLOs. It
is their job to prepare the leaders for
execuling the strategy of the organiza-
tion, effectively and efficiently.

In our company, Executive Devel-
opment Associates (EDA), we have
three primary areas of focus:

1. Custom-designed Executive De-
velopment and Education

2. Custom Talent Management

3. Advancing the state of the Indus-

ry.

1 Strength

Our 3" “bucket,” advancing the
state of the industry, is where we de-
vote our time and resources to provide
these industry professionals with
data, analysis and the development
that they need in order to stay abreast
of the trends and to meet the challenge
of preparing their organization’s ex-
ecutives. Since 1983, we have been
using surveys as one method of cap-
turing the most current state of affairs.
Through these surveys, we are able to
determine the best practices, top pri-
orities, emerging needs and new ap-
proaches.

In our past surveys, EDA fore-
casted that developing leadership
bench-strength would be a rising chal-
lenge that companies would be forced
to acknowledge and act upon. So, in
our most recent survey, we focused on
collecting information on how compa-
nies are currently meeting their needs
in this area. We also wanted to gather
some high-level information on hot-
topics related to bench-strength, in-
cluding succession management, inte-
grated talent management systems,
the leadership pipeline and leadership
for emerging markets. To go even fur-
ther, we inquired on how companies
were handling the process of identify-
ing and accelerating the development
of their high potential employees and
the use of popular executive learning
and development methods such as
leader-led learning, action-learning,
coaching, stretch assignments and on-
boarding. Finally, EDA researched not
only the use of measurement and pat-
terns of spending in executive devel-
opment, but also the importance of
each one of them.
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In the past, EDA discovered that
close to 80% of the cotpanies sur-
veyed believed that increasing their
bench strength and ensuring replace-
ments for key people and jobs was the
nwmber one priority. The heads of ex-
ecutive and leadership development
and chief learning officers were con-
cerned that, in the fulure, their compa-
nies mighl lack the leadership capac-
ity needed to accomplish their strate-
gic poals.

In the recent survey, EDA followed
up on this finding by asking partici-
pants if they noticed a change in the
importance of increasing bench-
strength. Based on these responses,
979% stated that the importance in im-
proving their bench-strength has ei-
ther increased or remained the same.
To be more specific, 71.7% of respon-
denis said that the importance of this
imperative has increased, while only
26.39% believed that it remained the
same. It is safe to say thal this issue is
still number one on the list of most or-
ganizations. The main reason so many
companies are concerned with in-
creasing their bench-strength is be-
cause the “baby boomer” exit will cre-
ale sizable leadership gaps. The com-
panies who will emerge toppers will
be those that have their replacements
equipped and are ably positioned to
take the baton.

Because effective tools, systems
and programs are needed to guarantee
a smooth transition of responsibilities
from one generation to another, EDA
chose to further examine how compa-
nies handle integrated talent manage-
ment, succession management, filling
the leadership pipeline and establish-
ing the best leadership plan for emerg-
ing markets. Let's take them one at a
time:

An mtegrated talent man&gement sys-
tem can centralize key programs and
processes that identify, attain, develop
and retain key talent in a company.
While past surveys show that 70% of
our respondents believe that creating
a system that includes all executive
and leadership development and key

Human Resource department activi-
ties was top priority for them, a much
smaller percentage actually said that
they were excelling in an integrated
system approach. Most lesading com-
panies possess the core components of
a talent management system (execu-
tive education, performance manage-
ment, succession management, execu-
tive coaching, mentoring programs
and identifying and developing high
potential employees). Unfortunately,
in most companies, each of these com-
ponents stands alone and operates in-
dependently. To guarantee success in
the development of leadership talent,
these key components listed must be
integrated with each other and ulti-
mately with the strategy of the organi-
zation.

When we inquired about the re-
spondents’ performance in establish-
ing a system and whether or not spe-
cific goals were in place for an inte-
grated talent management system, this
particular question had the lowest rat-
ing of improvement. Only 40% indi-
cated that their progress in an inte-
grated talent management system was
improving; 51% felt they were station-
ary in this area whereas 9% believed
they were worse off now than before.

Even though some progress was heing
made, many companies felt they were
far from reaching their goal in this par-
ticular area even though a full three-
fourths of the respondents indicated
that their organization had goals set fo
work towards implementing a talent
management system.

