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Abstract.  Leadership is increasingly a critical factor in the attraction and retention of high-performing employees.  To respond to this challenge, Husky Oil Operations Limited created a unique and strategic leadership development initiative to strengthen the skills and commitment of leaders throughout the organization.  While many organizations have engaged in leadership development, the uniqueness of this initiative lies in the integration of leadership components which are supported by best practices.  The leadership components described in this paper are 3600 feedback, coaching, classroom education, leadership network, involvement of the boss, and individualized development planning.  The personal and business impact of this program on two Husky managers, the Manager of Upstream Accounting and an Engineering Manager is detailed.  Results most frequently cited by participants are reviewed. As a result of this initiative there has been increased importance attributed to leadership at Husky Oil Operations Limited, and recognition that leaders significantly influence the performance of the people they lead.

1.
leadership


Strong leadership abilities are critical and integral to the attraction and retention of high-performing employees.  Competition for leader-​

ship talent is increasing.  In response to this challenge, Husky Oil created a unique strategic initiative to strengthen the skills and commitment of leaders throughout the organization.  The primary emphasis was on helping individuals develop themselves as leaders.  In this presentation we highlight the development of this initiative, its key components, and its impact on Husky leaders.


Husky Human Resource operating principles influenced the develop​ment of this initiative.  These principles are:

· Ensure a business need.

· Start low-key. 

· Take a small gains approach.

· Create a demand for services.


The business need in 1997 was to prepare managers for promotion to lead key operating and processing facilities.  It was recommended that coaching be provided to assist them in handling increased scope and complexity.  


Rather than start a major program, the initiative began low‑key by providing coaching support for three managers.  This “small gains” approach created a demand for coaching services, resulting in three additional coaching contracts.  In a very short time, there was a waiting list.  The waiting list, combined with extensive consultation with the Executive Team, and research of best practices, led to the develop​ment of the much broader leadership initiative at Husky in 1997.

Starting with groups of 20 to 25, all Husky managers have now completed the program.  Managers strongly supported extending this program to their supervisors.  Ninety supervisors (50 per cent of supervisors) have now completed the leadership development initiative.  An additional 30 super​visors are currently involved in the process.  Managers must complete the program prior to their supervisors.  In addition, managers are required to commit to coaching these participants.


While many organizations have engaged in leadership develop​ment, the uniqueness of this initiative lies in the integration of best practices, including 3600 feedback, provision of external coaches, tailored classroom learning that encouraged development of a leadership network, involvement of the leaders’ bosses, and creation of individualized development plans.  Our experience suggests that all the components are interrelated:  no one component in isolation can achieve the full development of leaders.  This realization led to an initiative that incorporated multiple learning methods, each covering off the others’ limitations. 


The components of this leadership initiative are shown in Illustration #1

1.1
EXPERIENCE-BASED 
DEVELOPMENT


Experience based develop​ment through diverse and challenging job assignments is critical to leadership growth.  The richness of  Husky leaders’ work assignments provided a solid frame​work.  Over a period of nine months, they had the opportunity to apply the class learnings to their work assignments, and to apply work experiences to class discussions, with coaching throughout.
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1.2
360O FEEDBACK


The 3600 feedback was provided utilizing the Profilor1 Instrument, which gave feedback on 25 leadership skills. It drew on perceptions from direct reports, peers, boss and self.  All feedback was anonymous except that of the boss. Feedback was a critical component because leaders have considerable difficulty getting direct, honest information about the impact they have on the people they lead.  This data was utilized for development purposes and was therefore supplied only to the participating leader and coach.  The primary purpose was to highlight strengths and weaknesses, in order to identify key areas for development.  Attention was drawn to areas of strength in order to enhance leadership confidence.
1The Profilor is a registered trademark of Personnel Decisions International

1.3
EXTERNAL COACHES


External coaches were selected to work with participants to understand the feedback received, deal with their reactions, determine how to leverage strengths, select key areas for improvement, and develop an action plan. Coaches were available to work with participating leaders over nine months in developing and implementing their plans.  

1.4
COACHING CONTRACT 
MEETINGS


Coaching contract meetings were arranged between the participating leader, their boss, and the external coach.  The purpose of this meeting was to review per​formance expectations, strengths, and coaching opportunities.  This meeting provided clarity and additional information to augment the Profilor1 data. Many participants indicated that this meeting provided opportunity to converse about issues not typically discussed, and opened the door for future honest conver​sations. 

