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Why	Leadership	Development	is	Broken	and	
How	to	Fix	it

David	 Rock,	 2017

WHO	ARE	WE?
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A	research-driven	 leadership	institute	with	IP
in	development	since	1998	&	operations	in	24	countries

A	NEW	LANGUAGE	FOR	LEADERSHIP

Research	 					 	• Education			 				• Solutions
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THREE	PRACTICES
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Performance Diversity	&	
Inclusion

Learning	&	
Change

Transform	performance	 by	
lifting	 the	quality	of	
conversations

Move	 the	needle	 on	today's	
diversity	and	inclusion	

challenges.

Accelerate	 and	embed	new	
behaviors	through	brain-

based	strategies
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HOW	WE	PARTNER
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Understand	
the	Research

Research	
Briefings

Build	the	
Strategy

Thinking	
Partnerships

Execute	the	
Strategy

Scalable	
Learning	
Solutions

RETHINK	LEADERSHIP	
DEVELOPMENT
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WHY	RETHINK	 LEADERSHIP	DEVELOPMENT?
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Digital 
learning 

disruptions
7

Impact of leadership 
development continues 

to slide (I4CP)

Pressure on skills: 
leaders have less 
time to do more

Little change in 
leadership 

development for a 
long time

Highly 
inefficient 
process

Leadership 

Development

Transformation
Minimal spend 

for years 

WHAT	WE	ARE	SEEING	IN	THE	MARKET

A	complete	rethink	 around:

1. How	to	define leadership

2. How	to	develop leadership	skills

3. How	to	support	behavior	change

8
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THREE	STAGES	OF	LEADERSHIP	DEVELOPMENT
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Stage	1:	

Redefine	
Leadership

Simple,	 sticky,	
and	relevant

Stage	2:

Build	
Skills

Build	 layered	
and	coherent	learning	

content

Stage	3:	

Embed	
Skills

Give	people	what	they	
need	when	 they	need	it,	
the	way	they	need	it.

STAGE	1:	REDEFINE LEADERSHIP	

Build	a	complete	framework	
with	competencies	broken	out	
at	all	 levels	 of	leadership
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What	matters	
most	is	recall

STAGE	1:	REDEFINE LEADERSHIP	
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LEADERSHIP	COMPETENCY	 FRAMEWORK

Marke t	
Aware ness

C re ate
share ho lder	

value

Care e r	
de ve lopment

Bu ild ing trust	
and 	cre dibility

Imp lementing		
and monitoring	
p roce sse s

Aligning the 	
te am

De cision
making

Task	
e xe cu tion Managing	 time Change 	

management

Level	1 Know	 t he
m ar ket
Be	f am iliar 	 wit h	
new	 pr oduct s 	
and	ser vices
Under st and	t he	
com pet it or
Com plet es 	
com plex	t asks 	
and/or 	pr oject s 	
wit hin	 r equir ed	
bus iness 	and	
Respons ible	
Car e	
par am et er s . 		
Sur f aces 	and	
r esolves 	is sues 	
af f ect ing	goal	
achievem ent . 		
Balances 	
m ult iple	 r oles 	
and	dem ands 	
ef f ect ively.

Under st ands 	and	
descr ibes 	t he	ef f ect s 	
t he	pr oblem 	is 	
having	 on	t heir 	wor k	
and	ident if ies 	
poss ible	 causes .
I nvolves 	m or e	
exper ienced	people	
in	 det erm ining	t he	
most 	pr obable	cause. 	
Meet s 	m ult iple	
dem ands 	and	
comm itm ent s . 		
Pr oduces 	m eaningf ul	
r esult s 	in	 t he	
absence	of 	ext er nally	
im posed	deadlines .

