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OVERVIEW

A traditional global glass and metal packaging 
organisation which was comfortable in a command and 
control environment,  which valued production over 
people, and fuelled status over relationships was stuck 
on what and how to create leaders for the future.

A leadership revolution which places value on human 
and organisation growth was critical. A systemic and 
collaborative process was designed and delivered.

CHALLENGE

The existing leadership culture was confused, existing 
behaviours did not reflect organisation values of Trust, 
Teamwork and Excellence.  There was confusion about 
what good leadership looks and feels like across the 
organisation of 26,000 employees.  

The corporate leadership behaviours were viewed as 
irrelevant to daily leadership behaviour reality.   They 
needed validating and integrating as useful guardrails to 
enable day to day leadership habits.

The top team had identified the problem, however they 
were reticent to get involved, they wanted a ‘training 
programme’ to fix the issue.  The team were comfortable 
to invest money, but not so comfortable to invest 
themselves, without this, any programme or approach 
would fail. 

A historic set of cultural norms was driving senior leader 
behaviour and actions away from the solutions needed 
for organisation success in the long term.  Existing leaders 
were focussed on themselves and building empires, 
rather than people and the organisation.  Leaders 
needed fast solutions but were unwilling to share the 
problem or ideas.  Succession pipelines were weak and 
internal mobility opportunities poor.

The empire building attitudes were an accepted 
indicator of leader status and geographies conveniently 
drove a silo and divisional climate.  We needed the 
learning process to drive and value social networks and 
for leaders to be accountable for nurturing relationships

Lazy development conversations lacking in rigour and 
personalisation derailed a leader’s career and equipped 
leaders to be complacent about the future and their role 
in it. 

The legacy of traditional, stand alone and ‘knowledge 
heavy’ leadership development trainings was the 
expectation to create leaders of the future, ironically 
the existing approach was driving against the desired 
behaviours of agility, accountability, authenticity.  The 
stale and generic leadership development design 
was detracting new recruits and fuelling a forecasted 
skills shortage, we needed a refreshed and energising 
philosophy.

All of these behaviours resulted in weak leadership 
succession pipelines for critical roles, poor communication 
across geographies and business units, leaders not 
developing leaders, potential leaders with no route for 
development and lack of unity of what great leadership 
looks like.  This provided the burning platform for change.  
We needed to build capability for the future not the past. 

The top team needed a solution to develop leaders for 
the future. 

The challenge was to design and deliver a systemic and 
multi-faceted experience, capable of igniting individual, 
team and organisation growth, which reflected our 
core values and one which the top team endorsed and 
valued.  

EXCELLENCE IN DEVELOPMENT INTERVENTIONS
WINNER
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APPROACH

Introduction

The design of the leadership development programme 
began with ensuring the process itself exhibited the 
desired behaviours of our future leaders. This required 
the application of a range organisation psychology 
practices; Organisation Development, Leadership 
Development, Systemic Design and Action Learning 
were significant anchors.  The aim was to simultaneously 
develop the individual, the team and the organisation 
resulting in contributing to organisation strategy and a 
leader community which would remain active once the 
programme had closed. We wanted to drive participation 
and involvement in the design and experience. 

It Started with Stakeholder Intimacy & Involvement

Key stakeholders were mis-aligned on what the learning 
experience of leaders should look like.  We needed to 
create a cohesive vision, involvement and their trust. 
To stimulate new thinking and dialogue key research 
was shared on leadership programme design and the 
benefits of OD practices.(McKinsey Why Leadership 
Programmes Fail, Hays 2014 Global Engagement report, 
Rita McGraths Seeing Around Corners, Action Learning 
and 70:20:10 models.)

Programme Design

A programme of bite sized content pieces were 
wrapped with a variety of interventions to achieve the 
aim of developing the individual, team and organisation.  
There were seven interventions; 

1. Individual Leadership Development and Journaling

2. Team Organisation Challenge

3. Mentoring with Snr Leaders

4. Learn and Discuss

5. Networking in Trios and 121’s

6. In-Work Application Actions

7. Line Manager Involvement

Programme Launch

To kick start the programme, we asked the senior 
stakeholder team to participate and facilitate in a face 
to face Masterclass.  The event asked them to share their 
wisdom and experiences on being a leader, these were 
aligned against the leadership behaviours.   Leaders 
showing vulnerability, helping others to learn and visibly 
working together was ground breaking and caused 
significant excitement across the organisation. 

Individual Leadership Development Plan

Getting serious about a leaders strengths and aspirations 
was essential. All participants were supported with 20 
hours of coaching using OPQ, MBTI, 360 feedback to 
help craft their leadership objectives, they would work 
with this plan throughout the programme.  

