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Wednesday, December 5, 2001

Meeting at the Royal Sonesta Hotel, 5 Cambridge Parkway, Cambridge, MA 02142

8:00-9:00a.m.

Continental Breakfast

8:00-9:00a.m.

New Member/Guest Orientation




Lloyd Baird, Boston University, Acting Director, EDRT




Ellen Johnston, Sun Microsystems, Chair





EDRT Steering Committee




Members of the EDRT Steering Committee

9:00-10:15a.m.
Welcome



Ellen Johnston, Sun Microsystems




Lloyd Baird, Boston University




Roundtable Discussion




Fred Foulkes, Boston University, Director, HRPI
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Networking Break
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Using Experience for Development:  Tools & Systems



Robert Eichinger, Lominger Limited, Inc.
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Robert Eichinger, Lominger Limited, Inc.
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5:15-6:00p.m.
Reception
6:00p.m.
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Thursday, December 6, 2001

Meeting at the Royal Sonesta Hotel, 5 Cambridge Parkway, Cambridge, MA 02142

7:45-8:45a.m.

Steering Committee Meeting




Open to all EDRT Members

8:30-9:00a.m.

Continental Breakfast
9:00-9:10a.m.

Steering Committee Update



Re: Next Meeting

9:10-10:15a.m.
Panel Company Applications:  




Moderator:  Lloyd Baird




Cheryl Getty, Hallmark Cards




Ellen Johnston, Sun Microsystems




Dan Moss, International Paper

10:15-10:30a.m.
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10:30-11:30p.m.
Continuation of Panel Discussion
11:30-12:00p.m.
Final Reflections




Robert Eichinger, Lominger Limited, Inc. and Participants

12:00-1:00p.m.
Luncheon

EXECUTIVE SUMMARY

“Experience is not something one can pass to another.  For this, you have to go through the fires.”








-George Bernard Shaw



Despite incontrovertible success in many areas of development, it is imperative that members of the Executive Development Roundtable constantly ask themselves: How do we continue to implement systems and create tools that are in alignment with both the company’s current and future needs?   How do we adapt to the constancy of change in today’s business environment?   What tools and systems will ensure that executive development is value-added by providing short and long-term business solutions?  In short, what are the best methods for developing executives?

Research has demonstrated that the most effective means of building executives’ core competencies is experiential learning.   More specifically, providing high potential candidates with the right on-the-job experiences is the critical success factor in developmental learning.  Therefore, designing systems supporting growth through experience is of utmost importance to us as executive development professionals. 

The Executive Development Roundtable’s winter meeting, December 5-6, 2001, proved to be an excellent forum for members to discuss how to provide executives with experiences useful to core competency development and to collaborate to solve issues and challenges facing the diverse companies represented.  Further, the speakers’ presentations highlighted the successful ongoing implementation of systems at their representative companies.   Once again, the EDRT provided an arena for discussing “best practices” and transferring knowledge among members working for cutting-edge companies.  

The meeting featured four speakers.   First, Robert (Bob) Eichinger, author of The Leadership Machine, discussed the current state of executive development affairs and introduced tools that will effectively build the “bench strength” needed for tomorrow’s companies.   Second, Cheryl Getty of Hallmark Cards discussed how Hallmark is using the concept of developmental experiences - which were identified through executive interviews - for development and succession planning.  Third, Ellen Johnston outlined Sun Microsystem’s firmly entrenched Leadership Development System.   Fourth, Dan Moss articulated International Paper’s development system and tools.   

Membership Roundtable Discussion 

The initial roundtable discussion, facilitated by Professor Fred Foulkes, generated several themes, consistent across member organizations:


The economic environment seems to dictate development strategy

Amidst a recession, member organizations face the often seemingly insurmountable challenge of implementing systems, creating infrastructure, and producing results within constrained budgets.  As several members asked: What should our role be?   How do we ensure that what we do is relevant?   One member noted that over half the management team at her organization had never been through a recession.  A market downturn creates an environment in which sponsorship is more difficult to gain and executive development initiatives are often considered less relevant than shorter-term, cost reductions instituted in response to the recession.

