11.
Converting Individuals’ Potential into Applied Performance for the Organisation
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With acknowledgement to www.ahrq.gov.
	Where development takes place at arm’s length from the organisation’s needs 

and realities, and where it concentrates solely 
on individuals’ characteristics, qualities, capabilities and competencies, there will be little impact on the organisation’s performance.
This situation typically occurs when, despite being the sponsor and hoping for organisation benefit, the organisation  is willing to settle for individual-centred development. 


The problem is exacerbated where (1) there is no awareness of the need for the organisation to do some work on itself (organisations too have their own shortcomings and development needs). And/or (2) where it mistakenly assumes that only by developing individuals (enough of them) can the organisation change and improve.

Developing a critical mass is not the solution to change. The body of managers don’t meet, don’t know each other, don’t share the same aims, probably compete normally, lack a structure, have no collective authority, and lack a practical means of being held accountable.

Furthermore, traditional approaches to improvement only develop potential. Once people have been developed, individuals are assumed to know or be free to decide on what to apply their learning. 

Whatever the effectiveness of education and training at developing individual managers and leaders, the outcome will fall well short of improving leadership and management in, of and by organisations – i.e. making the organisation as a whole better led.

In terms of development’s inputs-outputs-outcomes continuum, conventional development concentrates most expertise on its inputs. But, quite aside from injecting the organisation’s context into development programmes, if potential is to be realised, two further ingredients are required: will and opportunity. The coach Timothy Gallwey says ‘performance is potential minus interference’; this refers to personal psychological obstacles. But we can extend the concept to the organisational level (see diagram below).

Most development activity does nothing about interference from above, sideways or below. The management of obstacles needs to be factored into the development process.

The conversion process

The organisation helps by providing a purposeful context, important problems to solve, a supportive framework, permeable boundaries, an absence of obstacles and restrictions, the least bureaucracy and protocol, a minimum of needless checks, etc.

Opportunities for leadership to be applied
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The organisation helps by providing a clear vision, goals, challenges, a fear-free culture and positive climate, constructive feedback, good job-person matches, fair recognition and rewards, etc., and by shaping managers’ perceptions.

(Extract from William Tate, Leadership – Linking Development with Business, Prometheus Consulting, 2003)
Key Message

The development job is not done when managers have been trained with leadership skills. In order to be applied takes opportunities and will. The organisation has a role to play in the conversion process.

