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Amplifying Leaders 
New science and technology to grow leaders like Olympians 



Foreword to the Second Edition 

I’ve had tremendous interest in the first edition of this book, so I am pleased to share 
fresh improvements in this 2016 edition.


The research about developing expertise in every discipline is very clear.  Olympic Gold 
Medalists, Chess Grandmasters, and successful leaders grow to eminence by 
relentlessly practicing.  But what should they practice if they wish to enhance their 
leadership?  The $20B leader development industry is filled with anecdote and snake-
oil, but it’s hard to know what really works.  This is because the newest science is 
usually locked away in academic vaults, impenetrable to the lay public.  It is also 
because there is a huge, 80 year history of social scientific research into leadership, so 
it can be overwhelming about how to apply it to your daily work.  


This book tries to crack open the latest science and technology.  It outlines the latest 
science of leader potential and performance for the passionate leader.  I hope you find 
some fresh ideas you find useful.


� 


Matt Barney, Ph.D.


Founder & CEO, LeaderAmp   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About the Author 

Barney's multi-disciplinary approach…will serve as a guide to 
leaders in creating value on a sustainable basis. 
- N. R. Narayana Murthy, Founder and Chairman Emeritus, Infosys Limited 

With a presentational style that is both deft and compelling, 
Dr. Matt Barney brings a scientist’s precision and an 
experienced practitioner’s deeply informed perspective to the 
vital leadership training role.  The resultant impact stands to 
be truly impressive, especially in terms of participants’ ability 
to incorporate newly acquired information into their everyday 
business environments. 
-Dr. Robert Cialdini, President, Influence At Work (IAW); Arizona State 
University Regents’ Professor Emeritus of Psychology and Marketing at 
Arizona State University and New York Times Bestselling Business Author 

  

Matt Barney, Ph.D. is the Founder and CEO of 
LeaderAmp, a funded startup with a patent-
pending mobile platform for coaching.  It is based 
on a model he created while leading the Infosys 
Leadership Institute globally, and demonstrated 
86% of global senior leaders grew using it.   He has 
over 20 years of experience in senior and strategic 
global roles in multinational (Infosys, AT&T/Lucent, 
Motorola), healthcare (Sutter Health, Merck) and 
startups.   He has authored five books, four patents 
(three others pending), over 40 peer-reviewed 
works and has presented 178 keynotes in 13 
countries.   In 2015, he was appointed to the 
Business Affairs Committee of not-for-profit 
scientific publisher, Annual Reviews.  He holds a B.S. in Psychology from the University 
of Wisconsin-Madison; and an M.A. and Ph.D. in Industrial-Organizational Psychology 
from the University of Tulsa.    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Overview: The Science of Leader Development 

Self-Teaching 

To grow fast, your leaders need 
motivation and a map on how they should 
learn from experience.  Leaders must 
make the choice to look at their mistakes 
as their teachers, tackle stretch 
assignments, and get support.

Deliberate Practice 

Like an Olympian, great leaders must 
practice deliberately.  The optimal level to 
practice is in each leader’s “Goldilocks 
Zone”.  This is the sweet spot where their 
experiences are just right - not too hard 
or easy.

Support 

Even the best leaders can grow faster 
with help from trusted mentors, peers, 
managers, and other stakeholders.  Both 
internal and external mentors, peers and 
coaches can help leaders practice the 
most challenging leadership tasks.
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Overview - New Technology for Growing Leaders 

360 Degree Personality 

You’re not a leader unless others follow, 
and calibrated multisource, or 360 views 
of your leadership are 2-3 times more 
valid to measure personality.  Computer-
Adaptive assessments are the shortest, 
most accurate and precise.

Engineering-Worthy Measures 

Computer-Adaptive measures, based on 
Rasch Measurement produces accuracy 
and precision common in physical 
science.  They’re 80% shorter than 
traditional surveys or questionnaires, and 
the best remove rater bias to be fair and 
accurate.

Coaching 

Mobile and artificially intelligent coaching 
make individualized support more 
embedded into your daily work, 
accountable, affordable, and scalable 
than any other time in history.
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Overview - Ongoing Concerted Practice


To grow quickly, the best leaders practice as intensely as gold-medalist athletes:


i. Commit publicly to practicing daily, including journaling


ii. Baseline  using the latest scientific measurements of leadership


iii. Set goals – difficult but achievable targets are ideal


iv. Practice in your “Goldilocks Zone” to stretch, and learn from experience


v. Evaluate your progress.  Re-measure each quarter  
� 
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Leaders as Serious as an Olympians 

What really separates ordinary from extraordinary leaders is their willingness to practice 
relentlessly.  Corporations must sort out the leaders who are serious about the hard 
work of practicing from those who are looking for quick fixes, or the mere status of 
being in the “High Potential” club.  


To make sure a candidate won’t waste the corporate budget, you’re best off using a 
“Time Trial”.  In the Olympics, Time Trials are used to sort out the world-class athletes 
from the ordinary.  Only the winners get specialized training prior to the global 
competition.  


