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About the book
In "The Leadership Pipeline," Ram Charan, Stephen Drotter,

and James Noel unveil a transformative framework that

demystifies the complex journey of leadership development

across organizational hierarchies. The authors contend that

effective leadership is not merely an innate talent but a skill

that can be cultivated at every level—from managing oneself

to managing teams and ultimately guiding entire

organizations. By identifying six critical transitions, or

"passages," that leaders must navigate to succeed, the book

offers pragmatic insights and actionable strategies to help

individuals and organizations harness their leadership

potential. Whether you’re an aspiring leader or a seasoned

executive, this compelling guide invites you to reimagine your

leadership journey, equipping you with the tools to thrive in

today’s dynamic landscape.
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Chapter 1 Summary : Six Leadership
Passages

Section Summary

Introduction to the
Leadership Pipeline

The Leadership Pipeline identifies six essential transitions in a leader's career that impact
personal growth and organizational efficiency by addressing necessary skills and values.

1. From Managing Self to
Managing Others

New employees learn to transition from individual contributors to first-line managers, focusing
on planning, delegation, and motivation despite challenges in changing behaviors.

2. From Managing Others
to Managing Managers

Emphasis on pure management requires skills in selecting managers and strategic thinking.
Failures in valuing managerial tasks can disrupt the leadership pipeline.

3. From Managing
Managers to Functional
Manager

This transition involves managing increased communication complexity and strategic focus
while effectively delegating responsibilities.

4. From Functional
Manager to Business
Manager

Business managers need to integrate functions and shift focus to profitability and long-term
planning, balancing immediate and future goals.

5. From Business Manager
to Group Manager

Group managers must shift focus from personal success to supporting multiple businesses,
requiring skills in strategy evaluation and portfolio management.

6. From Group Manager to
Enterprise Manager

This level emphasizes values and long-term vision, requiring managers to balance strategic
oversight with operational results and stakeholder management.

Application to Small
Business

The model can be adapted for small businesses, emphasizing the transition to ownership and
management while highlighting pitfalls in leadership transitions.

Benefits of the Leadership
Pipeline

This approach helps organizations identify leadership issues, clarify skill requirements, facilitate
succession planning, reduce emotional stress, and nurture internal talent development.
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Introduction to the Leadership Pipeline

The Leadership Pipeline outlines six critical transitions in a

leader's career that form significant passages not easily

mastered through short-term training. Understanding these

transitions enhances personal leadership growth and helps

organizations unclog their leadership pipeline by recognizing

the skills, time management, and values associated with each

leadership level.

Overview of Leadership Passages

1. 

From Managing Self to Managing Others

   - New employees start as individual contributors, focusing

on technical skills.

   - Transitioning to first-line management requires learning

planning, delegation, and team motivation.

   - Challenges include reluctance to change behaviors and

values; successful individual contributors struggle to let go of

past roles.

2. 
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From Managing Others to Managing Managers

   - Emphasizes pure management without individual tasks.

   - Key skills include selecting and developing managers,

strategic thinking, and effective coaching.

   - Issues arise when new managers fail to value managerial

work, which can poison the pipeline.

3. 

From Managing Managers to Functional Manager

   - This passage includes increased communication

complexity and a broader strategic focus.

   - Requires delegating responsibilities effectively and

integrating functional strategies with overall business goals.

   - Managers must develop maturity around long-term

planning and understanding diverse functional needs.

4. 

From Functional Manager to Business Manager

   - Business managers gain autonomy and must integrate

functions while focusing on profitability and long-term

planning.

   - Time management shifts from functional tasks to strategic

oversight and engagement with support staff.
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   - Balancing immediate and long-term goals is crucial;

failure to do so can obstruct the leadership pipeline.

5. 

From Business Manager to Group Manager

   - Requires a shift from valuing one's own business success

to supporting the success of multiple businesses.

   - Skills include evaluating strategy, developing future

business managers, and understanding portfolio strategies.

   - Group managers must adopt a holistic view and consider

external business environments.

6. 

From Group Manager to Enterprise Manager

   - Focused primarily on values and long-term visionary

thinking.

   - Must learn to balance strategic oversight with operational

results while managing various external stakeholders.

   - Common issues include failing to recognize the need for a

change in leadership style and values.

Application to Small Business

The Leadership Pipeline model can also be applied to small
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organizations, with adaptations for size and scope,

emphasizing the transition from individual contributor to

owner/manager and then to managing others. Awareness of

these passages can help small businesses avoid common

pitfalls associated with leadership transitions.

Benefits of the Leadership Pipeline

- Helps organizations identify and address hidden leadership

problems.

- Clarifies necessary skills, values, and time applications for

success at each level.

- Facilitates effective succession planning and individual

performance development.

- Reduces emotional stress related to leadership mismatches.

- Creates a framework to develop talent from within and

prepare individuals for higher leadership roles efficiently.
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Example

Key Point:Understanding the transition from

managing self to managing others is crucial for

leadership success.

Example:Imagine you have just been promoted to

manage a team after excelling as an individual

contributor. Initially, you may find it difficult to

delegate tasks because you are accustomed to handling

everything yourself. Recognizing that your role has

shifted from executing tasks to inspiring and guiding

your team through effective planning and delegation is

vital. Embracing this transition requires adopting new

behaviors and values that prioritize teamwork over

personal achievement, ultimately leading to a more

motivated and productive team effort.
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Chapter 2 Summary : From Managing
Self to Managing Others

Chapter 2 Summary: The Leadership Pipeline

Transition to Management

When individuals step into their first management roles, they

often celebrate their achievement without realizing the

significant transition they must undergo—from working

independently to achieving results through others. This shift

poses challenges, particularly for those who struggle to

release control and delegate tasks.
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Changing Dynamics of Individual Contributors

In the modern workplace, especially within

knowledge-driven companies, individual contributors

possess greater access to information and autonomy. They

desire involvement in decision-making processes and career

development opportunities. This evolving dynamic requires

first-line managers to abandon traditional commanding

leadership styles in favor of collaborative and empowering

approaches.

Key Skills for First-Time Managers

First-time managers must shift their focus from self-centric

tasks to fostering the success of their teams. Essential skills

include:

1. 

Defining and Assigning Work
: This involves effective communication, planning, job

design, delegation, and performance monitoring.

2. 

Enabling Direct Reports
: Managers must support their teams through coaching,

feedback, and problem-solving, ensuring they feel valued and
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engaged.

3. 

Building Social Contracts
: This requires establishing trust-based relationships with

direct reports, superiors, and external stakeholders.

Common Pitfalls for First-Time Managers

Many new managers face difficulties in adapting to their

roles due to a lack of training and experience in job design,

delegation, and relationship-building. Issues like

micromanagement and a failure to communicate effectively

with their direct reports can lead to heightened stress levels

within their teams.

Case Studies: Successes and Failures

Two contrasting examples illustrate the challenges faced by

first-time managers:

- 

Barry
, a former salesperson turned manager, struggled with the

loss of autonomy and the need to guide his team. His

inability to adapt to the managerial role led to his eventual
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resignation.

- 

Mary
, a computer programmer who became a manager, initially

faced issues with micromanaging. However, with coaching

and feedback, she learned the importance of delegation and

building effective team relationships.

Strategies for Successful Transitions

To facilitate successful transitions for first-time managers,

organizations should implement measures for preparation,

monitoring, and intervention. This includes:

- 

Preparation
: Providing clear expectations, training on necessary skills,

and addressing value shifts.

- 

Monitoring
: Using observation, feedback tools, and assessments to track

managerial progress.

- 

Intervention
: Offering coaching, peer learning opportunities, and, if

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


necessary, redirecting individuals who may not be suited for

management roles back to individual contributor positions.

Responsibility for Development

Ultimately, the responsibility for preparing first-time

managers lies with their direct supervisors, who must ensure

ongoing coaching and accountability. Effective management

training at this level is critical to nurturing future leaders and

maintaining a healthy leadership pipeline within

organizations.
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Example

Key Point:Shift from Individual Work to Team

Success

Example:When you step into your first management

role, envision yourself transitioning from completing

projects solo to empowering your team to achieve

collective success. This shift requires you to let go of

the need to control every detail, instead focusing on how

to support and enable your team members to excel.

Imagine having open discussions with your team, where

you listen to their ideas and delegate tasks based on

their strengths, fostering a collaborative environment

that not only enhances productivity but also increases

team morale. This adjustment is crucial because it

transforms how you value contributions, placing team

success at the forefront of your managerial approach.
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Chapter 3 Summary : From Managing
Others to Managing Managers

Section Summary

Introduction Organizations often train first-line managers but neglect managers of managers. This chapter addresses
the distinct skills and values necessary at this managerial level and the detrimental impacts of poor
transitions.

The Importance of
the Transition

Managers of managers are critical in overseeing numerous employees and executing tasks. Inadequate
management here can diminish quality and productivity, harming organizational competitiveness.

Case Study: Vic's
Experience

Vic's transition to managing a larger team highlighted the issues of insufficient preparation. His lack of
empowerment led to disenfranchisement, signaling the need for proper training to focus on team
empowerment.

Signs of a
Misplaced Manager
of Managers

      
        Difficulty Delegating
        Poor Performance Management
        Failure to Build a Strong Team
        Single-Minded Focus on Work
        Choosing Clones over Contributors
      
    

Essential Skills for
Managers of
Managers

      
        Selecting and Training First-Line Managers
        Holding Managers Accountable
        Deploying Resources
        Managing Boundaries
      
    

Support for
Managers of
Managers

Organizations should clarify the distinctions between managing individual contributors and managing
managers. Specific goals, accountability measures, and training are essential for leadership
development.

Effective Role
Models

Analyzing successful managers reveals key traits like fairness, clear communication, and a focus on
development and delegation, exemplified by the manager Gordon.

Conclusion The transition to managing managers is crucial for organizational effectiveness; adequate preparation
and support are necessary for success in this role.

Summary of Chapter 3: From Managing Others to
Managing Managers
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Introduction

- Many organizations offer training for first-line managers

but often neglect the needs of managers of managers.

- The assumption that skills from first-line management

naturally transition to managing managers is flawed.

- This chapter emphasizes the critical differences in skills,

time management, and work values at the managerial levels,

highlighting the negative impacts of inadequate transitions

for organizations.

The Importance of the Transition

- Managers of managers oversee a significant number of

employees and are crucial for executing company tasks

related to products and services.

- Poor management at this level can lead to decreased quality

and productivity, ultimately harming organizational

competitiveness.

- Skipping this critical leadership passage can result in a lack

of essential skills and values as leaders ascend.

Install Bookey App to Unlock Full Text and
Audio

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


https://share.bookey.app/KNYZ6NPRcEb


Chapter 4 Summary : From Managing
Managers to Functional Manager

Chapter 4 Summary: From Managing Managers to
Functional Manager

Overview of Promotion to Functional Manager

This chapter discusses the significant transition into the role

of a functional manager, emphasizing that this promotion

often comes with increased responsibilities and expectations.

Functional managers are now part of the broader business

team, overseeing operations that directly impact

organizational success.

Leadership Maturity

The concept of leadership maturity is crucial at this stage,

characterized by:

- 

Empathy and Relationship Building
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: Understanding and connecting with others in the

organization.

- 

Long-term Thinking
: Balancing immediate tasks with future goals.

- 

Effective Communication
: Engaging in dialogue that encourages feedback and

innovation.

Maturing into a Functional Leader Role

Maturity for functional managers encompasses both

functional and business perspectives:

- 

Functional Perspective
: Understanding the interconnectedness of different functions

and the importance of collaboration.

- 

Business Perspective
: Adopting a strategic mindset that considers the overall

goals and performance of the business rather than just

individual functions.

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


Common Flaws in New Functional Managers

New functional managers often struggle with:

- 

Strategic Thinking
: A shift from operational tasks to aligning with the broader

business strategy.

- 

Valuing the Unfamiliar
: Overemphasis on familiar areas, neglecting vital

interdepartmental interactions.

- 

Leadership Immaturity
: Not fully embracing the responsibilities of a leader or

failing to delegate effectively.

Strategic Mindset and Holistic Approach

Effective functional managers must:

- 

Think Long-Term
: Develop strategies that align with business goals over a

three-year horizon.

- 
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Understand the Business Model
: Grasp the broader implications of their decisions within the

organizational context.