Although economic hardships present issues and challenges that hinder the ability to produce highly effective programs, several members discussed the opportunities that a downturn creates.    In an environment characterized by the need for cost containment, executive development leaders are encouraged to search for ways to be as efficient as possible in creating value-added systems and programs.    Further, at several member organizations, managers have taken more initiative in developing the skill sets of their reports, which, in conjunction with formal development efforts, is resulting in enhanced outcomes.   Programs that were previously outsourced are often brought in-house in a cost-cutting effort, thereby fostering more ownership and accountability of outcomes.

Accelerating leadership systems and initiatives

Roundtable members shared stories confirming their organizations’ successes in implementing executive development systems.   After building the infrastructure necessary to support an advanced system, members are eager to enhance, focus, and accelerate program effectiveness.   One member’s organization recently completed a fully-functional corporate university; now, she and other team members hope to better serve users by gleaning best practices to improve the university’s overall effectiveness.  

Technology changes the way we conduct our business

Web based, and other, technology has prompted many exciting developments in the area of workplace learning and performance.   As evidenced in the discussion, a number of member organizations are capitalizing on the advantages offered by technological advances.   Many member organizations have either successfully digitized the performance review process, or are currently in the process of doing so.  Several organizations are currently implementing technologically savvy leadership succession systems.    Others have developed robust on-line training systems.    

The need to foster an environment that balances work and family:

Work and family do not often appear to have a natural complementary relationship.   Rather, one’s work life tends to infringe upon family life, and vice versa, creating a somewhat adversarial relationship.   Organizations’ management teams are recognizing that employees who have a more balanced work and family life tend to be happier and are generally more productive than those who do not.   EDRT member organizations are among the most progressive in promoting this necessary balance.   Members conversed about the need to build policies and structure into the system that promote a complementary relationship.   Among organizations’ best practices are: establishment of a goal to be one of the best places to work; alignment of the performance management system with work/family balance; creation of policies that allow for work to be conducted at home; redesign of work hours to encourage a balance. 

The initial roundtable spawned these primary and other interrelated themes.   In addition, members shared success stories, “best practices,” and issues commonly facing member organizations (see Appendix A for details).

Using Experience for Development: Tools and Systems

Robert W. Eichinger, Lominger Limited, Inc.

Drawing on over 30 years of experience working with executives and managers on personal development, Robert (Bob) Eichinger led us on a journey examining the current state of executive development and paving the way for designing architecture best suited for the development of tomorrow’s executives.  As outlined in The Leadership Machine, the book he recently co-authored with Michael Lombardo, the best teacher for high potential leaders is experience, or, more specifically, the right on-the-job experiences.

Bob has bad, good, and great news for us.   Let’s start with the bad news…

As asserted in The Leadership Machine, “the current state of development should give us heartburn.”  Despite the fact that we have a good idea of what we want the future to look like in terms of strategic plans and goals, we have no executives to drive the program.   Our tendency as executives is to promote people just like us: action-oriented, highly intelligent, high speed, and, usually, loners.   Those who are promoted to the upper echelons of today’s organizations are chosen using the wrong criteria.  

As organizations become larger and more structurally and technologically complex, the demand for those who can deal with change, fragmentation, and ambiguity is increasing, but the supply has essentially remained the same.  We are facing a leader shortage.  A McKinsey study reported that only three percent of respondents answered yes to the statement, “We develop people well.” As illustrated by an A.T. Kearney study, a 1997 study of merger activity found that 58 percent of mergers fail to reach the goals they set out to achieve, and an additional 14 percent added no value to the company.   The culprit?  Failures have much more to do with inadequate soft skills—leadership and management—than because hard business skills are lacking.  The bottom line:  there is a growing gap between people requirements and the skills of the typical incumbent.

