
“Learning Case” Template 
 

Leadership Practice 
 

Client’s First Name:   Jane     

Name for This Practice: Live up to your leadership potential in practice     

Current Behavior Desired Behavior 

Under stress, I tend to do things myself – 
which leads to the desired results much 
quicker 

When frustrated I have a tendency to criticize 
too directly, which does not really improve the 
situation 

I am overwhelmed with the amount of work 
and don’t find time for my own development – 
or innovative topics, learning etc.  

 Live up to my own standards of empowering 
leadership and motivate my team more 

Enable my team to become more self-
organized 

Focus on the important topics, delegate the 
less important things and find more time for 
inspiring things, learning etc. 

Current Mindset Desired Mindset 

 I feel a lot of pressure and have to face it all 
alone – too many topics with too little capacity 

I have to prove the value of my department 
and hence my own work constantly, while not 
being taken seriously by some 

able to trust and rely more on my team, find 
ways to deal with the situation constructively 

Feel more at ease, be more satisfied      

Primary Action Arena:   Leading teams     

Type of Agility:   Context-setting agility     

Shift in Agility Level:  Expert-Achiever to Achiever-Catalyst 

Capacities to Develop: Giving team the chance to grow; Setting direction – more focus 
on effectiveness and mid-term to long-term goals 
 

Level of Reflective Action to Develop:  Self-reflection and asking for feedback in order to 
grow. Not fall into the “expert-trap” under pressure, learn to rely more in people and develop 
post-heroic leadership style 



 
 
 

 
Relevant Background 

 
Client’s Role in the Organization:   Head of Transformation & Development; this department 
(part of HR) was formed in April in order to promote Jane to the leadership team. The 
department has only a handful more members than her former team (16 + interns).     

Type of Organization (e.g., for or non-profit, industry):  Large insurance company, 
~9000 employees    
 
 

Motivation for Coaching:   Professional interest in all kinds of leadership development 
tools(and very skeptical about most of them), is a systemic coach herself    
 
 

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?        

We do not have a proper coaching relation here. I offered to do the 360° with Jane and 
she was interested, but never finds the time to do so. She does not really ask me for 
feedback or coaching, but I feel that I am one of the few people she actually listens to. 
We used to be friends before she joined the company (12 years ago) and ended up 
working on related subjects – which is not free of conflict. I would like to help her 
improve her leadership style, because I see her struggle, she tells me about it and I 
receive more direct feedback on her leadership by her team members than she does. 

She worked really hard to become head of a department. This meant finding somebody 
on the exec board who were willing to promote her. She has bet on some board 
members in the past, who left, before she could benefit from their grace. Hence, over the 
last years, she has taken over more and more tasks – all that “needs to be done” and 
has a high visibility. From organizing the management conference to corporate 
communication to facilitating exec board workshops. Whenever an exec board member 
needs something, she volunteers to provide it. Her department is in charge of Cultural 
Transformation & Change / Development & Performance / Agile Transformation / 
Leadership Transformation. The department is organized in an “agile” mode, which 
means she has 4 product owners and a very small team. They have a quarterly planning, 
where they agree on OKRs and the most important topics. Two of the teams work in 
sprints (Scrum), two in a basic Kanban mode (not really using the framework, more or 
less only a task-board). The entire department feels a lot of stress and is overwhelmed 
with the many tasks that don’t really allow to focus, since everything is urgent and has 
potentially a high visibility. But frequently, Jane needs something else that wasn’t 
agreed upon in the planning – e.g. when an exec board member asks her for something. 
Some of the more conceptual work (e.g. a new leadership framework) takes months to 
develop and leaves her desperate. She urges her teams to deliver and starts micro-



managing, esp. when under pressure. Her department consists of several young, 
ambitious, excellently educated people (several with a Ph.D. in business psychology or 
a coaching background) and some really experienced, also very well educated seniors. 
None of them are happy about being micro-managed, some have given her this 
feedback. Her response was mostly “If you delivered what I asked you for, I wouldn’t 
have to ask again.” 

In general, Jane is a very friendly, warm and even funny person. She loves to chat with 
people, puts a lot of effort into personal relationships and tries to be very appreciative. 
She has studied psychology and is also a systemic coach. She is very diligent and 
though she works officially part-time (85%, she has two kids, 9 & 7, and her husband 
travels a lot), you frequently receive her e-mails on weekends or late at night. She will 
come up with a new concept or a presentation at midnight, which is impressive. But that 
also annoys her team, because frequently they have been working on it and simply 
asked for her feedback / approval or input and receive something completely new the 
next morning, which renders their effort completely useless. 

 

 

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.        
 
As mentioned, she never finds the time to do coaching – or maybe she doesn’t really 
want to. I see her struggle and feel the frustration of her team and would like to help. In 
my opinion, more catalyst leadership – or at least less expert leadership would help her 
and suit her team better. 
 

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

Some honest feedback, whether I should smother my desire to coach her, because one 
can’t coach somebody who does not want to be coached (at least not by me). Or some 
advice, how to tackle the subject without annoying her and how to introduce the 
concept of leadership agility without challenging her own leadership concepts too 
much. 

 

 

 

 


