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      I dedicate this book to Dr Jon Pinder, an incredible human with a gifted business mind who has shared his wisdom with others through his role as a professor at Wake Forest University in Winston-Salem, NC.

      I can vividly remember my first trip to his office, hoping for some assistance on a series of assigned problems.  He started by asking a few questions about me and my life.  To be respectful of his time, I tried to answer them quickly and move on.  His follow-up questions made it clear he wasn’t going to help me with my academic questions until he was able to learn more about me as a person.  As I look back, I can see that I was mistaken in thinking I’d gone to his office for instruction related to quantitative methods.  His actions made me aware that I needed more help with Talent Development.  It was a powerful lesson of how to sincerely connect with others and the need to do it early in relationships.
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      Referring to him as a Professor of Quantitative Methods is woefully insufficient. It is probably best to describe him as a great human who is focused on developing people in life and work by teaching students how to think logically and how to use quantitative methods to help solve business problems.

      Had Jon not developed and mentored me, I would not have had the life or business successes I have been blessed with.   Fifteen years later, I’m thankful he still answers my emails, and I am honored to call him a friend.
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        The day you plant the seed is not the day you eat the fruit.

        Author Unknown

      

      

      

      First, a story

      A few years back, I joined a small company as their COO. At that time, they generated about $20M in annual revenue. Receiving the job offer was a great honor as the company experienced solid growth over the previous 3 years. When I joined, it was evolving from a startup to a sustainable small business. Joining as the company’s first COO and first external senior leader, my job description was not clearly defined by the co-owners, so I helped create it.

      It is funny, but over the years, I have often joked that a COO’s job description is to:

      
        
          	
        Grow sales
      

      	
        Make things more effective
      

      	
        Clean up the tech and operational debt
      

      	
        Don’t curb creativity
      

      	
        Take care of the team
      

      	
        Take care of customers and clients
      

      	
        Be more efficient
      

      	
        Don’t upset or stress anyone while doing it
      

      

      

      Yes, it is kind of a joke, but the basics were there. In fact, in each of the 4 times I have been a COO, those were true.

      With my target clear, I spent the first month learning as much as I could about the key functional areas of the business. In that month, I went as deep as I could in operations, marketing, HR, finance, and technology. At the month’s end, I had my bearing, and I was ready to dive in and hopefully add value. I knew what I needed to do to grow the business, so I marched straight to the HR office.

      Yes, with operational excellence on my mind, I went to HR.  Everyone was a bit surprised.  But I knew that in order for my operational and strategic ideas to have a chance of working, I needed to first invest in the organization’s people.  Specifically, I needed to build out a Talent Management program because I knew:

    

  


  
    
      
        
          
          

          
            All Growth Comes With Growing Pains

          

        

      

    

    
      Throughout my career, I have transitioned into new roles often and have led a lot of change initiatives. I’ve also held senior positions at multiple companies and learned growing pains could be mitigated by effective communication and Talent Management. As I started my new role, I knew I could not grow as fast as we wanted if the talent infrastructure wasn’t strong enough.

      So, I evaluated how the company supported and led each pillar of what I outlined in my book, The Five Pillars of Talent Management.  They included:

      Talent Identification: Organizational structure, compensation, and open roles

      Talent Assessment: Evaluation and calibration cycles for the organization

      Talent Development: Formal and informal initiatives to help team members grow personally and professionally

      Talent Acquisition: Hiring practices and tools used by the organization

      Talent Retention: Established practices designed to retain talent

      When I started my role, we were laser focused on quality growth, and I quickly realized that our talent pipeline would be our biggest obstacle for the rate of growth we were anticipating. We needed talent today, in 6-months and in 2 years. Each of those timeframes required different strategies. It seems simple, but:

      To Solve Tomorrow’s Problems, You Have to Develop Talent Today

      For the roles that we needed immediately, we looked to give opportunities to existing team members who had earned a new opportunity. That required us to back fill roles. We also knew that we lacked some skills and depth in certain departments. We knew:

      
        
          	
        We needed people with skills we did not have on the team yet.  We had to build strength in our Talent Acquisition team to recruit for those skills
      

      	
        We needed people with more depth in certain skills.  We needed to recruit for those skills while also training the current team members so they would be ready in the future
      

      	
        We needed more talent depth in some skill areas we already had.  We needed to promote when able and hire when needed.
      

      	
        We also needed people who could lead teams.  We promoted when we could, we trained people for the future, and we had to hire for some roles.
      

      

      

      We immediately started to structure how we developed our team and started to hire new talent.

      Only after we started to stabilize our Talent Management strategy did we start to make ops-strategy changes. We endured plenty of turbulence, but our plan was solid, and it relied on our stable Talent Management system.

