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Foreword

Series Editor

Many recent books in this Professional Practice Series focus on
leadership, although they may use somewhat different phrases
such as assessment and talent management. The search for good
and better ways to select and develop leadership talent is of major
interest to industrial-organizational psychologists and the organi-
zations they help. It is our good fortune that the present book
approaches the topic from a new angle and thus adds consider-
able value to our knowledge and practice.

I am reminded that some years ago, two of my well-established
friends and colleagues (both became SIOP presidents) had a
vigorous debate on whether selection or training was the best
answer to getting better leaders. One had played a leading role
in creating assessment centers, and he insisted that only selection
mattered and that training added very little. The other disagreed.
He was invested in management development training and felt
that formal training could be of great value. These two viewpoints
offer different ways to improve the level of leadership effective-
ness. The debate continues about which of the two is more
effective.

Now, fortunately, this book suggests a third viewpoint: the
importance of experience, or on-the-job learning. Perhaps this
approach can be considered as the third leg of a three-legged
stool or as a Venn diagram with three overlapping circles. One
of these is selection, a second is training, and the third is on-
thejob experience. Job experience provides important deve-
lopment beyond formal classes, and success in doing one’s job,
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in turn, becomes an important aspect of selection for further
opportunities.

Some decades ago, as a fledgling member of IBM’s newly
formed Executive Resources Department, doing what would now
be called succession planning and high-level talent management,
I saw that all of these perspectives—selection, training, and expe-
rience—were recognized and noted. But they were not under-
stood nor appreciated as parts of a coherent whole that could
increase the level of leadership performance in the organization.
It is exciting to see how the current volume ties together these
different components and puts a long overdue emphasis on the
value of on-the-job experience in developing leaders.

The editors of this book are in a rare position to observe
these issues and to contribute to our understanding of them.
Cynthia McCauley is a Senior Fellow and long-term staff member
of the Center for Creative Leadership (CCL), perhaps the largest
premier management development institution in the world. She
is deeply involved in its offerings, including those custom-
designed programs for specific companies. She also headed
CCL’s research and development division for many years and has
co-edited three editions of The Center for Creative Leadership Hand-
book of Leadership Development (Van Velsor, McCauley, & Ruder-
man, 2010).

Morgan McCall has long written about the importance of job
experience. His book The Lessons of Experience (McCall, Lombardo,
& Morrison, 1988) is one of the all-time bestsellers in our field.
And more recently, he extended those lessons based on his
research in Developing Global Leaders: The Lessons of International
Experience (McCall & Hollenbeck, 2002). As a former staff member
of CCL, he was the leader of the team (with Michael Lombardo
and David DeVries) that developed the Looking Glass Simulation,
which has been used by tens of thousands of CCL management
attendees to improve their leadership skills. As a professor of
management and organization, McCall has also offered leader-
ship courses to hundreds of MBAs attending classes at the Mar-
shall School of Business at the University of Southern California.
He and McCauley are deeply aware of the role of training and
selection in addition to job experience as ways to build leadership
talent.
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I am especially pleased that this volume has materialized at
all. I thank the book’s editors, Cynthia McCauley and Morgan
McCall, for agreeing to lead the development of this book. Both
of them are extremely busy people, fully engaged in their profes-
sional lives, and it was generous of them to accept the burdens of
time and energy that are required to produce a volume like this.

Of course, one of the benefits of being a book editor is that
you can choose the contributors you would like to invite and
shape the entire structure of the book to suit your vision of the
field. McCauley and McCall have done so by enlisting the very
best people on this topic, and working with them to produce
chapters that will add to our knowledge and practice. The same
label of “extremely busy people” also applies to the chapter con-
tributors; their efforts are also much appreciated by me.

As even a brief look at the table of contents shows, they have
done an extraordinary job here. The contents of the chapters
represent a variety of viewpoints—from industry, consulting, and
academia—but mostly from practitioners reporting a variety of
innovative approaches. The book includes case studies from a
dozen organizations, most of them global enterprises, and the
chapter contributors come from Europe and India as well as from
the United States—both of which highlight that leadership has
become a global issue.

The chapters show diversity in how organizations accomplish
three over-arching essential tasks:

* Making job experience a key part of the organization’s talent
development process

® Designing and/or choosing the job experiences that will
enhance leadership development

¢ Ensuring that the learning from experience will be
maximized.

