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Introduction
What is Leadership? It’s a question that ranks up there with trying to define justice, beauty, or
truth. It is as difficult as trying to explain the meaning of life to a six-year-old.
Look it up in a dictionary, search for it in books on Amazon, or google it, and you will find a
plethora of opinions, explanations, and practices. There is no one common definition that could
summarize the essence of what leadership is. Nor is there one common habit, ritual, or practice
that could adequately explain how it impacts our everyday personal and professional life.
According to the Authors of “Achieve Leadership Genius”, an overarching leadership philosophy
rooted in a long history of leadership studies and organizational psychology research that have
been used for decades by companies around the world, the definition of leadership is not a
passive notion.
Leadership is the repetitive acts of inspiring, engaging, and satisfying the values and needs of others in
areas of conflict, competition, collaboration or achievement of a meaningful objective that results in
individuals and communities taking action toward a mutually shared vision and objective.
Leadership is both an art and a science, and neither is an easy discipline. Being a great leader
isn’t something you just read about in a book or learn from an online class, it takes time and
practice for you and your team to understand the skills and language you are using to help
achieve a shared vision and objective.
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Leadership in Context
How you lead depends on where and when, not just who you’re leading. Understanding the
context in which you lead is the first step in achieving leadership genius. Once you clearly
understand the context you’re attempting to lead in, then your challenge is to practice and
develop leadership skills that are appropriate for that context.
Doctors and lawyers don’t just graduate from medical or law school and become respected
professionals in their field. The same is true for leadership. Leadership is more than a natural
disposition or an academic study. It is something to be practiced through a consistent and
ongoing cadence if it is to become a true profession.
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The 5 Practices of Leadership
There are five practices every leader should consider, regardless of the context you are leading
in. Prepare for leadership by understanding the science of dispositions and values before
attempting to influence others and take action toward a common value and objective. Envision
the desired outcomes of your teams and organizations before you begin pursuing your
objectives. Initiate performance by defining the objective and key results of your common goals.
Assess performance toward your goals on a regular basis. Respond to the needs of your team,
and organization through ongoing conversations about performance.
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Section #1
Prepare

The leadership practice of Prepare is an important discipline to consider before attempting to
lead in any context. Taking the time to distinguish the components of your unique personality,
understand the personalities of those you work with and establishing clear values for you,
your organization and your teams is critical to optimal performance and long-term leadership
effectiveness. In Dr. Drea Zigarmi’s “Achieve Leadership Genius”, the elements of Prepare as a
practice include engaging your subconscious self, disposition, values and even your persona. Each
of these factors has a considerable impact on how you will lead. It is important to understand each
element to discover a holistic view of who you are as a person and who you want to be as a leader.

“Prepare for leadership when you recognize, control, and
adapt your dispositional behavior, and develop personal
values so your leadership behavior does not predispose you
to act in ways that may sabotage your effectiveness.”
— Dr. Drea Zigarmi, “Achieve Leadership Genius”
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The Role of DISC in the Practice of Prepare
The DISC model centers on four different personality traits: Dominance, Influence, Steadiness
and Conscientiousness. The foundation for the DISC model is rooted in the theory that people
tend to operate and engage with others through one of these four innate dispositions. In
essence, DISC theory helps you understand why you are prone to exhibit certain behaviors and
how you might be able to understand the behaviors of others.
A deeper understanding of your DISC traits can be discovered through self-observation
and personal reflection. Taking the time to understand the DISC model will enhance the
development of your leadership skills and how you influence others toward common objectives.
Cultivating an understanding of how you naturally respond to situations allows you to choose
your response more consciously. This self-understanding enhances your ability to intentionally
lead others, rather than just react. Becoming skilled at using a dispositional analysis allows you
and your team to add a layer of versatility to your conscious behavior making you more effective
when trying to influence.
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Another distinction to make is the difference between disposition-driven and values-motivated
behavior. Your disposition-driven behavior is the instinctive, subconscious behavior that is
not considered premeditated. This can best be demonstrated in the way you go about buying
a car. Do you thoroughly research data about the car before buying it? Do you rely on the
opinions and endorsements of friends or influential individuals to guide your decision? The
actions and reactions you have in making a decision like buying a car are largely based on your
natural disposition. However, your reasoning behind the car you buy is based on your values.
An example of this might be, did you buy your car for economic reasons, such as price or gas
mileage, or was your purchase a luxury vehicle because you value a certain type of status?
You can better understand why you’ve made a decision when you consider your values before
making a choice. Either way, the car you choose to purchase is influenced - heavily by either your
disposition or values.
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The Role of Values in the Practice of Prepare
Values have a fundamental role in your leadership approach in any context. Values can be
defined as an enduring belief that a particular end or mean is more socially or individually
preferable than a different end or mean. Essentially, your values are what you cognitively
consider to be good or bad. Equally important is the perception others have about what your
values are as a leader. The perception of what you value by those you lead will heavily influence
their morale and motivation to follow or not to follow your lead. To be an effective leader, it is
important to clearly define the values you hold and establish a baseline for how you want your
values to be perceived by others. Your values should align with your behaviors.
Values are built on a foundation of beliefs, so your understanding and exploration of values
must be rooted in the beliefs you hold. A belief is the mental acceptance, and more so the
conviction, that an idea or perception you have about something is true in reality. You have
Inherited Values that were shaped by the personal and social environments in which you were
raised. Developed Values differ in that they are formed through direct experience with the object
of the belief, examination of the alternatives and the anticipation of potential consequences.
Values must meet the following 5 criteria to be considered a developed value:

