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Digital
The impact of automation
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Up to 45% of all work activity could be automated

Managers work:

23% Automatable
Chief Execs work:

25% Automatable

Analysis of 750+ occupations (USA) estimates up to 45% of all work activity could be automated 
now, with currently demonstrated technology. Four Fundamentals of Workplace Automation, McKinsey Quarterly, 
November, 2015
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Digital
It’s happening, now
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25th May, 2016

Copyright © 2016 Accelerance



Digital
Empowered productivity

INDUSTRIAL  ENTERPRISE

OPERATIONAL EXCELLENCE

DIGITAL ENTERPRISE

AGILE INNOVATION

‘REAL WORLD’ ENTERPRISE

EMPOWERED PRODUCTIVITY

Leadership and Culture

From ‘operational excellence’ to ‘agile innovation’?… From directive 
to facilitative leadership?… Leaders have to be good at both.

The drive for operational excellence will not go away. Leaders have to optmise a culture of 
freedom (for innovation, collaboration, speed etc.) and control (for consistency, quality, scale etc) 
for empowered productivity in a digitally liberated world.

Leadership and Culture Leadership and Culture
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Digital
New leadership spectrum
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Show
and
tell

Involve
and 

collaborate

Explain
and

guide

Delegate 
and

support

Inspire
and

encourage

Watch
and
learn

Join in
and

create

Practice 
and

perfect

Initiate
and

step up

Imagine
and

create

DIRECTIVE LEADERSHIP BECAUSE WE NEED

CONTROL FOR SCALABILITY

FACILITATIVE LEADERSHIP BECAUSE WE NEED

FREEDOM FOR INNOVATION

LEADERSHIP FOR EMPOWERED PRODUCTIVITY

VERSATILITY ACCORDING TO THE CONTEXT
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Digital

• Like the industrial revolution, digital transformation is happening faster than human 
adaptation to it

• In many companies, the established culture of operational efficiency/command and 
control makes the transition to agile innovation harder to make.

• The challenge for experienced leaders involves their personal transition from 
directive to facilitative leadership… and the ability to do both

• From a digital perspective, leaders need:
⁃ Strategic awareness (long and wide) of the value-adding potential of digital for their 

sector’s product/service/customer experience

⁃ The versatility to lead with ‘freedom for innovation’ within a framework of ‘control for 
scalability’… and to know when and how to do both.

⁃ Use data and analytics to inform and substantiate business decisions

⁃ Ability in critical thinking, problem-solving, judgement and argument 

⁃ Ability to learn and perform with speed, at the same time
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Human
Human motivation
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People want to do work they care about, for organisations who care 
about them, knowing that’s how you achieve great things, together.

Earning the support of talented people isn’t easy. Leaders need to to know how to….. engage 
people, earn their support, create value together, and change people’s lives for the better.
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Human
Corporate credibility

Page 8

Companies are adapting traditional practices to meet the employee 
need for credibility.
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Human
Inclusivity
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Differential investment in selected talent groups is shifting to inclusive 
investment in all employees
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Human
Hard to engage?
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Despite compelling evidence for the business benefit of engagement, it 
remains low and hard to improve.

In top quartile companies, Gallup’s survey records 70% ’engaged’. In addition to corporate features of the employee 
value proposition, individual leaders have a huge impact on engagement. Is leadership development doing enough 
to help leaders learn how to engage their teams?
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Human

• Corporate success is a human achievement

• But performance management, talent management and employee engagement 
lack a human touch.

• Employees expect organisations to be in touch with prevailing social and cultural 
values, of their country and their generation.

• From a human perspective, leaders need:
⁃ An awareness of global social and cultural values that shape the expectations of customers 

and employees

⁃ A social conscience, based on empathy, humility and compassion, that informs and guides 
the reason they want to lead

⁃ Self-awareness in relation to social, cultural and corporate values

⁃ Vivid appreciation, evidenced in their everyday action, that performance management, 
talent management and engagement hinge on their ability to hold personally meaningful, 
relevant and productive conversations
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‘People are more creative, productive, committed, and collegial in their jobs when they have positive inner work lives. But it’s not just 

any sort of progress in work that matters. The first, and fundamental, requirement is that the work be meaningful to the people doing it.