� 
7
Copyright, 2016 all rights reserved	 	 �



Time Trial 

In large multinationals, corporations usually ask managers or candidates for people 
who would like to enter a high potential leader development program.  Candidates 
complete self and sometimes 360 degree assessments, and those who score favorably 
are invited into special developmental experiences.  At Infosys, my team did just that 
with short computer-adaptive assessments, with results that were 20% to 30% better 
than the founder’s own judgments about who had the best chance to grow their 
leadership.


� 
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But just because someone has potential, doesn’t mean they’ll realize that potential.  
They might not practice in a serious way, and squander their potential.   For example, 
at Infosys, some leaders were arrogant, and thought they were already awesome 
enough to be CEO.  Naturally, they didn’t think they needed to improve.


Still other leaders knew they had gaps, but were already multi-millionaires from their 
stock options, and were not motivated to grow.  


The idea of a Time Trial is to sort these people out of the bunch that gets the differential 
investment.   It helps find the subset of leaders who will systematically practice for a 
sustained period, especially when no one else is looking.  The time trial process I 
suggest is in four steps:


1. Leaders complete self-assessments on their mobile devices


2. They schedule times in the morning when they will receive artificially intelligent 
coaching through push notifications on their iPhones or Androids.


3. On the days they get eCoaching coaching, they also schedule an evening 
occasion to remind them to jot down the lessons they learned.  This journal entry 
is one objective piece of evidence as to whether or not they are practicing.  
Further, a confidential review of the journal by an expert coach can reveal how 
deeply they were processing their lessons from experience.


4. Lastly, candidates are also accountable to influence stakeholders to complete a 
short, computer-adaptive 360 survey in 4-6 weeks.  This allows you to discover 
leaders who proactively convince stakeholders around them that they’re going to 
take the feedback seriously.  If they slack off, or fail to influence stakeholders, 
that’s a good sign that they won’t take your other developmental investments 
seriously.


At the completion of the time trial, you can screen out leaders who didn’t practice 
enough, and retain only the leaders who were most consistently favorable on the 
assessments.


Contract 
Another strategy we have found successful in our coaching work is to make sure 
leaders sign a formal contract whereby they agree to practice systematically.  


We know from the persuasion literature that these sorts of active, voluntary and public 
contractual commitments are highly motivating to make sure leaders actually will 
practice.  This is because we feel bad when we break our word, and we feel 
interpersonal pressure to avoid being called a hypocrite when we break verbal or 
written commitments.  The example on the following page shows a sample contract 
designed to clarify each persons commitments, and to increase the odds that the 
leader will live up to what he or she writes down.  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Sample Coaching Agreement 
As your LeaderAmp Group Coach, I agree to: 

▪ Facilitate weekly Group Coaching sessions through Google Hangouts, Skype or other medium


▪ Maintain confidentiality about all your communications with me at all times, except in the case of real or imminent 
abuse, harm, or breaking of the law, or if you give me permission to share information with another person ______ 
(client Initials)


▪ Proactively recruit a qualified Group Coach, in the event that I am unable to attend (e.g. illness)


▪ Answer your questions in the order they are received, and queue your questions for subsequent sessions if they 
cannot be answered in a given weekly session


▪ Suggest additional experiences that may be relevant to you and your cohort to improve the odds that you realize your 
developmental goals.


▪ Provide encouragement


▪ Ask thought-provoking questions


▪ Encourage peer-interaction/support during and outside the weekly coaching 


As my client, you agree to: 

▪ Proactively ask your stakeholders for their support before you begin the assessment and coaching process. Uniquely, 
this includes asking them to take a few moments to calibrate the system to their style, before they rate you.


▪ Attend each weekly coaching session on time, and if that is not possible, to follow-up with other peers in the coaching 
group to catch up as needed.


▪ Take personal responsibility for what you want to get out of the coaching.


▪ Maintain the confidentiality of other leaders who are also seeking to develop.


▪ Share your developmental goals with the group.


▪ Exercise active listening skills.  This includes avoiding being defensive, and taking suggestions to heart.


▪ Share experiences a during the weekly coaching sessions.


▪ Commit to practicing the eCoaching that is tailored to your goal and level, and writing down the lessons you have 
learned in your journal no less than once per week.


▪ Proactively seek out at least one mentor who is willing to support your development through email, and/or in person 
meetings at least once per month.


▪ Share your development plan with your manager and/or leadership specialist in your organization or with your chosen 
mentor.