Par t icipat es 	in	 goal	
set t ing	and	is 	 able	
t o	help	 def ine	own	
and	ot her s ’	r oles 	
and	t asks 	t o	m eet 	
comm on	goals .
Accur at ely	scopes 	
out 	lengt h	and	
dif f icult y	of 	t asks 	
and	pr oject s 	and	
develops 	plans 	 t o	
achieve	t hem . 		
Dnt if iesknowledge	
and	skill	
r equir em ent s 	f or 	
t eam 	and	is 	able	 t o	
f acilit at e	gap	
analys is 	 and	car eer 	
planning.
Places 	t eam 	
m em ber 	
developm ent 	as 	a	
ver y	high	 pr ior it y	
in	 own	 wor k.

Par t icipat es 	in	 goal	
set t ing	and	is 	 able	 t o	
help	 def ine	own	 and	
ot her s ’	r oles 	and	 t asks 	
t o	m eet 	comm on	
goals .
Coor dinat es 	t he	
act ivit ies 	of 	sever al	
people/ 	 and/or 	
disciplines 	 t o	 m eet 	
agr eed	upon	bus iness ,	
pr oject 	and	
Respons ible	 Car e	
goals . 		Helps 	 ot her s 	t o	
r em ain	f ocused	on	key	
wor k. 		
Sur f aces 	and	
f acilit at es 	r esolut ion	
of 	is sues 	and	 bar r ier s 	
af f ect ing	t eam 	and	
pr oject 	per f ormance. 		

Can	det erm ine	and	
pr ior it ize	t he	 wor k	t o	
be	done	 t o	m eet 	
bus iness 	pr ior it ies 	 and	
align	 own	 and	ot her s ’	
goals 	wit h	 t hese.
Adjust s 	goals 	 and	plans 	
based	on	 per f ormance	
dat a	and	changing	
bus iness 	needs . 	
Appr opr iat ely	
r epr ior it izes 	new	 wor k	
dem ands 	against 	
cur r ent 	pr ior it ies .

Def ines 	bus iness 	
pr ior it ies 	in	 line	
wit h	 NCC	
s t r at egy	and	
ass igns 	r esour ces 	
in	 alignm ent 	wit h	
t hem .
Tr ans lat es 	
or ganizat ion's 	
goals 	int o	
pr ocess 	goals . 		
Evaluat es 	
ef f ect iveness 	of 	
goal	 set t ing	and	
planning	 t o	m eet 	
bus iness 	
pr ior it ies . 		

I s 	acknowledged	
as 	an	exper t 	
ins ide	 and	
out s ide	t he	
com pany	in	one	
or 	m or e	t echnical	
ar eas 	cr it ical	t o	
NCC’s 	 bus iness 	
success .
I s 	widely	
accessed	as 	an	
exper t 	r esour ce	
wit hin	 t he	
bus iness 	or 	
com pany.
Rapidly	 develops 	
exper t ise	in	 new	
ar eas .
Ment or s 	ot her s 	
t o	ensur e	
ef f ect ive	t r ansf er 	
of 	t echnical	
knowledge	 in	
ar eas 	cr it ical	t o	
bus iness 	success .

Com plet es 	
ass igned	t asks 	in	a	
t im ely,	 saf e	and	
accur at e	manner ,	
over com ing	
dif f icult ies 	 along	
t he	way. 		
Engages 	ot her s 	as 	
appr opr iat e	t o	
help	 over com e	
bar r ier s 	t o	t ask	
com plet ion. 		
Manages 	t im e	
and	act ivit ies 	 t o	
complet e	t asks 	as 	
r equir ed.
Knows 	 and	
applies 	 t he	
Respons ible	 Car e	
guidelines 	 t hat 	
apply	 t o	t heir 	ar ea	
of 	wor k. 	

Gat her s 	and	
analyzes 	dat a	t o	
develop	 alt er nat ive	
appr oaches 	t hat 	will	
pr event 	
per f orm ance	
det er ior at ion	and/or 	
im pr ove	bus iness 	
r esult s . 		
Develops 	 and	
applies 	 cr it er ia	t o	
det erm ine	t he	best 	
int er vent ion/solut io
n. 	
Par t icipat es 	in	
developing	 an	
im plem ent at ion	plan	
t hat 	includes 	t he	
ident if icat ion	 of 	
pot ent ial	r isks 	t hat 	
m ay	ar ise	when	
im plem ent ing	t he	
select ed	
int er vent ion. 	

