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First: Get Loose  
It isn’t easy to do.  

• Why is it hard for some 

people to connect nine 

dots with four straight 

lines without retracing 

or lifting their writing 

implement? 

 

 

• Because it requires a 

change in the way they 

usually think. 
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Three-line solutions require a change  

in perspective. 
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https://www.inkling.com/store/book/manage-to-lead-peter-digiammarino-1st/
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One-line solutions push norms even further. 

You can change perspective. In non-Euclidian 

geometry all lines are the same line and connect at 

infinity! 
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• Imagine we are an organization that connects dots and 

lines are our cost.  

• How would we maximize dot-connectedness while 

minimizing lines to make the most profit? 

12 points of 

connection with 

no lines 

16 points of  

connection with 

no lines 

Change the Problem 

21 points of  

connection with 

no lines 
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The Seven Truths are powerful. 

 

 

• Management and leadership work together. 

• The truths are simple…disarmingly simple. 

• They facilitate change on any level of system: 
• Personal (e.g., weight loss) 

• Team (e.g., work better together) 

• Company (e.g., enter a new market) 

• Town (e.g., improve attractiveness to commuters who bike) 

• Country (e.g., overthrow a dictator) 

• Each truth drives action. 
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Long-term performance and growth comes with continuous and 

balanced development of actions in accord with all seven truths. 



Get Clear 

Know whose problem 

you solve, how, and how 

well. 

Truth. An organization exists 

to solve a problem for people. 

Action.  
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provides… 

WHAT 

for… 

WHOM 

WHY 

Natural personal  

hygiene products 

Global consumers committed  

to a more sustainable world 

To get quality products that fit lifestyle 

and values at a fair price 
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What does ___________ provide, for 

whom, and why? 

____________ 

provides… 

WHAT 

for… 

WHO 

WHY 



Get Aligned 

Decide what kind of 

leader to be and collect 

followers. 

 

Truth. It takes a team. 

Action.  



Draw a stick-figure of a leader in action. 

 

 

 

 

Discuss it with a person sitting next to you. 

 

 Share one with the full group. 



The Leader’s Job 

Set Direction 

3 

Align Resources Motivate Action 
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The Leader’s Job 

3 

In other words,  

a leader… 

• develops 

• holds 

• nurtures 

• communicates and 

• drives to achieve 

…a vision. 
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Decide what kind of leader to be. 

SERGEANT: follow me 

LEAGUE: team of leaders 

ICON: team carries leader 

HERO: leader carries team 

HERDER: get along 

TEACHER: come along 

http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
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http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ
http://www.youtube.com/watch?v=fW8amMCVAJQ


Tell a person sitting next to you what 

resonates with you about the six leadership 

styles. 

 

 

 



Note that: consistency and predictability add 

to the odds of success. 

 

Select the style to use based on: 

   - Mission,  

   - Talent,  

   - Timing, and  

   - Leader orientation. 
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Align leaders for synergy. 

Team of leaders Each leader has  

aligned followers. 

Each leader’s team 

is pulling in the  

same direction. 

Team of aligned teams all 

pulling in the same direction 

creates a force to be 

reckoned with. 
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Align Leaders for Success 

Boss 

Leader 

Workers 

3-7 top execs aligned to accomplish 

objectives as a cohesive unit: 
• with established relationships 

• with desire, drive, capacity, and competence   

• with complementary skills and compatible orientations 

• with instinct and innate drive to work with each other 

• who give credit for success to everyone else   

• who are driven to grow and empower others over time 

Core Leadership Group 

Leadership Community 



Plan Change 

 

 

Truth. Context matters. 

Decide what must 

change, why, and how. 

Action.  



The Dream 
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The Reality 

At each step, what the 

organization must do 

next to stay on track is 

different in some 

important way than what 

has been done to be 

successful up to that 

point. 

 Adapted from Catlin & Cookman 

Group's Building the Profit Spiral ® 



25 

Turbulence requires action.  
There are three choices of action in the face of growth and 

changing internal and/or external circumstances. 

 

TRANSFORM 

GROWTH 

Change a lot: From time to time you 

need to change a lot because if you 

always do only what you have done to be 

successful up to now, you will surely fail 

(eventually). 

No change: Most of the time, no change 

is the right answer; constant change 

would be chaos and could be disastrous.   

TURBULENCE 

DEATH SPIRAL 

Change a little: Always changing only a 

little leads to “creeping  incrementalism” 

and eventual vulnerability. 