      Three years later, the team had grown from about 70 team members to about 200 while growing the business from about $20M to about $90M. Yes, there were growing pains, but we had a smart Talent Management plan to support the operational and financial growth changes we implemented.

      While building out the Talent Management program to truly be strategically integrated into the business, I was incredibly fortunate to have a business partner leading HR that understood what we were trying to do. Josh’s guidance was powerful because he kept us culturally aligned as we made strategy, operations, and financial changes. He could do it because he was a strong business leader who understood every area of our business.

      I share that story because it outlines exactly how important I think Talent Management and Talent Development are. I knew strategic growth required us to fully invest in developing our team. As you go through this book and prepare to implement what you learn, do so with confidence, because others have already done this. And it works.

      You’ve Already Been Exposed to Talent Development

      I realize you, the reader, already have experience with Talent Development. You may have received it as an investment from a leader or mentor. You might be an outstanding leader focused on developing your team and you develop others from your current role. Talent Development isn’t likely a new concept for you. However, you might not know there are Three Phases of Talent Development or that there are great tools available to help you self-develop or develop your team.

      Talent Development is critical for organizations who want their next generation to be better than their previous generations.  When leaders purposefully invest in developing their team by sharing their lessons, they can speed the rate of talent growth. Sometimes, allowing people to struggle and even reinvent the wheel is valuable for gaining in-depth knowledge.  But, for the most part, when we can transfer knowledge or skills to others without them having to feel the pains of learning from scratch, we are better off.

      In the military, corporate America, and in small businesses, I love developing company-wide talent management programs specifically designed to help high-potential team members grow.  It is fun to build Leadership Development Programs or to formally mentor people. But, as I look back over my career and consider the benefits I have gained from my mentors and leaders, most of the important lessons came from impromptu lessons.

      Sam Walton called it Coaching by Walking Around (CBWA) and it is the idea that as a leader, we are constantly developing others by spending time with them and actively trying to help them develop in their day-to-day functions. He popularized the phrase while spending over four decades touring retail stores and investing in his associates.

      Over the years, I have learned the value of integrating CBWA with formal programs to develop talent.  And I have been fortunate to develop talent across many industries, including the military, retail, restaurant operations, the oil and gas industry, real estate, and online education. There are some aspects of talent development I have found to be nearly universal, and other aspects are more industry or specific.

      A Secret to Organizational Success

      In my experience, most small to mid-sized organizations struggle less from a lack of strategy or clients than they do from a lack of talent management and operational excellence. Often Operational excellence improves significantly with increases in talent management.

      Organizations that can strategically integrate Talent Management can grow faster. And a strong Talent Development program is a key pillar of the success of the Talent Management program.   Successful companies seem to have strong talent pipelines, where struggling companies don’t.  Those pipelines don’t happen by accident, they are planned and nurtured.

      Well, that is the secret. Does it sound valuable? Are you interested in achieving better results with your team and strengthening the relationship you have with your team members?

      Purpose of this Book

      I wrote this book to help you stabilize today’s business and help you prepare to scale and lead your organization for the next decade and beyond.  One of the best ways to do that is through a customized Talent Development program that both increases your team’s ability to run your organization and strengthens your mutual commitment to each other. Best of all, when done properly, it won’t break the bank and won’t distract from today’s business.

      
        
          	
        Talent Development programs can seem expensive. They don’t have to be.
      

      	
        Talent Development programs can seem like they are only for the high performers. They don’t have to be.
      

      	
        Talent Development programs can seem like they need a lot of managerial oversight. They don’t have to.
      

      	
        Selecting the right Talent Development opportunity can seem overwhelming. It doesn’t have to be.
      

      	
        Talent Development programs can seem to require a lot of time and work from the organization, the supervisor, the team member, and the team supporting the initiatives. They don’t have to.
      

      

      

      This book is not designed to provide you with 200 pages outlining the Three Phases of Talent Development. The Phases are not complex or difficult to understand. The gap many organizations have is that they don’t account for them when trying to develop talent.

      This book should help leaders and organizations develop their talent pipelines to help them advance their organizations and position themselves for growth by leveraging talent as a strategic resource.

      A significant portion of this book will outline how to establish, tailor, and manage Talent Development programs.

      However, before getting to that, it is important to set baselines for key elements, resources, and frameworks used extensively through the book.

      Last, this book has a lot of resources that can help any sized organization.  Much of this was written with a slant for small to mid-sized organizations, but the ideas apply to organizations of all sizes

      

      Considerations as you read this book

      
        
          	
        Talent Management Needs to be Strategically Integrated Into an Organization to be the Most Effective.
      

      

      

      
        
          	
        Talent Development is one of The Five Pillars of Talent Management.
      

      	
        Talent Management is one of the Five Universal Tenets of Leadership.
      