Knows 	 when	and	
how	 t o	engage	
ot her s 	in	pr oblem 	
solving.
Ass is t s 	in	
ident if ying	 and	
evaluat ing	
alt er nat ive	
solut ions . 	
Ass is t s 	in	
im plem ent ing	t he	
chosen	solut ion( s ) 	
and	evaluat ing	
r esult s . 	

Level	2 Diplom at ically	
r aises 	and	seeks 	
r esolut ion	of 	
specif ic	concer ns 	
t hat 	m ight 	
impede	success f ul	
im plem ent at ion	
of 	change.

Wins 	t he	suppor t 	of 	
people	 who	 can	
sponsor 	needed	
changes 	in	 t heir 	ar ea	
or 	t he	bus iness 	and/or 	
help	 r esolve	ident if ied	
r oadblocks 	t o	change.

Wins 	suppor t 	f or 	
needed	changes 	
t hat 	will	 benef it 	
t heir 	bus iness 	unit . 	
Ant icipat es 	
r oadblocks 	t o	
cr oss - f unct ional	
change	and	
negot iat es 	skillf ully	
t o	avoid	 or 	r emove	
t hem . 	

Builds 	 and	nur t ur es 	
int er nal	 r elat ionships 	
so	t hat 	cr oss -
f unct ional	change	is 	
pur sued	and	
suppor t ed. 	
Can	negot iat e	skillf ully	
t o	r em ove	m ajor 	
r oadblocks 	t o	
or ganizat ional	 change.
I s 	able	t o	 win	 suppor t 	
and	r esour ces 	f or 	
change	at 	t he	highest 	
levels 	 wit hin	 t he	
com pany.

Can	ef f ect ively	
m aneuver 	t hr ough	
com plex	or ganizat ional	
s it uat ions . 	
Lobbies 	 ef f ect ively	f or 	
comm unit y,	
gover nm ent 	and	
indust r y	suppor t 	f or 	
des ir ed	change.

Diplom at ically	
r aises 	and	seeks 	
r esolut ion	of 	
specif ic	concer ns 	
t hat 	m ight 	
im pede	
success f ul	
im plem ent at ion	
of 	change.

Wins 	t he	suppor t 	
of 	people	 who	 can	
sponsor 	needed	
changes 	in	 t heir 	
ar ea	or 	t he	
bus iness 	and/or 	
help	 r esolve	
ident if ied	
r oadblocks 	t o	
change.

Wins 	suppor t 	f or 	
needed	changes 	
t hat 	will	 benef it 	
t heir 	bus iness 	unit . 	
Ant icipat es 	
r oadblocks 	t o	
cr oss - f unct ional	
change	and	
negot iat es 	skillf ully	
t o	avoid	 or 	r em ove	
t hem . 	

Builds 	 and	nur t ur es 	
int er nal	 r elat ionships 	
so	t hat 	cr oss -
f unct ional	change	is 	
pur sued	and	
suppor t ed. 	
Can	negot iat e	
skillf ully	 t o	r em ove	
m ajor 	r oadblocks 	t o	
or ganizat ional	
change.
I s 	able	t o	 win	 suppor t 	
and	r esour ces 	f or 	
change	at 	t he	highest 	
levels 	 wit hin	 t he	
com pany.