� 


Dr. Matt Barney


Coach Client 

September 15, 2015 Date 
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Selecting a Coaching Approach 

In the past, firms could only afford coaches for very senior leaders.  In 2005 when I 
became the Chief Learning Officer of Sutter Health in California, I would pay over USD
$100,000 for a CEO-level coach for one leader for one year of coaching. Today, in 
2016, the least expensive leadership coaches charge about USD$20,000 per year.   
Even for large organizations, this is too pricey for most middle-managers, let alone 
early career leaders.
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Fortunately, there are much more affordable models that leverage new technology. 
Because nearly everyone has a mobile device, mobile on-the-job coaching has 
become practical.  Even better, thanks to new research in artificial intelligence, a new 
form of coaching can now compliment mobile expert coaching.  RoboCoaching, also 
called eCoaching, uses artificial intelligence created by experts to emulate a leadership 
expert, Ph.D.-level, Organizational Psychologist.  Similarly, group coaching that uses a 
combination of video conferencing and mobile messaging are increasingly a way 
organizations can provide expert coaching to the masses.   In groups, leaders can 
participate in a private online community where leaders can ask questions, share 
challenges, and learn vicariously from the experiences of others.  


We recommend leveraging coaches who tap into the latest research on giving 
feedback, and concerted practice.   The best coaching includes some of the following 
practices:


Spaced Practice – by practicing repeatedly in the “Goldilocks Zone” a given leader 
is more likely to grow further and faster.


Principles of Persuasion – great coaches can convince their clients to change 
without force or trickery.  The very best are Cialdini Method Certified Trainers 
(CMCTs).


Scaffolding – leaders grow faster if they have support systems from mentors, 
trusted co-workers and peers.  


Feed Forward / Feed Back -  feed forward is a process of suggesting new 
behaviors that are less threatening than reflecting on what earlier behaviors were 
less than effective. 


Progress Principle – Harvard Business school professor Teresa Amabile has 
shown that information about even small progress a leader is making can improve 
his/her enthusiasm to continue practicing.


Mental Contrasting – to motivate leaders, research suggests that they visualize the 
gap between where they are now, where they would like to be, and to work on one 
obstacle that must be overcome to realize the objective. 


Cognitive Behavioral – a leader's self-talk can help pull them through the toughest 
situations.  Coaches who understand Cognitive Behavioral Therapy approaches can 
help leaders change their dominant style to be more effective.


Mental Models – mental models are the knowledge structures leaders use to make 
sense of complexity, organize new information and simulate different scenarios in 
their heads.  I did my dissertation on team mental models in 1996, and updated the 
latest science in my 2013 book, “Leading Value Creation: Organizational Science, 
Bioinspiration and the Cue See Model”.
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Teaching Moments – our mistakes, errors and failures can be our biggest teachers.  
Good coaches help leaders make lemonade out of lemons.


Individual Coaching 

In addition to evidence-based coaching skills, an individual coach should also be able 
to support leaders in the context of their overall business objectives, and career 
aspirations.  A coach who doesn’t understand the organization can be okay for 
feedback and suggestions about behavior change, but they can never help your 

� 
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leaders improve their ability to scan the competitive landscape or craft a differentiated 
strategy.  That requires a comprehension of the basics of finance, operations, sales and 
even engineering or IT.


Similarly, excellent individual coaches must have mastery of the science of leadership 
and its development.  Organizational Psychologists are typically the scientists who 
have uncovered for over 100 years the drivers, behaviors and consequences of 
leadership.  Similarly, coaches proficient in the science around Cognitive Behavioral 
Therapy , are especially likely to help leaders change self-leadership or self-regulatory 
behaviors.  Lastly, coaches must consistently apply the principles of persuasion to 
influence clients to change.  In 70 years of research, Professor Emeritus Robert Cialdini 
has distilled persuasion into six universal principles that can be learned.


Why do we focus so 
much on science?  
Because too often, 
coaches fail to improve 
potential or 
performance.   Seminal 
meta-research by 
Kluger and DeNisi 
(1996) suggests that 
only 30% of feedback 
interventions like 
coaching actually 
produce the results 
they claim. The good 
news is that your firm 
can dramatically 
improve your odds if 
you only invest in 
leaders who pass your 
Olympic-style time 
trial, and hire an 
evidence-based 
coach.


Last but not least is 
your coaches ability to cope with ethical and moral dilemmas.  At the same time, you 
want to make sure that your coaches treat you with the professionalism your firm’s 
values demand.   The International Coach Federation can be a good resource to find 
coaches with these types of professional credentials, and who will follow a professional 
ethical credo.  Similarly, Organizational Psychologists are bound by the ethics and 
standards of their professional organization. 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Group Coaching


Because individual coaching is so expensive, corporations are increasingly increasingly 
turning to group coaching options that provide diverse, and affordable forms of 
support.  But there are now good reasons to seriously consider group coaching 
options. Group coaching is


i. 75% to 90% more affordable than traditional one-on-one coaching


� 
15
Copyright, 2016 all rights reserved	 	 �



ii. Uniquely helpful in learning vicariously from others in the group, who normally 
work in different timezones, industries and even different cultures. 


iii. A unique way to provide company-specific support, affordably.


Group coaching is a bit harder to 
facilitate than individualized coaching, 
because of the dynamics of groups. 


Participants get sick, become busy or 
otherwise forget to attend group 
coaching sessions.  In my experience, 
some appreciate the fact that they can 
be recorded and posted on a private 
shared cloud drive.