1

A developed value is freely chosen. The value must be a cognitive choice, with an absence
of coercion or forced influence.

2

A developed value is chosen from a list of alternatives. You must choose this value based
on the idea that it is the greatest option against all alternatives.

3

A developed value is chosen with an understanding of the consequences of alternatives.
Additionally, the value must be chosen with the conscious understanding of any positive
or negative consequences.

4

A developed value is acted on over time. The value must be a part of your regular
behavior and acted on repeatedly.

5

A developed value is prized or publicly owned. You must be willing to completely own
the value while testing it against the perceptions of others. This is ultimately a test of
conviction towards the belief.
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Section #2
Envision

“You practice Envision when you visualize an ideal or an
objective one can aspire to. You Envision when you craft a
statement of purpose one can be dedicated to or when you
rank-order values to serve act as a guide for behavior and
decision making. You Envision when you imagine what is
possible and set a course of action to get there.”
— Dr. Drea Zigarmi, “Achieve Leadership Genius”
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An irrefutable truth of leadership, is that all leadership, regardless of the context you’re leading
in, begins with vision. If leadership is the act of inspiring, engaging, and satisfying the values and
needs of the people you’re trying to influence, then without vision that act is meaningless.
If you were asked about a person who made an impact on you professionally (or personally), you
would probably choose someone who inspired you to a common goal, and in the process you
became a better person through the pursuit of that objective. Maybe it was a teacher from high
school, a sports coach, or a previous manager through a former employer. Their lessons and
advice have stuck with you throughout your years and propelled your internal drive to succeed
in life. They helped you discover something in you that you may or may not have been aware
existed--the desire to be connected and to thrive in your personal and professional life.
Now you’re trying to lead your organization and your team forward, but you’re experiencing the
challenges of leadership. How can you connect better with your employees? How can you strive
to be a more inspiring visionary in your leadership? It’s time to regularly engage the leadership
practice of Envision.
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Your Vision
As an individual, you Envision by creating a clear vision of your ideal work-related role. Who do
you want to be professionally? What are your strengths? What are your aspirations? What is your
leadership-point-of-view?
It is important as a leader of oneself that your vision for your role is compatible and integrated
with your overall life purpose and values, as well as aligned with the vision of your team and
your organization. As a leader of self and of others, it is your responsibility to also guide your
direct reports, teams, and the organization you serve. Your vision optimally motivates you
through the inevitable challenges of achieving and sustaining high performance. Your vision
also helps you to lead others throughout the envisioning process for the individuals you’re
attempting to develop, the team you’re coaching, or the organization you’re trying to guide.

Inspiring Others
John Quincy Adams once said, “If your actions inspire others to dream more, learn more, do
more, and become more, you are a leader.” Employees naturally look to their leaders- for
inspiration. And with good practice, you can be that envisioning, inspiring leader who one day
will be remembered as someone who has made a great impact on their employees- while
achieving a common vision that made a positive impact on the world.
While envisioning takes place in each context of leadership, great leaders can’t hope to sustain
the passion and the performance necessary to achieve the vision unless they share a common
vision for the whole, and clearly help define each person’s contribution to the vision through
their unique role.
How do you share a vision as a leader? How do you help others see the vision you have? How do
you inspire others to share in that vision?
Be passionate about your vision for your career, your team, your organization, and the clients
your organization serves. If you don’t believe in your vision and are not excited by them, you
can’t expect others to be inspired to believe in them either. Sometimes a company’s goals can
seem far-fetched and daunting, but leadership that is confident and passionate can enable
others to feel confident and passionate about the vision and direction of
the organization too.
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Envision Across the Contexts of Leadership
The purpose of the second practice of leadership in context, Envision, is to the power and
potential of people when you align vision across contexts. While each context of leadership has
its own unique approach, you’ll experience leadership genius when you take advantage of the
interdependability of individual, team, and organizational visions.
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Envision in the Self Context
When you Envision in the Self Context of leadership you generate a motivating vision for your
professional role that also integrates with your personal vision of meaning and purpose.
Envisioning in the self context helps you sustain passion and purpose for your professional role,
and seeks to align that passion and purpose with the vision of your manager, your team, and
your organization.

