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The Clever Organisation is Ambidextrous
by Mark Goodridge
Mark Goodridge shares his thoughts on what it means to be a clever
organisation. Today’s leadership challenge is about ‘driving the known’ whilst
also ‘exploring the unknown’; alongside order and control we need to create a
playpit that can be the crucible for the future. This means that organisations
need to be ambidextrous – having a culture that supports both systematic
continuous improvement as well as risky innovation and a ‘plural’ leader that can
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Editorial

The Clever Ones
Welcome to the first edition of The OE in 2015! This edition focuses on the opportunities and
challenges in getting the very best from “The Clever Ones”, those high value clever people in
organisational life. We imagine that very few would argue that they wouldn’t want clever people
in their businesses and organisations, providing world class technical expertise, innovating,
challenging the status quo, thinking or acting differently and offering us glimpses of the future.
However, with opportunity, comes challenge, and in this edition of The OE, we explore both, and
provide insight, practical tools, and a vision of the future organisation.
Paolo Moscuzza in his article, clearly articulates how OE Cam’s robust ERCONIC™ assessment
approach cuts through attempts by clever individuals to misrepresent themselves (knowingly or
unknowingly), by combining a review of personal history, competency and character strengths
assessment, psychometrics, benchmarking and judgement. And, he provides examples of
successful developmental outcomes, using the same approach.
Stephanie Garforth introduces us to the challenges of clever people, including ensuring sure that
their “ideas have sex” (do read on!) that they avoid freewheeling, and she describes how one
organisation working together with OE Cam, has designed an experimental programme to enable
the clever ones to flourish.
Gary Ashton and Chris Legge describe the importance of the Collective Wisdom of Teams, and
offer advice about how to leverage this by establishing role clarity, process effectiveness and
creating the right inter-team attitudes. Look out for the section on OE Cam’s five steps to building
social intelligence.
Louise Earle in her article tells us why knowledge-intensive organisations need to focus on
selecting and developing the ‘mature leader’ who she describes as having a great technical mind,
and can really engage and communicate well with others. She describes three types of maturity:
social, emotional and spiritual.
Finally, Mark Goodridge introduces the idea of ‘the ambidextrous organisation’, creative and
developmental on the one hand and rigorous and relentless on the other.
We hope you find this edition insightful and useful, and, as ever we welcome your feedback.
Have a great 2015!

MARTYN SAKOL
Managing Partner
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Measuring up the Clever Ones
Organisations use assessment for a number
of reasons. From determining the suitability
of new candidates, to understanding a
person’s readiness for promotion, as well as
identifying areas for development for
individuals or whole teams.
However,
particular challenges emerge when using
assessment with very intelligent people.

by PAOLO MOSCUZZA

Better Lives
In 2014, Google engineer Avery Pennarun astutely
observed in a blog post that “Smart people have a
problem, especially (although not only) when you put
them in large groups. That problem is an ability to
convincingly rationalize nearly anything.” 1
After many years of assessing and developing very
intelligent people from a range of professions, both
individuals and entire teams, this has been my
experience too. Specifically, when assessment is
used for hiring or promotion, highly intelligent
candidates are more prone to viewing the process
as a test they need to pass, which could lead to
attempts at manipulating results. The second
challenge, when assessment is used for
development purposes, is that clever people are
skilled at coming up with convincing ‘evidence’ that
they are either more or less capable of doing what is
required of them by the organisation. To address
these two challenges, assessments need to be
conducted in a robust fashion that can assure
organisations they get an accurate picture of
candidates, or have the best chance of developing
their people.
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Taking a step back, people are confronted by assessment
throughout their lives. In childhood, academic tests are a
regular occurrence, with examinations continuing through to
university. Assessments are a common feature during careers
too; with most graduate roles requiring candidates to take part
in some kind of assessment centre to ensure that they can
deliver, such as personality profiling or ability testing with some
form of interactive exercises. As professionals move on to
taking their first step into management roles, they will often
undergo further assessment, to ensure they will be capable of
getting their teams to deliver. Finally, at the upper end of the
pyramid, assessment is needed for those taking their first
director role, becoming a partner in the firm, or making the
transition from junior to senior partner. It is at this senior level
that assessment becomes more challenging.

