
“Learning Case” Template 
 

Leadership Practice 
 

Client’s First Name:  Justin 

Name for This Practice: Fostering Self-Awareness 

Current Behavior Desired Behavior 

• Passionate about achieving goals 
• Motivates the team on mission 

accomplishment 
• Seeks and welcomes feedback if it 

fosters his own development or goal 
achievement; however, resists 
feedback if it questions the framework 
he is operating in 

• Passionate about cultivating agility to 
deal with contemporary challenges 

• Motivate the team to strive for the 
greater good 

• Solicit feedback for organizational 
development; trigger reflective 
practices in others 

 

Current Mindset Desired Mindset 

• Bigger picture “strategy” mindset 
• Growth mindset  
• Comfortable when things are 

complicated 
• Views leadership as a role as much as 

an emerging phenomenon 

 

• Experiment and redefine goals and 
objectives 
--Bridge stable with creativity, 
collaboration and transformation 

• Be a facilitator of collaborative inquiry 
and facilitate transformational change 
in others 

• Be comfortable with discomfort when 
things grow complex 

• View leadership less as a formal role 
and more as inspiring and being 
catalytic for others 
 

Primary Action Arena:  Team improvement 

Type of Agility:  Self-leadership agility 

Shift in Agility Level:  Achiever to Catalyst 

Capacities to Develop: Self-leadership agility – Greater capacity to be self-aware of his own 
thoughts, feelings, and behaviors and how they could be delimiting organizational development 
(also factoring in developmental motivation) 

Intent: Proactive experimentation with new leadership behaviors 

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



Intent – To create satisfying work environments that foster achievement by others 

Awareness – Capacity to reflect in the moment and be more self-aware of intentions, and 
whether the intentions bridge domain of accomplishing personal and organizational goals with 
the greater good. To hold multi-perspectives in reflective practices. Awareness of the human 
system 

 
Relevant Background 

 
Client’s Role in the Organization:  Functional Area Superintendent  

Type of Organization (e.g., for or non-profit, industry):  Command and Control 

Motivation for Coaching:  Interested in bolstering leadership capacities, looking to hold multi-
perspectives, and cultivate an innovative culture. 

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?   

Justin is a 16-year Senior Master Sergeant, who is being groomed to serve as a Chief in the 
next two years.  Justin is a life-student of various facets of leadership and management.  He is 
familiar with vertical leadership, more familiar with Torbert’s framework, and is interested in 
developing vertically.  He has not been formally assessed, but probably transformed from 
expert to achiever approximately two years ago; nevertheless, still has expert tendencies 
wherein he’ll take on projects alone and tends to embody confirmation bias when he feels 
strong about an idea or concept.  

In respect to horizontal leadership, Justin is well equipped.  He has a master’s degree in 
management and has attended multiple military leadership schools.  As far a management 
goes, he is a Project Management Professional (PMP) and is working on his Six Sigma 
Blackbelt.  This is important to mention because he sometimes exhibits role conflict, between 
leader and manager, and will focus on the intricacies of a manager and link the outcome to 
sound leadership (if it is a win).   Justin in charge of Command Center personnel who perform 
duties that range from surveilling suspect aircraft entering U.S. airspace, and scrambling fighter 
jets to intercept, in addition to emergency management functions; therefore, his strong 
management skills have branded him as a sound leader. 

Other than the aforementioned issues Justin has with his role conflict and a couple of things I’ll 
mention in the next section, his personnel love working for him and have no issues they have 
shared (looking through their leadership lens) in regard to him as a sound leader. His 
organization is known as one of the best in the business, having been recognized numerous 
times by Major Commands. The military culture is highly conducive for his Achiever mindset; 
however, to deal with the turbulence of change in the field (mitigating risk and dealing with 
threats) and in the shift of Airmen (generational shifts) calls for the need for an agile leader to 
lead through a complex environment and nurture an innovative culture, something Justin may 
struggle with.   
 
 



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.   
 

One of Justin’s challenges in development is that he becomes a faithful follower of his own 
intelligence at times, with bolstering effects from halo-effect and confirmation bias.  He is 
viewed as a “rising star” at a young age and knows it.  This faithful followership sometimes 
impedes his desire to collaborate, even if collaboration will trigger cognitive diversity or 
development for other participants.  Not only has this mindset been delimiting, but it has also 
cost the organization money due to developing less optimal tools of the trade.  

Justin also has a young family, which pulls him from having the time to work on him.  He will 
grow frustrated to not have the time to devote to coaching; however, in the very next breath 
he’ll reflect and know that he is more than “good enough,” which puts him in a safe and 
comfortable place.  

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

• What methodologies are effective when your client is pressed for time? 
• Reverse role play would work well with Justin; however, it may be a matter of him using it as 

a mentor tool on one of the “Experts” who work on him, maybe playing the role of an 
Achiever may trigger a mindset that boundaries need to be spanned for personal and 
organizational optimization 
--Have you ever given a “coachee” homework to use reverse role play 

 

 


