Case Study
SYNOPSIS

MANAGER

Churchill Leadership Group partnered with this leading managed IT services company to

EFFECTIVENESS

deliver Churchill’s Strengths-Accelerated "Manager Effectiveness" Program. The
client's large group of people managers as well as some vice presidents participated in this

PROGRAM

leadership development solution. It was custom designed to build, deploy, and sustain the
transformational soft-skills these managers and the business needed. It achieved that
through a blend of expert teaching, reflection, peer interaction, highly experiential

IT Services Company

workshops, application on the job, and ongoing group coaching support - all based on
adult learning principles.

Leading Managed IT, Security and Cloud

The result? Greater growth and performance for the client''s people leaders, through

Services Provider

turning on a courageous mindset and building new leadership capability in the areas of

#21 MSP in the World

coaching, communication and conflict management. Participants also discovered that

2,200 Field Technicians

their impact expanded beyond their employees, as these new skills empowered them to

260,000 Devices at 32,000 Customer

have more effective conversations in many areas of their business as well as in their

Sites Under Management

personal lives.

24/7/365 Technical Support

The best part of the program for me was:

Manager Effectiveness Learning Journey

"How to effectively have team meetings and
one-on-ones. Using active listening and
delegation skills to better not only myself but
my employees as well."
"Drilling into conflict management and
understanding communication to effectively
handle conflict."
"Great information on coaching...it's not really
an ingrained skill and must be taught."
"Building confidence to be a successful coach."

-Participant Testimonials
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The Challenge

Churchill’s Strengths-Accelerated Manager Effectiveness Program
was designed to build, deploy, and sustain transformational success by
empowering managers to build the soft skills they and their business
needed. It achieved that through a blend of expert teaching, reflection, peer
interaction, highly experiential workshops, application on the job, and
ongoing group coaching support - all based on adult learning principles.
Item 1
3%

Implementing a Manager Effectiveness
program that would solve the specific most
important and most urgent problems this
client was facing with their managers.

Item 1
19%
Item 2
25%

Workshop #1:
Results-Driven
Communication

97%

81%

25%
Item 1
75%

Item 2
81%
Item 2
97%

would
recommend this
workshop to
others

The Deliverables
Phase 1: DISCOVER
Build a trusted partnership
Align on priorities & outcomes
Clarify role & responsibilities
A plan to measure success

planned to apply
the new skills
following the
workshop

would like to
see their
executives take
the workshop

Item 1
3%

Workshop #2:
Facing Conflict
With Confidence

Item 2
39%

Item 1
47%
Item 2
53%

Item 1
61%

Item 2
97%

Phase 2: PLAN

97%

Leverage internal resources

would
recommend this
workshop to
others

Build cases & on the job practice
Confirm deployment logistics
Phase 3: Deployment

53%

planned to apply
the new skills
following the
workshop

Launch 6-month learning journey
-Kick off & communications
-Strengths assessment & webinars
-Pre-work & bite sized learning

Item 1
23%

Workshop #3:
Leader as
Great Coach

100%

77%

39%

wanted additional
conflict resolution
training

Item 2
27%

27%
Item 1
73%

Item 2
77%
Item 2
100%

-Experiential workshops x 2
-Group & peer to peer coaching
-Debrief with success data

would
recommend this
workshop to
others

planned to apply
the new skills
following the
workshop

would like to
see their
executives take
the workshop

SOURCE: Churchill Client Feedback
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EXECUTIVE SUMMARY
About The Client
The client operates in the rapidly changing and highly competitive technology field and uses
cross-functional teams to complete projects. The members of those teams come from a variety
of disciplines and work styles—some joining via acquisition—and most do not regularly work
together. Its executives understood that, and in order to grow and stay relevant for clients, they
needed to improve performance. Specifically, executives recognized that their managers needed
to have more effective conversations with each other and with their employees in order to serve
clients more efficiently. Such higher-impact conversations should address planning, executing,
and evaluating business success. To harness all of these opportunities, participants in this
development program would need to experience both a mindset and a capability shift.

