
“Daniel - Learning Case” (Frans) 
 

 
Leadership Practice 

 

Client’s First Name:  Daniel 

Name for This Practice: Being more influential without authority 

Current Behavior Desired Behavior 

Acting as an expert/consultant trying to drive 

commercial outcomes  

Being more influential by setting context, 
gaining buy in and listening to understand. 

Current Mindset Desired Mindset 

I have all the facts and cannot understand why 

people are not supporting my 

recommendations 

To be successful in the wider system I need 
to set a clear vision, listen to understand and 
shape alignment through collaboration and 
influence 

Primary Action Arena:  Pivotal Conversations 

Type of Agility:  Stakeholder Agility & Context-setting 

Shift in Agility Level:  Expert to Achiever 

Capacities to Develop:  

Stakeholder agility: Listening first to understand (empathy), balancing his power style to be 

both relationship and task driven to create buy in from stakeholders 

Context-setting agility: Seeing the business system and strategic thinking (clarifying a common 

vision with clear outcomes  

 

Level of Reflective Action to Develop:  

Awareness: Robust reflective capacity 
 
Intent: Strategic outcome orientation 

 

 

  



Relevant Background 
 

Client’s Role in the Organization:  VP Global Head of Commercial Development and 

Customer Engagement – Matrix organizational function lead 

Type of Organization:   

Food development and supply commercial for-profit organization 

 

Motivation for Coaching:   

Regarded as future talent, a need to gain wider commercial experience  

 

Context/situation:   

Daniel has been with the organization for about 4 years following a successful consulting 

career with BCG. He is smart and driven with a great deal of expertise in consulting and 

providing solutions for his clients. 

He has been promoted rapidly and is finding it difficult to make an impact as the organization is 

heavily matrixed with strong regional leadership and different approaches across the globe.  

He has functional responsibility for commercial development and customer engagement 

however has no authority to make things happen. 

He is tasked with driving radical change in the way that the regional heads will buy in and 

support the company’s new way of engaging customers. 

He is looking to move into a wider operational role with direct responsibility for a P&L 

 

Challenge:   

Daniel is finding it difficult to step out of expert consultant mode. I have had him watch the 

following video Listening to Learn by Jennifer Garvey Berger and suggested practices to listen 

to understand. 

Daniel also provides too much information in presentations to prove his thinking, he loses the 

audience and does not gain the operational support he needs. I have suggested using the 

concept of PO² - Purpose (Why) Outcomes (What) and Outputs (How) to structure his 

communication and create opportunities for discussion and agreement of outcomes. He is 

finding this challenging. 

Feedback:   

Ideas on how to get Daniel to practice the skills and capacities necessary to be successful and 

more influential.  What am I not seeing or missing? 

 

 

https://www.youtube.com/watch?v=Zrg_3KlAE6o&index=2&t=110s&list=PLD5YN1IzhFkhlLtmU-mmPhFqxz35GcKNR