1 The Profilor is a registered trademark of Personnel Decisions International

1.5
the development plan


The development plan was a key deliverable.  Leaders selected several areas for development, utilizing information from the Profilor1, coaching contract meeting, the coach, and of course, their own intuition.  Questions for consider​ation in selecting development areas included:

· What can I change?

· What do I want to change?

· Will it create an advantage for me?

· Is it linked to business results?

· What changes will produce the greatest impact?

In creating the development plan, emphasis was placed on concrete and observable actions.  Participants were guided to ensure that their development plans were linked to business needs.  Although the development plan was the responsi​bility of the participating leader, there was an expectation that this plan would be shared with their boss.

1.6
ROLE OF ‘THE BOSS’


The role of ‘the boss’ involved the selection and invitation of participants who were willing to commit time and apply new learning.  In addition, the boss gave feedback, supported the development plan, provided challenging assignments that enabled this development, and modeled effective leadership behaviors.  Boss involvement and support of this initiative was a key factor  in the participants’ application of new learning to the job.

1.7
THE CLASSROOM


The classroom provided an opportunity to discuss current leadership practices and to develop skills in a safe environment. Class​room material was aligned with the leadership skills identified in the Profilor1.  

Participants’ business issues provi​ded the context for learning.  The process of bringing the participants together over a nine-month period allowed for reflection time, and enabled transfer of learning from classroom to job and from the job to the classroom.  It also promoted the development of a leaders’ network, an important vehicle for ongoing learning and support.  Leaders learned from others’ perspectives, and developed a better appreciation of the business as a whole.  This network has been maintained through a quarterly forum where leaders come together and continue their learning and discussion.

1.8
LEADERS SHARED 
INSIGHTS AND EXPERTISE


Leaders shared insights and expertise in the classroom.  Executives and senior leaders were invited to the classroom to share their expertise and experience.  This reinforced their commitment to leadership, exposed participants to business lessons learned, contribu​ted to collegiality and respect across levels and functions, and kept the importance of leadership front and center throughout the organization.  As well, participants presented their learnings and insights to each other throughout the process.

2.
COach perspective

The coach spent time in discussion with the leader, learning about the leader’s particular work situation and challenges. The coach helped clarify the leader’s view of their role, strengths, and areas for development.


A primary role of the coach was to assist leaders in interpreting and understanding the feedback data.  Initial reactions to 3600  feedback varied considerably, based on the content of the feedback, and the expectations and perspective of the leader. The coach listened to the emotion expressed, acknowledged concerns, and assisted the leader to understand the data.  Coaching helped participants examine strengths and determine how they could use these to offset or overcome negatives. The coach  also assisted leaders to understand the needs and  expectations of their staff.


The coach facilitated the coaching contract meeting between the leader and their boss.  In these meetings, the coach provided the structure for the meeting and frequently facilitated a deeper level of discussion than had previously been experienced.  The coach helped to clarify expectations, and encouraged the leader and their boss to have regular discussions. 

The coach helped the leader to distinguish what was important in their role, and determine what improvements would have significant impact.  The leader was encouraged to develop realistic but challenging goals with measurable outcomes. The coach assisted the leader to identify significant gains associated with the planned changes, and to recognize the broader impact these changes would have on their influence as a leader.  Leaders were then encouraged to go back to their boss and direct reports in order to communicate the development plan.


Coaches helped the leaders to understand the information they received from various sources, including the coach, and integrate it with their own self-knowledge and intuition.  Each leader brought unique capabilities and challenges:  the coach assisted them to recognize these and create their own plan to enhance their effectiveness in current and future leadership roles.  The coach offered a supportive relationship while the leader explored new behaviours and attitudes.

3.       IMPACT ON PARTICIPATING          

          MANAGERS


More than 70 per cent of the managers and supervisors indica​ted that the Leadership Development program made a significant difference to their leadership effectiveness.  What follows repre​sents the specific experience of two managers who completed the program.
3.1
MANAGER OF UPSTREAM 
ACCOUNTING


Husky Oil’s manager of upstream accounting indicated that involvement in this initiative made a significant difference in her leadership effectiveness.  She developed a clearer understanding of her role as a leader, and a wider repertoire of skills.  She  became more deliberate and strategic in her actions, and more aware of her impact on others. 


A primary benefit was the improved communication and connection with direct reports.  This connection resulted in staff keeping keep the manager more informed, enabling her and the group to make better and more timely decisions.  They have taken more initiative in identifying issues and solving problems.  Direct reports have generated more ideas, and problem solving has become a group effort.  