…your smallest actions pack a wallop because what you say and do is intensely observed by people down the line. A sense of 

purpose in the work, and consistent action to reinforce it, has to come from the top.

As an executive, you are in a better position than anyone to identify and articulate the higher purpose of what people do within your 

organization. Make that purpose real, support its achievement through consistent everyday actions, and you will create the meaning 

that motivates people toward greatness. Along the way, you may find greater meaning in your own work as a leader.’

Teresa Amabile and Steven Kramer, McKinsey Quarterly, January 2012

TERESA AMABILE

Professor of Business Administration and a 

Director of Research

Harvard Business School

Purpose
Gone missing?

In the chaotic welter of leadership competences, what happened to 
the fundamental requirement of leadership – an idea worth following? 

The most successful leaders have a big idea, a purpose worth achieving, that others want to help 
bring about. Through the intense focus on competences, behaviours and values, in the definition 
and development of leaders, we look at their ‘how’, not the greatness of their ‘what’.
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Purpose
Purpose really matters

We do not follow the person alone… We follow the person and their 
big idea. Leaders need to know what theirs is, and be able to explain it.

Of course, employees do follow others for ‘who they are’. It matters a great deal. But if meaning and 
purpose are the greatest motivators, leaders at every level should discover and detect what their 
purpose is, know how it adds value, and explain it frequently and with passion, to those they lead.
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Purpose

• Leaders need to assist in providing meaning and purpose at work.

• And encourage future leaders to develop a purpose of their own.

• It’s the greatest asset leaders bring to work. Why are we overlooking it?

• From this perspective, leaders need to:
⁃ Understand the incremental advantage of a purpose beyond competences

⁃ A social conscience, based on empathy, humility and compassion, that informs and guides 
the reason they want to lead

⁃ Self-awareness in relation to social, cultural and corporate values

⁃ Vivid appreciation, evidenced in their everyday action, that performance management, 
talent management and engagement hinge on their ability to hold personally meaningful, 
relevant and productive conversations
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Voice
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Everything leaders do, they do with their voice, in their written and 
spoken word. But we don’t develop it. Hardly at all.

At the same time, the corporate focus on narrative, story, language and conversation is increasing. 
The development of leadership voice as the leader’s primary asset deserves a little more attention.



Voice
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Everyday leadership does not have the neatness of a book or a 
competency framework. Formal and informal, leadership comes 
through our written and spoken word.

Like learning, given its universal importance, the development of leadership voice is not given 
much attention. But leaders depend on it. 



Voice
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• Our voice is as unique as our fingerprint.

• It identifies who you are, how you are and what you stand for.

• Employees are influenced by what leaders say and how they say it.

• From this perspective, leaders need to:
⁃ Be aware of their own voice and how others hear and read it.

⁃ Know how to use conversation to engage and take others with you.

⁃ Be conversant with the corporate narrative, especially in leading change.

⁃ Recognise their role as an author of the corporate story, ensuring projects and priorities 
are aligned with the plot using language that builds collective understanding.

⁃ Play their part as a lead character, narrator, editor and director.

⁃ Encourage future leaders to learn how to use their leadership voice effectively



How should Leadership 
Development adapt?
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On-the-job matters most
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Executive and leader development is more effective ‘on-the-job’ than 
anywhere else.

And we know that leaders who are effective in developing their teams achieve up to 25% more 
productivity than those who don’t. The argument for leader-led development is not just about 
development, it’s about performance.
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Focused?
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70% 20% 10%

This is what 70 – 20 – 10 looks like.

Leader-led development covers all this.

10%90%

In many companies, the investment in leadership development is the other way around, focused 
on a training event. To develop capability and improve performance, integrated solutions have 
more business impact. However, supervising leaders are often under-supported, under-engaged 
and under-committed for the role we would like them to play.

Effective development looks more like this
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Connected
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Knowledge used to be in the ivory tower. Now, everything is online, at 
our fingertips.