Adapted from Catlin & 

Cookman Group's Building 

the Profit Spiral ® 

http://www.showme.com/sh/?h=N78hmCG
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TURBULENCE 

TRANSFORM 

 

TRANSFORM 

 
TURBULENCE 

TURBULENCE 

TRANSFORM 

 

What must 

change next? 

What must 

change next? 

What must 

change next? 

Leadership must determine  

what is most important to  

change next. 
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Executive off-sites often end with a  

list of initiatives. 

…but do any get completed? 
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What must be done to achieve the Target State. 

Change Framework 
Core leaders, the management team, and future leaders can use the 

Change Framework to determine what to change next.  

 
 

What really good things happen if we change?  

What really bad things happen if we do not change? 

Case for Change 

How things will be 

after the change. 

Target State 

 

What will be hard about implementing the  

actions needed to achieve the target state? 

Barriers 

How things 

are now. 

Current State 



Do & Review 

Take action. 

Review what happens. 

Truth. It pays to pay attention. 

Action.  



Do & Review Cycle 

Annual  

Cycle 

Goal Achieved? 

To do differently  

going forward 

Determine significance  

and impact 

NOW 

WHAT? 

SO  

WHAT? 
WHY?  WHAT? 

Determine why actual  

differs from projection 

Determine  

what occurred 

Monthly  

Cycle 

Are 

results as 

expected? 

Exception 

Process 

Are  

observations  

correct? 

N
o

 
Y

e
s
 

Quarterly  

Cycle 
Verify goal 

 is still right 

What’s  

next? 

Start 

Set goal for  

measures 

Set what  

to track 

D
e
fi

n
e
 S

u
c
c
e
s
s

 
S

tu
d

y
 l

ik
e
 o

rg
s

 



Get Help 

 

 

Truth. No leader succeeds alone. 

Build a board. Retain 

experts. Get a coach. 

Action.  
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Support Structure for Success 

Boss 

Leader 

Workers 

Subject Matter Experts 

Accountability Board 

Executive Coach 

Inside the organization 

Outside the organization 

Peer Group 

Core Leadership Group 

Leadership Community 



Grow 

Grow to increase value, 

impact, and opportunity. 

Truth. Growth is good. 

Action.  



34 

With growth in size and complexity,  

add just enough structure to stay effective.  

Dot.Com 

IBM 

Accenture 

Apple 

Government Agency 

Electric Utility 

X1 

Growth leads  

to less 

effectiveness 

without some 

increase in 

structure. 

X0 

Your Co 

E
ff
e
c
ti
v
e
n
e
s
s
 

Systems & Process Maturity 

HIGH 

HIGH 

LOW 

LOW 
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Someone from  IBM might run Your Co into the 

ground with too much structure too soon. 

Dot.Com 

IBM 

Accenture 

Government Agency 

Electric Utility 

X1 

X0 

Your Co 

E
ff
e
c
ti
v
e
n
e
s
s
 

Systems & Process Maturity 

HIGH 

HIGH 

LOW 

LOW 

X2 
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With growth in size and complexity,  

add just enough structure to stay effective.  

Dot.Com 

IBM 

Accenture 

Apple 

Government Agency 

Electric Utility 

Add just enough 

structure to 

maintain or 

increase 

effectiveness. 

X2 

• Larger organizations need  

more structure.   

• In small organizations each 

person does a lot of different 

things. 

• With growth, people need to 

specialize and processes and 

systems are required to get 

things done well. 

X1 

Growth leads  

to less 

effectiveness 

without some 

increase in 

structure. 

X0 

Your Co 

E
ff
e
c
ti
v
e
n
e
s
s
 

Systems & Process Maturity 

HIGH 

HIGH 

LOW 

LOW 



Focus 

 

 

Truth. It’s OK to do what you 

like and are good at. 

Act intentionally,  

persist variously. 

 

Action.  
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Doing too many things lowers the  

odds of success for each of them. 

PROs 

• Working on many things should increase 

the odds that something goes right. 

• If nothing goes right, you can blame it on 

being too busy. 

• Time is spent based on interrupts from 

email, texts, tweets, calls, conversations, 

knocks on the door, etc. 

• Often feel like a “hero”. 

CONs 

• Goals are not met because each gets too 

little time, attention, and effort. 

• Work real hard but get little done. 

• Get tired, lose confidence, feel ineffective. 

• Inflated sense of self importance. 

2 1 3 n 
… 

PROJECTS 
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Focus increases the odds of success. 

1 
 

 

 

 

 

 

 

 

 

                                 

… 

• Sort projects in priority order. 

• Spend all time on highest priority project until one more 
hour does not raise the odds of success.  Assign the rest 
to others, stop doing, or defer. 