The good news is that, despite the hurdles facing executive development professionals, we have the requisite knowledge, tools, and systems to overcome them.  And fortunately, we seem to have a clear idea of what needs to be done: “No one knows what specific challenges we will face in 2020, but we have a strong idea of what the leaders who can meet those challenges will look like and how they will get to be that way.” The science of executive development has provided us with four fundamentals that have changed very little over time:

1. The competencies/skills that matter for leading in new and different situations

2. How those skills are learned and developed

3. Who is equipped to learn these skills

4. What it takes to make the skill development work

The Leadership Machine lists 67 core competencies that comprise an “85 Percent Solution.” Eighty-five percent of most jobs can be accurately described using a subset of 67.  Of these, 15 are competencies on which most people either score high or moderately high.  These should be considered “price of admission” competencies, or skills that should be selected for during the hiring or staffing process.   Fourteen additional competencies are in short supply, or those that most people do not possess and should be developed; these form the basis of a long-term competitive advantage or uniqueness for an organization.   In addition, once competencies are selected for and those in short supply are developed, competencies that are critical to a particular job should be measured and reinforced.  Finally, individual contributors and managers should be developed, but executives should be selected.

Next, who should be developed and how?   What system should support this development?  Select high potentials, not the masses, for development.   Choose those who demonstrate learning agility as well as a proven track record.  Despite the fact that “safe fills” may seem more suited for development, high potentials, although having less experience, will outperform them every time.   Because these hipos have superior learning agility, they will immediately look to experts to gain crucial information that will, in conjunction with their other assets, catapult their performance above and beyond that of the safer fill.  

The system, led by human resources and executive development leaders, should be based on “assignmentology,” or developmental jobs, that will build hipos’ core competencies.  These assignments will be characterized by a variety of challenges, diversity of settings, intensity of effort, and adversity of conditions.  In addition, success and failure should both be possible; this facet of the assignment ensures real learning.  Development value follows from the 70-20-10 rule: 70 percent from assignments, 20 percent from people, and 10 percent from courses.  Once core competencies specific to the organization and job are identified, hipos should be put in jobs that match their specific developmental needs.  Formal performance appraisals are futile, as feedback in the United States is the most inflated in the world.   Every performance appraisal—even those outside of work, from our teachers and professors, to our spouses—is inflated, as we all lack the courage to tell each other the truth about our performance.   

Developmental assignments should be aligned with the organization’s strategic horizon.  An effective system will consider the future executive needs of the organization.   Moreover, and this is critical, hipos will be placed in “stretch” assignments—jobs for which they are slightly underqualified—with content that matches the skills and challenges the business will be facing in the future. Line managers will certainly resist losing their best employees to developmental jobs, so, it is imperative to have sponsorship from a key senior executive who will, from time to time, overrule line officers for the sake of the enterprise.  

Performance results between top and average performance are staggering.  The payoff of a superior executive leadership system can add millions of dollars to an organization’s bottom line.  

The Leadership Machine closes with the best news for development professionals.  Although once an organization implements this “assignmentology” system the organization’s competitors will raid its’ talent at an increasing rate, the organization will be so self-renewing that competitors won’t be able to catch up.

Hallmark Cards

Cheryl Getty, Director, Learning and Development

Hallmark Cards, Inc., the personal expression industry leader, completed the redesign of its executive development and succession planning systems in Fall 2000 and continues to improve and enhance operations today.   In order to maintain its 52% market share in retail greeting card sales, the corporation’s leaders recognize that growing executive talent is paramount for continued success.   Cheryl Getty, Director of Learning and Development, shared with us the redesign’s auspicious beginnings and current progress.  

Beginning in June 1999, Cheryl and her team began implementing the improved system, which was slated to be completed in Fall 2000.   Initially, the team conducted interviews with key executives, asking such questions as: What positions within Hallmark would prepare someone for a lead role?  What experiences would be helpful to develop the next business head?  These interviews resulted in valuable information linking experiences to development.   Further, they stimulated thinking concerning what experiences people had versus what they need to have in order to be successful leaders in the future.  

One component essential to any effective executive development system is the linkage between development and the vision, values, and strategy of the organization.  Traditionally, Hallmark has been more customer-focused, as the goods are sold to retailers, not directly to consumers; however, the company’s long-term strategy is to become more consumer-focused.   To that end, the executive development strategy is to provide candidates with experiences that build marketing and new business development skills, and a consumer focus.   Moreover, since Hallmark manufactures and distributes goods, successful executives should have experience with the entire supply chain, not just in one area.   Cheryl cited the need to create good general managers at Hallmark.   Typically the corporation’s executives have experience in a functional area, therefore lacking the breadth of expertise necessary to deal with the complexities of the overall organization.  