Learning used to be something to do on a course, or reading a book. Now, learning is ‘in-the-
moment’, it’s an integral part of performance. What’s more, the ability to learn has been identified 
as the strongest indicator of the potential to succeed. It’s more important than we think.
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Connected
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LEARNING AND PERFORMANCE 
SUPPORT ONLINE

DATA AND ANALYTICS TRACK LEARNER 
BEHAVIOUR AND IMPROVEMENT

INTEGRATED 70 – 20 – 10 SOLUTION
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Learning

• Learning Agility is widely used to differentiate high potential talent. It’s based on a 
diagnostic instrument ($400 per assessment) and with 27 dimensions, it’s not easy 
for line managers and employees to use as a language for learning.

• Researchers at the world-leading Graduate School of Education at the University of 
Bristol asked the question, ‘What makes someone an effective learner?’

• Through years of research, with over 80,000 profiles of people of all ages and from 
all continents, they developed a construct they call Learning Power.

• Learning Power has eight dimensions, described as ‘dispositions’, with definitions 
that are easy to understand and remember.
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With few exceptions, we take the ability to learn for granted. But it’s 
fast becoming a critical differentiator of success. Companies are 
beginning to need a language for learning for all employees.
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Learning power
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I take responsibility for my own learning. I define my 

purpose, understand and manage my feelings, know 

how I learn and plan learning carefully.

I am optimistic, hopeful and confident that I 

will learn and achieve over time. I have a 

growth mindset; I believe I can generate the 

knowledge I need for what I want to achieve.

I am able to work with others, collaborate and 

co-generate new ideas and things. I am able to 

listen and contribute productively to a team.

I am part of a learning community at work, at home, in 

education and in my social networks. I know I have 

social resources to draw upon when I need them.

I want to get below the surface and find out 

more. I am always curious, wondering and 

asking, ‘why?’ and ‘how?’

I make connections between what I already 

know and new information and experience. 

I connect what I’m learning with my purpose 

and the performance I want to achieve.

Mindful Agency

Curiosity

Creativity
I use my intuition and imagination to generate 

new ideas and knowledge. I take risks and play 

with ideas and things to arrive at new solutions.

Sense Making

Belonging

Collaboration

Optimism & Hope

Openness to Learning
I am open, willing and ready to learn. I am flexible in my self-

belief, willing to persist and ready manage any self-doubt. 

Openness to Learning is a necessary pre-requisite for using and 

improving all the dimensions of learning power.
Rigid Persistence Fragile Dependence

Openness to Learning



Always on

Like the helmsman, leaders and employees are constantly ‘reading 
and responding’, learning and performing at the same time.

As routine and now, non-routine jobs are automated, employee effectiveness in complex, novel,  
creative and relational work activities is dependent on their capacity to learn ‘in-the-moment’ in 
order to get things done. Understanding and improving all-employee learning ability will be a 
competitive advantage for organisations that need to adapt and change.
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Pedagogy
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In an annual ranking of The Best Companies for Leadership, top 20 
companies still rely on classroom based learning.

For the development of leadership behaviour, opportunities for face-to-face learning with practice 
and feedback remains a classroom priority, as part of the company’s integrated approach. 
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Pedagogy
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Learning by listening or watching does not improve performance, 
only practice does that. In fact, knowledge alone cannot be applied 
until we make sense of it in our own words and conversations.

As with any practical skill, successful performance is impossible without practice or rehearsal. 
Despite this, a great deal of executive and leader development keeps participants in a passive role, 
listening or watching or talking about what they have heard. 

If companies want leadership development to have an impact on performance, interventions need 
to be much more active in getting participants to practice and perfect the new capabilities 
expected of them.

LEARNFOCUS PRACTICE PERFORM



Experiential Learning
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When we discover or work things out for ourselves, when we are 
engaged emotionally as well as cognitively, when we are allowed to 
experiment in a safe environment... We learn so much more.

The impact leadership development is significantly influenced by its design and delivery. 
Pedagogical methods like experiential learning invite more involvement, ownership and 
accountability. Done well, they increase the potential for improvements in performance.

REVIEW

DO

CONCLUDE

APPLY