- 

Manage Information
: Foster open lines of communication and actively listen to

feedback from all levels of the organization.

Development of Strategic Competencies

To aid in the development of mature leaders, organizations

should:

- 

Promote Diverse Experiences
: Encourage participation in teams and task forces that

expose managers to different functions.

- 

Implement Formal Training
: Use hands-on learning to develop strategic thinking skills

specific to their roles.

- 

Encourage Constructive Feedback
: Facilitate sessions with peers to gain perspectives on

functional improvements and synergies.

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


Identifying Dysfunctional Signs

Signs of ineffective leadership include:

- 

Operational Focus
: A failure to transition to strategic leadership.

- 

Inability to Involve Others
: Over-reliance on familiar areas and reluctance to engage

with less familiar aspects of their function.

- 

Poor Communication Skills
: Limited interactions impede collaboration across the

organization.

Conclusion

To ensure success as functional managers, individuals must

undergo a significant developmental process, characterized

by maturity, strategic thinking, and effective communication.

Organizations must actively support this transition through

exposure to diverse experiences, formal training, and by

fostering a culture that values learning and collaboration
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across functions. Maturity in leadership is reflected in the

willingness to learn from others, effectively delegate, and

embrace a holistic view of the business.
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Example

Key Point:Embrace Strategic Thinking for

Organizational Success

Example:Imagine you're newly promoted as a functional

manager. Instead of just focusing on your team's tasks,

you now need to think critically about how your

decisions align with the company’s long-term goals. By

engaging with peers from different functions, you begin

to understand how interconnected departments

contribute to overall success. You set up regular

cross-department meetings, encouraging open

communication to discuss shared objectives and

challenges. Through this collaboration, you realize your

team's efforts can significantly impact other areas. This

experience helps cultivate a strategic mindset,

reinforcing the importance of seeing beyond your

immediate responsibilities and considering the broader

business landscape.
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Critical Thinking

Key Point:The Transition to Functional Manager as

a Leadership Challenge

Critical Interpretation:The chapter highlights that the

promotion to a functional manager comes with profound

responsibilities and expectations, necessitating a shift

from operational tasks to strategic thinking. While the

author emphasizes the importance of leadership

maturity for effective functional management, one must

consider that this viewpoint might overlook other

critical factors. For instance, some research suggests

that contextual factors, such as organizational culture or

specific industry demands, can equally influence a

manager's effectiveness (Katz & Kahn, 1978). Such

complexities are essential for understanding leadership

dynamics, thus questioning the generalizability of

Charan's assertions.
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Chapter 5 Summary : From Functional
Manager to Business Manager

Section Summary

Overview of the Business
Manager Role

This role is fulfilling but challenging, requiring changes in mindset due to leadership shock
and complexities in strategy integration.

Case Study: Katarina’s
Struggle

Katarina failed in her role due to an over-reliance on familiar processes, ignoring strategic
issues, leading to burnout and departure.

Required Mindset Shifts Focus should be on long-term goals, profitability, and competitive advantage, incorporating
external market factors.

Complexity in Business
Management

Managers must connect diverse functions collaboratively and move beyond individual
competencies.

Valuing All Functions Understanding the importance of all roles, including support functions, is essential to avoid
neglect and maximize insights.

Visibility and Scrutiny Business managers face intense scrutiny, requiring effective communication and risk-taking
while learning from mistakes.

E-Commerce Challenges Managers must adapt to rapid market changes, recognize new revenue models, and rethink
strategies to stay competitive.

Identifying Transition
Problems

Signs of struggle include uninspired communication, team-building issues, poor time
management, and neglect of culture.

Development Strategies Self-directed learning and practical experiences, supported by superior guidance, are vital for
successful transitions.

Successful Example: Gary’s
Transition

Gary successfully engaged his team and used analytics to adapt strategies, resulting in a
profitable transition.

Conclusion Transitioning effectively requires a mindset shift, valuing all perspectives, and adaptability to
navigate complexities.

Chapter 5: Transitioning from Functional Manager
to Business Manager

Overview of the Business Manager Role

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


  

Top executives often view their time as business managers as

the most fulfilling phase of their careers, where they have

both ownership and accountability for products or services.

However, this role presents significant challenges, notably

requiring a shift in mindset and approach. Business managers

experience "leadership shock," marked by the lack of

guidance they previously received and the complexities

involved in strategizing and integrating various functions.

Case Study: Katarina’s Struggle
  

Katarina, a successful functional manager, faced difficulties

when assuming the role of a business manager at a struggling

bank. Despite her operational expertise, she relied too

heavily on familiar methods, focusing narrowly on process

improvements without addressing broader strategic issues.

This approach led to burnout and her eventual departure,

illustrating the necessity of changing thought processes and

valuing all business functions.

Required Mindset Shifts
  

Transitioning to a business management role necessitates a
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comprehensive change in thinking. Business managers must

focus on long-term growth, profitability, and competitive

advantage, rather than merely short-term tactical goals. This

shift demands a broader perspective that incorporates

external factors such as market dynamics and customer

needs.

Complexity in Business Management
  

Business managers must manage a vast array of

responsibilities, from advertising and finance to customer

relations and production. This complexity requires them to

connect diverse functions and processes collaboratively,

moving beyond isolation and reliance on individual

competencies.

Valuing All Functions
  

As business managers diversify their responsibilities, they

must learn to appreciate the importance of all functions,

including support roles such as human resources and finance.

Failing to do so can lead to neglect and underutilization of

critical support functions that identify problems early and

provide valuable insights.
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Visibility and Scrutiny
  

The visibility associated with being a business manager is

intense, with both senior management and subordinates

closely observing their actions. This scrutiny can heighten

pressure and impact decision-making, requiring leaders to

embrace risk-taking, learn from mistakes, and communicate

effectively.

E-Commerce Challenges
  

With the rise of e-commerce, business managers confront

additional pressures and complexities. They must adapt

quickly to changing market conditions, recognize new

revenue models, and rethink their strategies to maintain

competitiveness.

Identifying Transition Problems
  

Recognizing signs of struggle during this leadership

transition is crucial. Issues such as uninspired

communication, difficulty in team-building, poor time

management, neglect of culture, and an inability to grasp
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profitability can indicate challenges in adapting to the new

role.

Development Strategies
  

Self-directed learning and hands-on experiences, bolstered by

guidance from superiors, are vital for successful transitions.

Business managers should engage their functional teams and

involve trusted advisors to navigate complexities effectively.

Successful Example: Gary’s Transition
  

Gary, recognized for his success, actively engaged with his

team and used analytical tools to reassess strategy in

response to changing market conditions. His willingness to

confront complexities and redefine business approaches led

to a successful transition and profitable outcomes.

Conclusion
  

Effective transition from functional to business management

requires a significant shift in thinking and an understanding

of the interconnectedness of various business functions.

Leaders must embrace the complexity of the role, value all
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perspectives, and remain adaptable to navigate challenges

successfully.
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Chapter 6 Summary : From Business
Manager to Group Manager

Chapter 6 Summary: From Business Manager to
Group Manager

Introduction to Leadership Transition

Group executives face significant challenges when

transitioning from business managers to group managers.

This shift often leads to dissatisfaction, as they move from

direct, hands-on roles to indirect and strategic responsibilities

that can feel frustrating and cumbersome.

Key Responsibilities of Group Executives

- 

Resource Allocation and Development
: Group executives allocate limited corporate resources

among multiple business units, develop business managers

while allowing them autonomy, and craft strategies that
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foster synergy across different businesses.

- 

Value of Indirect Success
: Success at this level requires valuing the achievements of

others, moving away from the former focus on individual

business success to prioritizing overall corporate

performance and strategic portfolio management.

Essential Questions for Group Managers

To determine if a group manager has embraced the new

leadership values, they should be able to:

1. Differentiate among businesses based on potential results,

focusing on resource allocation across the portfolio rather

than just individual unit growth.

2. Help grow direct reports into effective business leaders,

adopting a nurturing and hands-off approach rather than

taking over their responsibilities.

3. Prioritize strategies that benefit the entire portfolio over

those of single businesses, integrating diverse needs into a

holistic corporate strategy.

Skills and Time Commitment
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Chapter 7 Summary : From Group
Manager to Enterprise Manager

Chapter 7: The Transition to Enterprise Manager

Overview of CEO Challenges

The leadership transition to the CEO role is fraught with both

recognition and failure. Despite appointing capable

individuals, many CEOs struggle and leave their positions

quickly due to a lack of necessary skills and work values. A

successful CEO must demonstrate strong judgment,

execution capabilities, and the ability to balance

multi-stakeholder interests.

Five Significant Leadership Challenges for CEOs

Challenge One: Delivering Consistent Results

CEOs are constantly scrutinized by investors and analysts,
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making consistent delivery of financial expectations crucial

for maintaining credibility. Successful CEOs balance

short-term performance with long-term planning, having

learned valuable lessons through their previous leadership

roles.

Challenge Two: Setting Enterprise Direction

A CEO must provide a clear, actionable vision for the

organization amid shifting industry conditions. Crafting a

strategic direction requires courage and a departure from

broad, ineffective vision statements to detailed, actionable

plans.

Challenge Three: Shaping Organizational Culture

CEOs must manage the social dynamics within their

organizations, fostering positive relationships and

communication. This "soft side" is essential for energizing

employees and ensuring effective leadership development

throughout the company.

Challenge Four: Maintaining Execution Excellence
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Execution has become a critical skill for CEOs, requiring a

focus on details and the ability to get things done. CEOs

must maintain ongoing awareness of the organization's

performance and be open to receiving both good and bad

news.

Challenge Five: Operating in a Global Context

CEOs must be actively engaged with the broader community

and aware of social, environmental, and global issues. This

requires an adaptation in thinking and values to meet the

demands of a global enterprise.

Value Shift Necessary for CEOs

As CEOs face these challenges, a significant shift in values is

required. They must prioritize long-term goals over

immediate results, embrace slow, impactful changes, and

remain open to board input and diverse perspectives.

Successful CEOs learn to balance short-term and long-term

objectives while fostering adaptable organizational cultures.

Signs of a Struggling CEO
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Indicators of struggle include financial decline, a lack of

understanding of company operations, an excessive focus on

external engagements at the expense of internal leadership,

insufficient attention to workforce management, and repeated

scrutiny from board members.

Importance of Skill Development

The development path for future CEOs should include

diverse functional experiences, global exposure, and

progressively larger responsibilities. Avoiding skipped

leadership levels is crucial for gaining the necessary breadth

of experience. Continuous feedback and the willingness to

learn are fundamental to preparing effective CEOs.

Avoiding CEO Failure

Organizations must select CEOs who have successfully

navigated leadership passages rather than those primarily

recognized for strategic intelligence. Effective execution,

people management, and relationship building are paramount

to ensuring a CEO's success, requiring experience across all

organizational levels.
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Chapter 8 Summary : Diagnostics:
Identifying Pipeline Problems and
Possibilities

8 Diagnosing Pipeline Problems and Possibilities

The Leadership Pipeline model can be effectively utilized for

diagnosing issues that hinder the construction and

maintenance of a robust leadership pipeline within

organizations. While alternative models like balanced

scorecards and competency models exist, they often lack the

specific diagnostic capabilities of the Pipeline model,

particularly when it comes to differentiating the unique

challenges at each leadership passage.

Three Reasons to Diagnose Early and Often

1. 

Misalignment in Leadership Levels
: Many organizations have individuals operating at

inappropriate leadership levels, primarily first-line managers

performing individual contributor tasks.
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2. 

Disruption of Critical Tasks
: Output may be high, but important responsibilities often go

unaddressed, leading to unsustainable practices.

3. 

Impediments to Development
: When leaders operate at the incorrect level, it inhibits the

development of their direct reports and perpetuates a cycle of

regression to previous roles.

Identifying Performance Issues

A prime example is the case of Mary and Charlie. Mary, a

newly promoted manager, resorted to recruiting instead of

fulfilling her managerial duties due to pressure from Charlie,

her superior. Despite producing immediate results, they both

circumvented their leadership roles, thereby undermining

long-term effectiveness and development.

Utilizing the Pipeline Model for Diagnosis

To diagnose leadership problems, evaluate whether leaders

meet the necessary skill, time application, and work value

requirements at their respective levels. Factors to consider
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include:

- Did the leader delegate appropriate responsibilities?