The Client’s Customized Need
The client came to Churchill Leadership Group with the intent of driving talent growth and
performance success. The challenge included implementing a program that would ensure their
managers felt empowered and supported in their current positions, and that they could be
positioned for professional and career growth. They believed that empowering their managers
with the ability to have more effective conversations, that included coaching skills, would
positively impact their business. After all, business outcomes are achieved through a wide
variety of conversations that occur each day. Therefore by increasing the caliber of
conversations between their leaders, and leaders and their teams, productivity and performance
could improve. The client and Churchill partnered to determine the specific need, identify what
desired clear outcomes, and to develop a “learning journey” roadmap that would best fit them
for this Manager Effectiveness program.
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Churchill's Solution: Strengths-Accelerated Manager Effectiveness Program
Churchill customized one of its flagship solutions – Its Manager Effectiveness Program for the client
and it launched in February 2019. It kicked off with building self-awareness and self-management
of each manager's strengths using the top 5 CliftonStrengths® assessment and a webinar to
understand the benefits of a strengths focus and to start to apply strengths for quick wins as work.
It also addressed weaknesses and how to minimize them. Churchill Executive Coach Traci took the
lead and partnered with the client to engage their managers in a six-month learning journey that
included three one-day in-person workshops:

1. Results-Driven Communication,
2. Facing Conflict with Confidence, and
3. Leader as Great Coach.

Churchill’s CEO and Executive Coach Jayne Jenkins says that these three topics are some of the
most commonly requested by Churchill’s clients for Manager Effectiveness.

“Most companies don’t have formal training for new (or tenured) managers;
Managers are left to learn as they go,” says Jenkins. “Such experiential
learning can teach you a lot, but it can lead to a lot of challenges and take
too long. Most companies need their people leaders to perform better faster.
Therefore people managers need formal soft skills training. The ability to
effectively manage conflict, how to have meaningful conversations that
engage employees and peers, plus how to coach employees for both
performance and development growth - are all critical leadership “soft skills”
that great managers possess. It has been proven time and time again,
including with Google’s extensive global research. Most managers are under
a lot of pressure to perform and so we need to set them up for success, fast.”
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Workshop #1: Results-Driven Communication
Focused on effective communication and provided a foundation for other leadership skills. Some of the initial challenges the client faced was their
managers were not having regular one on ones or effective team meetings. The result was that employees were not getting the clarity of direction,
feedback or development they needed and desired. Churchill coach Traci and the client's HR leaders collaborated closely to determine the highest
priority elements for this session, such as how to conduct a one-on-one meetings with employees. This workshop also explored the neuroscience of
how the brain processes conversations and information, and how each of us interpret such conversations differently. This understanding of how the
brain works provides clarity to workshop participants and they have powerful “aha!” moments that help them improve how they communicate with
others.
This Results-Driven Communication workshop also identified each participant’s listening style and how those styles impact communication. The leaders
had already completed the Clifton Strengths assessment and a webinar, so each participant also learned how their top 5 Strengths could help them
communicate better and how to look for others’ Strengths to communicate more effectively with each other. Through expert teaching, frameworks and
tools, peer reflections and discussions, client specific case studies, participants became more self-aware, gained greater ability to actively listen, plus
how to provide meaningful feedback to employees and each other. One participant stated that the most valuable part of the workshop was:
“How to effectively have team meetings and one-on-ones...
using powerful listening skills and delegation. It made me and my employees better!”

Workshop #2: Facing Conflict with Confidence
Focused on productive conflict and conflict resolution. It took place in May with the same group of the client's managers. Challenges that needed to be
solved included the lack of effectively addressing issues among peers, the desire to know how to “push back” on senior leaders in a way that managers’
ideas were heard - All so that the client could make better decisions and improved client outcomes. The three learning objectives were to discover how
to:
1. Address conflict and solve problems quickly to improve employee satisfaction and business results;
2. Solve cross-functional problems better; and
3. Have courageous conversations

This workshop took the participants to the next level of learning about emotional intelligence (EQ), including self-awareness, self-management, and
awareness of others. It explored brain functionality (more of the neuroscience) that triggers automatic emotional reactions in certain situations, and how
to recognize those triggers in order to turn our reactions into productive responses.
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Workshop #2: Facing Conflict with Confidence cont.
The Thomas Kilman Instrument (TKI assessment) was utilized to provide feedback about how each participant utilized the five conflict-handling modes
to improve their conflict-management methods going forward. The five modes are:

1. Collaborating;
2. Competing;
3. Compromising;
4. Accommodating, and
5. Avoiding.
Participants explored the intersection of their conflict mode and their top 5 Strengths (from their Churchill Strengths work). They reviewed comparisons
to peers, and learned how to use each conflict mode in cross-functional situations to achieve success and attain better results. Participants benefited
from a variety of learning methodologies including peer discussion, experiential exercises, assessment debriefs, and on-the-job homework between
workshops. Such homework included additional learning and its practical application at work. They had the opportunity after each workshop to reflect
on and discuss their experiences with their peer group, facilitated and supported by their Churchill Coach Traci. This peer to peer learning is a powerful
part of Churchill’s leadership development /manager effectiveness learning journeys.

The client's senior HR leader and sponsor of the program, Julie Clement, said, “This is where having a single expert, Churchill Executive Coach Traci,
really started to pay off. She is very engaging and personal and has diverse experience with realistic and first-hand practical examples. She did a superb
job as our coach, learned about our business and our culture, and earned the trust of our leaders so that they were fully engaged and felt safe enough
to be honest and vulnerable in the workshops.”