Looking at the book in its entirety gives us a distinctive view
of the importance of on-the-job experience, both in terms of its
potential for assessing leaders as well as for strengthening the
leadership bench in organizations. When job assignments
intended to provide critical experiences are monitored and inte-
grated with other aspects of talent management, they can be
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extraordinarily useful for raising the level of leadership perfor-
mance in an organization. The various chapters in this book
provide a range of perspectives and a nuanced understanding of
how on-thejob experience can develop leadership capability of
individuals and the firms in which they work.

In closing, I want to note what many readers of this series
likely do not know: the editors and chapter contributors receive
no payment nor do they share in the royalties of the book sales.
These monies go to SIOP to encourage professional publications
such as this. That means that the contributors are sharing their
views and knowledge with us as a personal contribution to our
profession. Their willingness to impart hard-won experience and
knowledge is a gift to us, the readers. And for this I am genuinely
grateful.

For their fine work, I want to acknowledge and thank the
editors of this book and all of their distinguished chapter con-
tributors. And to all of you readers, welcome to an intriguing and
useful set of readings.

ALLEN I. KraUT, Ph.D.

Series Editor
Rye, New York
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Foreword
A Senior HR Executive Perspective

A mind that is stretched by new experience can never go
back to its old dimensions.
OLIVER WENDELL HOLMES

Does all the effort, time, and investment poured into leadership
development really make a difference? The answer to this critical
question depends on how each organization chooses to measure
the success of the leaders it develops. Most of us recognize that
developing a robust and diverse pipeline of leaders who consis-
tently deliver results is the lifeblood of any enterprise. It ensures
the sustainable growth of its business and its long-term survival in
volatile, continually changing markets around the world.

Buthow do organizations know whether all the activity directed
toward developing leaders is delivering a return on their invest-
ment? Unfortunately, it is not uncommon to see an absence of
business discipline in developing leaders. There is a real risk that
all the flurry of “feel good” activity is a distraction. It can create
an illusion that leaders are ready and capable of leading—often
leading to disruptions in the enterprise.

The most effective programs that develop leaders are strategi-
cally directed toward building a multi-generational cadre of talent
able to address emerging business challenges and take the busi-
ness to a new level of performance. As a result, developing leaders
is a long-term activity. It plays out over time as individuals grow
through different experiences. And it requires a long view of the
strategic challenges of a business and the capabilities that are
necessary to win in the marketplace.

In the ultimate analysis, success of leadership develop-
ment efforts is measured by the growth of the business and the

XXI
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productivity of the organization. As an example, doubling busi-
ness revenues in ten years with almost the same number of busi-
ness leaders at the top two or three levels, most of them developed
internally, clearly demonstrates a high level of effectiveness in
developing leaders. Organizations that recognize this business
imperative elevate the strategic value of developing the right
leaders.

There is another compelling reason to elevate the importance
and rigor in developing leaders. Long-term investors are influ-
enced by the consistent quality of leadership in an enterprise—in
addition to all the other earnings and industry related criteria
they may consider. The reputation of the enterprise for the quality
and depth of its leadership has a significant and meaningful
impact on how investors and shareholders see the potential upside
of the business. In fact, it is a governance responsibility to the
shareholders and investors to ensure that the best-qualified leaders
are developed and capable to lead the business. What better moti-
vation to develop leaders than as a mission-critical business
initiative?

There’s a catch. The recognition that a systemic and enduring
effort to develop current and future leaders is a source of com-
petitive advantage can be brought to life only if the executive
leadership of the enterprise sees it as an integral part of their
responsibility. The “tone from the top” sends an all-pervasive
message that influences the quality of leadership development
efforts. Beyond exhortation, the real test of the importance of
developing leaders shows up in the “smell of the place” and the
amount of executive time invested and the resources allocated.

We know that business executives with a sustained track
record of developing talent take voluntary accountability for iden-
tifying talent, coach and mentor potential leaders, actively engage
in talent management forums to decide the best assignments to
groom leaders, continually assess and provide feedback, and
reward the best performers with the highest potential. As a con-
sequence, the personal reputation that they acquire is a powerful
magnet for high-achieving talent who want to work under their
leadership. It is self-evident that leaders who develop leaders
make all the difference. But how much attention do we pay to
grooming, rewarding, and promoting these leaders?
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There is an art, a science, and a technology to developing
leaders. There is far too much at stake—the success and the future
of an enterprise—to rely on amateur efforts, however well-inten-
tioned and highly motivated. The systemic approach that inte-
grates a wide range of developmental activities to build the
required capability in leaders is a crucial and central work of
experienced, professional experts. In essence, it is the balanced
integration of three sets of activities that delivers results.