Envision in the One-to-One Context
Envision in the One-to-One Context of leadership is guiding your direct reports to generate a
compelling vision of their professional role. Help them stay engaged and productive in their
role by continually discussing, and when necessary, refining their role to stay aligned with team,
organizational, and client needs and strategy.

Envision in the Team Context
Envision in the Team Context of leadership is designing vision and process for the team that
will inspire and align team member efforts. To align the team vision, it is important to consider
guidelines, outcomes, norms, ground rules, roles and responsibilities as you begin to pursue
common objectives. This all works to build team character and productivity. Collaborate with
your team to create a charter that will optimize performance and ensure alignment with
organizational and market strategy while engaging individual team members.
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Envision in the Organizational Context
Envision in the Organizational Context of leadership is establishing and continually promoting
an inspiring vision for the organization that becomes a collective voice and creates a unique
and effective brand for employees and clients to embrace. A clear vision in the Organizational
Context will help define and implement strategy. It will also serve as a clear guide for individual
and team behavior and decision-making.

Envision in the Alliance Context
Envision in the Alliance Context is developing a common vision for the alliance and collaborating
with them. Envisioning in this context capitalizes on the synergy that comes from discovering
a common purpose and business model. It also ensures the healthy resolution process for
potentially conflicting agendas or the alliance members.
Out of the five practices of exemplary leadership, the second practice of Envision may be
the most broadly impactful. In a way, you’re lighting the fire and giving your employees the
motivation they need to find meaning and inspiration in their everyday work by striving toward
the same goal and vision as a collective group.
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The Promise of Practicing Envision as a Leader
Hopes and dreams are an essential leadership practice by becoming familiar with your own
values and your employees’ values. By helping individuals understand how their role aligns with
the organization, it helps make the vision of the team come to life. Taking time to have open
communication about these things, on a regular basis, shows that you care and that they are
important while increasing engagement and overall performance toward objectives. People are
not inspired if they think leadership does not care about them. In fact, it could be disastrous for
you and your organization if people feel uninspired or feel like an outsider looking in on your
personal vision. People will be more open and excited about the possibilities you envision for
your organization if you take their values into account as well.
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Section #3
Initiate

If someone asked you what your goals are for the year, would you be able to list off a few or
would you need time to actually sit down and set some goals? Are they in your mind, but not
visible to you or anyone else? There are different types of goals you can set as an individual,
with your team, or for your organization. Goals don’t have to be long-term only; you can have
daily, weekly, agile (bi-weekly), monthly, or quarterly goals. Whether your goals are short-term
or long-term, taking time to set and initiate them is the first step to achieving them, and will help
you perform at a higher level, both professionally and personally.

“You Initiate performance as a leader when you establish
and facilitate the goals, expectations, ground rules, operating
guidelines, and steps for the implementation that embody,
enable, foster, and sustain a work-related vision.”
— Dr. Drea Zigarmi, “Achieve Leadership Genius”
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Setting Goals
The practice of Initiating performance through the disciplines of goal setting, for both individuals
and managers, creating them together is the best approach to ensure employees can see how
their goals align with the larger organizational objectives. This gives them the autonomy needed
to achieve objectives that align to their roles, skills, and motivations. Goals also play a critical role
in providing ongoing performance feedback to the individual, leaders and the
entire organization.
Good leaders want their team members, organizations, and clients to succeed. A great leader
gives their employees support and attention to make sure they are set up for success. Leaders
can do this by providing employees with the right tools to make sure their goals set them up for
success and challenging employees, providing autonomy, and aligning goals with
business initiatives.
After a direct report has written a goal, it should be the leader’s responsibility to review the
goal and to collaborate with the individual to ensure the goal is aligned with the company, if
necessary, and aligned with their role. A leader should always look to make sure the goal and
key results are as SMART as possible. If the goal is not SMART, it’s important to discuss the
SMART elements that may not be defined. If the individual is unsure about their ability to achieve
the goal, because of unknown factors, or the individual is not motivated to pursue this goal, then
it’s a leader’s responsibility to have meaningful conversations about these issues and attempt to
resolve them before you initiate performance toward the objective.
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Initiate Across the Contexts of Leadership
The purpose of the third practice of leadership in context, Initiate, is to set vision and strategy
into motion through the proper defining of objectives and key results that will implement
the vision and strategy. While each context of leadership has its own unique approach, you’ll
experience leadership genius when you seek to align individual, team, and organizational goals.