Outsmarting the System
At the point that individuals have made it to the top echelon of
their careers, they will already be highly accomplished and
skilled. They will have consistently come at the upper end of
the top quartile at school, and university, as graduates and as
managers. Most individuals reaching this level will have a long
history of being at the top, being used to, among other things,
getting high marks. In addition, some of those now reaching
this career level are members of Generation Y, who will likely
have grown up with a lot of praise, over-doting parents and
social media that is constantly giving them recognition (in the
form of ‘likes’ for example). These two factors, namely being
highly accomplished and being used to receiving a lot of praise,
mean that a lot of such people will see any form of assessment
as something you can come top at, hoping that their results will
flatter them, giving them the praise they are used to getting.
The challenge then, when using assessment with gifted
individuals for the purpose of senior recruitment or promotion,
is that these two factors can lead candidates to try and ‘beat the
system’. If this is not identified in time, the implication for
organisations is that they could end up making the wrong
decision.
So what is the solution to this?

The OE Cam Approach to Assessing the Clever Ones
The following case study illustrates the OE Cam methodology,
with our robust approach to assessment that reduces risk by
identifying what may be misleading information. With one of
our clients we found that an unusually high number of IT
Director candidates had attempted to manipulate their
personality profiles. In identifying this, it became clear that
there had been an attempt by many to ‘cover up’ some of their
interpersonal shortfalls. In addition to capability questions,
our ERCONIC™ approach focuses on life and career history,
looking for patterns and inconsistencies to understand
personal and career motives and drivers. We explore what the
individual has been good at and not so good at, how they have
developed over time, their self-awareness, conscious
competence/incompetence. We cross-reference this with
psychological profiles and our knowledge about the business
and the role. We then link the insights from this process to
make a judgement about the accuracy of the data and
predicted capability against the requirement of the role. In
addition we benchmark this against other similar roles we have
assessed. This allows us to advise our clients on critical
decisions and how to manage risks that emerge.
That same pattern of clever people wanting to outsmart
assessments and cover up flaws has popped up in a range of
other professional groups. In my experience there are two
main reasons why candidates behave in this way. In some
cases, as in the example above, it is a conscious attempt to
misrepresent themselves. When this is so, identifying it makes
it possible to ask the pertinent questions, looking at whether
or not there is anything for the organisation to be concerned
about. However, in other cases, candidates might actually
believe some of their own inaccurate responses, having
convinced themselves incorrectly with a lot of logic and lots of
‘evidence’. This then leads me on to the second challenge of
assessing clever people, this time within development
contexts, namely their propensity to suffer from ‘confirmation
bias’.
continued overleaf...
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Understanding Confirmation Bias
In psychology, confirmation bias refers to the tendency for
people to search for, interpret, or remember information in a
way that confirms their existing beliefs or hypotheses. This is
fine when people’s beliefs about themselves are accurate, but
when they filter information to reaffirm false beliefs, it can limit
their potential and even cause great distress. It doesn’t surprise
me that I see this bias a lot with intelligent people in
professional services, since they are merely applying to
themselves that same skill that allows them to formulate
convincing arguments to get their points across to colleagues.
The classic example will be a lawyer with the potential to
become a Partner of the firm who is uncomfortable with the
feedback that they are not proactive enough with client
relationships. They find numerous examples of well thought
through logic to evidence that they don’t need to spend more
time developing client relationships and that the firm has got it
wrong. They then use that logic to focus on fee earning work
that should be delegated rather than develop a client
relationship. In many cases that I have worked with, they are
excellent at their current work, wanting to focus on what they
know best. At the same time, they may not be aware that what
is holding them back is an underlying feeling of discomfort
about developing client relationships. Without fully realising it,
they may be operating out of a concern that if they end up
focusing on it, they might not do as well. This restrictive
perfectionism is often driven by the fact that until now they
have often achieved top marks at everything they attempted,
making them feel a lot of pressure to only attempt things that
guarantee the same success. As will be elaborated in the next
case study, the task of an OE Cam consultant here is to help the
client become aware of what is driving their behaviour,
deconstruct some of their unfounded negative beliefs and get
them to the point where they can feel comfortable fulfilling the
firm’s requirements.
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A good example of a particularly intelligent senior executive,
who had convinced himself that he was less capable than he
was in reality, is the work I did with Paul. He had an
exceptional academic background, but kept getting told that
he was not effective at influencing the Board. He was
convinced that it was his council estate childhood that was
the reason he was struggling to become a director in his
organisation, feeling certain that his colleagues did not trust
‘people like him’. He could recall very detailed examples of his
social faux pas over the years and recounted that, because of
those, he was not fully accepted. Despite having a 1st from
Oxford, he was fixated with examples from his past that he
had convinced himself were barriers to him now.
Using the OE Cam ERCONIC™ assessment methodology I was
able to cut right through Paul’s very convincing evidence by
testing his hypothesis. Instead of looking for more evidence
of social faux pas that had left him feeling a fool, I looked for
examples of when he had handled social situations
particularly well, which as it transpired, happened frequently
for him. In fact, he found so many examples that he was
finally able to agree that this was the norm. The further we
explored this, the more apparent it became to him that his
fixation on his background was in fact an inaccurate
representation of his experience and that he had therefore,
inappropriately, been using it to justify his inability to
influence the board.
Having deconstructed Paul’s long held belief, I could then
combine my development assessment with the feedback I
had received about him from the board. Paul was now ready
to see that in fact, the real reason he was struggling to
influence his colleagues was that he was using an unsuitable
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This restrictive perfectionism is often driven by the fact that
until now they have often achieved top marks at everything
they attempted, making them feel a lot of pressure to only
attempt things that guarantee the same success