The first is an in-depth understanding of the business strate-
gies and the challenges facing the enterprise. This in turn leads
to identifying the leadership capabilities needed to win against
the competition. The logical conclusion of this exercise is the
design of experiences—such as assignments, roles, and projects—
that, with the right amount of coaching and mentoring, will build
the required capabilities.

Secondly, significant time and effort are appropriately spent
on the identification of talent—finding the high achievers and
those with the highest potential to grow. However, the pitfall here
is that not all tools are effective in identifying talent. The most
effective way is time-tested and a classic: watch your talent in
action, over time, and in wide-ranging experiences.

No discussion about identifying talent and developing leaders
can ever be complete without emphasizing the importance of diver-
sity. The diversity of ideas and thinking that emerges from diversity
of experiences and backgrounds simply cannotbe replicated without
a diverse talent pool. The most effective leadership development
efforts embed the inclusion of diverse talent—in the broadest sense
of the term—from the very early stages of developing leaders. There
is no question that diversity is a success measure in a global economy.
This is especially true when competitors can gain an edge by attract-
ing and developing the best talent regardless of their thinking style
and who they are as persons. Is this reflected in every organization’s
efforts to groom leaders?

The third set of activities is providing discontinuous experi-
ences to accelerate the development of leaders. Exposing talented
people to different kinds of experiences that develop them for
specific destination roles is another time-tested classic. It is the
most intuitive of all methods. Ask any leader what has influenced
his or her personal growth and chances are it was an experience



xXiv  FOREWORD BY MOHEET NAGRATH

or exposure to another person. And yet providing these line
experiences is the most challenging to implement in a systemic
way. It involves the design and sequencing of experiences, coupled
with catalysts that guide the individual to extract maximal learn-
ing. Inevitably, the availability of experiences is determined by the
growth of the business, its scale and complexity, as well its orga-
nization structure.

Bringing these three sets of activities together—the business
challenges, the talent, and the needed experiences—is the over-
arching strategy to develop leaders. In my experience, the ideas
I have touched upon in this foreword are tested and they work.
This book showcases the initiatives of a wide range of practitioners
who recognize the strategic importance of experience-driven
leadership development and have made the effort to convert
ideas into practice. Their efforts can serve as a guide to others
who seek to develop a leadership bench by making more effective
use of experience. The emphasis on strategically relevant experi-
ences and managing them with the rigor of a business is what
distinguishes serious leader development from a hobby.

As they say, “hope is not a method.” I believe that every orga-
nization deserves the leaders it develops.

MOHEET NAGRATH

Leadership Strategist

Leadership Architecture Worldwide LLC

(former Chief Human Resources Officer, Procter & Gamble)
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A Senior Line Executive Perspective

As a young hockey player in Sweden, I was fascinated by how
coaches developed players—drawing the best from them and even
pushing them beyond what they imagined possible to realize their
full potential. These coaches understood that “ice time” is an
essential part of becoming a top performer and a leader on the
ice. There is no substitute for game experience.

As the CEO of 3M, developing our people is my top priority
to ensure the future success of the company. Our approach to
leadership development is centered on experience-based oppor-
tunities to give our people the “ice time” they need to build their
strengths and become effective leaders. That’s why I believe this
book is so relevant and will help business leaders to build future
leaders.

Using Experience to Develop Leadership Talent captures many
diverse approaches to leadership development—all with an
emphasis on experience-based learning. Chapter 3 more fully
describes 3M’s perspective on how leaders are shaped and how
we weave together complementary human resources programs
with real job experience. In addition, I offer these personal
insights into developing leaders by affording them the right expe-
riences in the right way:

® Be intentional and strategic. Planning out what developmental

experiences are needed by an individual enables you to make
choices that grow both people and businesses as situations

XXV
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arise. In other words, you need to plan to have the
opportunity to be spontaneous.

® Offer timely feedback to help people learn from experience. Feedback
is key to growth. It is best delivered immediately to be most
effective and constructive. Focus on what is right for the
business and do not make it personal.

® Recognize and appreciate an individual’s life experiences, in addition
to business experiences, as people are shaped by both. Take time to
get to know people personally to better understand them and
to gain insights into how to coach them.

At 3M, leadership development is an integral part of our business
strategy. Ultimately, it is every leader’s responsibility to develop
talent. I believe what we have learned at 3M, along with the many
companies in this book, can inspire others to use experience
more effectively in developing their leaders. I hope this book
encourages a broader dialogue among leaders to find new ways
to continue to draw the best from their players.

INGE G. Thulin
Chairman of the Board, President, and CEO
3M
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