At the same time, most leaders are 
more comfortable opening up about 
their challenges in a private 
environment.  If a coach doesn’t have 
a mobile coaching platform, to 
address private concerns, they can 
switch to short message service, or 
email.  But these can get lost, or be 
forgotten.


Similarly, during videoconferences, coaches have to establish the group as a safe 
space, with appropriate ground rules 
and reminders, to coax people into a 
productive group coaching situation.   
This can include asynchronous on-line 
communities such as private LinkedIn 
forums, or newer mobile messaging.


One advantage of group coaching is 
that people can learn from each other, 
even just by watching each other.  I 
recommend complimenting group 
with individual, mobile coaching so 
you get the best of both the private 
coaching for sensitive topics, and 
group coaching for vicarious learning. 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eCoaching: Artificially Intelligent Coaching


Jarvis is Iron Man’s artificially intelligent support system, both inside and outside his 
suit.  Now, thanks to new research, you can have your own leadership Jarvis as well. 
The best eCoaching is actually written by experts, but deployed by the AI engine to be 
in your unique sweet spot between tasks that are too easy or too hard.   Artificially 
intelligent coaching has several advantages over individual or group coaching alone:


Expert coaching tailored to each unique leader’s “Goldilocks Zone”


A fraction of the cost of a human coach.  This makes it affordable for all levels of 
high potential leaders


Copyright, 2016, LeaderAmp, Inc. All Rights Reserved



Personalized “Tweet” coaching to be exactly on the days and times you prefer


Scheduled push notifications to remind you to journal about the lessons you’ve 
learned.  Most leaders prefer to use a voice-to-text technology like Siri to capture 
their thoughts about their experience


Automatically track a cadre of leader’s progress, including re-measurement of your 
focal areas


For example, if you were wanting to grow your Charisma - your ability to inspire and 
motivate others, the computer-adaptive assessment would identify where you are on 
the charisma “thermometer”, and only suggest actions to practice that are 
appropriately challenging for your level. 


The graphic below shows specific behaviors that others view as charismatic, such as 
signifying the importance of the team’s work.  Simply pointing out that the collective 
work we’re all doing is easy, but that’s appropriately challenging if you’re very low in 
charisma.  Conversely, if we were to coach Oprah Winfrey, we would ask her to 
continue to weave metaphors into her speech, which you can see is one of the tougher 
behaviors (“items”). 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Scaling Famous Leader Coaching


What could be more motivating than advice from an extremely famous or successful 
leader you deeply respect?  I worked for famous leaders such as N.R.N. Murthy at 
Infosys, and it occurred to me that I had to help them screen the subset of leaders they 
would have time to mentor responsibly.  They had over 100,000 employees that 
wanted to spend time with each one of them, including my former boss, Co-founder 
and Chairman Kris Gopalakrishna, shown above when we released my bestselling 
book, “Leadership@Infosys”.


The eCoaching that includes the latest science can be edited to be the verbatim words 
of each unique leader.  I call it “clone coaching” because we can copy, or clone each 
leaders unique guidance for practice in his/her business, that is different for each level 
of proficiency.  For example, If this was for Solar City or Tesla, we could literally mass-
personalize Elon Musks’s specific coaching for each unique employee.  Or if it were for 
Harpo Industries, we could mass-personalize Oprah Winfrey’s guidance to each unique 
employee, in her specific leadership model.
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Does Coaching Work?

I designed LeaderAmp based on an approach I led at Infosys, where 86% of the global 
leaders grew each year.  But no process is perfect.  One challenge we faced was that 
some leaders got busy, and forgot to practice.  We wouldn’t know whether they were 
practicing until the next time we met 
with them.  And that’s very wasteful, 
especially for a large leadership 
program like Infosys where we were 
growing 2,500 leaders in 18 countries.


Second, it is hard to reach busy, 
globe-trotting leaders.  Electronic 
mails get lost, and voicemails get 
accidentally deleted or forgotten.  
Consequently, the traditional ways of 
communicating with leaders often falls 
short.  Fortunately, mobile messaging 
is easy, affordable and convenient.  
Even if a leader misses a mobile 
coaching message, they can view it 
the next time they log in to journal, or 
ask the coach a question.


Lastly, the logistics of the 360 degree 
survey process are traditionally 
tedious. By holding the leader 
accountable, each can influence in their own context so no one feels spammed.  
Today’s mobile self-managed 360 technology can be much more convenient, and 
assure the leader that the results are especially meaningful - because they’ve already 
convinced stakeholders to support them.  These innovations mean that coaching is 
now much more scalable, embedded and convenient than ever before.  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What is Leadership?


Scholars have studied leadership since the beginning of recorded history.  And with 
good reason – leadership changes the fate of human organizations and societies.    The 
100+ year history of research on leadership shows that scientific leadership models 
account for around 40% of the variance in firm-level performance (Day, Lord & 
Alexander, 1991; Finkelstein & Hambrick, 1996; Waldman, Javidan, & Varella, 2004).   
Even though leadership has been studied with such success, regrettably some experts 
argue that 30% to 50% of leaders ultimately fail (Hogan, Raskin & Fazzini, 1990). 