• Guarantee that if things don’t work out another project 
will be assigned…and if that one doesn‘t work out yet 
another will be assigned and so on. 

• If six projects fail then it may be time to look for another 
job. 

• With limited resources, don’t try to get everything right 
but be sure to get something right! 

PROJECTS 
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Distance from center =>  

how developed one is 

in that dimension of life 

Personal Strategy 
 

SELF 

Spouse 

Work 

Golf 
Civic 

Exercise 

Spiritual 

House Stuff 

Friends 
Reading 

Yoga 
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Connecting the dots 

shows where a person 

is at a point in time. 

4

1 

Personal Strategy 
 

SELF 

Spouse 

Work 

Golf 
Civic 

Exercise 

Spiritual 

House Stuff 

Friends 
Reading 

Yoga 
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Dashed lines show 

where a person 

would like to be 

along each 

dimension. 

 

Flow is achieved 

as one works hard 

to make progress 

in a specific  

area. 

 

SELF 

Spouse 

Work 

Golf 
Civic 

Exercise 

Spiritual 

House Stuff 

Friends 
Reading 

Yoga 

Personal Strategy 
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In order to increase the odds of happiness and top 

performance learn what people like and what they are 

good at so they can be aligned with what they want. 

Good 

At 
Like Want 

Good 

At 
Like Want Value 

The leader’s job is to ask people to do 

what they like and what they are good at 

and also to show them that what they are 

good at and like are indeed valued so  that 

they will WANT to do it. 

Value 

Many people want to do something other 

than what they like and what they are 

good at because they believe others 

think that something else is more valued. 
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Long-term performance and growth comes with continuous and 

balanced development of actions in accord with all seven truths. 



Work Session: Get Clear 
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Get Clear 

Know whose problem 

you solve, how, and how 

well. 

Truth. An organization exists 

to solve a problem for people. 

Action.  
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What does ___________ provide, for 

whom, and why? 

____________ 

provides… 

WHAT 

for… 

WHO 

WHY 
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• WHAT: Career coaching for women unwilling to settle for anything less than 
career happiness.  Help women figure out 1) what they really want to do in 
terms of work...and 2) how to get off the couch and do it.  1-on-1 coaching 
and large scale group coaching programs, tailored honest, supportive, and 
objective guidance as well as worksheets, videos, and training materials 
designed to help them take a leap forward in their careers.   
 

• WHO: Women ages 25-55, who want to wake up and feel happy when they 
think about work.  College educated, smart, and motivated- but trapped or 
stuck in a job, and are wondering why they can't seem to figure their way 
out of it.  Too old for "mentoring" and too young/not on the right path for 
executive coaching.  
 

• WHY: We spend over 3,000 hours a year at work - and if you don't like 
what you do you are often miserable.  With the changing structure of 
corporations, the limited safety net, and the boost from technology, there is 
less reason to stay in a job you don't like - and more push to find out what 
will really make you happy.  The Revolutionary Club is all about helping you 
find YOUR career happiness. 

What therevolutionaryclub.com provides: 

 

http://therevolutionaryclub.com/
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What therevolutionaryclub.com provides: 

 
• WHAT: Career coaching for women unwilling to settle for anything less than 

career happiness.  Help women figure out 1) what they really want to do in 
terms of work...and 2) how to get off the couch and do it.  1-on-1 coaching 
and large scale group coaching programs, tailored honest, supportive, and 
objective guidance as well as worksheets, videos, and training materials 
designed to help them take a leap forward in their careers.   
 

• WHO: Women ages 25-55, who want to wake up and feel happy when they 
think about work.  College educated, smart, and motivated- but trapped or 
stuck in a job, and are wondering why they can't seem to figure their way 
out of it.  Too old for "mentoring" and too young/not on the right path for 
executive coaching.  
 

• WHY: We spend over 3,000 hours a year at work - and if you don't like 
what you do you are often miserable.  With the changing structure of 
corporations, the limited safety net, and the boost from technology, there is 
less reason to stay in a job you don't like - and more push to find out what 
will really make you happy.  The Revolutionary Club is all about helping you 
find YOUR career happiness. 

Answers: WHY 

Answers: WHAT Answers: WHO 

Answer: WHY 

http://therevolutionaryclub.com/
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What Executive Partner provides: 

     

• WHAT: Organizational growth results by taking a results driven 

approach to understand their understanding their organizational 

culture in terms of mission, involvement and adaptability. We help 

leaders develop themselves and others through executive coaching 

and action learning to simultaneously solve organizational challenges. 