Once critical skills and experiences necessary to build future executives were examined and an environment in which development and competencies are a common dialogue was promoted, the next step was to identify “highest growth potential” and “growth potential” managers.   In April 2001, Cheryl facilitated a discussion which was the first meeting at which hipos were collectively discussed.   Thirteen people were identified as candidates who could move across the organization.   Cheryl recognized the need to gain “buy-in” from her colleagues, the hipos’ managers, and explained to them that the goal is to develop candidates, not take them away from current jobs in which they are highly effective.  The meeting was meaningful and insightful at assessing candidates’ existing talents and creating a roadmap for the development of the core competencies those candidates need to build.

Finally, high potential candidates have been assigned coaches to help them realize their full potential.   360-degree feedback is being utilized as a tool to aid development and candidate awareness.   Overall, the redesign has been viewed as quite successful and a good start to building a holistic executive development system.  Cheryl described how the experience has been an excellent learning opportunity for everyone involved in the process, not just for developmental candidates.   

Note:    Hallmark’s 52% market share is from 1999 data. 

Sun Microsystems Incorporated

Ellen Johnston, Senior Manager, Executive Development

Since its inception in 1982, Sun Microsystems Incorporated (SMI) has gained a position as one of the world’s leading providers of industrial-strength hardware, software, and services.  With over $17 billion in annual revenues and approximately 40,000 employees, SMI can be found in more than 170 countries.  However, until about four years ago, Ellen Johnston, Senior Manager of Executive Development, shared with us, the company continued to have the characteristics of a start-up, and succession management was not a main area of interest or focus.  With the company’s rapid growth in the late 1990s, however, the scope of jobs was outgrowing people’s skills, and there was an increasing need for leadership development, Ellen explained.

In 1993, SMI collaborated with Bob Eichinger to develop and utilize the Leadership Skill Profile (LSP), a set of 22 core leadership competencies.  In addition to expanding the language in which SMI’s Leadership Counsel could speak about development, the LSP began the dialogue regarding what people needed in order to develop “executive readiness.” An Executive model evolved, which proposed that in addition to competencies, we need to pay attention to the experiences an executive has, the results they achieve, and their learning ability.

As it became clearer that Sun needed to develop general manager talent in order to drive the future of the complex, diverse corporation, Ellen and her team began to explore the question: how do we define and measure the developmental experiences?  Their response: the development of the “Seetool,” a survey of executive experience.  The following are key features of the tool:

· Self-service, web-based tool, used to measure experience

· Targeted to SMI Vice Presidents and Directors

· Generates instant reports on Functions and Experiences

· Geared toward general management, but useful to all

· Springboard for manager/employee career discussions

Ellen spoke about the primary uses of the Seetool:

· Succession planning/selection: Capture experiences, career preferences of VPs and Directors

· Awareness building: Educate executives about the importance of obtaining a variety of experiences, whether they are on a functional or general management path

· Career planning tool: Provide feedback to executives about experiences considered important at SMI

· Coaching tool: Give executives tools and tips for developing people within their organizations. 

Building awareness has been the primary goal, Ellen asserts.  Executives should have a variety and breadth of experience.   

Seetool’s implementation consists of three primary components:  executives can update data at any time; the rollout process includes one-on-one debriefing sessions between each executive and a human resource professional; and a partnership is created between the Executive Development and Human Resources functions.  Since HR will be a liaison between Seetool and the executives, it is essential that each representative has a clear understanding of the tool’s purpose and interpretation.  Members of the Executive Development team must effectively “train the trainers.” 