Team Organisation Challenge

Multi-functional and cross geographical teams were set 
up for the duration of the programme.  

Each team worked on a real organisation challenge or 
opportunity and presented recommendations to the 
top team at the closing of the programme.  This also 
provided the context to observe themselves as a team.  
Each Team identified which behaviours were important 
to them to perform, they self-assessed their performance 
regularly acting as stimulus for honest discussion and 
solutions.

Social & Relational; Mentoring, Learn & Discuss, 
Networking

A mix of networks across the cohorts and organisation 
created a co-evolving micro-climate.  Participants 
had coaches, mentors, peer networks, triage’s, line 
managers to support them.  Time was dedicated to build 
relationships and understand the perspective of others.  
Mentors were from across the organisation, spinning the 
network web even wider.  Participants had autonomy 
on how they interacted with the systems, encouraging a 
deeper sense of ownership in building relationships. 

In-Work Application Actions

Powerful ‘Leadership Moments’ were designed and 
offered to participants. Individuals were asked to 
experiment with the ‘leadership moment’ with their real 
teams, and observe the impact.  This was discussed and 
lessons drawn with the network.  Extremely powerful 
forum for leaders to learn from leaders.  
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Line Manager Involvement

To avoid line managers being unaware or unsupportive 
of leader progress, all line managers were involved 
in updates and participants shared their experiences 
aligned with development plan. 

Knowledge Sections Were Bite Sized and Discussion 
Based

Content across strategy and people leadership 
techniques, including; psychological safety, unconscious 
bias, enterprise leadership, executing strategy, high 
performing teams.

Effective Learning Model

Measuring the intervention hours ensured the right 
balance was achieved.

OUTCOME

Each programme applied ‘pre-during-post’ evaluation 
to gauge the experience, learning adoption and 
impact.  Evaluations were Linkert and qualitative, with 
anonymised results shared across the programme 
community and stakeholders. 

MOST SUCCESSFUL

Leadership Pipeline Strengthened

Twelve months following the programme 60% of the 
participants had been promoted. This was attributed to 
the attitudes derived from the programme experience.  

Learning: Organisation strategy and a long term 
lens needs to be core to leadership development 
programme design.  This drives the criticality of multiple 
stakeholder involvement and design input.

Organisation Impact

Team challenges recommending on organisation issues: 
the Plastics Crisis, Customer Service Centricity, QR Codes 
for Consumer Sustainability Awareness resulted in the 
continuation of the projects and their alignment with 
strategy.  

Learning: Using the organisation reality as the context 
for individual development adds value and opportunity 
for ROI measures and stimulates diverse thinking to 
challenges. 

Individual Impact

A 65% increase on self-awareness and impact as a 
leader was recorded.

Question: Leadership Self Awareness: How aware are you 
of your impact as a Leader?

Pre-Programme

Post Programme

Leadership Behaviour Awareness

A 41% increase in participants ‘usually’ using the 
corporate leadership behaviours was recorded 

Learning: Continually applying and demonstrating how 
the behaviours could support in continuation of personal 
growth, activated their value.

Question: How often do you use the Leadership 
Behaviours as a reference for your leadership 
development? 

Pre-Programme

Post Programme
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Broadening Organisation Networks

Breaking down silos and encouraging a sustainable 
collaborative global leadership community was a key 
success.  Networks in multiple countries increased by 30%. 

Learning: Building networks and coaching were rated 
as the highest value.  People need the space, time and 
encouragement to discuss their experiences to make 
sense and internalise their learning.

Question: What best describes the range of your current 
leader network in the organisation? 

Pre-Programme

Post-Programme

LEAST SUCCESSFUL

Online Learning

Additional e-learning materials supported the content 
structure at significant extra cost.  A 40% uptake on 
accessing the materials was recorded.  Verbatim 
comments suggested the discussions were valued higher 
than individual e-learning sessions.

Learning: E-Learning needs to be carefully positioned 
to add value and contribute to behaviour change.  We 
could have removed this aspect without detriment to 
programme output. 

360 Degree Feedback

The 360 reported as a 4.3/5.0 and was a highlight for the 
participant group. Example comment: “Great session 
and very useful for my learning. I use the knowledge 
every day from it in business environment as well as 
privately.”

Learning: Due to the culture and perception of 360 as 
an ‘corrective’’ tool, participants chose reportees who 
they believed would score them favourably.  More could 
have been done to improve the depth and breadth of 
feedback. 

Why did this work rather than traditional training events?

The multi-faceted design aligned to 70:20:10 gave 
effective balance to the importance of networks 
and relationships, diverse stakeholder involvement, 
individualism and organisation context removing the 
traditional approach of focussing on learning new 
content.  The autonomous and empowered climate 
provided a safe space to experiment and do leadership 
differently.  