Can	ef f ect ively	
m aneuver 	t hr ough	
com plex	
or ganizat ional	
s it uat ions . 	
Lobbies 	 ef f ect ively	
f or 	comm unit y,	
gover nm ent 	and	
indust r y	suppor t 	f or 	
des ir ed	change.
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LEADERSHIP	COMPETENCY	 FRAMEWORK
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LOTS	OF	IDEAS	BUT	ONLY	SOME	“STICK”
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NLI’S	HYPOTHESIS	ON	WHY	WE	DO	THIS

• Leaving	anything	out	feels	risky

• Multiple	 stakeholder	groups	get	involved

• It’s	 difficult	 to	be	simple
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HOW	MEMORY	WORKS
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Working
memory

Limited	 capacity	

Easily	 tired

Requires	attention	
and	effort

Long-term	
memory

Unlimited	 capacity

Retrievable

Inf luences	behavior
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HOW	SIMPLE	DO	WE	NEED	TO	BE?
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Easily	storable	in	
audio	working	

memory

Short,	low	
cognitive	load	to	

process

Yet	 rich	enough	to	
evoke	 meaning:

’Execute’	 vs.	 ‘Execute	
with	urgency’

THE	NON-OBVIOUS	POWER	OF	STICKY
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Used	
regularly	 by	
accident

Applied	to	
unanticipated	
contexts	 as	
generalized	

rules

Has	 deep	
impact	due	to	
chunk	size
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THE	NON-OBVIOUS	POWER	OF	STICKY

• The	 likelihood	of	language	being	used	correlates	
directly	 with	how	recallable	it	is	under	cognitive	load

• The	 more	language	 is	used,	the	more	it	serves	 to	
prime behavior	in	self	and	others.
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A	BIG	IDEA….

Culture	 change	may	correlate	 directly	
to	how	 regularly	 a	set	of	ideas	 are	

mentally	 animated.
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THE	MINDSET	SHIFT

FROM:
Trying	 to	cover	
everything
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TO:
Thinking	

realistically	 about	
what	can	be	
recalled

TYPES	OF	LEADERSHIP	MODELS

Alias Who What How
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THE	BIG	QUESTION…

What	do	leaders	most	need	
reminding	about,	most	often,	

in	your	organization??
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Provide	an	exhaustive	
menu	 of	training	options

STAGE	2:	BUILD	SKILLS
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Coherence	 and	
layering	are	
necessary	 to	
build	expertise

STAGE	2:	BUILD	SKILLS
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TYPICAL	OFFERINGS	ARE	EXHAUSTIVE	MENUS
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Leadership	Development	à la	carte

Foundations	of	Coaching
2-day workshop

Scenario-Based	Leadership®
1- or	2-day	workshop

Career	Development	Workshop
2-day	workshop

Master	Difficult Conversations
1-day	workshop

Influence	Anyone®
½-day	workshop

Stakeholder	Management
½-day workshop

Performance	Feedback
1-day	workshop

Storytelling	 for	Managers
4-hour	workshop

Emotional	 Intelligence	101
1-day	workshop

Decisive Leadership
1-day	workshop

Strategic Thinking
1-day	workshop

Team	Building
½-day	workshop

Runningan	Effective	
Meeting	for	Dummies
4-hour	workshop

Leadership	Trust
½-day	workshop

Inclusive Leadership
1-day	workshop

Your Leadership	Style,	
Decoded
1-day	workshop

Goal-Settingand
Feedback
2-day	workshop

How	to	Be	Less
Exhausted
2-day	workshop

27© 2017 NeuroLeadersh ip Institute    |

Leadership	Development	à la	carte

Foundations	of 	Coaching
• Coach 	 to 	d evelop 	you r	 team
• 3 	b est	co ach in g	 framewo rks	
• Coach 	 th rough 	h ard 	si tu ation s

Scenario-Based	 Leadership®
• Learn 	 you rs	and 	o thers’ 	 leadersh ip 	style
• Decode	 th e	scenario 	at	 h and
• When 	to 	u se	what	 leadersh ip 	app roach

Career	 Development	Workshop
• How	to 	d evelop 	you rsel f
• How	to 	d evelop 	you r	 team
• Match you r	n eed s	with 	you r	o rgan ization ’s	

oppo rtun i ties

Master	 Dif f icult	Conversations
• Why con fl ict	ari ses
• Learn 	 to 	 read 	 th e	si tu ation
• In flu en ce	with 	3 	p ro ven 	 techn iques