approach to doing so. Paul was spending very little time with
board members. He presented proposals to them that were
devoid of emotion and used pure logic and lots of facts, as well
as trying to put time pressures on the board to force them into
quick decisions. This approach had served him well in a
previous organisation and it fitted his personality. However,
the board in his current organisation responded better when,
before they were given recommendations, were first told the
whole picture including both the facts and the emotional
elements, were given options and all the evidence they
needed to make their own assessments first. Until the board
had all that information they would not accept his
recommendation.

Assessing individuals who for most of their lives have been top
in their game or pretty close is challenging whether they are
being assessed for selection or development. However, with a
robust methodology like our ERCONIC™ approach we can
provide much deeper insights which you can then use to
identify and leverage opportunities and manage risks more
effectively.
So, how do your clever ones measure up?

Until that point, each time the board asked Paul whether he
had considered alternative options he would feel like they did
not trust him because he wasn’t ‘one of them’. He would then
become irritated and not want to give them the information.
But in reality, his social background was only ever an issue in
his head as an explanation for failing to influence. However,
being clever, once he understood his prior misunderstandings,
he quickly adjusted his approach to influencing and the last I
heard, he now sits on that board.
A trend that I’ve seen developing recently is that professional
services firms are increasingly assessing potential Partners and
Directors several years before they are ready, in order to flag
the requirements of the role earlier and put in place the
development required. I believe this is a move for the better
and one which encourages more openness at the assessment
phase.

paolo.moscuzza@oecam.com

1. Avery Pennarun - http://apenwarr.ca/log/?m=201407#01

5

Challenges of Cleverness
by STEPHANIE GARFORTH
Clever people are those who are able to create
disproportionate value for organisations.1 What I
have found is that organisations tend to focus on
employing intelligent individuals for their perceived
value, often neglecting to take full account of their
limitations. They underestimate the importance of
creating an environment that allows these gifted
people to realise their potential. As a result, they
ignore, at their risk, the enormity of what could be
lost. Let us consider the paradox of clever people in
order to understand how to create an environment
that facilitates them generating the best value they
can for organisations.

What do we mean by Clever?
“Creativity is intelligence having fun.” - Albert Einstein
As Einstein understood, creativity is a form of cleverness – an
outlet for individuals to express themselves in a fun way. And
when it comes to clever people in organisations, what we mean
has little to do with the standard measures of intelligence, such
as IQ and academic qualifications. In the workplace, clever
people refers to those who:
• Are quick to understand, learn and apply ideas
• Have a particular talent or skill that is non replicable
• Work with originality
Clever people in the workplace are those who generate unique
concepts and become the key contributors to the next big
breakthrough. They are essentially the ones with the potential
to generate disproportionate value for organisations. For
example, they may be the games-developer who produces the
code for the latest addictive viral app, the manager who spots
unseen consumer trends and generates new market strategies,
or the next pharmaceutical researcher who formulates a new
drug. Google calls them their ‘smart creatives’. However, a
better reflection of these individuals is probably the
‘troublesome genius’.
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I say this because as Matt Ridley rightly points out in his
popular TED conference talk ‘When Ideas Have Sex’ 2 the ability
to make significant progress in innovation is, in the modern
world, beyond the capacity of a single human mind. Rather it
takes place through the meeting and mating of new ideas. He
points out that no single person actually knows how to create
anything in its entirety – not the CEO who just knows how to
run the company, nor the person on the assembly line who
relies on others to convert natural resources into materials
before they can assemble them together. Well, clever people
are no exception to the concept of mating ideas. No matter
how talented they are, clever people need organisations, their
resources and other people to deliver on their innovations.
However, the very traits that come with their brilliance can also
make them the most challenging and troublesome people to
lead and manage.