The career meetings—following individual input of data—are an excellent means of motivating and encouraging accountability in the executives.  The purpose of these career meetings is to:

· Educate executives to get the most out of the tool for personal career planning and for developing people in their organizations

· Help executives overcome any initial resistance (i.e. “don’t have the experience, can’t get it)

· Explore experiences executives should seek given career goals; brainstorm SMI opportunities

· Verify the accuracy/consistency of data; particularly helpful for hipos

Although Seetool is currently only used by senior executives, Ellen and her team believe that employees at the managerial levels will soon participate and be more inclined to do so because of commitment and buy-in from key executives.  Further, Ellen explained, they hope the use of Seetool will persuade senior executives to leave a legacy and take more ownership in developing their reports.   Seetool complements and enhances SMI’s well-established and progressive Leadership Development System.  Given the size and complexity of SMI, Seetool allows for centralized tracking and gathering of valuable “Sun-ized” information necessary for a cutting-edge system.

International Paper

Dan Moss, Founder, Moss Consulting Group, LLC

Prior to his retirement from International Paper (IP), and the inception of his consulting firm, Dan Moss headed IP’s Executive Development function.  International Paper is a $30B, Fortune 100 corporation with over 118,000 employees and multiple businesses including paper, packaging, wood, and forest resources.  Dan explained to us the scope and key features of the “leadership pipeline” at IP, and, in particular, described the development of a cutting-edge tool, the Experience Inventory.

IP’s Executive Development (ED) function is viewed by the CEO and senior executives as critical to the overall effectiveness of the corporation.  Senior management recognizes that developing the next generation of well-rounded, competent executives is essential to maintain International Paper’s competitive advantages and reputation as a leader in all of the markets it serves.  ED’s primary responsibility is to track and oversee development of 90 high potential candidates, some of whom will ultimately fill 30 senior jobs at some point in the future.  Dan asserted that several key success factors are driving the function:

· Linkage between development and the future business direction of the corporation

· Integration of development with other people systems

· ED’s incorporation of multiple Talent Reviews

· Effective management of developmental experiences and assignments

First, executive development is linked with the future direction of the business.   In the past, IP has been highly centralized, production-oriented, and hierarchical.  Further, the business has been characterized by slow growth, driven primarily by domestic revenues, and based on commodity products such as paper, packaging, and wood.  Dan described that IP’s vision is to centralize some operations, become more customer-focused, and create a team-based, empowering culture.   Moreover, IP has set more aggressive yearly growth goals (six percent), intends to gain more yearly revenue from international markets, and focus on value-added, diversified products.   As Dan said, “IP believes it is critical to link development to the business strategy, so leadership talent has the right experiences and learns the right stuff.” 

To this end, IP, in collaboration with Lominger Limited, Inc., developed a Senior Leader Competitive Edge Profile, which is a strategically-aligned, future-focused target profile.  The profile consists of 29 core competencies, clustered into three themes: Making Things Happen with the Business; Making Things Happen with People; Making Things Happen with Yourself.  ED has created job profiles, which highlight competencies necessary to succeed in various positions. The profiles distinguish which skills are most necessary at different levels of the organization; for example, an individual contributor will need competencies associated with getting his or her work done, working with others, and knowing his or her job; whereas a first-line manager should have competencies aimed at managing the work, working through others, and being personally effective.   

Dan underscored the need to integrate development with other people systems. The integration of various systems—i.e., job profiling, developmental plans, feedback, performance reviews—creates synergy and cohesiveness necessary to effectively develop people.   In addition, incorporating multiple talent reviews—at the facility, segment, group, and executive office levels—ensures accurate individual competency assessment and information needed to guide development actions.     

Integrating talent reviews with executive staffing, for example, is imperative to successful succession planning.   An empowered executive staffing function ensures effective control over the entire development process, making it a reality, Dan asserted.  IP’s executive development function has gained credibility at “people reading.”

Finally, in an effort to manage and record assignments, thus ensuring that hipos get the right assignments, modeling/coaching, and coursework, IP, again in conjunction with Lominger Limited Inc., developed an Experience Inventory Tool (EIT). The Executive Office, utilizing the EIT, can monitor and identify the best candidates for key leader positions, which assignments will best mold their competencies, and measures the effectiveness of assignments in building their skills.  Tomorrow’s IP required leaders with “Competitive Edge Profile Behaviors,” that are learned through developmental assignments, such as start-up, turnaround situation, and heavy strategic assignments.  