- Are they engaging in coaching and resource allocation

effectively?

Conducting Individual Assessments

To accurately assess leadership capabilities:

1. Observe behaviors and production.

2. Evaluate impact on others.

3. Analyze actions against the Pipeline model.

4. Identify lapses between current functioning and expected

levels.

5. Create a value-focused development plan.

Group Perspective Diagnosis

For team assessments, the following steps are recommended:

1. Assess individuals within the group.

2. Aggregate assessments to identify skill and value

mismatches.

3. Pinpoint specific weaknesses causing bottlenecks in the

pipeline.
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Identifying Risks of Skipping Leadership Levels

Prominent leaders sometimes bypass crucial experiences,

leading to development gaps. “High-potentials” may advance

rapidly due to their skills but often lack necessary leadership

competencies, resulting in poor managerial performance. 

In conclusion, consistent and thorough diagnostics using the

Leadership Pipeline model allows organizations to identify

and address leadership deficiencies effectively, ensuring a

healthy leadership pipeline and sustainable organizational

success.
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Critical Thinking

Key Point:The necessity of diagnosing leadership

issues early in the pipeline

Critical Interpretation:While the Leadership Pipeline

model emphasizes the importance of diagnosing

leadership issues at every level, one must critically

consider that this model may not account for the

complex dynamics of every organizational culture. The

notion that leadership capabilities align strictly with

defined roles may overlook the nuanced and emergent

nature of leadership practices in diverse contexts,

suggesting the need for a more individualized approach.

Research by Harvard Business Review discusses

alternative leadership frameworks that consider

adaptability and situational leadership as crucial

elements that may not fit neatly into the Pipeline model

(HBR, 2016). Thus, while early diagnosis can provide

valuable insights, it is prudent to explore supplementary

models that reflect the multifaceted nature of leadership

in modern organizations.
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Chapter 9 Summary : Performance
Improvement: Clarifying Roles and
Creating Performance Standards

Chapter 9: Performance Improvement

Diagnosing Leadership Levels

Once leadership levels are misaligned, significant effort must

be invested in developing managers to match the appropriate

skills, time applications, and work values at their respective

levels. This task is complicated by the lack of role clarity in

organizations, leading to uncertainty around performance

expectations for leaders.

Clarifying Roles and Creating Performance
Standards

- 

Role Clarity:
 Leaders often focus only on goals and tasks, overlooking
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key responsibilities such as enabling team success and

engaging employees. A clarity in roles is essential for

effective leadership. The Leadership Pipeline model helps

define these roles by comparing current leadership actions to

those required at various levels.

  

- 

Identifying Gaps and Overlaps:
 Performance feedback can highlight gaps in communication

and responsibility, while overlaps can confuse leadership

boundaries. Understanding these dynamics enhances role

clarity.

- 

Defining Performance Standards:
 Performance perceptions vary widely among leaders,

necessitating well-defined standards that outline expectations

across several dimensions: operational, customer, leadership,

management, relationships, social responsibility, and

individual technical competence. Standards need to address

both short- and long-term goals and must be tailored for each

leadership level.

Using Performance Standards to Develop Leaders
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Chapter 10 Summary : Succession
Planning

10. Leadership Pipeline and Succession Planning

Overview of the Issue

Leadership pipelines can become clogged when top

executives leave and their successors lack preparedness for

higher leadership roles. Despite having good qualifications

and past success, new leaders often lack the necessary skills,

time applications, and work values. This issue is exacerbated

when exits are abrupt, leading companies to appoint either

unprepared insiders or unfamiliar outsiders as replacements. 

Need for a New Approach

Current succession planning often focuses on replacement

rather than development, which is ineffective in today's

rapidly changing organizational landscapes. A revised

definition of succession planning emphasizes maintaining a
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flow of high-performing individuals throughout all

leadership levels to ensure that organizations are

well-equipped for the future.

Four Rules for Effective Succession Planning

- 

Focus on Performance:
 High performance now is essential for future growth.

Organizations should assess current performance rigorously

before promoting individuals.

- 

Inclusive Pipeline Development:
 Succession planning should encompass all leadership levels,

fostering a continuous stream of capable leaders from the

bottom to the top.

- 

Understand Pipeline Turns:
 Clearly define the skills, values, and time commitments

required at each leadership level to ensure individuals are

working at the appropriate level.

- 

Simultaneous Short-Term and Long-Term
Considerations:
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 Succession planning should address both immediate

leadership needs and future growth.

Transforming Potential

Potential can be classified into three categories:

1. 

Turn Potential:
 Individuals capable of assuming new roles within 3-5 years.

2. 

Growth Potential:
 Those able to take on larger roles at the same level soon.

3. 

Mastery Potential:
 Employees who can enhance current performance within

their role. 

These categories can facilitate focused discussions about

employee development and future paths. 

Setting Standards for Assessing Potential

Clear standards are vital to categorize candidates accurately.

Performance metrics must be incorporated with potential

assessments to ensure comprehensive evaluation. 
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Five Steps for Efficient Succession Planning

1. 

Customize the Leadership Pipeline Model:
 Adapt the model to fit the organization’s unique hierarchy

and needs.

2. 

Translate Standards into Organizational Language:
 Clearly defined criteria enhance communication and

assessment.

3. 

Document and Communicate Standards:
 Ensure all levels of the organization understand the criteria

and goals for progression.

4. 

Use a Combined Potential-Performance Matrix:
 Implement a matrix to evaluate leaders comprehensively,

providing insights into their capabilities and necessary

development actions.

5. 

Frequent Review:
 Conduct ongoing evaluations of the succession plans and the

entire talent pipeline to ensure alignment with organizational
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goals.

By implementing these strategies, organizations can

effectively manage leadership transitions, ensuring that they

have the right individuals in place for present and future

challenges.
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Chapter 11 Summary : Identifying
Potential Pipeline Failures

Chapter 11: Identifying Potential Pipeline Failures

Overview

This chapter discusses how to prevent and address failures in

leadership development using the Leadership Pipeline model.

It emphasizes the significance of understanding common

causes of leadership failure, particularly at senior levels, and

the ripple effects such failures can have throughout an

organization.

Common Causes of Individual Leadership Failure

1. 

Selecting the Wrong Person

   - Example: Jerry's promotion of Tim, who excelled as a

business manager but struggled as a group executive due to
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differences in strategic requirements and decision-making

approaches.

   - Key Takeaway: Different levels of leadership require

specific skills, time applications, and work values. Selection

should consider whether a candidate can adapt to the

demands of a higher leadership level.

2. 

Leaving Poor Performers in the Job Too Long

   - Example: Jerry’s promotion of Vince, who was successful

as a business manager but failed to perform as a group

executive, leading to significant declines in company

performance.

   - Key Takeaway: Managers must regularly assess

performance against leadership requirements and not let

loyalty hinder necessary decisions.

3. 

Failure to Seek or Listen to Feedback

   - Example: Tom, a business manager, avoided feedback

about team conflicts, leading to critical failures and his

dismissal.

   - Key Takeaway: Leaders should actively seek unsolicited

feedback to understand their effectiveness and adapt to their
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roles.

4. 

Defining Jobs Poorly

   - Many leaders assume they know their roles, but often rely

on outdated definitions from previous positions, leading to

misalignment with current job expectations.

   - Key Takeaway: Leaders must take the initiative to clearly

define their roles, responsibilities, and performance standards

to succeed.

Institutional Failure

- Leadership failures often result in broader organizational

issues, affecting overall performance and innovation.

- Lack of a clear framework for leadership often results in

vague responsibilities and poor integration among different

leadership levels.

- Key Components for Prevention:

   - A robust leadership framework, like the Leadership

Pipeline model, to define requirements and expectations at

each leadership level.

   - A shared language for discussing leadership roles can

enhance precision in diagnostics and solutions.
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   - Clear performance standards to meaningfully assess and

differentiate leaders at various levels.

In summary, to prevent leadership failure, organizations must

focus on effective selection, timely performance assessments,

openness to feedback, clear job definitions, and establishing

a strong leadership framework.
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Critical Thinking

Key Point:Selection of the Right Leaders

Critical Interpretation:One of the pivotal insights from

this chapter is the necessity of selecting the appropriate

candidates for higher leadership roles, as the success of

an organization hinges on their ability to adapt to the

specific strategic demands of those positions. Charan

underscores that not every successful manager can

transition smoothly into executive roles; their existing

skills may not meet the nuanced requirements of

elevated responsibilities. While the emphasis on careful

selection is crucial, it is essential to remember that such

judgments can be subjective, and the effectiveness of a

candidate may only be fully understood through their

tenure in the role. Perspectives from related sources,

such as 'Good to Great' by Jim Collins, suggest that

while leadership qualities can be identified, the

unpredictability of business dynamics means even

well-chosen leaders might face hurdles that impact their

performance.
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Chapter 12 Summary : The Functional
Career Passage

The Functional Career Passage

Overview of the Leadership Pipeline Transition

Chapter 12 outlines the leadership progression from

functional manager to business manager and highlights the

functional branch's significance in many large organizations.

While the main passages receive considerable attention, the

functional path is where most managers will likely advance.

It emphasizes the need for a structured development process

for functional leaders to avoid career stagnation.

The Role of Group Functional Managers

Group functional managers share key similarities with

business managers but must also integrate functional

strategies across various business areas. Their responsibilities

include:
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- 

Integration
: Developing cohesive group functional strategies that align

with business goals.

- 

“Will We Make Money?” Mindset
: Shifting focus from feasibility to evaluating the financial

implications of strategies.

- 

Matrix Management
: Navigating complex reporting structures, requiring strong

relationship and communication skills.

Complex Relationship Management

Group functional managers must balance multiple

relationships and responsibilities, creating potential for

conflicts. Success relies on the ability to manage these

dynamics and ensure that all functional strategies support

group and business objectives.

Cerebral Nature of the Role

This leadership level necessitates advanced cognitive skills
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Chapter 13 Summary : Coaching

Summary of Chapter 13: Coaching in the
Leadership Pipeline

Introduction

Coaching presents challenges in conveying information to

facilitate change, particularly in developing leadership skills

and values. The Leadership Pipeline model serves as a

motivating tool to establish both clarity and understanding of

leadership levels.

Motivational Aspects of the Pipeline

The model motivates individuals by:

- 

Shock Factor
: Highlights misalignment with the appropriate leadership

level, prompting self-reflection.

- 

Specific Guidance
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: Clearly outlines necessary behaviors and attitudes for career

progression.

- 

Self-Locating Tool
: Helps managers identify their position in the leadership

continuum and understand their journey through the six

leadership passages.

Coaching Framework

Implementing a three-question framework during coaching

sessions aids in effective development.

1. 

Career Overview
: Understand the individual’s job history, achievements, and

challenges.

2. 

Current Position Assessment
: Evaluate understanding and mastery of relevant skills,

challenges, and daily tasks.

3. 

Future Aspirations
: Identify future developmental needs and propose

experiential opportunities to bridge the gaps.

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


Case Studies: Sam and Linda; Bob and Martin

- 

Sam's Development
: Sam, identified with high potential, needed guidance on

managing subordinates. Linda employed the Pipeline model

to highlight his missed first leadership passage, facilitating

his understanding of the required skills and values for

advancement.

- 

Bob's Strategic Growth
: Bob excelled in finance but lacked strategic insight. Martin

used the Pipeline model to expose Bob’s shortcomings,

encouraging him to pursue development opportunities that

expanded his leadership scope.

Letting Go of Old Behaviors

Many managers struggle to abandon outdated practices that

hinder growth. 

- 

Encouraging Understanding
: Coaches should foster awareness of the necessity of
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changing behaviors.

- 

Facilitating Reflection
: The Pipeline model prompts managers to contemplate their

current capabilities versus their potential.

Redefining Coaching

Coaching should focus on leadership development rather

than merely solving problems. 

- 

Broader Context
: Issues are addressed through the lens of the Leadership

Pipeline, promoting a holistic view of development needs.

- 

Full Potential Exploration
: Coaching efforts should be centered around realizing the

individual’s leadership potential, ensuring clear assessments,

and aligning personal growth with organizational needs.