\/Iany OIgamzaLmns belleve that hav-
ing a sound succession management
process is the foundalion of an inte-
grated talent management system.
However, our past research revealed
that only 40% said their organization
excelled in creating a succession man-
agement process. On the posilive side,
when we followed up on their
progress, we found that a full 60% in-
dicated (hat their succession manage-
Tent process was improving. Thirty-
three perceni believed that their
progress remained the same and only
7% felt a decrease in their progress or
were unsure of the results. Some of
the comnmon challenges these compa-
nies faced in establishing a succession
management process were:

1. Lack of a standard planning pro-

cess
2. Insufficient interest in the process
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and programs which ensure that clients have the executive
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3. Lack of follow through after col-
lecting data.

Our years of experience in design-
ing executive development processes
have shown us that there are many
factors that need to be taken into con-
sideration when a team begins to. cre-
ate & succession management process
for their organization. The entire re-
sponsibility for creating the succes-
sion process should not fall on an
organization’s Human Resources de-
partment. A thriving succession man-
agement process is the resalt of a
cross-functional group put in place to
pinpoint the skills and core competen-
cies that are essentjal to meet the
company’s goal. In order to be suc-
cessful, there are key steps that must
be included:

* The executive team needs ta es-
tablish a sense of responsibility
throughout the entire organization

# High potentals progress must be
reviewed and monitored on a con-
tinual basis

#+ There needs to be well-docu-
mented proof of each high
potential’s achievements,
strengths and potential derailing
behavior, which can all be used in
the selection and development of
future leaders

% Alignment of all of these key pro-
cesses with the organization's
strategy, culture and vision

< Identification and motivation of
future leaders through feedback
sessions, reviews and informal ca-
reer discussions, taking notice of
their interests, skills and ahilities
and assigning challenging projects

“* Finally, companies should track
their results and continue to rein-
force desired behaviors.

The Leaders
The leadership plpelme is another
way to assess and develop leadership
bench strength. Out of all our survey
respondents, a full 44% see progress
in filling their company's leadership
pipeline with competent talent. Un-
fortunately, 54% either did not see any
progress being made or believed that
they were even weaker in this area
than before. Some comments made by
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those who viewed the leadership
pipeline as weaker, claimed that the
skills they have developed and now
currently possess, may not be the
skills needed in order to move the
company forward.

We decided to dig into this a liftle
more by engaging in an interesting and
somewhat perplexing problem. We
asked our respondents to examine the
next generation of leaders and identify
the skills they may be lacking. More
than half believed there was a gap in
soft skills such as the ability to create a
vision, engage others, think strategi-
cally or understand the total enterprise.
They believed that the biggest lacuana
lay herein and not in technical skills
(i.e. business acumen, communication
skills, financial management).

VVith the steady increase in globaliza-
tion, companies are forced to look at
where they are compared to leaders tal-
ent in emerging markets. Many of our
respondents (nearly 78%) viewed the
couniry of China as the area where they
most needed to develop leadership in
order to support their company’s strat-
egy. Compa.nies are approaching this
1ssue in a variety of ways.

“» There are those that develop pro-
grams spacifically for emerging
market leaders by bringing them
into the existing executive devel-

opment processes/programs

o
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% Others change their regular execu-
tive development programs to ad-
dress this area by adding or chang-
ing what is offered

% There are even those who have

yet to address this need.

The most commonly used method
of preparing leaders for globalization
was rotational assignments. Other
methods included:
¢ Leaderled training
4 Action learning
+ Hiring of in-country leaders who

are developed through an interna-

Honal development program
% Designing a leadership develop-
ment plan modeled on ihe
organization’s existing processes
and also culturally geared to mar-
ket needs.

Because of the baby -boomer mass
exodus, the lifespan of an organiza-
tion is beginning to rely on how ef-
fective it is at identifying and devel-
oping its high potential employees.
The ability to identify and properly
cultivate true leaders may, in fact, be
the difference between success and
failure.

Survey respondents noted that
there are several key attributes they
look for when identifying high po-
tential executives and emerging
leaders.
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organizations.

Bannie Hagemann Is the GEO of Executive Development Associates,
Inc. (EDA). EDA specializes in creating executive/leadership
development strategies, systems and programs that help clients build
the capabiliies needed to achieve their strategic objectives. She has 17
years of experience working to positively influence individuals and

As a consultant, Bonnie specializes in executive coaching-developing
leaders through perception awareness, increasing interpersonal skills,
creating an executive presence and ultimately, leading their teams,
departments, business units and organizations more effectively and

i with greater influence.

Since 19;9'6, Bonnie has coached executives, presented key note speeches, and provided consulting
and facllitated learning in many national and international corporations like Lockheed Martin, Fuji

Hunt, Merck and Southwest Airlings, to name a few.

She hasaisa worked as Regional Consultant for GPP Inc., the publisher of the MBTI®, Advertising
and Research Director for an executive career consulting firm, and Career, Personal, Crisis Counselor

for Meridla'n Technology Center,
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