Leadership is the capacity to bring the future to the present, by persuading others to 
follow.  Developing individual leaders is different than developing leadership.  
Developing your own style, skills, and behaviors is your growth as an an individual 
leader.  On the other hand, growing the capacity of the organization to lead and adapt 
together requires shared culture, and mental models.  Sometimes, this leadership 
development is called social capital, as it involves the values, norms and behaviors 
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across multiple individual leaders.  In this book, we focus on your development as a 
leader which is necessary but insufficient to develop leadership.


What is Leadership Potential? 
Your potential to achieve greatness as a leader involves your internal capacity to 
develop.  Broadly, they include three types of attributes in your mind:


Stable Potential – These are attributes that are tied to our genes and early childhood 
experiences.  They don’t change very much in adults.  
No one is a “perfect” fit as a leader, and everyone can 
learn to adjust our dominant responses, to perform 
better.  In this way, our coaching can help you develop, 
given your personality. Further, you can make sure your 
team has people who are good at things you’re not.  We 
have incorporated the latest science to help you self-
regulate these stable attributes of yourself. Examples of 
stable potential include the “Big 5” model of personality, 
that research with Twins has shown is tied to genetics 
and is important to leadership (Jang, et al., 1998; Arvey 
et al, 2006).


Semi-Malleable Potential – These are areas that we 
can develop to some degree, but require substantial 
amounts of effort to change.  They include proactively 
changing your “self-talk”, to better help you stay 
motivated and focused toward your goals.  One exciting 
example from emerging research is grit – passion and 
perseverance for tackling long-term goals in spite of 
setbacks.  Emerging research shows that your 
willingness to tenaciously pursue the future is likely to 
make a big difference in your career, and there is 
emerging evidence that you can grow this capacity if 
you’d like.


Malleable Potential – These are the knowledge and 
skills that you can grow rapidly with effort.  Training 
classes, webinars and books can be useful to grow 
these areas.  In our current release, LeaderAmp focuses 
on Persuasion, based on Dr. Robert Cialdini’s seminal 
work in synthesizing 70+ years of social psychological 
research into ethical influence.   Cialdini has uncovered 
six universal principles of persuasion that influence 
others ethically across cultures, and can be learned.  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Details – Potential 
If you’d like more details about leader potential, keep reading this section, otherwise 
skip to the next.  


Coaching, feedback and self-reflection are the primary ways to develop the stable, and 
partially stable attributes of a leader’s potential.  At the same time, formal industry and 
job-specific knowledge is important to specific leadership roles and jobs.  These 
knowledge and skills are often best taught in on-line, blended and classroom settings. 
They can also be learned from experience, and this is best when it is quite unique to a 
specific organization, technology or business model. But because these knowledge 
and skills are peculiar to specific contexts, I’m focusing here on the universals of 
leadership potential. 


Stable Potential: Personality 
Personality traits are people’s unique differences that cause them to behave 
consistently across situations.  A large part of our 
personality is genetic and another portion comes from 
our from early childhood experiences. Consequently, 
personality doesn’t change much over an adult’s 
lifespan.


The most practical and globally-valid model of 
personality is known as the “Five Factor” or “Big Five” 
model, because it includes five broad areas of 
personality that are related to effective leadership.  
Even though you can’t change your personality, you 
can change your dominant responses, and “self-lead” 
more effectively.  The best individual, group and 
artificially intelligent coaching uses Cognitive 
Behavioral approaches to helping you grow your self-leadership, or self-regulatory 
skills to better manage your personality in leadership contexts.  


Many studies have found that personality predicts successful leader behaviors.  Meta-
analyses linking personality and leadership have found that the Five Factor Model of 
personality correlates with leadership effectiveness and with the likelihood that leaders 
emerge from new situations. 


Recent meta-analyses show that these relationships are significantly higher than 
previously understood, with 50% to 74% more information when one considers 
multisource ratings of personality instead of self-reported personality traits (e.g.  Oh & 
Berry, 2009; Oh, Wang & Mount, 2011).  LeaderAmp is the only known commercially 
available solution for a multisource approach to personality, consistent with Hogan’s 
Socioanalytic Theory (Hogan, 1983; Shyamsunder & Barney, 2012).    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The five big factors of normal personality are:


Openness to Experience - A tendency towards intellectual curiosity and a preference 
for novelty, appreciation for art, unusual ideas, philosophy and having a variety of 
experiences.  This trait is especially important in creative leadership roles.


Conscientiousness - A tendency towards self-discipline, dutifulness, organization/
planning, attention to 
detail, dependability, 
and achievement. 
Leaders strong in 
conscientiousness tend 
to engender the most 
trust in subordinates 
and peers, because 
they’re prudent and 
keep their word.


Extraversion – a 
tendency to be social, 
assertive and active in 
interpersonal and group 
situations.  Sales 
leaders tend to do well 
with a moderate level of 
extraversion where they 
listen and speak equally 
well.