Churchill’s CEO Jayne Jenkins continued, “Utilizing the same expert coach for a series of workshops enables the coach to form a close bond with the
sponsors and participants, allowing for the tailoring of each engagement to the specific needs of the group and increasing trust and impact. For larger
programs we use a team of coaches who collaborate and align very closely to have the same impact.”
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Workshop #3: Leader as Great Coach
Was held in September and built on the first two. It focused on helping managers learn how to coach their employees through better conversations that
provide employees meaningful feedback and empowerment. Participants were able to harness their own strengths and manage weaknesses, to improve
employee engagement and growth for better performance. Like the previous workshop, number three involved relevant pre- and post-work and
included a follow-up group coaching session with coach Traci a few weeks later to support on-the-job ongoing practice and progress.

Participants agreed that this was their favorite of the three workshops. In addition to learning about Churchill’s “5 Great Coaching Skills,” they practiced
coaching using real life work and personal situations. This practical role-playing lead to some deep conversations that continued to enlighten
participants and experientially showed them a better way. One participant stated...

“The exercises were like practical work-group therapy, very useful. Great tools to use in daily life.”

“Working with this manager group through this learning journey allowed me to get to know them well,” says coach Traci. “This high trust connection
allowed us to take a deeper dive and touch on more sensitive subjects because they were familiar and comfortable with me. The pacing of the three
workshops was well planned, allowing them to process and practice between each one, but not so far apart that we lost our momentum.”

What’s next?
Measuring success is a critical part of the program, so the client's senior leaders will be observing to see how the learning objectives continue to play
out on the job: "This was our first time investing in our managers and we expect it to pay off and are delighted with the initial results. The participants
consistently stated that they felt motivated after each workshop—tired from the hard work, but inspired and equipped to be better. One suggestion was
that the workshops might be even better broken out as two half days each (instead of full days), due to the expansive amount of learning, so this will be
considered for future Churchill engagements," stated the client's HR.

Many participants also stated they want more learning opportunities and requested regular refreshers, including additional time to practice their newlylearned skills in a safe environment, and content on additional topics that can help them grow. In fact, as of Q4 2019 the client is implementing a
monthly HR lunch-and-learn on a variety of topics through their new learning and development manager.
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What's next? cont.

Jayne Jenkins states: “Many organizations need 'Management 1.0' training with critical job-related
topics such as learning how to hire, how to hold productive meetings, how to set vision and goals, and
align a team around them. New managers should get this 1.0 training asap to set them up for success
fast. Then in time they need ongoing development, what Churchill describes as 'Management 2.0.'
2.0 topics not only include what we did plus also resiliency and change management training, how to
engage employees, how to be strategic and systems thinkers, and much more. Churchill tailors each
Manager Effectiveness program to the needs of each client, to meet them where they are and we do that
in the 'Discover Phase' of the program!”

A side benefit for pulling these managers together for the workshops was that they got to spend some
time getting to know each other. They are a dispersed group and don’t often have the chance to sit in a
room together, so this provided an opportunity for some familiarization and peer to peer bonding, in
addition to learning more about each other styles and Strengths and building trust.

HR VP Clement states, “We have a lot more to do to help them leverage their learning, but they are
much more aware and conscious of their own strengths and styles now. We are excited to continue
investing in the growth of our people leaders - they deserve it!”

While the client continues to grow and experience a lot of change, they are keeping their commitment to
the manager effectiveness program and continue to support the learning journey.
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If you’re seeing Manager-related symptoms in your organization:
Conflict, lack of alignment, high attrition, low engagement and other
manager-employee issues, or if managers don’t seem to be ready for
the next level of leadership you need, it is time to invest in our
“Manager Effectiveness.” Churchill Leadership Group is a global
provider of organizational, leadership, and team effectiveness
solutions including Management 1.0 and Management 2.0.

About Churchill Leadership Group Inc.
A global leadership and team development organization, founded to enable the untapped talent in the corporate and government worlds to thrive by
leveraging strengths and building skill and capability in leaders and teams. Offering critical solutions to increase organizational capability leading to:
1. Stronger Organizational Capability
2. Greater Leadership Impact
3. Higher Performing Teams
Bringing you over 200 Executive Coaches, experts in their field of coaching, consulting and training to build greater awareness of a client’s intent versus
impact and the development of critical behaviors and soft skills needed for growth and performance success.

Ready for a Manager Effectiveness solution at your organization? Let's Chat! Contact us to set up time:
email - Solutions@Churchill-LG.com or
https://www.churchillleadershipgroup.com/contact/
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