
Torbjörn’s Leadership Agility 
Coaching Clinic Learning Case 

 
 

Client’s First Name:  Anna 

Name for This Practice: Reflecting in the moment in important conversations 

Current Behavior Desired Behavior 

Jumping right into the problem or the 
challenge in the conversations 
 
Reacting with less awareness and intent 
 
Becoming passive or silent when being under 
pressure or “attack” 
 

Start meetings/conversations with setting the 
context (common direction, objectives etc.) 
 
Be open about my intent around co-creation 
and collaboration and why I view this as 
important for the outcome of the discussions 
 
Be more transparent about my assumptions 
and where I come from in different questions 
 
Reflect in the meetings. Relax and focus on 
my breathing for a while  
 
Be more assertive instead of accommodative, 
integrate asking and telling, task and 
relationship 

Current Mindset Desired Mindset 

I need to get buy-in now 
 
Move away from the uncomfortable topics 
 
Will others perceive me as slowing things 
down or being to soft? 

See conflicting views as more positive 
 
Other people have different views and 
experiences that might differ a lot from my 
own 
 
Others stress or reactions may not be 
connected to what I do  
 
Decide mentally that my view and ideas are 
important  
 
 

Primary Action Arena:  Pivotal conversations 

Type of Agility:  Stakeholder agility 

Shift in Agility Level:  from achiever to catalyst 

Capacities to Develop: Stakeholder understanding – to truly understand who other persons 

are as persons, understand more of the other persons situation – what’s their needs and 

what’s on their agenda. To develop a level of empathy that allows you to truly see the situation 

from their point of view.  



 

Power style – integrate assertiveness and accommodation even when she is under stress and 

pressure where she today becomes more accommodative and sometimes even silent or 

passive. 

Level of Reflective Action to Develop:  

Anna is a very reflective person with a strong reflecting capacity before and after and even in 

conversations where she feels safe and where she has a stronger platform for her leadership 

(=within the Tech organization).  

She can observe that she doesn’t have full access to that capacity in pivotal conversations with 

some leaders in the top management-team. Therefor she wants to strengthen her capacity to 

reflect in the moment and thereby be able to be more agile in the moment. 

Intent: Anna intent is to support the company’s transformation by bringing in new, more agile 

ways of working with steering (QBR-processes instead of yearly business planning and OKR’s 

(Objectives and Key Results) instead of more traditional ways of setting long- and short term 

goals, KPIs etc.). Her intent is also connected to transforming the culture and the leadership 

within the whole company. Her intent is based on a strong belief in the company’s overall 

direction of transforming the whole industry towards a circular and sustainable business model. 

 

Relevant Background 
 

Client’s Role in the Organization:  Transformation stream lead, agile ways of working. Anna 

works both with the company’s top-management-team, with key stakeholder in other brands 

and functions and as a leader for +50 agile coaches within her “own” function (Tech). She is a 

part of the Leadership Team in the Tech-function. 

Type of Organization (e.g., for or non-profit, industry):  Retail, multi-brand, global organization 

with +170.000 employees in more than 70 markets. 

Motivation for Coaching:   

Anna is part of a big transformation-project where Gaia Leadership is the partner when it 

comes to culture and leadership. In the project we have group-coaching in teams of 3 leaders 

and there we have used the LA Accelerator for app. 140 leaders.  

Anna is very openminded, does a lot of reflection and really has a growth mindset. She is 

highly motivated to work with her leadership. She has a warm and winning personality and is 

highly trusted in the organization. 

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?   

Since a year, the company has taken on a new and challenging mission and direction to 

disrupt the industry towards a more circular and sustainable business model.  

The tech department is going through a major transformation since 18 months back, moving 

into a product-organization based on empowered product teams and agile ways of working 

enabled by a strong focus on creating a leadership culture towards achiever/catalyst. High 

demands from the rest of the company to deliver at the same time as the tech-function is in the 



middle of their transformation. The tech department has in total around 5000 employees all 

over the world.  

Tech as a function has moved from being “the back office” at the bottom of the organizational 

hierarchy to be the core department in the forefront and should take lead in the transformation 

of the whole company. This means that all leaders within the tech function also 

influences/leads the change of culture, mindsets and behaviors in the surrounding 

organization. 

Anna has been part of the transformation officed that designed the whole organization and 

worked as one of two transformation-leaders for 12 months before the new Tech-function was 

launched 6 months ago. 

She is now forming her part of the organization, but she is also working a lot towards other 

parts of the company.   

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.    

I want to understand more about the details in the cognitive and emotional competencies 

shifting from achiever to catalyst when it comes to Stakeholder Agility in the Pivotal 

Conversations Arena. I tend sometimes to draw conclusion myself and also sometimes give 

her suggestions on how to act. What questions can I ask to make her see her own path going 

forward on her leadership Journey from being a strong Achiever (accommodative) to a Catalyst 

Leader. 

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

I really want to hear your experiences of and ideas on how to support a leader to mature into 

the catalyst-leadership. What methods or questions can I use and how can I support in the best 

ways? How do I need to develop as a coach to support? How can I avoid becoming the 

hinderance for her development? 

 