Agreeableness - A 
tendency towards 
friendliness, helpfulness, 
and compassion and being cooperative rather than antagonistic towards others.  
Leaders need to balance saying no when the team or business goals require it, with 
nurturing relationships, so a moderate level of agreeableness is ideal in leaders.


Adjustment - A tendency to remain calm and emotionally stable in the face of 
stressors.  Particularly in volatile, uncertain, complex, and ambiguous (VUCA) 
environments, leaders need stress tolerance.
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Semi-Stable Potential 
Partially, or semi-stable attributes are easier to 
develop than stable personality, but take substantial 
effort to grow.  Practicing frequently improves a 
leader’s chance of improvement.  But that’s hard to 
do.  We recommend that you require your leaders to 
practice at least once per week as part of their normal 
work.  Like an Olympian, only through repeated, 
focused practice can a leader grow his/her potential to 
lead in new and more complex situations. Many 
leaders miss the difference between experience and 
deliberate practice - it’s the difference between 
watching a movie and acting in one. Actors and 
actresses do multiple re-takes, learning from their 
mistakes, and try again until they’re satisfied that it is effective.


The dimensions of semi-stable potential include:


Growth Mindset – the drive to continually expand expertise.  Leaders high in growth 
mindset relentlessly strive to master their craft, and tend to grow to the highest levels 
of organizations.


Optimism – being able to interpret situations in positive ways, with hope and belief that 
adverse situations are only temporary and not insurmountable.  A leader’s optimism 
helps him/her be resilient in the toughest situations.  Leaders must genuinely be 
optimistic, with a healthy amount of realism, to honestly transmit this optimism 
throughout their teams.


Grit – the tendency to have passion and persistence for long-term goals.  Grit entails 
working strenuously toward challenges, maintaining effort and interest over many years 
despite overwhelming obstacles.  Gritty leaders approach achievement as a marathon.  
The gritty leader stays the course even while experiencing great personal hardships.  


Identity – a leader’s self-concept is a key resource for him/her to make decisions, and 
withstand difficult challenges.  Developing a strong identity as a leader is a key focal 
point for leader development.


Development Confidence – the conviction a leader has that he/she can continually 
learn new and difficult leadership skills in the future.  Building ones confidence that 
self-development behaviors are fruitful is a key area to motivating oneself to practice 
with full attention, and ultimately grow.
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Malleable Potential 
Malleable attributes of leaders are relatively easy to 
develop - think about learning to ride a bicycle.   


Persuasion 
Because persuasion is so central to leadership 
excellence, and because it can be developed, we 
focus on it at the exclusion of many alternative areas 
of malleable potential, like financial acumen, or 
quantitative decision making. Persuasion involves 
skills that improve the odds of others saying “yes” to 
your requests, in an entirely ethical way.  Our 
approach is based on Professor Robert Cialdini’s 
seminal work on the six principles of persuasion that 
are universal to all cultures (Cialdini, 2009):


Reciprocity – People are obligated to give back to others who have given to them.  
This means you should be the first to give gifts and concessions that are significant, 
personalized and unexpected by the people you work with.


Liking – People prefer to say “yes” to others they know and like.  This means that you 
should proactively go out of your way to find things you have in common with others, 
catch them doing something praiseworthy, and try your best to cooperate with them.


Consensus – People look around at other people to figure out what is right for them to 
do.  Here, you can be more persuasive by pointing out what other people are thinking, 
feeling or doing. 


Authority- We all rely on others with better wisdom or knowledge for guidance on how 
to act.  This principle is not about you being the “boss”, but rather about helping others 
see expertise in its proper perspective, in a way that they trust.


Consistency – Once people make a choice about something, or take a stand on an 
issue, they want to remain consistent with those choices.  This suggests you need to 
ask others to commit to their goals, and remind them about the values they share with 
your recommendations.  Great leaders set up situations on their team to make their 
followers commitments active, public, and in front of the whole team.


Scarcity – Opportunities appear to be worth more when they’re less available, and 
dwindling.  When things are scarce, be sure to point out what your team has to lose by 
not acting, especially when there is competition.
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Leader Performance 
LeaderAmp includes the following areas of leader performance


Transformational Leadership 
Transformational leadership are a group of areas that all inspire followers to exert extra 
effort with passion.  LeaderAmp has prioritized the most evidence-based area, 
Charisma, as the first one available.