Conclusion

The Leadership Pipeline model serves as an effective tool for

enhancing coaching practices across all levels of an
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organization. By emphasizing clarity, development, and

alignment with organizational objectives, coaching becomes

a vital leadership task that enables individuals to grow and

succeed in their roles.
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Chapter 14 Summary : Benefits Up and
Down the Line

Creating a Leadership Pipeline

The development of a leadership pipeline requires substantial

behavioral changes from individuals across all levels,

particularly from top executives. It begins with a

self-examination of skills, time management, and work

values, particularly for CEOs and senior managers.

Resistance to change, lack of support for coaching, and

limited HR understanding of executive needs can create

significant obstacles. Nevertheless, the Leadership Pipeline

model provides a framework for addressing these challenges,

emphasizing the importance of mastering six leadership

passages, which is critical for sustaining organizational

performance and competitive advantage in a talent-driven

market.

Marriott International's Leadership Development

Marriott International exemplifies effective application of the
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Leadership Pipeline model. Understanding the need for a

strong leadership pipeline to support its growth, Marriott

initiated a leadership development initiative under the

direction of HR leaders, fostering a talent pool capable of

navigating the company's expanding global operations. By

hiring experienced HR professionals and leveraging the

Leadership Pipeline concepts, Marriott established a

corporate culture that emphasizes leadership development

throughout the organization.

Key Leadership Development Practices at Marriott

- 

Leadership Talent Development Inventory (LDTI):
 A foundational tool assessing talent strength across

leadership levels and identifying leaders ready for

accelerated development.

- 

Structured Leadership Assessment:
 Candidates for senior positions undergo rigorous

assessments ensuring alignment between individual

capabilities and leadership requirements.

- 

Accountability and Involvement:
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 Senior executives are held accountable for developing their

talent pool and actively participate in leadership training and

succession planning processes.

Benefits of the Leadership Pipeline Model

The Leadership Pipeline model enhances individual and

organizational performance across various leadership levels:

- 

Enterprise Leaders:
 Benefit from a strong leadership pipeline that avoids talent

bidding wars and contributes positively to share price.

- 

Group Executives:
 Gain clarity in their responsibilities regarding succession

planning and the development of future leaders.

- 

Business Managers:
 Learn how to coach and guide functional managers

effectively, facilitating their transition into business

leadership roles.

- 

Functional Managers:
 Understand specific expectations and career paths, allowing
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them to make informed choices about their leadership

trajectories.

- 

Managers of Managers:
 With clear roles and responsibilities, they can effectively

mentor first-line managers, solidifying the leadership

pipeline.

Adapting the Leadership Pipeline Model

While the Leadership Pipeline outlines specific passages and

requirements, it remains flexible to adapt to different

organizational structures, including e-commerce, healthcare,

and large mega-corporations. Customizing the model ensures

its relevance in various environments, addressing unique

leadership needs as companies evolve.

In conclusion, the Leadership Pipeline model remains a vital

tool for organizations seeking to cultivate leadership talent

effectively, adapting to changing conditions while ensuring

leaders are equipped for their roles.
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Best Quotes from The Leadership
Pipeline by Ram Charan with Page
Numbers
View on Bookey Website and Generate Beautiful Quote Images

Chapter 1 | Quotes From Pages 38-55

1.Our goal here is to help you become familiar with

the skills, time applications, and work values

demanded by each passage, as well as this

particular leadership gestalt.

2.Going through these passages helps leaders build emotional

strength as they take on tasks of increasing complexity and

scope.

3.Though this might seem like an easy, natural leadership

passage, it’s often one where people trip.

4.They must shift from ‘doing’ work to getting work done

through others.

5.The leadership pipeline quickly becomes clogged if

managers don’t understand or appreciate the contribution

of support staff.
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6.If there is a passage in your business that doesn’t fit our

model, create your own definition of the transition and tell

us about it.

7.A significant percentage of owner-founder enterprises fail

to become large organizations because they find it difficult

to give up their hands-on involvement or trust a new layer

of management.

8.People who ticket-punch their way through jobs don’t

absorb the necessary values and skills; people who get

stuck in a passage never ‘go’ places where they can acquire

new skills and evolve their leadership capacity.

9.You don’t need to bring in stars to prime the leadership

pump and unclog the pipeline. You can create your own

stars up and down the line.

Chapter 2 | Quotes From Pages 56-73

1.When people are appointed to their first

management positions, they often think they have

it made.

2.In fact, to be successful as a first-time manager requires a
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major transition for which many people are not adequately

prepared.

3.The old-line manager who controlled people by controlling

information is an anachronism.

4.Managers must cease thinking only about themselves and

start thinking about others.

5.Delegation is not abdication.

6.Building social contracts through establishing relationships

with direct reports, bosses, and support groups that

facilitate open dialogues and trust.

7.If first-time managers only focus on skills, they may not

see a need for a shift in what they value; they’ll simply find

a way to become competent in a given area without

learning to value the new skill.

8.Coaching and feedback are essential to help new managers

address their challenges and cultivate effective leadership

practices.

Chapter 3 | Quotes From Pages 74-87

1.Yet there is a significant difference in skills, time
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applications, and work values for this leadership

level from the previous one...

2.Managers of managers are responsible for the greatest

number of people in the company who do the most

hands-on work...

3.This level offers the opportunity to embed crucial qualities

into the DNA of the organization’s leadership.

4.If Vic had properly transitioned to this leadership level,

however, he would have responded much differently to this

situation.

5.More than one boss has reflexively reacted to a first-line

manager’s mistake by making him feel powerless...

6.Effective cross-unit collaborations usually accelerate work

processes...

7.When you care, people know it, and this is a very important

aspect of leadership at this and other levels.

8.Identifying people who are experiencing difficulty with this

passage is easier than finding individuals who have gone

through it and developed into outstanding managers of
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managers.

9.If you ignore engaging managers at this strategic level,

however, you risk creating leaders who resist change.
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Chapter 4 | Quotes From Pages 88-103

1.Leadership maturity is an overarching concept

that describes the requirements of this passage.

2.Mature leaders have developed empathy, timing, judgment,

and sources of information; they’ve learned to listen and

seek to absorb information from sources both inside and

outside their organizations.

3.They recognize the importance of thinking long-term as

well as short-term.

4.Functions run by managers who haven’t made this passage

don’t move the business toward strategic goals.

5.Listening (as opposed to talking without listening) is a

hallmark of a mature leader, and it’s one that requires

patience, empathy, and approachability.

6.A mature leader doesn’t have to be the expert in every

functional area (and in fact, can’t be); he’s willing to admit

that others know more than he does and is willing to learn

from them.

7.Mature leaders will turn away from a narrow dedication to
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their function and embrace a more integrated, total business

philosophy.

Chapter 5 | Quotes From Pages 104-121

1.Super Performance Does Not Require

Superwoman.

2.Thinking Differently

3.Managing the Complexity

4.Learning to Value All Functions

5.Being Highly Visible

6.A Successful Transition: Letting Go of the Functional

Mindset

7.The Alignment Triangle: Strategic Direction, Collective

Competence, Organizational Competence

8.E-commerce impacts every leadership level, but business

managers bear the brunt of it.

Chapter 6 | Quotes From Pages 122-137

1.Valuing the success of other people and their

businesses is absolutely essential.

2.Success, therefore, comes through a path different from
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what they’re used to.

3.Management development is a crucial responsibility for

group executives.

4.Group executives must also learn to measure business

managers on more than financial results.

5.The best group executives are astute about their business

managers’ strategic planning ability.

6.When David heard about this practice, he became incensed.

7.A savvy CEO will indoctrinate his group executives,

making sure they understand corporate direction and needs.

8.The selection of people for business manager roles is the

key to success.

9.Group executives have to maintain a broader and more

objective perspective.

10.Those who focus entirely on the existing businesses will

probably fail.
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Chapter 7 | Quotes From Pages 138-153

1.Successful CEOs exhibit sound judgment on

people matters and execute well deep into the

organization.

2.The price of making errors in this day and age is very high

for most CEOs.

3.Getting there first without training and sufficient

experience is highly risky for the enterprise and the

individual.

4.CEOs must learn to value short-term and long-term results,

develop the skill to balance both, and invest the time

required to achieve this balance.

5.Valuing execution isn’t always easy for CEOs.

6.To achieve a cultural change or implement a new quality

program can take a long time to implement fully.

7.The best CEOs come to value asking questions and

listening to a broad spectrum of people.

8.Many CEOs come to their jobs lacking knowledge or

experience in these areas.
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Chapter 8 | Quotes From Pages 154-165

1.The Leadership Pipeline model provides a

diagnostic specificity that other models lack.

2.Important work isn’t getting done even though there is a

significant amount of output.

3.The cost of each business transaction is increased.

4.People don’t develop properly.

5.Without the Pipeline diagnostic, organizations routinely

allow these people to slip through passages and into

important leadership positions quickly.

Chapter 9 | Quotes From Pages 166-187

1.Most leaders think about their work in terms of

goals and tasks. As important as these factors are,

they don’t encompass the totality of a leader’s role.

2.A broad range of results must be the goal of all leaders, and

they should revolve around the following: Operating

results, customer results, leadership results, management

results, relationships, social responsibility, individual

technical competence.
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3.Once you accept these gaps, you can start closing them

from the very moment someone is appointed to a new

position.

4.The goal of the remedy should be to eliminate performance

outside the defined leadership role and to encourage

acceptance of the required leadership role.

5.Development is a very personal matter. It demonstrates that

an organization cares for individual managers and their

success.
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Chapter 10 | Quotes From Pages 188-205

1.Succession planning is perpetuating the enterprise

by filling the pipeline with high-performing people

to assure that every leadership level has an

abundance of these performers to draw from, both

now and in the future.

2.High performance in the present is the admission price for

future growth and development.

3.The Pipeline Demands a Continuous Flow.

4.When people realize the type of track they’re really

on—when they know whether they have turn, growth, or

mastery potential—they are much more willing to tackle

assignments appropriate to their future.

5.Do not include in this process people with less than 6

months tenure in their current positions.

6.Organizations are still fighting a losing war for talent

despite all their talent inventories, human resource reviews,

stock option plans, and other tools.

7.If you don’t move these people quickly and continuously—
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or at least discuss what’s possible for them at your

company—you’ll probably lose them.

Chapter 11 | Quotes From Pages 206-219

1.Leadership is a very difficult concept to assess

objectively, especially when hope and friendship

color the lens with which you view someone.

2.Success at one level does not guarantee success at the next

level.

3.Never take their job definitions for granted.

4.Without a framework, leadership becomes an overly

simplistic, generalized philosophy.

5.The cumulative effect of poor leadership can result in

devastating organizational consequences.

6.The failure to seek or listen to feedback is a significant

problem for senior executives.

Chapter 12 | Quotes From Pages 220-235

1.For the majority of people who work in large

companies, this is the relevant upward path since

very few are selected to be business managers.

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


2.The functional branch of the pipeline becomes clogged as

easily as the business leadership portion, and it’s important

to use this model to understand requirements and prevent

the clogs.

3.Group functional managers must develop excellent

relationship skills and communication skills. If they don’t,

they’re likely to clash with business managers.

4.At this functional leadership level, people need to value the

cerebral aspects of their jobs. Many times, they serve group

executives in an advisory capacity rather than through

products or other outputs.

5.A key skill in this particular leadership position, therefore,

is anticipating problems and being proactive about dealing

with them before they blow up.

6.Successful managers at this high functional level aren’t

seduced by short-term, highly satisfying victories. They

learn to value real progress toward sustainable long-term

goals.
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Chapter 13 | Quotes From Pages 236-247

1.The pipeline is motivational from both a carrot

and a stick perspective.

2.People want to locate themselves; they want to know where

they’ve been, where they are now, where they’re going and

what they have to do to get there.

3.The pipeline also helps managers locate themselves on a

leadership continuum.

4.Letting go is difficult, but helping people become aware of

and reflect on why they must let them go is relatively easy

using the Leadership Pipeline model.

5.Coaching often devolves into a problem-fixing activity.

6.The pipeline offers coaches a way to reach deeper.

7.For one reason or another, they have failed to make it

through at least one passage.

Chapter 14 | Quotes From Pages 248-265

1.Significant behavioral changes are required from

a wide range of people.

2.If they discover that they’re working at the wrong level,
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they need to take that first step themselves and raise their

skills, time applications, and values to the appropriate

level.