      

      

      These frameworks will be described in more detail in the Talent Development Baseline section of this book.

      
        
          	
        Stories Are Powerful Tools to Help Develop Others.
      

      

      

      As such, I use a lot of stories to explain and demonstrate ideas. The stories should serve as a good primer for you to recall your own stories. As a leader focused on developing others, I’d recommend you share your own authentic stories. They are powerful.  Give credit to those who helped you learn the key lessons along the way. As you tell stories, remember they are about the lesson and not about you.  If you don’t it will sound like you are bragging or reliving your glory days.

      
        
          	
        To Have a Highly Effective Talent Development Program, a Leader, or Organization Needs to Integrate the Three Phases of Talent Development Into How They Sequentially Develop and Customize the Program.
      

      

      

      The Three Phases are:

      
        
          	
        Knowledge
      

      	
        Experience
      

      	
        Wisdom
      

      

      

      
        
          	
        People Will Ask to be Developed and They Will Ask for Autonomy.
      

      

      

      It is your job to first assess what developmental phase they are in and then determine the best way to develop them. Only then can you determine how much autonomy you can fairly give them.

      
        
          	
        Talent Development is About the Recipient’s Success; it is Not About the Leader/Mentor.
      

      

      

      Learn to find joy in developing others and learn to find joy in developing yourself.

      
        
          	
        I Hate to Break it to You, But There Are Optimal Times and Places in People’s Lives and Careers to Learn.
      

      

      

      There will come a time when the opportunity cost of focusing too much time on lower-level development can hurt a person’s ability to deliver what they need to in their current roles. It is difficult to go back, so make sure you and your team are learning at the depth necessary along each phase of development.

      
        
          	
        There Are a Lot of Great Tools Available to Develop Talent, so it isn’t Necessary to Reinvent Them All.
      

      

      

      
        
          	
        If You Care About Your Team and Your Organization, and Actively Try to Help Them Develop, You Will Likely Have a Very Positive Impact, so You Don’t Have to Be Perfect.
      

      

      

      You do get credit for trying.  I hope the resources in this book help you improve your success as a developer.

      
        
          	
        Every Supervisor is an Organization Has at Least One Assistant.
      

      

      

      Not an executive assistant, but assistants none the less. A supervisor needs to delegate purposefully to their team members.  This not only develops the team members, but it also allows the supervisor to be developed by having more capacity and being able to take work from their supervisor.

      A quick story

      I was sitting in my office a few years ago and a super talented director came in for a one-on-one.  She sat down and started to rattle off all she accomplished over the previous week. She then outlined all she wanted to do but couldn’t accomplish. The amount of work she did was incredible. Not only did she do a lot, but she used great judgment, and the results were high quality.

      At the end of the meeting, I thanked her for all she was doing but told her I’d be excited when she walked in my office and reported she did little during the previous week. I could tell she did not love my comment and was very focused while she tried to understand it. Over the next few weeks, during our one-on-ones, we unpacked it more. She finally understood I would be more impressed if most of the work she said she did was done by her team.  All the work was important, but most could have been delegated. She soon realized she’d need to train her team more before delegating more work to them.

      About six months later, she calmly walked in my office, sat down, and said something like, “I don’t have much for ya.  I don’t really feel I did much this week.  The team is good and we are on track with everything, but I don’t think I did much.”  She then smiled as she recognized how good it felt and sounded.  I simply said “great”.

      The key for me was, until she learned to delegate she would not have time for me to invest in her and give her more senior work.  Once she got it, she got it.

      Warning: Once you understand these resources, building tailored Talent Development programs may seem unimpressive.  In this book, there are about 680,400 possible talent development options to choose from.  But don’t freak out.  As you progress through the book, you will be able to generate tailored talent development plans in minutes.
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        Knowledge is learned through study.  Experience is gained through application.  Wisdom is earned through the lessons of good and bad experiences.

        Curtis Weeks

      

      

      

      As we prepare to dig into the specifics of the Three Phases of Talent Development, it makes sense to first establish a baseline regarding where Talent Development fits into the broader focus for leaders and organizations.  Since many of tools and resources will be discussed multiple times throughout the book, we will introduce the most common ones in this chapter.

      This Baseline chapter is broken into 6 sections.  After explaining them, we will describe the Three Phases of Talent Development in far greater detail and then we will focus on how to build tailored and highly effective Talent Development Programs.

      As a reader, I like outlines.  They help me keep track of where I am in the book and where the author is taking me.  I know it looks a little textbook-ish, so please forgive me, but I thought it would help you as well.  In this chapter, we will cover:

      Section 1: 3 Frameworks

      
        
          	
        Five Universal Tenets of Leadership
      

      	
        Five Pillars of Talent Management
      

      	
        Three Phases of Talent Development
      

      

      

      Section 2: Types of Talent Developers

      Section 3: 5 Key Elements and Resources

      
        
          	
        Clearly understand why your organization is trying to develop talent.
      

