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Developing Leadership Relationship Capacity



● Understand the limitations of focusing leadership development 

efforts on people with formal leadership roles.

● Learn to redefine leadership capacity in the context of 

relationships, not just leadership skills or competencies.

● Focus leaders on the importance of establishing relationships 

that build trust, generate commitment, and drive results.

Agenda | What we will discuss today



What do we know?

66%
of organizations invest 
in high-potential 
programs 

High-potential programs are 
not living up to their potential

of senior executives 
consider these 
successful programs

24%

Turning Potential into Success: The Missing Link in Leadership Development. Harvard Business Review, December 2017

of senior executives 
have confidence in 
rising leaders

13%



Environmental 
Engineering Firm

US-Based

● Purpose: build the leadership pipeline

● Selection process: nomination and vetting

● Program: pre-reading, six off-site sessions, year-long cohort

● Content: financial literacy, strategy, values, case studies, 
personality assessment, interpersonal skills, change 
management

● Follow-up: Teams pitched initiatives to SLT and BOD 
members - Shark-Tank style 

● Post course survey: learners said the most valuable part was 
learning how to manage their relationships



What do we know?

70%
of managers have a 
personal definition of 
potential

believe that managers 
have an agreed 
definition of potential

In the absence of clear criteria, 
managers see high-potential in people 
who remind them of themselves.

40%

believe high-potential 
criteria are clear to 
employees

25%

High potential programs are going underground because they’re bad optics and it’s only making matters worse. Forbes, August  2022



Financial Services 
Organization

Multi-National

● Purpose: identify and develop the leaders of tomorrow

● Selection process: nomination and vetting

● Program: pre-reading, on-site, full week with experiences 
(eg. sailing, cooking classes, improv, etc.) 

● Content: simulations, financial literacy, strategy, values, 
business environment, personality assessment, interpersonal 
skills, change management

● Follow-up: change proposals nurtured in innovation lab. 
Innovation tournament with company-wide voting in a 
March-Madness format 

● Post course survey: learners said the most valuable part was 
learning how to manage their relationships



What is a leader?



There is only one irrefutable 
definition of a leader…

Michael Maccoby, Tim Scudder, The Leaders We Need, and What Makes Us Follow, 2nd Ed.

Someone people follow.



Leadership is a Relationship

Leadership is a relationship in a context that exists 
only so long as people follow the leader.

Michael Maccoby, Tim Scudder, The Leaders We Need, and What Makes Us Follow, 2nd Ed.



Do relationships 
really matter?

Respondents with 
thriving relationships

More productive at work compared to a year ago

36%

50%

When people trust 
one another and have 
social capital, you get 
a willingness to take 
risks, you get more 
innovation and creativity 
and less groupthink.

Nancy Baym 
Principal Researcher, 
Microsoft Research

“

*2022 Microsoft Work Trend Index Research of 31,000 people in 31 countries

Respondents with 
struggling relationships

Intend to stay at employer for one more year

39%

61%



A global problem

of organizations perceive 
their managers coach 
effectively.*

30%

*From McKinsey & Company Global Survey 2018

of employees report their 
manager’s feedback helps 
them improve.*
*From Gallup Manager Study 2020

of employees are engaged 
at work.*

21%

*From Gallup State of the Global Workplace  2022

26%Less than optimal relationships 
between leaders and team members.

Overall engagement remains low.



Prioritizing leadership 
relationships

of MBA alumni rank 
interpersonal skills among 
the most valuable on the job

84%

GMAC Survey

of MBA programs rank 
interpersonal skills among the 
top three skills they develop
Percept research

Interpersonal skills are the 
most important to recruiters#1
QS Top MBA Jobs & Salary Trends Report

9%



Trending 
toward inclusion

…and asking 
tough questions

● Do our criteria actually work?

● Are high-potential programs denying 
opportunities to some groups?

● What hidden talents do people have?

● Moving away from selection criteria

● Open-access training

● Stretch assignments for all 
employees



US Army 
Army Management Staff College

● Purpose: to ignite the leadership potential of every army civilian

● Selection process: required training at various levels of 
responsibility

● Program: basic, intermediate, and advanced courses, virtual and 
residential

● Content: strategy, values, problem solving, personality 
assessment, interpersonal skills, mission planning, resource 
stewardship

● Follow-up: series of training programs available to everyone

● Post course surveys: learners said one of the most valuable 
parts was learning how to manage their relationships



Leadership Potential and Personality

Leadership Style Correlation
Personality Type: 

Motivational Value System

Servant Leadership .708 Blue (altruistic-nurturing)

Transformational Leadership .438 Red (assertive-directing)

Transactional Leadership .458 Green (analytic-autonomizing)

Situational Leadership .529 Hub (flexible-cohering)

n=328

Wilson, Lawrence and Cook, Jeramy and Teater, David, Motivations: Army Civilian Leadership Approach Antecedents (August 31, 2018).



Comparing 
Motives



Using strengths to 
co-create the relationship

What strengths do you want 
from me as your coach?

How can I help you use 
your strengths?



Comparing 
Strengths



Comparing 
Strengths



Reduce the effect 
of overdone strengths 
in the relationship

What overdone strengths in you 
are likely to trigger a negative 
reaction in me?

As a coach, what do I need to 
guard against overdoing with you?



Comparing 
Overdone Strengths



Comparing 
Overdone Strengths



Relationship 
Intelligence

and why your future 

depends on your RQ.

How relationships 

really work…



IQ EQ RQ

A connection between people built 

on a foundation of shared experiences, 

interactions, and expectations.

Relationship

DEFINITION

Kent Cochrane (KC)



Quality of 
Relationships

Past
How favorably we view 
our shared experiences

Present
The effectiveness of 
our interactions

Future
The attractiveness of 
our shared expectations



Relationship Intelligence



COACHING

Present Strength

Present Results

Present Reasons

Desired Results

Future Strength

Future Reasons

Past Strength

Past Results

Past Reasons

Personality

Master the MomentRe-cast the Past Co-create the Future



Treating people (including oneself) with dignity and 
respect; assuming positive intentions and motives.

Positive Regard

Being curious and open to learn what people need. 
Being willing to meet other people’s need and 
appreciative when they meet yours.

Service Orientation

Taking ownership and initiative; being responsible 
for the results of your actions and choices.

Personal Accountability

The intentional use of behavioral strengths in pursuit 
of desired outcomes; metaphorically, choosing the 
right tool for the job.

Strengths-Based Agility





Relationship Intelligence in the Flow of Work

Digital 
Relationship 

Coach



Microsoft Outlook Add-In

Zoom Integration

MS Teams Integration

Quick Guide
Core Strengths Mobile App

Tools to Improve Communication

Compare | Teams | Coach
Core Strengths Platform

Coming Soon



Take the SDI 2.0
Access Code: 
ATD-LEADERSHIP-RELATIONSHIP-CAPACITY

CoreStrengths.com