Charisma 
Also known as “inspirational motivation”, 
charisma is the exciting part of leadership that 
inspires followers to exert extra effort and work 
hard toward shared goals.  Research by 
Professor John Antonakis has shown that we can 
grow our charisma, and better inspire our 
followers if we practice specific charismatic 
behavioral tactics. LeaderAmp’s solution 
coaches you in the following types of behaviors 
research has found effective:


Demonstrating your moral conviction 
about the importance of the team’s work


Using metaphors and analogies to help the 
whole team understand the vision


Telling stories and anecdotes with animated emotion


Setting ambitious goals that electrify performance


Painting a picture of how the past prepared the team for the present and future


Using appropriate humor to elevate the emotions of the team


Expressing the feelings of the entire team


Acting in ways that change 
traditional beliefs, customs or practices (non-conformist)


Acknowledging publicly the sacrifices that followers are making toward shared 
goals


Using symbolism that is associated with the team’s mission


Communicating in a way that creates a sense of urgency on the team to perform


Using non-verbal behaviors that show passion & emotion (e.g. voice modulation, 
facial expressions)
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Instrumental Leadership 

One of the newest areas of leadership involves the nitty gritty of bringing the future to 
the present.   My last book, Leading Value Creation, included a new approach that 
blends marketing, strategy and engineering to bolster instrumental leadership. Two 
important aspects to instrumental leadership include constantly monitoring the external 
context, and generating novel options that allow the team to consistently win.  For 
example, Steve Jobs was famous for envisioning a future for technology that has 
produced the world’s largest multinational, Apple.
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Environmental Scanning 
In the marketing literature, this is also called “Market Orientation” – it involves 
scrutinizing the competitor, market, customer, government/regulatory, technology and 
science/innovation areas that could be threats or opportunities to the firm.  
Environmental scanning is a critical input to a leader’s ability to envision a winning 
future, with a differentiated strategy.  For without good information about the 
environment around the leader and his/her team, the strategy setting process is likely 
to fail.


Leaders who are grandmasters of scanning the environment:


Have social networks that give them early / emerging information about Volatile, 
Uncertain, Complex, Ambiguous environments (VUCA)


Inspire their teams to help them track the evolving competitive landscape, and 
alert him/her to new threats and opportunities


Systematically 
read the news, 
blogs, and 
Twittersphere 
for emerging 
information


Notice 
competitor 
changes as they 
happen


Do their 
homework on 
each customer 
to identify 
emerging 
unfulfilled needs


Keep abreast of 
the scientific 
and technology 
changes to 
keep abreast of 
disruptive 
business models, and technologies that could provide a competitive advantage
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Strategy Formulation


Leaders like Elon Musk architect approaches for their teams to win, in ways that are 
tough of impossible for competitors to catch up. They start by using the best available 
information about the marketplace, and then craft an original strategy that is hard or 
impossible for competitors to emulate.  One of the most evidence-based approaches is 
called the “Resource-Based View” of the firm that argues competitive advantage is in 
the capacity of a leader to combine resources in novel ways to delight customers such 
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that they are happy to pay extra.  This extra generates profits in excess of what is 
possible for competitors with inferior strategies.


Leaders who are experts at creating strategies:


Identify an approach that produces products or services that are so desirable, 
that customers are willing to pay a premium


Think of ingenious ways to combine resources in the organization in new ways 
that beat the competition


Focus on industry-wide bottlenecks with innovative ways to combine people, 
technology, financial and physical assets to produce results far beyond the 
competition


Secure scarce assets that produce better results


Design approaches 
that are hard for 
competitors to 
copy, mimic or 
emulate


Leverage the full 
brain-power of the 
team to generate 
strategic 
alternatives


Create strategic 
options/
contingencies that 
can be deployed 
when risks and 
uncertainties 
resolve themselves


Invent clever tactics 
to exploit the 
upside of risks that 
squash competitors


Consider internal capabilities and changes that will be required inside the 
organization in order to make the future a reality


Set very ambitious but achievable goals
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Teamwork 

Great leaders like Oprah Winfrey are also great followers, especially when they play 
roles in the senior-most teams, such as boards of directors.  To best achieve shared 
goals, leaders must follow the best idea.  LeaderAmp addresses the following key sub-
facets of teamwork:


Team Leadership –empowering, directing and coordinating the activities of other team 
members, assigning tasks, growing the team, organizing, establishing a positive 
atmosphere.
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Mutual Performance Monitoring – helping the team develop a common knowledge of 
the environment, and tracking progress against shared goals.


Backup Behavior – anticipating other team member’s needs, and shifting workload 
among members to ensure effectiveness during periods of high workload.


Adaptability – adjusting the team’s work based on new information from changing 
conditions, and reallocation of team resources to ensure shared goals are achieved.


Team Orientation – taking 
colleague’s behavior into 
account during group 
interactions. Prioritizing 
team over individual goals.


Shared Mental Models – 
organized knowledge about 
the team, task, and 
environment that helps the 
team coordinate and adapt 
quickly.


Closed-Loop 
Communication – clear 
transmission of information 
between senders and 
receivers on the team 
across all channels (e.g. 
verbal, non-verbal, email, 
phone).


Mutual Trust – shared 
expectation that individual 
team members will perform well and protect the interests of other team members.
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Measuring the Pipeline of Leaders 
The prior chapters defined leader potential and performance.  Just as Michael Phelps 
must know his own personal best time in the 100 meter swim, you must baseline 
leaders on these dimensions to know where each one is, so you know where and how 
much you should grow next.  Only through engineering-worthy measurement can you


Know a leader’s biggest strengths and opportunities


Practice tasks in the “Goldilocks Zone” that are neither too easy nor too hard.