3.The Leadership Pipeline model offers theory and practical

tools for changing your own leadership behaviors and those

of others.

4.Marriott wants to be recognized by Wall Street as a great

global brand with stock valuations more akin to other great

brands than to the lodging industry.

5.The cornerstone of Marriott’s leadership development

system is the Leadership Talent Development Inventory

(LDTI).

6.Leadership effectiveness = Attributes × Results

7.Providing Boards with Insight and Information

8.The Pipeline model provides CEOs with a tool to demand

accountability of group executives for leadership

development of business managers.

9.The Leadership Pipeline model is an enabling force in that

it provides a common view of what is required.
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10.Oddly, organizations frequently don’t apply the same

rigorous risk management methodology when making

important selection decisions.
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The Leadership Pipeline Questions
View on Bookey Website

Chapter 1 | Six Leadership Passages| Q&A

1.Question

What are the six leadership passages described in the

Leadership Pipeline?
Answer:The six leadership passages are: 1) From

Managing Self to Managing Others; 2) From

Managing Others to Managing Managers; 3) From

Managing Managers to Functional Manager; 4)

From Functional Manager to Business Manager; 5)

From Business Manager to Group Manager; 6)

From Group Manager to Enterprise Manager.

2.Question

Why is the transition from individual contributor to

manager often challenging for high performers?
Answer:High performers may struggle with this transition

because they tend to cling to the activities that made them

successful as individual contributors. They may find it
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difficult to prioritize managerial responsibilities over their

former roles, leading to a lack of acceptance of the new

requirements.

3.Question

What skills are crucial for first-time managers making

the leap from individual contributor to manager?
Answer:First-time managers need to develop skills in

planning work, assigning tasks, motivating their teams,

coaching, and measuring performance. They must also learn

to effectively allocate their time to manage others, rather than

solely focusing on their previous individual work.

4.Question

How does the Leadership Pipeline model help

organizations identify leadership weaknesses?
Answer:The Leadership Pipeline model provides clarity on

the skills, time applications, and values required at each

level, enabling organizations to diagnose performance issues

quickly. It helps identify gaps in leadership capabilities and

develops targeted training or coaching programs to prepare
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individuals for their current roles.

5.Question

What is the significance of values in the transition to

higher management levels, particularly for CEOs?
Answer:At higher management levels, especially for CEOs,

the shift in values is crucial. They must view their roles from

a broader, strategic perspective rather than focusing solely on

individual functions or business units, ensuring they

prioritize long-term success and organizational cohesion over

personal achievements.

6.Question

Why do organizations struggle with the leadership

passage from Business Manager to Group Manager?
Answer:This transition is challenging because it requires a

mindset shift from valuing one's own business success to

prioritizing the success of other business managers. Group

managers must also develop skills in strategic evaluation,

coaching, and overall portfolio strategy, which can be

difficult if they are focused on individual contributions.
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7.Question

How can the Leadership Pipeline address issues of

emotional stress in employees?
Answer:The Pipeline model reduces emotional stress by

minimizing the likelihood of individuals being placed in

roles for which they lack the necessary skills or values. By

structuring leadership development according to clear

competencies, employees are less likely to skip essential

stages, which could lead to frustration and stress.

8.Question

What is the role of coaching in the transition between

managing others and managing managers?
Answer:Coaching becomes essential at this level as first-line

managers often lack formal training. Managers of managers

must take the time to instruct, support, and develop their

direct reports through ongoing feedback and learning cycles,

ensuring they transition successfully into their appropriate

leadership roles.

9.Question

How does the Leadership Pipeline enhance succession
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planning within an organization?
Answer:The Leadership Pipeline clarifies the leadership

requirements for each level, enabling organizations to

identify potential leaders who meet the criteria for

advancement. This structured approach facilitates the

selection and development of individuals who are genuinely

ready for higher leadership roles.

10.Question

What unique challenges do small businesses face in

relation to the Leadership Pipeline?
Answer:In small businesses, leadership passages are often

limited due to size and circumstance. There's typically a

single transition from managing self to owning the business,

with subsequent passages occurring when the company

grows, necessitating additional layers of management and

accountability for successful leadership.

Chapter 2 | From Managing Self to Managing
Others| Q&A

1.Question

What is the major transition first-time managers must
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make when stepping into their new roles?
Answer:First-time managers must transition from

being individual contributors, focused on their own

performance and tasks, to managing and getting

work done through others. This requires a shift in

mindset and behavior that many are unprepared for.

2.Question

Why do first-time managers often struggle with

delegation?
Answer:They struggle with delegation because they have

difficulty letting go of tasks they previously performed

successfully. They need to understand that delegation is not

the same as abdication; it's about empowering their team.

3.Question

What impact do first-line managers have on productivity

in knowledge-worker companies?
Answer:First-line managers have a significant impact on

productivity since their leadership can directly influence cost

efficiency and revenue growth. If they act as individual

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


contributors instead of managers, this impact is greatly

diminished.

4.Question

How should organizations prepare first-time managers

for their new roles?
Answer:Organizations should clearly communicate the

necessary skills, time applications, and values associated

with first-time management. This includes providing

training, mentorship, and ongoing support to facilitate their

shifts in responsibilities.

5.Question

What role does relationship-building play in the

transition to management?
Answer:Building strong relationships is crucial for first-time

managers as they need to foster trust and open

communication with their direct reports and higher

management. This contrasts with the more independent

working style of individual contributors.

6.Question

Can you give an example of a manager struggling in their
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new role, as discussed in the text?
Answer:Barry, a newly appointed regional sales manager,

struggled with the loss of autonomy and the increase in

paperwork, leading him to micromanage his team. His

inability to communicate effectively resulted in poor

performance and ultimately his departure back to an

individual contributor role.

7.Question

What is the significance of the 'high-values, high-results'

quadrant mentioned in GE's leadership matrix?
Answer:Being in the 'high-values, high-results' quadrant is

ideal for managers because it emphasizes that achieving

results should align with strong personal and organizational

values. Without this alignment, the quality of leadership is

jeopardized.

8.Question

What can organizations do to monitor the effectiveness of

first-time managers?
Answer:Organizations can utilize observation, 360-degree
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feedback, and gap analyses to assess how first-time managers

are faring in their new roles. Direct reports can offer valuable

insights into their managers' effectiveness.

9.Question

Explain how Mary successfully adapted to her

management position after initial struggles. What helped

her make that change?
Answer:Mary initially struggled by hovering over her team's

work due to a lack of trust in their capabilities. However,

with coaching and 360-degree feedback revealing her

micromanagement issues, she learned to value delegation,

which allowed her team to thrive and ultimately improved

both her managerial skills and interpersonal relationships.

10.Question

What is a crucial takeaway for organizations regarding

the transition of individual contributors to first-time

managers?
Answer:Organizations must invest in the development of

first-time managers by ensuring they receive proper training

and support. This is essential for unclogging the leadership
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pipeline and ensuring future leadership roles can be

effectively filled.

Chapter 3 | From Managing Others to Managing
Managers| Q&A

1.Question

Why is there often a lack of training programs for

managers of managers compared to first-line managers?
Answer:Organizations commonly operate under the

false assumption that managing others and

managing managers require similar skills, leading to

a neglect of the distinct challenges faced at higher

leadership levels. Furthermore, promotions to

managers of managers are often seen as less

significant, contributing to the lack of focused

development programs.

2.Question

What critical mistake did Vic make after becoming a

manager of managers?
Answer:Vic focused too much on micromanaging and failed

to empower his first-line managers, which undermined their
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authority and resulted in his time being consumed by their

issues instead of addressing broader project and budget

challenges.

3.Question

What are the consequences of managers of managers

failing to transition properly into their role?
Answer:When managers of managers do not adapt and

empower their teams, it leads to ineffective management,

decreased morale, slower productivity, and ultimately

negative impacts on the organization’s ability to compete

effectively.

4.Question

What should managers of managers prioritize to be

effective in their roles?
Answer:They must focus on empowering first-line managers,

providing clear guidance, fostering a supportive team

environment, managing resources effectively, and breaking

down silos that hinder collaboration.

5.Question

Why is delegation vital for managers of managers?
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Answer:Delegation is essential as it allows managers of

managers to effectively manage their larger teams and

responsibilities, and it empowers first-line managers,

enabling them to take ownership of their roles and fostering

their professional development.

6.Question

What character traits or skills should effective managers

of managers cultivate?
Answer:They should develop the ability to coach and provide

constructive feedback, actively participate in selecting and

training first-line managers, and possess good

communication skills to clearly convey expectations and

goals.

7.Question

How can organizations better prepare managers of

managers to lead effectively?
Answer:Organizations should provide clear communication

about the complexities of their new roles, as well as training

and accountability measures that encourage the development
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of necessary skills, such as empowerment, delegation, and

collaboration.

8.Question

What is the role of coaching in the development of

managers of managers?
Answer:Coaching plays a crucial role by helping managers of

managers develop the skills and attitudes necessary for their

roles, while also fostering a caring relationship that bonds

them with their teams and enhances the overall leadership

culture of the organization.

9.Question

What key lesson does Gordon’s example illustrate

regarding the role of a manager of managers?
Answer:Gordon exemplifies the importance of setting high

standards, providing constructive feedback, actively

developing the skills of his direct reports, and creating an

environment where first-line managers feel empowered and

supported, ultimately enabling their growth and success.

10.Question

What systemic issues can arise from promoting managers
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without adequate preparation for managerial roles?
Answer:Promoting unprepared managers can lead to errors in

judgment, poor resource allocation, ineffective team

dynamics, and a resistance to change, which can severely

hinder organizational performance and growth.
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Chapter 4 | From Managing Managers to Functional
Manager| Q&A

1.Question

What does it mean for a manager to develop leadership

maturity at the functional manager level?
Answer:Leadership maturity at the functional

manager level means evolving from a purely

operational mindset focused on short-term projects

to a strategic perspective that considers the overall

business objectives. It requires empathy, strong

communication skills, and the ability to seek and

interpret information from various sources. Mature

leaders understand the interconnectedness of their

function with the organization as a whole and

actively engage with team members at all levels to

facilitate collaboration and innovation.

2.Question

How should a functional manager approach

decision-making in a business context?
Answer:A functional manager should approach
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decision-making with a holistic understanding of the

business. This involves considering how decisions affect all

functions, the long-term strategic goals of the business, and

maintaining an awareness of state-of-the-art trends and

practices in their field. They must be willing to make

trade-offs and collaborate across departments to ensure that

their function supports the overall strategy of the

organization.

3.Question

What challenges might a new functional manager face

when transitioning from managing projects to managing

a whole function?
Answer:A new functional manager may struggle with

shifting their mindset from an operational focus to a strategic

one, often prioritizing familiar tasks over new, unfamiliar

ones. They may find it difficult to communicate effectively

across multiple layers of the organization and manage

diverse teams spread across various locations. Additionally,

they might experience resistance when implementing
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necessary changes or trade-offs within their function that

align with broader business goals.

4.Question

What are some signs of leadership immaturity in a

functional manager?
Answer:Signs of leadership immaturity include focusing

solely on immediate operational tasks without considering

long-term strategy, failing to engage with unfamiliar areas,

resorting to finger-pointing during conflicts instead of

fostering collaboration, and showing a lack of trust in team

members. Immature leaders may also exhibit poor

communication skills and display favoritism, which can lead

to resentment and reduced team morale.

5.Question

How can organizations help new functional managers

develop maturity and strategic thinking?
Answer:Organizations can facilitate the development of new

functional managers by providing opportunities for

cross-functional collaboration through task forces and project
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teams. They should offer training programs that focus on

strategic thinking and functional management skills,

encourage regular mentoring and feedback sessions, and

ensure that these managers are exposed to a broad range of

business challenges. Regular reflection on their activities and

time management can also help in fostering a mature

leadership approach.

6.Question

What role does listening play in the effectiveness of

functional managers?
Answer:Listening is crucial for functional managers as it

helps them gather vital information from both internal and

external sources. Effective listening enables managers to

understand the challenges faced by their teams, grasp

different perspectives, and identify potential areas for

improvement and innovation. By actively engaging in

dialogue and soliciting input, mature leaders can make

informed decisions and foster a culture of openness within

their functions.
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7.Question

Can you give an example of a successful transition from a

project-focused to a strategic mindset in a functional

manager?
Answer:Consider Ron, who was appointed head of sales for a

transportation company. Instead of instantly overhauling the

sales department based on his past experiences, he took the

time to hold one-on-one conversations with team members

across different functions to understand the underlying

challenges. By focusing on customer service improvements

rather than merely boosting sales numbers, Ron effectively

addressed the root causes of slow growth, leading to

significant organizational improvements and his subsequent

promotion.