20

Initiate in the Self Context
Initiate performance in the Self Context by creating a personal performance plan that defines
your Key Responsibility Areas (KRAs), SMART Goals, and action steps for their achievement that
are aligned with your work-related vision and organization’s expectations.
Don’t set goals for the set goals as an individual for the sake of setting goals. Set goals with
purpose and intention to experience the many benefits of taking the time up front to gain clarity
on exactly what you are trying to accomplish. Your ability and your energy should be focused
on where your goals are set, so align your skills and knowledge and direct your energy toward
something meaningful to you, your team, your organization and your clients. Every goal you
write in the self context of leadership should be important enough to you that the outcomes
others are counting on you to produce, are at risk of being unfilled if your goal is
not accomplished.

Initiate in the One-to-One Context
The leadership practice of initiating performance in the One-to-One context is focused on
establishing performance objectives based on Key Responsibility Areas (KRAs), helping your
team members set SMART Goals and designing a plan to achieve Key Results toward the goal. It’s
also a great opportunity to align individual team member goals with team and
organizational strategy.
Setting your own goals is one thing, but helping others to help them set goals and create a plan
to pursue those objectives is your leadership responsibility. Ensuring that the people you serve
have the structure they need to satisfy their psychological needs and engage their skills and
knowledge will have a significant impact on their performance and engagement over time.
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Initiate in the Team Context
Initiating performance in the Team Context focuses on who is leading the team and who is on
the team. Team leaders initiate in this context by establishing a high-impact team character.
Once a team charter is established, it can generate transparency to those on the team or even
outside of the organization. By sharing this vision, it increases credibility and the chances of
being successful and achieving aligned business outcomes. This is successful when aligned with
the sponsor’s vision for the team, which includes team member-generated vision, goals and
operating principles.

Initiate in the Organizational Context
Initiating performance in the Organizational Context is ensuring that overall strategy and
corporate objectives are aligned with the organizational vision. In this context, leaders initiate
performance by outlining a strategy and initiatives with key results for achievement. Often
times, when problems arise during the pursuit of business strategy, they are often dismissed or
ignored, instead of being resolved, for the sake of time and progress. It is important to - identify
and prioritize problems as they arise and work to solve them efficiently through an organized
and collaborative process.
Engaging in a healthy organizational problem-solving process, not only generates solutions but
also leads to opportunities that fulfill the organization’s vision. By addressing problems head-on,
you are making sure the organization is able to reach the next level of organizational excellence.
An executive leader who can identify problems and collaborate with teams and individuals
throughout the organization to solve critical business problems, is a leader who will take the
organization to the next level and earn the trust and respect of the community as a whole.
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Initiate in the Alliance Context
Initiating performance in the Alliance Context is about developing and implementing a common
vision, purpose and values between two entities. An alliance is a special entity — the coming
together of potentially disparate organizations to form a strategic relationship. It is common for
most alliances to form an Alliance team. An alliance leadership team is a group of people from
both alliance member organizations. When making decisions on behalf of the organization, it
is essential to reflect the values of the other members when initiating performance by defining
common objectives and key results.
Initiating in the alliance context is necessary for the alliance to effectively function. Having
specific and measurable goals makes it easier to be able to deal with obstacles that may arise
during the pursuit of common business objectives. Start by establishing a charter that outlines
the alliance’s major goals and operating principles for fulfilling the alliance’s big idea, and
move on to creating the vision and objectives of the partners in the alliance. This way, you are
prepared for anything and are ready to constantly move towards the shared goal.
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The Promise of Practicing Initiate as a Leader
Setting goals shouldn’t be something you have to do, but rather something that enlightens and
excites you, your team, and your organization. Initiate excellence by setting some short-term,
agile goals and work your way up to larger, long-term goals. In doing this, you will be on your
way to initiating excellence throughout the organization while meeting the needs of customers.
When leaders at every level of an organization take the time to plan and initiate goals, they bring
light and productivity to the shadows that lie between the idea and the reality of the business
objectives you’re pursuing.
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Section #4:
Assess

