
“Learning Case” Template 
 

Leadership Practice 
 

Client’s First Name:  Christopher  

Name for This Practice: Developing a Transformational Leader 

Current Behavior Desired Behavior 

• Tends to take over projects 
• Values decisions based on technical 

merit 
• Relies on position power to leverage 

others 
• Task/competency focused 
• Ignores feedback 
• Linear with approaches 

 

• Collaborate and provide growth 
opportunities to others; encompass 
cognitive diversity in projects 

• Allow experimentation; value those 
who try 

• Leverage referent power to motivate 
others, leverage Directive and 
Inspiring personality attributes 

• Focus on bigger picture; vision 
realized 

• Accept feedback; be self-aware 

• Use holistic lens 

Current Mindset Desired Mindset 

• Collaboration is a formality and too 
risky 

• Knowledge is power; management 
competency validates leadership 
capacity 

• Takes the “my way or the highway” 
approach with his personnel 

• Highly transactional with feedback 

 

 

• Collaboration 

• Knowledge is an asset that should be 
shared to strengthen the organization 

• Pay attention to the difference in his 
point of view and the viewpoints of 
others, placing value on teamwork 
and mutuality developed 

• Be transformational with feedback, 
providing feed-forward when times 
are simple 

Primary Action Arena:  Leading change and leading teams 

Type of Agility:  Stakeholder Agility 

Shift in Agility Level:  Expert to Achiever 



Capacities to Develop: Cognitive and emotional capacities 

 
 

Level of Reflective Action to Develop: Shift from expert level awareness and intent to 
achiever level awareness and intent. 

Intent  

- Shift from being a problem solver to fostering a organizational view and being strategic 
goal focused 

Awareness  

- Shift from narrow lens to seeing systems and drawing interconnections  
- Increased self-awareness  
- Increased reflective capacity 

 
Relevant Background 

 
Client’s Role in the Organization:  Operations Manager 

Type of Organization (e.g., for or non-profit, industry):  Government/Military 
 
 

Motivation for Coaching:  Interested in bolstering leadership capacity and improved 
leadership branding; wants to serve in a higher organizational role. 

Context/situation:  To provide you with helpful feedback what would it be helpful for us 
to know about the larger situation in which your client is working?   

Chris is approximately one-year into having interest in leadership development.  At first, his 
idea of development was horizontal growth, adding more tools in his toolbox.  It was not until a 
mentoring engagement I had with him, approximately six-months ago, that he bought into 
developing his mindset and capacities.   

In a work environment that is driven by technology, Chris always relied on his technical 
expertise.  He has an in-depth educational and practical background in Information 
Technology.  The organization’s “expert-achiever” ways of measuring performance cultivated a 
self-validation, fostering Chris to believe he epitomized what good leadership looks like; 
therefore, there was never a sense of awareness that he was less optimal in his approaches to 
leadership.  Trying to trigger a feeling of a personal deficiency or disruption for growth when he 
is constantly being fed accolades for his strengths has always been a challenge.  It was not 
until he heard the organization’s top leadership did not believe he was ready for the next level 
of responsibility did Chris become interested in change/development. 

Chris has a temper, and many times will deviate from his newfound growth mindset and refuse 
to be empathetic, stating his personnel are members of the military and, “Should just do their 
jobs.”  He grows frustrated when personnel question rationale for orders or need “the why” to 



be motivated to accomplish a task.  He is a firm believer of relying on direct orders to achieve 
(his) desired outcomes. 

At times, he has taken advantage of his position power to engage in disciplinary measures, 
without providing a “way forward,” with personnel who he has personal issues with.  In each 
situation, progressive discipline (counseling or reprimand) was warranted; however, his tactics 
were different than someone he favors.  He has allowed forces presented to him in situations 
to resort in behavior associated with an “Opportunist,” making decisions that deviated from 
personnel or organizational benefit.   

Challenge:  What led you to use this “case” for receiving feedback? In helping this 
person develop their desired behavior and mindset for this practice, in what way do you 
feel challenged or unsure of the best way to proceed?  Please be as specific as 
possible.   
 

Because most individuals approach coaches to fulfil a personal journey to grow, I am curious 
how many classmates have experienced a client who only engaged in coaching for extrinsic 
reasons. Specifically, to brand himself or rebrand him or herself as a leader.  Or, because he or 
she would not obtain the next promotion. Furthermore, I believe Chris is early-Expert and still 
falls back on Opportunist when his power or authority are challenged; although, it has been a 
lot more infrequent over the past 12-15 months. 

I have not spent enough time, yet, to ask questions to span across intentionality, actions, and 
outcomes.  I presented him with a journaling tool that would elicit that type of reflection and he 
seemed disinterested.  He is more of a conversationalist.  Have you ever had a client try to 
“game” the system and say the right things, but left you suspicious? 

 

Feedback:  What kind of feedback would be of greatest value to you?   

How do you deal with an individual who may not be engaged in coaching for intrinsic reasons?  
When someone is in an Expert mindset, and may be discounting feedback or disingenuous in 
accepting it, how do you handle it?     

Also, I believe there are a significant amount of confirmation bias and incidents of halo effect 
that impede the awareness of the need to grow.  What triggers or disrupters could be effective 
when one does not see the need to grow? 
 

 