Chapter 5 | From Functional Manager to Business
Manager| Q&A

1.Question

What is the biggest challenge when transitioning from a

functional manager to a business manager?
Answer:The biggest challenge is undergoing a
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monumental shift in thinking. Business managers

must move from focusing on specific functional

tasks to considering broader questions related to

overall business strategy and profitability. This

transition involves recognizing the need for

teamwork, valuing all functions equally, and

managing the complexities of the business

environment, particularly in light of e-commerce

changes.

2.Question

How does visibility impact the role of a business

manager?
Answer:Business managers face increased visibility from

both senior management and their team members. This

visibility means their decisions and actions are closely

scrutinized, creating pressure to perform well. Unlike

functional managers who primarily operate within their

specific function, business managers must account for their

actions across the entire organization, raising the stakes for
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their leadership effectiveness.

3.Question

What was Katarina's approach to managing the newly

acquired bank, and what did she fail to recognize?
Answer:Katarina focused solely on operational

improvements, relying heavily on her technical strengths to

address challenges. She failed to recognize the need for

strategic thinking, which would involve assessing whether

certain products should still be offered, rather than merely

making existing processes more efficient. This oversight led

to burnout and ultimately failed leadership.

4.Question

How should new business managers approach learning

about other functional areas?
Answer:New business managers should take the time to learn

about different functions and their contributions to the

overall business. This can involve asking questions, listening

to insights from functional heads, and integrating those

perspectives into their decision-making to ensure a more
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holistic understanding and management of the organization.

5.Question

What are the consequences of ignoring support functions

in a business?
Answer:Ignoring support functions can lead to missed early

warning signals about problems in the business and a lack of

comprehensive insights. Support personnel often are in a

position to identify issues such as changes in sales trends or

morale which can be critical for proactive management.

6.Question

What common signs indicate a business manager is

struggling in their role?
Answer:Signs of struggle include uninspired communication

with team members, inability to form an effective or diverse

team, failure to grasp profit generation aspects,

mismanagement of time across responsibilities, and neglect

of cultural issues within the organization.

7.Question

What was Gary's strategic approach when he stepped

into his role as business manager, and what was the
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result?
Answer:Gary employed an alignment triangle to evaluate the

overall business strategy by considering strategic direction,

collective competence, and organizational competence. His

willingness to ask questions and seek team input led him to

shift the business model towards professional advice rather

than just product transactions. This approach resulted in

increased profitability and a successful adaptation to market

demands.

8.Question

Why is it important for business managers to embrace

complexity rather than retreat from it?
Answer:Embracing complexity allows business managers to

develop informed strategies that reflect changing market

conditions and internal capabilities. Avoiding complexity

often leads to superficial solutions that do not address

underlying issues, which can undermine the business's

long-term success.

9.Question

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


How can business managers effectively handle the

e-commerce challenges facing businesses today?
Answer:Business managers should continuously question

their own knowledge of e-commerce and ensure that their

teams understand its implications. They must invest time in

understanding the rapid changes in technology, customer

expectations, and market dynamics while prioritizing

customer empowerment and organizational adaptability to

thrive in an online-centric economy.

Chapter 6 | From Business Manager to Group
Manager| Q&A

1.Question

What are the key challenges group executives face when

transitioning from business managers to group

managers?
Answer:Group executives face several challenges

during this transition, including shifting from

hands-on management to a more indirect leadership

role, managing resource allocation among

competing businesses, and fostering the development
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of business managers without overtaking their

responsibilities. They must also adapt their focus

from the success of a single business to that of a

portfolio of businesses, requiring a more strategic

and broader perspective.

2.Question

How can group executives support the success of their

business managers?
Answer:Group executives can support their business

managers by stepping back and allowing them to make their

own decisions while providing guidance through questions

and coaching. This involves resisting the temptation to

dictate strategy or intervene directly in operations, and

instead focusing on mentoring business managers to enhance

their strategic planning capabilities and leadership skills.

3.Question

Why is valuing the success of others crucial for group

executives?
Answer:Valuing the success of others is crucial for group
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executives because it directly impacts their effectiveness in

leading diverse business units. Their role is to nurture talent

and ensure that business managers succeed; this, in turn,

strengthens the entire organization and ensures a robust

leadership pipeline for the future.

4.Question

What are the warning signs that a group executive is

failing in their transition?
Answer:Warning signs include acting as business general

managers rather than focusing on their broader strategic role,

maintaining an adversarial relationship with the corporate

structure, ignoring uncovered market opportunities, and

failing to prioritize the development of business managers.

5.Question

What is the importance of strategic differentiation for

group executives?
Answer:Strategic differentiation is crucial for group

executives, as it involves determining which businesses

should be prioritized and funded based on their alignment
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with corporate strategy. This skill requires a nuanced

understanding of both individual business needs and overall

corporate goals, which is vital for effective capital allocation

and portfolio management.

6.Question

Can you give an example of a successful group executive

from the text?
Answer:Bob is highlighted as an exemplary group executive.

He transformed a struggling energy group by assessing his

team, reallocating roles effectively, and empowering

business managers while coaching them to achieve corporate

objectives. He focused on global opportunities and market

segmentation, resulting in doubled sales and tripled profits,

thereby revitalizing the organization and enhancing its

growth potential.

7.Question

What role does talent development play in the success of

group executives?
Answer:Talent development is paramount, as group
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executives are responsible for preparing business managers

who will eventually lead the organization. By investing time

in their development and fostering their growth, group

executives ensure the company can draw from a strong

internal talent pool, thus securing the future of leadership

within the organization.

8.Question

What strategies can group executives implement to

address uncovered market opportunities?
Answer:Group executives can address uncovered market

opportunities by engaging in thorough analysis, identifying

potential niches for growth, and exploring innovative ways to

enter those markets—such as leveraging e-commerce. They

need to be proactive in scouting for opportunities and must

be willing to take calculated risks to extend and adapt their

businesses.

9.Question

Why is it important for group executives to maintain a

connection between business units and corporate

strategy?
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Answer:Maintaining a connection between business units

and corporate strategy is essential to ensure compliance with

overall corporate goals, brand integrity, and operational

transparency. As business units operate within the larger

corporate framework, their actions can impact the

corporation's reputation and success, making strategic

alignment crucial.

10.Question

How do effective performance measures shape the role of

group executives?
Answer:Effective performance measures go beyond financial

outcomes to include the development of business managers,

strategic differentiation, and corporate citizenship. By

implementing comprehensive measures, organizations

reinforce the role of group executives in nurturing leadership

within the enterprise and discourage them from overstepping

into day-to-day management of individual business units.
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Chapter 7 | From Group Manager to Enterprise
Manager| Q&A

1.Question

What fundamental skills do successful CEOs need to

exhibit?
Answer:Successful CEOs need to exhibit sound

judgment on people matters, effectively execute

strategies deep into the organization, balance

short-term and long-term results, and have the

ability to put the right person in the right job.

2.Question

Why has CEO turnover increased, and what challenges

do they face?
Answer:CEO turnover has increased due to a lack of

experience and preparation, as many new CEOs skip

essential leadership passages. They face challenges in

delivering consistent results, setting enterprise direction,

managing team dynamics, executing plans effectively, and

operating in a global context.

3.Question

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


What is one of the key differences between managing a

business and managing an enterprise?
Answer:Managing an enterprise involves overseeing the

organization in its totality and addressing multiple

constituencies, whereas managing a business may focus more

narrowly on specific operations or teams.

4.Question

What does it mean for a CEO to have a balance between

short-term and long-term goals?
Answer:A CEO must value both immediate results and

long-term strategies, learning to achieve short-term

objectives without sacrificing the evolution required for

long-term success. This balance is critical for maintaining

credibility and sustaining progress.

5.Question

How should CEOs approach the soft side of their

organizations?
Answer:CEOs need to prioritize managing social

relationships within their organization and energizing
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employees by communicating transparently and regularly,

thus forging a strong bond with their workforce.

6.Question

What are common signs that a CEO is struggling in their

role?
Answer:Signs include a downward financial spiral, excessive

focus on external relationships, neglecting the soft side of the

enterprise, and repeated questioning from board members

indicating dissatisfaction.

7.Question

How important is experience in the pathway to becoming

a successful CEO?
Answer:Experience is crucial for CEOs; those who have

successfully navigated all previous leadership passages

develop the necessary skills, values, and judgment needed to

lead effectively at the enterprise level.

8.Question

What kinds of development opportunities should future

CEOs pursue?
Answer:Future CEOs should seek diverse functional
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experiences, international assignments, progressively larger

P&L roles, and opportunities for coaching and feedback to

prepare them for comprehensive leadership.

9.Question

What is the role of a board in supporting a CEO?
Answer:Boards should provide informed advice, ask critical

questions, and support the CEO by holding them accountable

while also requiring continuous communication and

education about the company's context.

10.Question

Why is listening to a broad range of perspectives

important for CEOs?
Answer:Listening to diverse perspectives helps CEOs

capture innovative ideas and avoid falling into the trap of

relying solely on their own opinions or the advice of a

limited circle, which can stifle organizational growth.

Chapter 8 | Diagnostics: Identifying Pipeline
Problems and Possibilities| Q&A

1.Question

What is the significance of using the Leadership Pipeline
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model in organizations?
Answer:The Leadership Pipeline model is

significant because it allows organizations to

diagnose and troubleshoot issues related to

leadership development and succession planning. It

emphasizes the importance of recognizing that

leadership competencies, values, and required time

applications can vary greatly across different

leadership levels. By pinpointing problems at

specific levels and understanding the unique

requirements at each, organizations can ensure that

their leaders are working effectively and developing

appropriately for future roles.

2.Question

Why is diagnosing leadership problems at early stages

important for organizations?
Answer:Diagnosing leadership problems early is important

because it prevents individuals from working at the wrong

leadership levels, which can lead to inefficiencies and missed
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opportunities. When leaders are not aligned with their

expected roles, important work often goes undone, there’s

excessive spending on resources, and individuals do not

develop the necessary skills for their current positions. Early

diagnosis helps in identifying these mismatches so

organizations can correct them and ensure the successful

progression of leaders within the pipeline.

3.Question

How do organizational cultures and reward systems

impact the effectiveness of leadership roles?
Answer:Organizational cultures and reward systems can have

a profound impact on leadership effectiveness by

encouraging behaviors that may misalign with the values of

leadership development. If a culture prioritizes short-term

results over long-term development, it can lead to leaders

reverting to individual contributor roles instead of fulfilling

their managerial obligations. Misaligned reward systems can

incentivize leaders for achieving results inappropriately,

which can reinforce these detrimental behaviors and create
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systemic issues within the leadership pipeline.

4.Question

Can you provide an example of how a leader might be

incorrectly fulfilling their role due to a crisis situation?
Answer:In the example of Mary and Charlie, during a

staffing crisis, Charlie, as a manager of managers, intervenes

by taking over recruitment responsibilities rather than

guiding Mary to fulfill her duties as a first-line manager.

Although they both achieve immediate results by filling

positions, Charlie's actions prevent Mary from developing

the necessary management skills, such as resource allocation

and developing her team. This avoidance of proper

leadership roles creates a cycle where both leaders fail to

grow into their positions effectively.

5.Question

What should organizations focus on when assessing

whether leaders are operating at the appropriate level?
Answer:Organizations should focus on evaluating leaders

according to the specific skills, time applications, and work
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values required for their designated leadership levels. This

includes assessing whether leaders are developing their direct

reports effectively, allocating time appropriately, and

prioritizing tasks that align with their roles. By doing so,

organizations can identify misalignments and create targeted

development plans that foster effective leadership practices.

6.Question

What are the consequences of allowing high-potential

individuals to skip leadership passages?
Answer:Allowing high-potential individuals to skip

leadership passages can lead to significant gaps in their skills

and values necessary for effective leadership roles. Such

individuals may lack foundational experiences in

performance management and fail to develop important

coaching relationships with their direct reports. As a result,

they may struggle to motivate and develop their teams,

ultimately leading to poor performance and dissatisfaction

among their subordinates.