Organizations of all sizes and global locations, among diverse workplaces, across a wide
variety of industries are wrestling with ways to improve the way they inspire, lead, and analyze
performance. While new standards for Continuous Performance Management (CPM) are
becoming more widely embraced and used in organizations today, some of the core practices
of how to effectively assess leadership and influence others toward performance excellence
remain steady and true.
One of the fundamental realities of creating a culture of performance excellence is continually
cultivating conversations between managers, coaches, and mentors about individual and
team goals, and focusing on the key performance indicators that give us critical insight on how
to better lead those individuals and teams toward their objectives. Performance excellence
includes consistent one-to-one conversations between managers and direct reports to assess
and discuss the skills, knowledge and motivations that an individual, team, or organization
experience during the pursuit of critical objectives.
Goals aren’t a wishing well you can toss a coin into and hope that you get a positive outcome.
Once you initiate performance through an effective goal setting or OKR (Objectives and Key
Results) process, the skills needed to effectively pursue that goal shift to an ongoing discipline
of assessing an individual’s, team’s, or organization’s performance toward the
objectives you are collectively pursuing.
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The pursuit of goals is as much art as it is a science. Behavioral Science in adult learning
and motivational theory reveals that there are two key indicators of an individual, team, or
organization experience through various phases of performance toward an objective--the Ability
(Skills and Knowledge) and the Energy (Confidence and Motivation) to pursue the goal.
To be a successful leader in any context, you need to not only know where you’re going, but you
need to effectively and continually assess the journey toward the objective you’re collectively
pursuing. The leadership practice of Assess is all about knowing how to find the current reality
in relation to a goal you want to achieve. Knowing where you are is as important as knowing
where you are going.
Continually assessing your phase of performance, is the pulsating blue dot on your GPS when
you’re heading toward your destination. It also indicates where traffic is heavy (Red), moderately
busy (Yellow), or openly flowing (Green). The phase of performance an individual, team, or
organization is currently experiencing is neither good or bad, but simply information for you
as a leader how you might influence others to change course or give them the right type of
leadership based on the phase of performance they are experiencing.
Assessing performance is a combination of analyzing the ability and energy to accomplish a
goal. Ability can be high or low depending on transferable skills, knowledge, or past experiences
related to a similar goal pursued in the past. Energy toward the goal could be affected by the
ability of the individual or team to achieve a specific goal they are pursuing, but it also could
be affected by shifts in the organizational culture, the economy, fears and concerns about job
security, or a variety of other issues that may affect their confidence or motivation to achieve
an objective.

“You Assess by appraising the Ability and Energy of an
individual, team, organization, or alliance to achieve a
specific outcome.”
— Dr. Drea Zigarmi, “Achieve Leadership Genius”
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Phases of Performance
Research, learning theory, and anecdotal evidence suggests that when your goal is challenging
or complex, there’s a high probability you will falter in its pursuit. Why? Because there are
predictable patterns that threaten to drain you if you’re now aware of those patterns or know
how to effectively navigate them.
There are ebbs and flows of ability and energy when an individual, team, or organization
pursues an objective. Great leaders, in any context, are aware of these ebbs and flows so they
can effectively manager performance toward the desired destination. The Leadership Genius
Phases of Performance describe, not explain, why you are at a certain state of performance
toward a goal:

1

The Curious Phase of Performance
The Curious Phase of Performance is where you consider the time and effort you’re going
to need to put into achieving your goal. It may feel overwhelming when thinking about
everything you have to do accomplish your goal, but working to minimize stress and
focusing on your enthusiasm towards the objective will help get you started in moving
toward the goal. Although an individual or team may have transferable skills from similar
goals in the past, the ability for a new goal is low, while the energy to pursue the goal is
relatively high during this phase.

2

The Confronting Phase of Performance
The Confronting Phase of Performance is where individuals, teams, and organizations
naturally experience low energy because of competing priorities or they discover new
challenges related to the objective being pursued. In this phase, ability remains relatively
low toward the final objective and energy typically is lower than when the goal was
initiated due to shifting variables that result in the natural challenges to achieving the
objective. During this phase, focus on continually learning, identifying problems, and
produce effective feedback while recognizing progress to help individuals, teams, and
organizations effectively navigate this phase.
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3

The Cautious Phase of Performance
The Cautious Phase of Performance, is where your ability to achieve the goal is on the rise
and your energy fluctuates depending on your motivational outlook and commitment to
achieve the objective you are pursuing. This is the phase where individuals, teams, and
organizations begin to trust their ability to achieve this goal, even though energy levels are
variable. During this phase, you may start offering potential solutions to the problems you
discovered in the Confronting Phase of Performance. Like all phases, you will still need
appropriate feedback and recognition for the progress you are making.