Track progress, and evaluate payback


Rasch Measurement 
When you’re looking for assessments of your leadership potential and performance, 
you want to make sure that it meets the standards of accuracy and precision that an 

Olympian would expect in a 
stopwatch.  It’s also important 
that the results are easily 
interpretable, and are reliable - 
or would not change much if 
you were to redo the 
measurements again a short 
time later.


 The only approach to do this is 
called Rasch Measurement.  


Because stakeholder ratings 
are central to determining 
leadership, especially 
improvements, it is important 
that you address various kinds 
of bias in raters.  Traditional 
approaches suffer from huge 
amounts of severity and 

leniency bias that are more than two times larger than the information you have about 
the leader.  This means the results can be more about the rating sample than the 
leader.  To avoid this problem, you should use the Many Facet Rasch Model that has 
been successful in removing severity and leniency biases for more than 20 years


In addition, computer adaptive measurements triangulate information about leaders 
extremely efficiently.  They’re up to 80% shorter than traditional assessments, and 
more consistently accurate and precise.
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Getting Support


Leader development is fastest, and most effective when individuals proactively seek 
out help from a variety of supporters.   Developmental experts call these sources 
“scaffolding”, similar to how a building is supported by extra components while it is 
being developed.   Your performance and practice of leadership skills will be vastly 
more effective if you systematically prioritize the use of these resources.


Mentors – great leaders seek out more than one mentor, for different areas of your 
development at different points in a job or career  Great mentors can give perspective, 
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suggest developmental actions, help you estimate the appropriate level of challenge, 
and help leaders get “unstuck” when they hit a roadblock.  


In particular, mentors can help proteges step out of their day-to-day issues, and help 
think through political landscapes.  Importantly, leaders can also “shadow” mentors, 
watching them as they perform well, so that you can learn vicariously.  A typical time 
commitment would be one hour per month in person, via Google Hangouts or Skype; 
and intermittent emails.  When you reach out to someone you’d like to mentor you, be 
sure to note what you’d like to learn from them, and ask if they would commit to 
mentoring you.


Managers – your direct supervisor has an important role to play in helping you to 
develop in several ways.  First, more than anyone else, he or she is able to provide you 
opportunities to practice new skills with new experiences.  You should be proactively 
asking your 
manager for feed-
forward (suggested 
new behaviors you 
should be 
practicing) and 
feed-back 
(information about 
the quality of past 
performance).  
Further, to grow the 
fastest, you should 
volunteer to do 
assignments or 
projects that will 
stretch you as a 
leader.


Peers – the co-
workers you really 
trust can also give 
you guidance on 
what is working for 
them in your 
environment, and 
how to navigate 
your organization’s 
environment.  But sometimes your workplace is less comfortable to get suggestions 
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from peers.  In these cases, you can seek out supporters in your community, 
philanthropic and professional groups (e.g. professional association, Rotary).


Direct Reports – your direct reports are the people who may look up to you as a role 
model.  More than anyone else, your subordinates are those you wish to follow you the 
most, so that you can all achieve your shared objectives.  It is important to create a 
work environment where it’s okay to point out where you’re wrong, so that mistakes 
can be your teachers.  Make a point of asking your team for candid feedback, and 
demonstrate that you’re taking their inputs seriously.


Clients/Customers – really listening to both what clients or customers are saying, and 
not saying can be essentially for you to build your vision.  After all, your organization’s 
products or services are designed to better meet their needs than the competition.  
And the path for your entire team to be aligned with the future is to constantly listen 
and learn from the 
marketplace.


Competitors – we all learn 
from watching others 
succeed and fail.  This is 
one unique aspect of 
humans is that we don’t 
necessarily have to 
experience something 
ourselves to learn.  You can 
constantly watch the 
actions your competitors do 
that seem to be effective, 
and also avoid the mistakes 
they’ve made.  And 
sometimes competitors can 
become value-chain 
partners, at least in some 
market segments.


Simulations – practicing 
your leadership behaviors in 
a safe place can be a great 
way, even the best way to practice.  This is especially true when the stakes are high, 
and mistakes or failure could have serious consequences to you or your team.  
Simulations can be as simple as talking through scenarios with your mentor or 
manager, or as complex as high-fidelity computer-based business games.  You can 
also practice in a charity/philanthropic situation that is similar to your own work, but 
whose consequences are not so harmful to your career.  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Afterward


In over 100 years of science and practice, we have come to learn quite a bit about 
leaders and leadership.  We also have new technologies and methods to grow leaders 
in transparent, accountable ways that are far more affordable than ever before in 
business history.


The key lessons are to use coaching to help support leaders practicing on their job, in 
a few areas at a time.  If they focus on too many areas, they’ll spread their practice out 
too thin.  By celebrating their regular weekly practice, and quarterly improvements, 
your firm stands a dramatically better chance of growing a pipeline of successors than 
ever before. 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