We integrate executive teams during transitions, such as on-boarding. 

for... 

• WHO: leaders in organizations at the C-Suite level 

 

• WHY : To help organizations stay agile to meet both the functional 

and people systems in the organization. We believe that 

understanding organization culture identifies the implicit mindset of 

how leaders in organizations realize the potential or limit the potential 

of its members 

Answers: WHY 

Answer: WHY 

Starts to Answer: WHAT.  

What kind of coaching? 

Here we need to know what 

customers believe not what 

you believe. What does it mean for an organization to be agile? 

Any particular size, stage, geography 



Work Session Instructions 

• Open up the W-W-W you submitted ahead of the session. 

 

• With one or two others sitting with you: 

– Walk through your W-W-W. 

– Invite clarifying questions and suggestions for improvement. 

– Switch roles. 

 

• Prepare to share with the full group: 

– An example of one upgrade you made during the exercise. 

– What you noticed from the exercise. 

 

• Those with  no W-W-W or with no one to work with: 

– Study the W-W-W on the next slides. 

– List at least three ways it could be improved.  



52 

What Haines Centre provides for whom, and 

why. 

     
WHAT: Powerful yet easy-to-use solutions to help you set and reach 

organizational goals faster and more effectively in this competitive world, 

based on our Systems Thinking Approach (TM). 

 

WHO: Leaders who envision success for their organizations and 

themselves, and strive to achieve it with the support and engagement of 

key stakeholders. 

 

WHY: Thinking and acting strategically to achieve success is challenging 

in today’s competitive, information-rich world. And it will only get harder 

in the future. We can help you sort it out, make sound decisions and act 

on them consistently to reach and exceed your goals. 
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What WGL Holdings, Inc. provides: 

     

• WHAT: A portfolio of clean and efficient energy solutions such as 

natural gas service and distribution, solar PV, solar thermal, electricity 

supply (both conventional and renewable), combined heat and power, 

fuel cells, and energy efficiency. 

for... 

• WHO: Natural gas distribution is for customers in the DC metro area. 

Competitive natural gas and electricity supply in the mid-atlantic, and 

Distributed generation and energy efficiency on a nation-wide scale. 

 

• WHY: To help customers save money, reduce their carbon footprint, 

and simplify the complex energy choices available to them. 
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What ASP NorCal provides for whom, and 

why. 

 
WHAT: learning and sharing opportunities about the MOST 

relevant, cutting-edge approaches to effective strategy 

development and deployment 

 

WHO: Organizations, Entrepreneurs and Strategy 

Professionals in the SF Bay Area 

 

WHY: enhance individual and organizational success by 

improving the quality and effective alignment of 

organizational strategy and operations 
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What WorldFish incubator provides for 

whom, and why. 

 
• WHAT: Technology to improve efficiency of aquaculture. Assistance to connect 

fledgling businesses to grow.  Learning platform for sharing of series and creating wider 

impact 

• WHAT: Technological input to improve efficiency and reduce environmental impact. It 

also provides assistance on how to plan, organise and structure fledgling businesses 

into an investor ready state. 

 

• WHO: Poor farmers and actors in value chains for aquaculture products 

• WHO: Poor farmer producers and other disadvantaged actors in aquaculture and other 

aquatic related supply chains. 

 

• WHY: Improve food security. Provide a route to lift the poor and disadvantaged out of 

poverty in a sustainable way. 

• WHY: To improve food security and provide a route to lift the poor & disadvantaged 

permanantly out of poverty in a sustainable way. 

 

 



Wrap-up  

• Share one example of an upgrade to your         

W-W-W. 

 

• What did you notice when working with others on 

your W-W-W? 

– There was room for improvement. 

– It is harder than expected to sort out and articulate a 

clear W-W-W. 

– It is worth the trouble to improve it. 
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Offerings 

Free  

• Subscribe to IntelliVen blog 

 

• Follow @intelliven 

 

• IntelliVen templates 

 

• Front-matter, chapter on Inkling 

 

• PDF of today’s slides 

 

Fee-based 

• CEO advising, coaching, training 

• Management Team Workshops 

– Strategy Development 

– Initiative-to-Action 

– Contracting and Governance 

– Culture Development 

• Manage to Lead Workbook 

– Interactive, digital title from Inkling 

– Softcover or e-Book from Amazon 

• Manage to Lead Course 

– Classroom 

– Teacher Training (if interest) 
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Manage to Lead Templates 
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Subscribe www.intelliven.com 

Follow @intelliven 

Thank you. 
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