4

The Achieving Phase of Performance
The Achieving Phase of Performance is where your ability and energy to pursue the
goal are both high. In this phase, you may be experiencing a productive flow in your
performance toward desired outcomes, regardless of how much progress you’ve made
or how close you are to achieving the goal. As long as you remain passionate about your
goal, it should not be difficult to sustain the high energy toward the pursuit of
the objective.

5

The Discerning Phase of Performance
The Discerning Phase of Performance is where you evaluate what your commitment
to achieving the goal as an individual, team, or organization. In this phase, you may
experience a regression in energy toward the goal, even if your ability to achieve it
remains high. If you feel your motivation to keep pursuing this goal is low, you may
consider having a motivational outlook conversation with a manager, coach, or even a
colleague to investigate whether you should keep pursuing this goal, or if you can shift
your motivation to a more optimal outlook toward achieving the goal.

Assessing the Phase of Performance toward objectives will help you, your direct reports, your
team or your organization, and help leaders in any context consider the type of leadership
that will most appropriately focus and inspire yourself and others during the pursuit of critical
business objectives.
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Assess in the Self Context
Assessing in the Self Context is where you determine indicators of ability and energy on a workrelated goal. This helps you understand what you learned during the pursuit of past goals and
how you may be more effective in pursuit of this new one. Assessing in the Self Context will help
you increase your self-leadership skills and will empower you to have control, connectedness,
and competence to perform at a high-level.

Assess in the One-to-One Context
Assessing in the One-to-One Context is where you consider the ability and energy of others
during the pursuit of a goal. By taking the time to analyze indicators of ability and energy related
to an agreed upon goal will increase the quality of your one-to-one conversations. Continually
assessing an individual contributors energies and abilities toward a goal will build trust and help
develop them to be self-sufficient high-performing employees.

Assess in the Team Context
Assessing in the Team Context helps you and your team work together to achieve a common
objective. A team leader needs to regularly assess the collective ability and energy of the team
toward the defined objective. You can increase a team’s performance by consistently, at least
every two weeks, assessing their performance and giving the right type of leadership that is
aligned with the phase of performance they are experiencing. Assessing Phases of Performance
in the team context helps teams stay on track toward the objectives and increases team morale
and productivity.

29

Assess in the Organizational Context
Assessing in the Organizational Context is all about understanding the organization’s key
strategies, then having a line of sight throughout the organization on how teams and individuals
are doing toward their goals. Like individuals and teams, organizations experience phases of
performance toward corporate strategies. Goal transparency in an organization, not only can
be a vital information sharing strategy, it can help the entire organization understand where
they are in the process of achieving the corporate strategy. It’s also important that leaders in the
Organizational Context encourage individuals and teams to align their goals with organizational
goals and promote cultural performance development. Understanding the collective energy
of the organization through performance pulse checks and engagement surveys, leaders in the
Organizational Context can utilize appropriate skills and communication strategies to improve
the overall performance of the organization.

Assess in the Alliance Context
Assessing in the Alliance Context helps keep critical common objectives of two separate
organizations on track and productive. Analyzing the energies and abilities of the objective
that both organizations are collectively pursuing, will improve the outcomes of the alliance.
This context is a bit more complex than the others because it’s something that’s more difficult
to measure and keep a pulse on like an individual or a team. It is important for leaders in this
context to also look at themselves as members of the alliance to see how your responsibility
plays a role in the overall contribution to the common goal. By being committed to assessing the
performance of an organization-to-organization goal, you will nurture a high-achieving alliance.
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The Promise of Practicing Assess as a Leader
Assessing the Phase of Performance of a goal in any context is an essential leadership practice
that will help increase the engagement and productivity of individuals and teams. By taking the
necessary time and effort to assess the ability and energy of an individual, team, organization, or
alliance to achieve a specific outcome, you are improving your business process and developing
a culture of excellent, ongoing performance. When you look at where you are, where you want
to be and create a plan to get there, you will be on the road to successfully becoming a HighPerforming individual, team, or organization.
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Section #5
Respond

Ongoing feedback and recognition conversations about the progress, challenges, and triumphs
of you and your team goals are critical to, not only the achievement of those goals but improving
engagement and optimally motivating others toward the end result and common objectives.
How we manage performance is changing. In the past decade, human capital management
has experienced major shifts from a traditional annual review of performance, to quarterly
reviews, and more recently, an agile (weekly or bi-weekly) approach of continual performance
assessments throughout an organization. Some organizations have made performance
evaluations extinct.

