Technology and Feedback: Key Ingredients for Effective Leadership
Linkage: A Brief Q&A with Marshall Goldsmith
Ranked as one of the "Top 10" executive educators by the Wall Street Journal Marshall Goldsmith shares with us some of his study results that suggest that technology and feedback play an integral role in the development of our employees… 
Link&Learn: Tell me about the leadership project you are working on right now. 
Marshall Goldsmith: I'm working on a project called eLeadership Development, with five major technology companies. The focus of the project is how to use new technology to develop the leaders of the future. This includes a whole range of activities: Internet training and development, online 360° feedback, online ideas and suggestions, and the use of cell phones and PDAs as leadership development tools. So it's really the whole spectrum. And, it will ultimately include video conferencing. 
L&L: What have you learned from the project? 
MG: Well, we've only been working on this for a few months, now. But I've learned that there's a huge gap between the promise of training and development over the Internet and people's ability to deliver, at this point in time. On the other hand, I feel there's fantastic potential for the future. 
L&L: What do you envision for the future? 
MG: There are going to be just-in-time training and development, just-in-time coaching and Internet video conferencing. I'm working on a joint venture with The Financial Times right now, where we're putting together video conferencing involving fifty of the top consultants in the world on a video conference network. Ultimately we plan to migrate that to the Internet. 
L&L: Do you think that online coaching will be as effective as face-to-face coaching? 
MG: Again, I don't think this will replace face-to-face work, but I think it'll supplement face-to-face work. A lot of my work in coaching right now is done over the telephone and using video conferencing. So after you meet people and establish a face-to-face dialogue and relationship, I think the Internet will be excellent for ongoing dialogue, especially video conferencing. 
L&L: What advice do you give leaders who are trying to achieve measurable, positive change in the people they coach? 
MG: What we focus on is the importance of having the leaders get feedback from multiple sources, develop actionable plans for improvement, and involve people in their own development. The key area of focus for me, over the years, has been follow-up. We have research from tens of thousands of people on the impact of follow-up on leadership effectiveness. The key variable is to help people establish an ongoing follow-up system. 
L&L: How much time should someone spend on the follow-up process? 
MG: There's two types of follow-up. One is the leader following up with the high potential person that they manage. Two, which is even more important, is having the high potential follow up with their peers and their direct reports. What I teach is that the frequency of follow-up is usually more important than the duration of follow-up. People don't have to spend hours and hours of time, if they do it in a very disciplined and focused way. So we teach people how do this in a way that does not take hours and hours of their time, but does produce very positive, measurable long-term change. 
L&L: Can you name companies that do a good job of following up with their high potentials? 
MG: Johnson & Johnson does an excellent job. We worked with their top 2000 managers, doing before-and-after studies, and they showed very positive measurable change in leadership effectiveness. 
L&L: What are the biggest challenges when it comes to retaining best people? 
MG: We did research with Andersen Consulting and interviewed over 200 high potential leaders from 120 companies around the world. Some of the things that we found out are: One, it's very important to provide a sense of challenge so people feel excitement and enthusiasm about what they're doing and the mission of their work, the work itself. Two, it's very important to focus on people, the importance of giving them recognition. You need to treat them as team members, and make sure they're involved. Three, it's very important that people have the opportunity to follow their dreams, and that the companies have flexibility in HR systems, so that employees have the opportunity to operate successfully as free agents in a big company. 
L&L: What's the key way to making recognition effective? 
MG: One thing I teach in terms of giving people recognition is the importance of having a discipline structure, so that recognition is not an event or a show. Rather, leaders should provide ongoing recognition, on a regular basis, and have a disciplined structure to remind themselves to follow up and do it. Another thing we teach about recognition is that leaders should ask high potential people what's going right. Because in many situations in 2000, people don't get recognition, not out of maliciousness, but out of ignorance. Leaders are so busy that they don't understand some of the great things that are happening in their company. By involving other people, getting their input, the leader's much more likely to understand what's going on and provide meaningful and positive recognition.
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