The EIT’s primary usages are to:

· Record and categorize the work experiences of IP’s high potential talent

· Guide job and task assignments

· Use in coaching and counseling of talent

· Execute assignment management in a thoughtful, planned manner–not left to chance

In order to ascertain jobs and task experiences that gain core competencies, interviews were conducted with hipos, outlining their work histories, beginning with their first jobs as individual contributors.   The interviewers then categorized these jobs, tasks, and challenges and entered them into a database that could accurately track experiences. HR professionals can update the inventory as job changes are made, allowing the individual to see his/her existing skill set and competencies against an overall set of possibilities.  Jobs are matched to core competencies; for example, experience in a start-up situation teaches “learning on the fly.”  The time that hipos were in each job is coded as either significant, defined as 18 or more months on the job, or meaningful, less than 18 months.   

EIT’s information has proven valuable to the Executive Development function at IP.  The tool links experiences to individual behavior, shows clearly which skills and competencies an individual has and does not have, and allows senior management and executive development professionals to more accurately assess their people’s talents.  Dan acknowledges the need to take EIT to phase II of development: EIT offers excellent insight into the current status of people’s talents by considering past experiences, but, to be maximally effective, the tool should provide information about where people’s talents should be, or what experiences they should have in order to advance up the corporate ranks.

Appendix A: Additional Roundtable Highlights

· A few organizations’ members face alternative issues because, in contrast to other organizations facing under-funded leadership development budgets, their budgets are well funded relative to other departments within their organizations; these members feel tremendous pressure to generate solid revenue models and outstanding results.

· Benchmarking:  Members continually seek “best practices” as a means to enhance systems and tools.  

· Evaluation: Members cited the use of ROI and other valuation follow-ups as methods of assessing the impact of training programs.

· Retaining “star” employees is a critical consideration for organizations in any economic environment.

· Some organizations are headed by technically savvy leaders whose business acumen is immature.  Members face the dual challenge of encouraging these leaders to gain additional competencies and develop others’ competencies as a means of leaving a lasting legacy.

· 360-degree feedback has shown positive results in producing new executive and managerial behaviors.   

· By orchestrating a “meeting of the minds” in which pressing issues were explored “real time,” one member organization fostered a “discovery model” of developmental learning.   The effort resulted in the collection of rich data upon which future leadership development initiatives can grow and flourish.  The inclusion of several key decision making groups, the sponsorship of senior leaders, and the promotion of an environment in which participants allowed themselves to be vulnerable were critical success factors. 

· Talent relationship management continues to be an important agenda item.   How do we invest properly in our “stars” and learn from their behaviors? Do our performance reviews include open discussion of who our stars and “strugglers” are?  How do we create a culture in which both stars and strugglers alike strive to improve their respective performances?  

· Of utmost importance in career management, as noted by Professor Tim Hall, is that individuals adapt new competencies, continually search for new learning opportunities, and constantly assess their own strengths and weaknesses. 

· Developing leaders for succession planning without taking them away from their jobs can be a balancing act.   

· In cultures which value and reward individual performance, finding team players who know how to make those around them better is a trying task.   “We want more people like Larry Bird,” asserted one member.

· “Mini-MBA” programs and functional excellence programs have been developed by leading organizations in an effort to build broader-based, business-savvy leaders.   One member organization, characterized by conflict and intimacy avoidance, has focused on developing people’s capacity to give candid feedback and demonstrate more effective listening skills.   The effort has gained widespread attention as participants are experiencing positive identity change.

· Several members discussed the challenges associated with developing effective internal development trainers.  How do we best “train the trainers”? 
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Delivering effective executive/management development in an economic recession is a particularly difficult challenge.


Enhancing and accelerating executive development systems and initiatives once a firm foundation has been laid are at the top of many member organizations’ agendas. 


Leveraging web-based technology is an increasingly prevalent strategic advantage.   


Fostering an environment which supports a work/family balance is a critical endeavor for member organizations. 
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