Inf luence	Anyone®
• What o thers	care	 abou t
• How	to 	 recogn ize	 th ei r	u n spoken 	n eed s
• C reate	 po si tive	momen tum

Stakeholder	Management
• Learn what	 stakeho lders	 wan t
• In flu en ce	 th e	p eop le	you 	wo rk	with
• Match 	you r	n eed s	with 	 th eirs

Performance	Feedback
• What kind 	o f	p erfo rmer	are	 th ey?
• How	to 	get	 th e	b est	 respon se
• Bu i ld 	on their	d esi re	 to 	p erfo rm

Storytelling	 for	Managers
• The	 impo rtan ce	o f	 sto ries
• How	to 	create	 a narrative
• Persuade	 o thers	with 	style

Emotional	Intelligence	 101
• What	d rives	p eop le	on 	an 	emo tional 	 level
• How	to 	 recogn ize	 th e	underlyin g	reason s	 fo r	

p eop le’s	b ehavio rs
• P ick	up 	sign als	and 	commun icate	mo re	 effectively	

Decisive Leadership
• The	 impact	o f	p owerfu l 	d ecision -makin g
• What	d rives	ou r	d ecision s
• How	to 	make	 unb iased 	d ecision s

Strategic Thinking
• How	to 	set	 th e	 righ t	d i rection
• Id en ti fy	 facto rs	 th at	cloud 	you r	 ju d gmen t
• Test	 you r	 strategy	 and 	bu i ld 	a	 strong	vision

Team	 Building
• No tice each 	 p erson ’s	 strength s
• C reate	 a	 team	 id en ti ty
• Enhan ce	 co l labo ration 	 th rough 	strategic	

exercises

Running	Meetings	 for	Dummies
• Fo cu s on 	 th e	 righ t	 top ics
• El imin ate	 d istraction s	and 	con fl i ct
• Fin ish 	strong	with 	clear	goals

Leadership	 Trust
• How to 	connect	with 	o thers
• Demonstrate	 empath y
• Be	a	 strong	ad vo cate

Inclusive Leadership
• Recogn ize	 what	d etracts	 from	tru st
• Bu i ld 	a	common 	pu rpo se
• Actively	 empath ize	 and 	co l labo rate	with 	 th e	

who le	 team

Your Leadership	Style,	 Decoded
• Learn 	 what	d rives	 you
• How	you r	 leadersh ip 	style	 impacts	 you r	 team
• Work	wel l 	with 	an yone

Goal-settingand	Feedback
• The	 goal -settin g	 and 	 feedback	 cycle
• Articu late	goals	 th at	d rive	p erfo rmance
• Give	 ju st-in -time	 feedback	 to 	maximize	 resu l ts

How	to	Be	Less	 Exhausted
• Get	mo re	 sleep
• Eat	 wel l 	and 	stay	 fi t
• Stop 	 takin g	 redundan t	 leadersh ip 	d evelopmen t	

classes
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YOU	THINK	YOU’RE	MAKING	IT	EASIER
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RECIPE	 FOR	SUCCESS:	FOCUS	ON	THE	ESSENTIALS
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NEUROSCIENCE	AS	OPERATING	SYSTEM

Many	concepts	are	redundant	when	considered	according	to	
neuroscience	vs.	organizational	behavior.
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PARADIGM	SHIFT

FROM:
Concepts	 taught	10	

different	ways
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TO:
Coherent,	

layered	 learning

Trust Build team identity

Connect with others

Act inclusively

Demonstrate 
empathy

Develop deep 
relationships

Influence your team

Threat	and	
Reward

Social	Threat	
and	Reward

In-group/
Out-group

Warmth	and	
competence

Encourage collaboration

Manage conflict
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A	COHERENT	 SCIENCE-BASED	 OPERATING	 SYSTEM
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Different Applications