“Your Respond by taking the appropriate leadership action
with individuals, teams, organizations, or alliances to develop
their abilities and energies to achieve specific outcomes.”
— Dr. Drea Zigarmi, “Achieve Leadership Genius”
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Performance is a Verb
Most approaches to performance management are too broad and general to make a real
impact of optimizing the performance of an individual, team, or organization toward a common
objective or key activities related to the objective. Not only are performance appraisals,
regardless of cadence, a big time consumer, they are often a sub-optimal motivating process
when it comes to understanding the importance of the work we do. Performance isn’t some
person, place, or thing, it’s an active moving body of ideas that move toward an objective.
Performance, like leadership, is a verb! Therefore, there is no one general way to respond
or recognize performance while it’s happening; and even more difficult to evaluate after it’s
happened, even if you’re only looking at the financial outcomes of performance.
How you give feedback and recognize achievements, is even more important than the frequency
of the feedback. Performance conversations need to happen in the context of the flow of an
individual, team, or organization’s performance. These conversations need to consider the skills
and psychological needs of the individuals or groups of individuals pursuing the objective and
require the intentional use of skills to effectively influence them.
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Common Performance Conversations
With the move to more frequent performance conversations, it’s more critical than ever to
have a unified language and approach on how you respond to performance throughout the
organization. Continual performance conversations could backfire if an organization is not
unified and transparent on how they manage and evaluate performance. If a manager in one
part of the organization has a proven leadership method that produces high engagement
and desired business outcomes through their performance conversations, but another leader
in a different unit of the company uses a different method, it may cause confusion when
collaborating across the organization. If some managers are not using any defined leadership
methods, or are simply disengaged in the best practices of performance management, it
could erode trust and produce negative engagement perceptions about fairness and efficiency
throughout the entire organization.
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Responding to Performance
In his book, Achieving Leadership Genius, Dr. Drea Zigarmi explains that one of the most critical
practices of leadership, in any context, is how you effectively respond to performance. Keeping
in mind, that a leader is not just an executive, manager, or team leader within an organization,
but can be anyone who can focus and inspire you during the pursuit of individual or
collaborative objectives. Keeping individuals, teams, and organizations engaged in the pursuit of
key objectives is no longer an option - it’s a necessity. The initiative to market your organization
as a “Best Place to Work,” is a vital business strategy to develop human capital and produce a
healthy economic outcome for the organization.
While the leadership practice of responding to performance is rooted in generations of
organizational psychology and some of the most recognized leadership theories; the practice of
responding to performance has never been more relevant and important than in the context of
continual performance conversations.
Responding to performance is all about being able to quickly and effectively assess individual,
team, or organizational performance toward key objectives. Great leaders are aware of the
strengths, weaknesses, skills and motivations of their people at any given time during the
performance process. And since performance is a verb, those needs are in constant flux,
requiring aligned leadership skills and behaviors that meet the situational needs of the people
pursuing those goals.
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Two Key Leadership Behaviors for Responding to
Continual Performance
So, how do you know what leadership response is appropriate when there are so many
ways you could potentially respond to your performance or the performance of others? The
Leadership Genius approach to performance begins by assessing two major skill sets, the Ability
and the Energy of an individual, team, or organization during the pursuit of a goal. These two
factors reveal five phases of performance that require their own unique responses based on the
levels of skills and motivation toward the key objective.
Once you’ve assessed the phase of performance of an individual, (see The Two Most Critical
Factors for Assessing Continual Performance) a leader needs to respond effectively to the
phase of performance the individual, team, or organization is in. The Leadership Genius
approach to performance defines the two most effective styles of response to performance are
Focusing and Inspiring leadership behaviors.
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Responding to Phases of Performance
It’s important to understand the ebbs and flows of ability and energy that individuals, teams, and
organizations experience during the pursuit of their objectives. Great leaders, in any context of
leadership, are aware of these ebbs and flows and are ready to respond with effective feedback
and recognition based on the just-in-time performance needs of individuals and teams.
When performance is in the early phases of goal pursuit, leaders often need to use skills that
help individuals Focus on what matters most in the pursuit of the objective. In these early
phases of performance, leaders need to build good goal-setting and OKR writing skills in order
to set people up for good performance long term. They explore roles and strengths and ensure
they are aligned to the objective they are pursuing. While effective feedback is critical during any
phase of performance, it is most critical during the early phases of pursuing a goal.
When individuals and teams begin to demonstrate a growth in skills and competence toward the
goal, the commitment and motivation toward the objective naturally increases. As goals reach
the more advanced phases of performance, leaders need to continually assess and nurture the
energy of the individuals and teams pursuing the objective through more Inspiring styles of
leadership. Great leaders, in the advanced phases of performance toward an objective, listen to
the ideas and solutions of the individual team members, serving more as a coach and mentor as
the individual or team gets closer to achieving the goal. They facilitate problem-solving activities
that continue to threaten the desired outcomes of the goal. They also recognize the efforts and
success of individuals and teams in a way that is optimally motivating to them. If energy dips for
any reason, it’s important that the feedback and recognition of these realities shift the nature of
the ongoing conversations toward a goal.
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Respond in the Self Context
Respond to your performance in the Self Context by using key micro skills to help you focus
or inspire you during the pursuit of a goal. Understand and sustain your motivational outlook,
DISCover how to manage your time in a way that aligns with your disposition, request and receive
feedback, promote solutions to problems, and find a mentor to help you learn and grow in your
role and career.