      	
        Have criteria for who should be entered into the different types of Talent Development programs your organization offers.
      

      	
        Align the team member’s goals with the organization’s goals and with their commitment level to achieve them.
      

      	
        Clearly understand where each team member is starting from.
      

      	
        Have a leadership team that can support the formal and informal components of the Talent Development components.
      

      

      

      Section 4: 7 Determining Tools

      
        
          	
        Strategic Plans
      

      	
        Levels in an organization
      

      	
        Talent Level Competency Matrix
      

      	
        Evaluations
      

      	
        9-Box Calibrations
      

      	
        Three Phases of Talent Development
      

      	
        Risk Competence Paradigm
      

      

      

      Section 5: 14 Key Developmental Opportunities

      
        
          	
        Current role
      

      	
        Individual Development Plans
      

      	
        Assigned Mentors
      

      	
        Company Events
      

      	
        Company Programs
      

      	
        CSR Initiatives
      

      	
        New Manager’s Training
      

      	
        Structured Leadership Development Program
      

      	
        Rotational Leadership Development Programs
      

      	
        Summer Interns
      

      	
        Career Broadening Assignments
      

      	
        PME and Industry Education
      

      	
        Re-bluing events
      

      	
        External Coaching
      

      

      

      Section 6: Supported vs Autonomy

      Lastly, throughout this book, I reference another book titled The Five Pillars of Talent Development often.  It describes many of the tools and resources in far greater detail.  That book describes how to strategically integrate a Talent Management program into an organization.  So, I don’t have to continually refer to it throughout the Baseline chapter. I am adding it here.  For a more detailed explanation of this, refer to that book or look for more resources on the www.weeksleadership.com site. Access through the QR code as well.
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        You don’t have to be a genius or a visionary or even a college graduate to be successful.  You just need a framework and a dream.

        Michael Dell

      

      

      

      Framework 1: The Five Universal Tenets of Leadership

      Experience has shown me that there are 5 Universal Tenets of Leadership that apply to leaders across every organization that I have supported and worked with.  They were just as fundamental when I wore a uniform as when I was a CEO.  They are:

      
        
          	
        Vision: Leaders need to provide the organization with a vision of where the organization is striving to be.
      

      	
        Resources: Leaders need to procure the necessary resources to run and grow the organization.
      

      	
        Talent Management: Leaders need to build the right structure and lead the team to use the resources to deliver the vision.
      

      	
        Financial Management: Leaders need to deliver financial results in alignment with the budget.
      

      	
        Culture: Leaders need to grow an organization’s culture by reaffirming the core and adapting to the new.
      

      

      

      Framework 2: The Five Pillars of Talent Management

      Experience has also shown me that organizations who invest in strategic and integrated Talent Management programs can perform at high levels and sustain growth.  That is because Talent Management provides a critical foundation to support change-management, culture, core operations, finance, and culture.

      The Five Pillars of Talent Management, were mentioned in the opening story of how I prioritized my work as a new COO.  To restate them, they are:

      
        
          	
        Talent Identification: The process an organization goes through to build its organizational structure, levels of responsibility, and compensation.
      

      	
        Talent Assessment: The processes an organization uses to evaluate talent and give feedback to team members that include tools like annual evaluations and 9-box calibrations.
      

      	
        Talent Development: These are the purposeful actions an organization takes to invest in their team members to grow them in their professional and personal lives.  Some such programs are: Individual Development Programs, Leadership Development Programs, mentoring programs, and accountability programs.  They should prepare team members for future growth opportunities.
      

      	
        Talent Acquisition: Is a series of integrated actions, stemming from the organization’s strategic plan, to ensure the team has the right people and skills on the team at the right time.  It dovetails with the Talent Development programs.
      

      	
        Talent Retention: The process by which an organization actively tries to retain talent.  It starts from when a team member is first recruited and carries through until a team member leaves and an exit interview is done.
      

      

      

      Framework 3: Three Phases of Talent Development

      
        
          	
        Knowledge
      

      	
        Experience
      

      	
        Wisdom
      

      

      

      The Three phases will be described in more detail in the following chapters.
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        A mentor is someone who allows you to see a hope inside yourself.

        Oprah Winfrey

      

      

      

      A typical person will have many people influence them as they grow and develop.  Those influencers, or what I will call developers, will take varying degrees of responsibility for development and varying commitments for long-term relationships.  When a person or an organization is building a comprehensive development plan, it is useful to incorporate the right types of developers.  Below is a list of developer roles and non-clinical descriptions

      Advisor: a figure that has a longer-term investment although they may have little to no accountability if the individual gets developed and is successful.
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