Common Language

Common Theory

BIG	PICTURE:	COHERENCE
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3 4

Coherence: Every	part	fits	together
Every	 recall	re-embeds	the	whole	map

Decoherence: The	brain	eventually	discards	the	map

MINDSET	SHIFT

FROM:
A	wide	menu	of	
options	with	high	

autonomy
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TO:
A	focus	on	

coherence	and	
layering

BUILD	SKILLS:	IMPLICATIONS

1. Focus	on	essential	 skills	 needed	now

2. Be	vigilant	 about	coherence	and	layering

3. Build	on	a	common	operating	system	

36© 2017 NeuroLeadersh ip Institute    |
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STAGE	3:	EMBED	SKILLS
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Program	participation	
equals	behavior	change

STAGE	3:	EMBED	SKILLS
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David says: Make this bold 
and dramatic

Build	habits	over	
time	 through	
multiple	 learning	
strategies

EMBED	SKILLS:	IMPLICATIONS

1. Formal	learning	 is	still	 important
• But	 change	 is	what	happens	 after	 the	learning	 event

2. Use	tools	weaving	insights	 into	workflow	

3. Always	follow	the	science	of	learning

39© 2017 NeuroLeadersh ip Institute    |

HOW	TO	CHANGE	BEHAVIOR

Push	model Pull	model

© 2017 NeuroLeadersh ip Institute    | 40

• Formal	learning
• Action	learning	
• Stretch	assignments
• External	courses

Learn	à Change

• Just-in-time	tools
• Systems	embedded	

content

Change	à Learn

+
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EMBED	SKILLS:	IMPLICATIONS

1. Formal	learning	 is	still	 important
• But	 change	 is	what	happens	 after	 the	learning	 event

2. Use	tools	weaving	insights	 into	workflow	

41© 2017 NeuroLeadersh ip Institute    |

ALWAYS	FOLLOW	THE	SCIENCE	OF	LEARNING

© 2017 NeuroLeadersh ip Institute    | 42

GUIDING	PRINCIPLE

To	change	a	culture	-
define	your	objective	as	a	set	of	habits

43© 2017 NeuroLeadersh ip Institute    |

HOW	MANY	HABITS	CAN	WE	CHANGE	AT	ONCE?

New	behaviors	require	conscious,	
deliberate	effort.	

The	brain	process	is	slow,	serial,	and	
limited	by	working	memory.
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3/23/17

NeuroLeadership Institute 2017 
www.NeuroLeadership.com All rights 
reserved. Do not replicate or share. 12

OPPORTUNITIES	AND	ANNOUNCEMENTS
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RESEARCH	BRIEFINGS

Dive	 into	the	 research,	 develop	your	talent	team

• Fix	Leadership	Development
• Break	Bias
• Improve	Feedback
• Rethink	Learning
• Establish	Growth	Mindset
• Transform	Performance	Management

Schedule	a	Briefing	Today:
Visit	 neuroleadership.com or	
email	northamerica@neuroleadership.com
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THE	NLI	SUITE	OF	SOLUTIONS
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Coming soon…

PERFORMANCE	MANAGEMENT	 SUMMIT

48©2016 NeuroLeaders hip Insti tu te      |

June	13			|			Santa	Clara,	CA
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2017	Summit	– hold	the	date

Visit summit.neuroleadership.com

DEVELOP	YOURSELF

Learn	 cutting-edge	 research-based	 tools 	 and	 skills 	to	
help	 you	 effectively	 coach	others ,	 in	 any	s ituation.	

New	York	City starts	May	9th,	2017
Toronto starts	June	7th,	2017

Register: neuroleadership.com/education

Questions?	
mikedepietro@neuroleadership.com
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DEVELOP	YOURSELF

This	virtual	program	starts June	26,	2017

Register: neuroleadership.com/education

Questions?	
mikedepietro@neuroleadership.com

Take	 a	comprehens ive	 dive	into	 neuroscience	 research	
and	 theory	 and	 broaden	 your	 impact	 as 	a	leader,	 from	
anywhere.
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Thank	you.