7.Question
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What diagnostic steps should be taken to assess a leader's

effectiveness in their role?
Answer:To assess a leader's effectiveness, organizations

should: 1) Observe and evaluate the individual’s behavior

and time allocation; 2) Assess their impact on direct reports

and their ability to develop them; 3) Align this information

with the Leadership Pipeline model to identify skills, time

applications, and work values; 4) Determine the actual level

of performance compared to the expected level; and 5) Create

a development plan focused on bridging any identified gaps.

8.Question

How can a group perspective enhance the effectiveness of

the Leadership Pipeline diagnostic?
Answer:A group perspective can enhance the effectiveness of

the Leadership Pipeline diagnostic by providing a

comprehensive view of how leadership skills, time

applications, and values align across the team. By assessing

individual leaders within a group context, organizations can

identify patterns of misalignment that may be systemic rather
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than individual. This collective analysis can reveal strengths

and weaknesses at different levels, helping organizations

pinpoint operational issues and ensuring strategic

development initiatives are implemented effectively.

9.Question

Why might performance metrics not accurately represent

a leader's effectiveness?
Answer:Performance metrics may not accurately represent a

leader’s effectiveness because they often focus on short-term

outputs without considering the overall development of the

team or the impact on organizational health. A leader might

achieve immediate results but overlook essential managerial

responsibilities, leading to long-term issues. Therefore,

evaluating effectiveness requires a broader understanding of

the context in which results are achieved, including the

development of team members and the sustainability of

outputs.

Chapter 9 | Performance Improvement: Clarifying
Roles and Creating Performance Standards| Q&A

1.Question
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What is the first step when diagnosing leadership level

issues in individuals or groups?
Answer:The first step is to identify whether

individuals or groups are operating at inappropriate

leadership levels, which involves assessing their

skills, time applications, and work values against the

requirements for their specific leadership level to

ensure effective job performance.

2.Question

Why is role clarity important for leaders?
Answer:Role clarity is essential because it helps leaders

understand their responsibilities and the expectations placed

on them. This understanding allows them to align their

actions with organizational goals and perform effectively at

their respective leadership levels.

3.Question

What are some common gaps and overlaps that can occur

between leadership levels?
Answer:Common gaps include a lack of feedback from upper
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management leading to unresolved issues and insufficient

resource allocation for executing plans. Overlaps happen

when multiple leaders give conflicting instructions to the

same manager, causing confusion and inefficiency.

4.Question

How can organizations define effective performance

standards for leaders?
Answer:Organizations can define effective performance

standards by ensuring they cover a complete set of

performance requirements at all leadership levels,

incorporate both short and long-term goals, and differentiate

standards based on each level's specific skills and

responsibilities.

5.Question

What are the characteristics of exceptional performance

compared to effective and not yet full performance?
Answer:Exceptional performance consistently exceeds

expectations across various operational, managerial, and

leadership standards, while effective performance meets
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these expectations consistently. Not yet full performance

indicates significant gaps in meeting required outputs and

leadership abilities.

6.Question

What is the significance of testing for excess capacity in

leaders?
Answer:Testing for excess capacity is important because it

signals that a leader is ready for promotion. It demonstrates

their ability to handle additional responsibilities and indicates

they have grown beyond their current role's requirements.

7.Question

What role does the boss play in addressing performance

gaps within their team?
Answer:The boss plays a crucial role in identifying,

addressing, and rectifying performance gaps, as many gaps

stem from the leadership and management style of the boss,

including ineffective communication and inadequate support

for direct reports.

8.Question

What are some effective leadership development
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strategies outlined in the text?
Answer:Effective leadership development strategies include

starting with the boss to identify issues, ensuring a genuine

shift in values among leaders, utilizing Action Learning for

experiential growth, and addressing performance issues as

they arise.

9.Question

How does leadership development relate to talent

retention in organizations?
Answer:Leadership development is linked to talent retention

because strong development programs foster an environment

where employees feel valued, engaged, and capable of

growing professionally, which encourages them to remain

with the organization.

10.Question

What should organizations do to ensure that development

programs are effective and meet employee expectations?
Answer:Organizations must align their development

programs with the six leadership passages, ensuring they
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adequately prepare individuals for the specific expectations

and challenges of each level to prevent talent from leaving

due to unmet development needs.
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Chapter 10 | Succession Planning| Q&A

1.Question

What are the main challenges organizations face when

selecting a new CEO?
Answer:Organizations often struggle to find

qualified candidates for CEO positions, particularly

after abrupt departures. They either resort to

outsiders unfamiliar with the company or insiders

who lack the necessary preparation. This results in a

lack of consistent success in selecting the right

leaders, as many leaders have not been adequately

assessed or developed within a structured leadership

pipeline framework.

2.Question

How does the Leadership Pipeline model improve

succession planning?
Answer:The Leadership Pipeline model helps organizations

ensure that they have well-prepared candidates for leadership

at all levels. By focusing on performance, ongoing
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development, and clear categorization of potential, it

transforms succession planning from simple replacement to a

proactive strategy that nurtures high-performing leaders

consistently throughout the organization.

3.Question

What is the definition of succession planning according to

the Leadership Pipeline model?
Answer:Succession planning is defined as perpetuating the

enterprise by filling the pipeline with high-performing

individuals, ensuring there are capable leaders at every level

both now and in the future, rather than merely preparing for

replacements.

4.Question

What are the four rules to follow for effective succession

planning as per the Leadership Pipeline?
Answer:1. Focus on high performance as the entry criteria for

growth.

   2. Ensure continuous development across all leadership

levels, not just the top.
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   3. Understand the necessary skills and values required for

leadership transitions.

   4. Consider both short-term needs and long-term growth

simultaneously.

5.Question

What categorizes potential into turn, growth, and

mastery?
Answer:1. Turn potential indicates readiness to take on the

next leadership level in 3-5 years.

   2. Growth potential reflects capability for larger roles

within the current leadership level in the near term.

   3. Mastery potential refers to improving current job

performance with the same effort.

6.Question

How should organizations assess potential during

succession planning?
Answer:Organizations should set clear standards for each

category of potential—turn, growth, and mastery—while also

considering performance levels. Applying a
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potential-performance matrix will help clarify an individual’s

current position in the pipeline and guide development

actions.

7.Question

What steps should organizations take to ensure effective

succession planning?
Answer:1. Tailor the Leadership Pipeline model to align with

the organization's structure.

   2. Translate and document performance and potential

standards for clarity.

   3. Communicate these standards effectively throughout the

organization.

   4. Evaluate candidates using a comprehensive

potential-performance matrix.

   5. Regularly review the plans and progress of leadership

pipelines to ensure ongoing effectiveness.

8.Question

What is a common misconception about individuals with

potential in the workplace?
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Answer:A prevalent misconception is that individuals

identified as high-potential will automatically perform well.

The model emphasizes that high-potential does not equate to

high-performance; individuals must be evaluated based on

their current performance as well before rising up the

leadership pipeline.

9.Question

What might happen if organizations neglect succession

planning?
Answer:Neglecting succession planning can lead to talent

shortages, ineffective leadership, and organizational

instability. Companies may struggle to fill critical roles,

resulting in poor performance and wasted resources as they

scramble to find suitable leaders in times of uncertainty.

Chapter 11 | Identifying Potential Pipeline Failures|
Q&A

1.Question

What are the four most common causes of individual

leadership failure according to the chapter?
Answer:1. Selecting the wrong person for a
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leadership role. 2. Leaving poor performers in their

positions for too long. 3. Not listening to or seeking

feedback about one's performance. 4. Defining jobs

poorly at different leadership levels.

2.Question

How did Jerry's selection of Tim lead to failure in

leadership?
Answer:Jerry selected Tim based on his past success in

revenue growth as a business manager, but failed to consider

the significant difference in strategic thinking required at the

group executive level. Tim’s lack of a disciplined strategic

approach caused poor decision-making and ultimately led to

his dismissal after substantial losses.

3.Question

Why is it important to define jobs clearly when moving to

a new leadership level?
Answer:Clear job definitions help leaders understand the

specific skills, time applications, and values required at their

new level, which facilitates proper performance and avoids
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reliance on outdated definitions from previous roles.

4.Question

Explain how leaving a poor performer in a leadership

position can impact an organization.
Answer:Allowing a poor performer to remain in their role

can lead to deterioration in team morale, significant financial

losses, and a decline in the overall performance of the

organization due to the ripple effect it causes throughout the

leadership pipeline.

5.Question

What lesson can be learned from Tom’s story regarding

feedback?
Answer:Tom's failure was largely due to his refusal to listen

to feedback from his team. If he had actively sought and

considered feedback about the conflicts within his team, he

could have addressed issues before they escalated and

avoided failure in his role.

6.Question

How does the Leadership Pipeline model help prevent

selection failures?
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Answer:The Leadership Pipeline model provides a

framework for identifying the distinct skills, values, and

tasks required at different leadership levels, helping

managers make more informed and effective selection

decisions.

7.Question

What can be the consequences of institutional leadership

failure?
Answer:Institutional leadership failure often leads to

operational inefficiencies, a lack of innovation, poor

customer service, and ultimately market decline, as no clear

leadership accountable for decision-making and execution

strategies exists.

8.Question

Why is a framework for leadership crucial in

organizations?
Answer:A framework differentiates responsibilities across

leadership levels, ensuring that leaders understand their

specific roles, leading to better alignment during crises and a

https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb
https://share.bookey.app/KNYZ6NPRcEb
https://share.bookey.app/5MQuDHO1GXb


more strategic approach to problem-solving.

9.Question

What role does feedback play in successful leadership

development?
Answer:Feedback is vital for leaders to understand their

impact, adapt their strategies to meet the evolving needs of

their teams and organizations, and prevent personal and

institutional failures.

Chapter 12 | The Functional Career Passage| Q&A

1.Question

What is the significance of the transition from functional

manager to business manager in the leadership pipeline?
Answer:This transition is crucial as it represents a

shift from focusing on specific functional

management tasks to strategic business leadership.

It emphasizes the need for leaders to integrate

functional strategies into broader business plans,

focusing not just on operational efficiency but also

on profitability and business outcomes.
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Understanding this shift helps in recognizing how to

develop stronger functional leadership, as well as

preventing stagnation in careers.

2.Question

How can organizations prevent the clogging of the

functional leadership pipeline?
Answer:Organizations must implement a robust process to

support functional heads as they navigate through leadership

transitions. This includes coaching, development programs,

and clear communication about the distinct requirements and

expectations at each level. By prioritizing the growth and

integration of functional roles with business objectives,

organizations can ensure that leadership roles do not become

bottlenecked.

3.Question

What are the key responsibilities of a group functional

manager that distinguish them from business managers?
Answer:Group functional managers are responsible for

integrating strategies across multiple business units, ensuring
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cohesiveness in functional strategies, and providing

business-based critiques. Unlike business managers, who

focus on profit and operational success within a single entity,

group functional managers must manage complex

relationships with multiple stakeholders, balancing different

functional needs and business goals.

4.Question

How does Jane's story illustrate the challenges of a group

functional manager?
Answer:Jane's story exemplifies the delicate balance a group

functional manager must maintain between acting in the best

interest of both her functional team and the business unit she

supports. Her ability to implement feasible HR standards

while recognizing the autonomy of the consumer bank

demonstrates the necessity for effective communication,

conflict resolution, and compromise in her role without

succumbing to the pressures of workplace politics.

5.Question

What are the signs that a group functional manager is

struggling in their role?
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Answer:Signs include acting like a politician, where they

promise but underdeliver; excessive dabbling in functional

duties, where they revert to previous roles instead of leading

at the group level; and being overly subordinate to the group

executive, losing focus on their own functional

responsibilities.

6.Question

What unique challenges do enterprise functional

managers face compared to group functional managers?
Answer:Enterprise functional managers must adopt a

broader, enterprise-wide perspective, moving beyond the

confines of their specific function to consider how their

decisions affect the entire organization. They need to balance

serving the CEO with their functional responsibilities and

avoid being pulled into day-to-day operational issues that can

detract from strategic leadership.