This manager improved her ability to give direct, honest feedback to her staff, resulting in faster resolution of issues. The manager started coaching more and the people in her area began contributing more.  People began learning from each other and are sharing their expertise.


This manager emphasized the value of the external coach.  Areas where she found the coaching to be particularly helpful were in analyzing and interpreting the Profilor1 results, preparing for meeting with her direct reports to discuss and clarify the feedback, preparing for the coaching contract meeting with her boss, and formulating the development plan. 


The coach helped her to identify trends, make sense of the data and draw conclusions.  Most importantly the coach assisted in relating the feedback data to actual events occurring in the workplace.  It was important for this manager to gain a clearer understanding of employees’ needs of her as a leader.  To accomplish this, she and the coach designed a process to create more open discussion with her direct reports.  This meeting contributed to greater trust and honest discussion, paving the way for ongoing two-way feedback.  


The greatest gain from the coaching contract meeting was the boss’ counsel on career opportunities and development strategies.  Again the presence of the external coach, acting as facilitator, promoted clarity and frankness.  The framework for the development plan assisted in establishing goals, actions and time lines.  Emphasis was placed on taking areas of strength and greatest potential and using these more effectively on the job.  


Coaching provided the catalyst for growth, and great gains were made in communication with direct reports and her boss.  This manager began applying the coaching skills she learned, as she coached her direct reports.

3.2
Engineering MANAGER


An engineering manager at Husky applied many of the classroom learnings to his day‑to‑work.  He learned to vary his leadership style, depending on the confidence and competence of each direct report. He realized there were times to be directive and times to delegate, and began to dialogue with his people about what style was most appropriate.  Conflicts diminished; he was able to spend time more effectively.  Savings were realized in the drilling program, as junior engineers were encouraged and assisted to take on greater responsibility and accountability.  This led to better problem solving and cost containment on difficult sites. 


This manager found that having his boss go through the program first was an asset.  They were able to speak the same language, use the same tools and share a commitment to leadership.  This has strengthened their working relationship as well as benefited the drilling team.

4.0
Conclusions


The success of this program compared to traditional leadership development programs was due to the integration of several critical leadership components including 3600 feedback, coaching, education, creation of a leader’s network, involvement of the boss, and creation of a personal development 

plan. The key components, combined with participants’ comments, are noted below.

3600 Feedback:  “The 3600 feedback provides opportunities to focus on the ‘leader’ side of my job, instead of just the technical aspects.”

“Best feedback instrument I have been associated with.  Identified areas for improvement are understandable, therefore more likely to be acted upon.  Allowed me to quickly zero in on some key areas.”

Coaching:  “Coaching helped me more clearly identify actual behaviours and actions to change.”

“Opened communication between direct reports and me and between my boss and me.  Helped me identify areas of strength and development opportunities in a non-threatening, confidential manner.  Expanded self-awareness.”

Education/Classroom:  “Focusing on a leadership topic is a great way to get ‘back on track’ with behaviours that sometimes get missed while in the thick of things back at the office.”

“Assisted me to handle employee concerns resulting in reduced disability costs.”

“Classroom modules helped me to understand and accept the 3600 feedback process so that I could take advantage of the information.”
Creation of a leader’s network:  “Getting others’ perspectives.  Getting to know other managers and the company better.  Really great.”

Involvement of the boss:  “Encouraged me to look at myself and my boss from a higher level.  Taught me ways to manage my relationship with my supervisor.”

“The program is excellent.  I have more communication with my boss, and I have action items to more effectively work with direct reports and peers.”

“The program has made a real difference in this person’s work.  This person has changed!”  (boss’ perspective)

Creation of a personal development plan:  “For the first time in at least 5 years, I thought about myself and my development needs and have done something about it.”

Integration of key components:  “This is the most comprehensive and beneficial course I have taken.  The results have made the team better communicators and more account​able.”

“I constantly think about the information and how it can be applied.”

“Enabled me to shift increasing responsibility and accountability to employees, multiplying my effective​ness.”

The impacts most frequently cited by participating leaders included:

· staff are coming up with more ideas to solve problems and reduce costs

· staff are taking more responsi​bility and doing more on their own

· staff are demonstrating increased accountability and communi​cation has improved within the team

· leaders are more comfortable giving feedback to staff

· leaders state that communication with staff and boss is more effective and more frequent


As a result of this initiative there has been increased import​ance attributed to leadership at Husky Oil Operations Limited and recognition that leaders significantly influence the performance of the people they lead.
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