Respond in the One-to-One Context
Respond in the One-to-One Context of leadership by using key micro skills as a manager in order
to effectively give your direct reports the focusing and inspiring leadership behaviors needed
in each Phase of Performance toward a goal. Teach individuals how to set meaningful goals on
their own; proactively listen to their situational needs toward making meaningful progress on
a goal; facilitate the art of problem-solving with them when they are challenged with a business
issue; give them effective ongoing feedback, and DISCovery. The disposition of each of your direct
reports will effectively engage them in a language that speaks to their natural tendencies.
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Respond in the Team Context
Respond in the Team Context of leadership by using key micro skills as a team leader in order to
effectively give your team members the focusing and inspiring leadership behaviors needed in
each Phase of Performance toward a team goal. Structure meetings with a purpose and agenda,
facilitate group problem solving of critical business issues thwarting team progress toward a goal,
help others DISCover each team members’ disposition in order to more effectively collaborate as
a team, and effectively resolve conflict and keep making meaningful progress toward a team goal.

Respond in the Organizational Context
Respond in the Organizational Context of leadership is using key micro skills as an executive
leader in order to focus and inspire your organization through the Phases of Performance
toward an organizational strategy. Keep a Pulse on Performance through various types of
organizational assessments, communicate a compelling brand message, engage in organizational
problem-solving activities, promote fair and just practices, and celebrate organizational success.

Respond in the Alliance Context
Respond in the Alliance Context of leadership is using key micro skills as a partner in order
to focus and inspire multi-organizational phases of performance toward common strategies
and objectives. Effectively form and charter the alliance, facilitate non-competing problem-solving
experiences between the organizations, and negotiate win-win contracts.
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The Promise of Practicing Respond as a Leader
While considering the benefits of a modern approach to performance feedback, keep in mind
the body of knowledge and wisdom found in the research of effective leadership development
practices. Responding to the real-time needs of an individual’s, team’s, and organization’s
performance, is one of the most important leadership practices, regardless of your approach
to managing and analyzing performance. Don’t just give feedback on performance without
understanding the physical and psychological needs of the people you’re attempting to
influence. Responding to the energies and abilities of your people, in the right context, with
the right skills for that situation, is critical to being able to effectively and continually focus and
inspire your people on to optimal performance.
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Conclusion

With all great endeavors, the Five Practices of Leadership are going to take some time and
concentrated effort to achieve excellence at all levels of an organization. It can be difficult to get
your team on board with new ideas and processes when things have been done the same way
for a long time. However, if you follow the contexts and each of the practices according to the
context you’re leading in, you will become a leadership genius.
Are you ready to meet your leadership goals? Are you ready to transform your organization with
a tested and proven leadership language? With Inspire Software, you have access to a worldclass leadership curriculum and an efficient tool to embed a common leadership language
throughout the organization and on your way to achieving bottom-line business results. Achieve
leadership genius through intelligent dashboards and key performance insights & analytics
with a variety of leadership wizards to help guide you through the application of key leadership
practices and performance management capabilities.
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Want to implement and
develop these practices
inyour organization? Contact
Inspire Software for a custom
demo today!
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