7.Question

What qualities must enterprise functional managers

possess to succeed?
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Answer:They must embody a strategic mindset that

prioritizes enterprise goals over functional interests, possess

strong vision and leadership skills, and be adept at navigating

complex internal and external relationships. The ability to

innovate and reshape their function's role in response to

market changes is also essential.

8.Question

How can enterprise functional managers prevent

themselves from becoming too focused on the CEO?
Answer:They should maintain regular interactions and obtain

feedback from all levels of the organization to ensure they

remain connected to the broader needs and challenges of

their function. This includes scheduling periodic touchpoints

with internal customers and allocating adequate time to

address strategic issues rather than getting lost in urgent

tasks.

9.Question

What are some strategies for successful functional

leadership at the enterprise level?
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Answer:Effective strategies include obtaining expert

assessments to guide functional contributions, validating

goals with key stakeholders, maintaining a balanced calendar

that prioritizes strategic initiatives, and staying detached

from urgent but non-essential issues. Additionally, successful

leaders must focus on sustainable, long-term goals rather

than short-term fixes.
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Chapter 13 | Coaching| Q&A

1.Question

What are the three key questions to ask during coaching

sessions using the Leadership Pipeline model?
Answer:1. Tell me about your career—your jobs, the

work you did, achievements, key challenges, and

learning. 2. Talk about your current position—what

are your issues, challenges, and achievements? What

does your calendar look like, and what skills do you

rely on? 3. What are your career aspirations? This

helps identify future development needs based on

their current state and desired leadership level.

2.Question

Why is it challenging to coach managers to let go of old

behaviors?
Answer:Many managers struggle to let go of behaviors that

made them successful at lower leadership levels, leading to a

clog in the leadership pipeline. They often cling to old

methods that may not be effective at their current level and
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may revert back to these behaviors despite their

advancements.

3.Question

How can the Leadership Pipeline model help in coaching

sessions?
Answer:The Pipeline provides clarity and simplicity,

enabling a quick understanding of required skills, time

applications, and values. It helps pinpoint where an

individual is on their leadership journey and what changes

need to be made to progress.

4.Question

Can you describe a real-world application of the coaching

framework?
Answer:In Sam's case, Linda, his coach, utilized the Pipeline

model to help him understand he had skipped a leadership

level. By visualizing his position on the pipeline and

recognizing the skills and values he needed to develop, Sam

became more open to personal growth and change.

5.Question

Why is it important to provide context when coaching?
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Answer:Providing a comprehensive context helps individuals

see the broader picture of their development. Discussing

relevant leadership passages—both above and below—gives

individuals a frame of reference, making them more

responsive to coaching.

6.Question

How can managers keep coaching focused and effective

without overwhelming their direct reports?
Answer:Managers should focus on a small number of

developmental items, ideally two or three at a time. This

approach allows individuals to prioritize their learning and

make meaningful changes without feeling overwhelmed by

an extensive list of skills to acquire.

7.Question

What role does reflection play in the coaching process?
Answer:Facilitating reflection allows individuals to

understand how their past behaviors and attitudes may hinder

their current leadership effectiveness. The Pipeline model

encourages leaders to contemplate their leadership
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capabilities and aspirations, fostering a deeper commitment

to growth.

8.Question

What is the ultimate goal of coaching according to the

Leadership Pipeline model?
Answer:The ultimate goal of coaching is not just to solve

immediate problems but to develop well-rounded leaders

who are equipped to meet the demands of their current and

future roles.

9.Question

How does the Pipeline model alter the perception of

leadership development?
Answer:The Pipeline model reframes leadership

development from merely positional advancement to a

journey of growth through distinct leadership passages,

emphasizing that each stage requires different skills, values,

and time applications.

10.Question

What lesson can be drawn from Tina's coaching

experience?
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Answer:Tina's experience illustrates that recognizing the

mismatch between one’s values and the requirements of their

current leadership level is crucial for effective development.

By understanding these differences, individuals can adjust

their values and approach accordingly.

Chapter 14 | Benefits Up and Down the Line| Q&A

1.Question

What is the core concept of the Leadership Pipeline

model?
Answer:The core concept of the Leadership Pipeline

model is that there are six distinct leadership

passages that require mastery of specific skills, time

applications, and work values at each level. This

model encourages organizations and individuals to

rethink their approach to leadership and

development.

2.Question

Why is it essential for senior executives to reassess their

skills and values?
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Answer:Senior executives must reassess their skills and

values to ensure they are working at the appropriate

leadership level. If they find themselves operating at the

wrong level, it is crucial for them to take the initiative to

enhance their skills and align their work values accordingly,

setting an example for others in the organization.

3.Question

What challenges do organizations face when

implementing the Leadership Pipeline model?
Answer:Organizations often encounter resistance from senior

executives who may be reluctant to change their established

methods. Additionally, there's often a lack of value placed on

coaching at senior levels, and HR departments may not fully

understand the requirements of executive-level work, making

it difficult to facilitate necessary changes.

4.Question

How does Marriott International exemplify the

application of the Leadership Pipeline model?
Answer:Marriott International illustrates the application of
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the Leadership Pipeline model by prioritizing leadership

development as a core competency. The company

implemented a systematic approach to leadership assessment

and development, ensuring that potential leaders at all levels

are engaged in a process that aligns with the required skills

and values for their respective leadership passages.

5.Question

What is the role of the Leadership Talent Development

Inventory (LDTI) at Marriott?
Answer:The Leadership Talent Development Inventory

(LDTI) at Marriott is a process used to assess the strength of

its talent pool at each leadership passage and identify

managers who are 'ready now' for accelerated development.

This process ensures that leadership capabilities are aligned

with the Leadership Pipeline framework.

6.Question

Why is effective leadership considered an asset for

company valuations in today's investment community?
Answer:Effective leadership is increasingly viewed as an
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asset because investors believe that companies with strong

and predictable leadership pipelines are more likely to

achieve sustained earnings growth. A well-structured

leadership pipeline can positively influence a company's

ability to attract investment and maintain competitive

advantage.

7.Question

How does the Leadership Pipeline model assist boards of

directors?
Answer:The Leadership Pipeline model assists boards of

directors by providing a framework for better

decision-making regarding CEO succession and leadership

assessment throughout the organization. It offers clear job

specifications and accountability measures, helping boards

evaluate the development and readiness of leaders at all

levels rather than just focusing on the CEO position.

8.Question

What are some key questions CEOs can ask to manage

the risks of leadership transitions?
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Answer:CEOs can ask questions such as: 'What do functional

managers say about the treatment they received from this

new business manager?' and 'How well are products the

business manager is responsible for flowing through the

organization?' These inquiries help identify issues that need

addressing to support successful leadership transitions.

9.Question

What enables first-line managers to measure their

performance and development needs?
Answer:First-line managers can measure their performance

and development needs through the Leadership Pipeline

model, which provides a clear framework outlining the

necessary skills, time applications, and values required for

progressing to the next leadership level.

10.Question

How flexible is the Leadership Pipeline model in adapting

to different organizational structures?
Answer:The Leadership Pipeline model is adaptable to

different organizational structures, allowing for
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modifications such as adjusting the number of leadership

levels to better suit specific corporate cultures and

environmental realities. This flexibility enables organizations

to customize the model according to their unique needs.
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The Leadership Pipeline Quiz and Test
Check the Correct Answer on Bookey Website

Chapter 1 | Six Leadership Passages| Quiz and Test

1.The Leadership Pipeline includes six critical

transitions that are easily mastered through

short-term training.

2.One key transition is from Managing Self to Managing

Others, which involves learning to motivate teams and

delegate tasks.

3.Business managers primarily focus on individual tasks

rather than strategic oversight and engagement with

support staff.

Chapter 2 | From Managing Self to Managing
Others| Quiz and Test

1.Individuals stepping into their first management

roles often realize the challenges of transitioning

from independent work to relying on others for

results.

2.In the modern workplace, first-line managers need to adopt
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traditional commanding leadership styles due to the lack of

autonomy among individual contributors.

3.The responsibility for preparing first-time managers lies

with their direct supervisors, who should ensure ongoing

coaching and accountability.

Chapter 3 | From Managing Others to Managing
Managers| Quiz and Test

1.Organizations often provide adequate training for

managers of managers similar to that of first-line

managers.

2.Poor management at the managerial level can negatively

impact the organization's competitiveness.

3.The passage from managing others to managing managers

does not require any specific skills or values.
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Chapter 4 | From Managing Managers to Functional
Manager| Quiz and Test

1.The role of a functional manager comes with

increased responsibilities and expectations.

2.New functional managers typically excel in strategic

thinking and effectively delegate responsibilities.

3.Encouraging diverse experiences and formal training is

crucial for the development of mature leaders in

organizations.

Chapter 5 | From Functional Manager to Business
Manager| Quiz and Test

1.Top executives usually find their role as business

managers to be the least fulfilling phase of their

careers.

2.Katarina's struggle illustrated the importance of changing

thought processes and valuing all business functions in a

managerial role.

3.Business managers should solely focus on short-term

tactical goals to ensure their success in transitioning from

functional management.
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Chapter 6 | From Business Manager to Group
Manager| Quiz and Test

1.Group executives must prioritize the success of

individual business units over the overall

corporate performance.

2.Successful group executives develop business managers

while allowing them full autonomy and a hands-off

approach.

3.Group executives are expected to interfere with the

strategies of business managers to ensure alignment with

corporate goals.
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Chapter 7 | From Group Manager to Enterprise
Manager| Quiz and Test

1.CEOs must deliver consistent financial results to

maintain credibility and trust from investors and

analysts.

2.CEOs can rely solely on broad vision statements without

the need for detailed, actionable plans for the organization.

3.A successful CEO will generally avoid engaging with

social, environmental, and global issues, focusing instead

on internal matters.

Chapter 8 | Diagnostics: Identifying Pipeline
Problems and Possibilities| Quiz and Test

1.The Leadership Pipeline model is less effective

than balanced scorecards for diagnosing issues in

leadership pipelines.

2.Many organizations have individuals successfully

operating at their appropriate leadership levels without any

issues.

3.Utilizing the Pipeline model for diagnosis involves

assessing whether leaders delegate appropriately and
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engage in coaching effectively.

Chapter 9 | Performance Improvement: Clarifying
Roles and Creating Performance Standards| Quiz
and Test

1.Misaligned leadership levels require significant

effort in developing managers to ensure they

possess the appropriate skills, time applications,

and work values for their roles.

2.Role clarity is not essential for effective leadership

according to the Leadership Pipeline model.

3.Organizations facing talent retention challenges should

ignore leadership development as it does not impact

employee engagement.
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Chapter 10 | Succession Planning| Quiz and Test

1.Leadership pipelines can become clogged when top

executives leave and their successors are prepared

for higher leadership roles.

2.Succession planning should focus primarily on replacing

outgoing leaders rather than developing internal talent.

3.The four rules for effective succession planning include

focusing on performance, inclusive pipeline development,

understanding pipeline turns, and balancing short and

long-term considerations.

Chapter 11 | Identifying Potential Pipeline Failures|
Quiz and Test

1.The Leadership Pipeline model suggests that

selecting the wrong person for a leadership role

can lead to organizational failures.

2.Managers should allow loyalty to influence their decisions

in promoting individuals, even if they are underperforming.

3.Defining jobs poorly is not a significant cause of leadership

failure according to the Leadership Pipeline model.
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Chapter 12 | The Functional Career Passage| Quiz
and Test

1.The functional career passage primarily

emphasizes the significance of the functional path

in progression towards becoming a business

manager.

2.Group functional managers do not need to integrate

functional strategies across different business areas; their

focus is solely on their own functional area.

3.Enterprise functional managers should prioritize their

immediate tasks over understanding the broader enterprise

influences affecting their roles.
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Chapter 13 | Coaching| Quiz and Test

1.The Leadership Pipeline model serves only as a

tool for assessing past performance, not for future

development.

2.Coaching should be focused solely on addressing

immediate problems faced by managers.

3.The Pipeline model includes a three-question framework to

assist in effective coaching development.

Chapter 14 | Benefits Up and Down the Line| Quiz
and Test

1.The Leadership Pipeline model emphasizes the

importance of mastering six leadership passages

for organizational performance.

2.Marriott International does not utilize any specific tools to

assess leadership development across its organization.

3.The Leadership Pipeline model can be adapted to fit

different organizational structures such as healthcare and

e-commerce.
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