Dark Side of Cleverness
Freewheelers
In my experience, many clever people are independent and do
not want to be led. They do not want to be influenced nor do
they care for hierarchy. They tend to challenge and question
assumptions and beliefs. They are not unlike the disruptive
talent we refer to in one of our previous journals, who are
talented individuals with the disruptive nature that sees them
going against long standing norms and acting differently in
pursuit of innovation. Perhaps you could even argue they are
one and the same and my opinion is that they can be. For me,
the difference is that the value of disruptive talent comes
directly from their challenge of existing norms and doing things
differently.
Organisations may employ or utilise such
individuals where the pot needs stirring and change is required.
In contrast, for clever people, the value for organisations comes
from their ingenious ideas of creativity and irreplaceable
abilities that lead to innovations. The disruptive challenging
nature of these individuals is often merely a by-product of their
intellectual pursuit that leads them to have little care for norms.
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Clever people are those with the potential
to generate a disproportionate value for
organisations.

Managing these clever, freewheeling individuals can be difficult.
When working with them, organisations need flexibility in their
management approach. They must be able to provide a higher
degree of autonomy that removes constraints and allows the
freedom that is necessary to spur creative thinking. Simply
delegating or maintaining a ‘just do but don’t care how’
mentality will not cut it. The key lies in making it clear to such
individuals what needs to be accomplished, but giving them the
leeway to decide how to go about it.
In addition to creating an environment that encourages creative
freedom, a second vital element of helping clever individuals
reach their potential, is providing them with intellectual
stimulation. Offering coaching can achieve this, since the
relationship that develops within that setting plays well to
intelligent people’s natural inclination to challenge and be
challenged. It acts as a peer-peer relationship, outside of the
organisational hierarchy, in which the participant is viewed as
the expert in how best to achieve their goals. This means that
the coach assumes that the coachee already has the ability
within them to realise their goals, but will benefit from being
asked the right questions to get them to see beyond their
habitual way of thinking. Coaches also help coachees reach their
goals by pushing them to rethink which people and resources
would help them best, helping them consider new ways of
securing these to assist them. This also makes coaching ideal for
bringing about the meeting and mating of ideas.

With our support, an international FTSE 50 company that we
worked with has taken this leap to provide their clever
individuals with the freedom to concentrate on game-changing
projects. The aim is to help them release their creativity, making
it easier for them to deliver commercial opportunities. Through
assessment, individuals were selected and taken out of their
everyday roles, to allow them to focus on new ventures for 18
months. The teams were put together by assessing both the
working styles and personality profiles of all participants, while
making sure that each group had a good spread of
complementary capabilities that would mitigate the risks any
one individual might pose. By providing individual support
through coaching, we were then able to challenge individuals to
focus on the collective goal, helping them seek the resources
they needed from others, while supporting them to manage
their impact on those around them. In addition to work we did
on a one to one basis, we also focused on team development
activities to ensure that the dynamics of these groups were such
that those amongst them who were freewheelers would not
derail the effectiveness of the project. To date, this approach has
seen the innovative projects show a lot of success.
continued overleaf...
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CHALLENGES OF CLEVERNESS

Power Shifters
Clever people know their worth and understand the value of the
knowledge they possess. Their power and ability to place
pressure on others stems from this. They can cleverly navigate
their way through an organisation to achieve their own goals
and ensure that resources are allocated to projects that serve
these. Such people are not necessarily leaders or in senior
positions, but can be found anywhere within organisations, even
at lower levels. Hence frustration can arise from how little power
managers feel they have in actually managing such individuals.
Providing clever people with a wide array of resources and the
space to explore is motivating and can help prevent them from
exerting their power to get their own way. Clever people are not
interested in politics for its own sake, or moving up the hierarchy,
they merely want to get what they need to fuel their interests.
Despite their drive to fulfil their own goals, rather than those of
the organisation, it is their explorative play that leads to the best
innovations. Providing this motivational playground recognises
their enjoyment of working things out for themselves and
having the space to toy with their own thoughts and ideas.
Google does this well, for example, by providing employees with
the leeway to experiment on their own passion projects within
20% of their working time. It is one of its most famous and
imitated perks similarly adopted by the likes of Facebook and
LinkedIn. These companies believe in this idea that clever
employees are most valuable when granted protected space in
which to tinker.

Easily Disengaged
Clever people also get bored easily and are difficult to keep
engaged. They won’t hang around for what they perceive as
time wasting activities when they feel they could be cracking on
with more interesting and important problems. They have less
loyalty for organisations than some others and would happily
flutter to where the excitement is.
Companies outside the technology sector are now catching on
to the importance of this concept of providing a ‘playground of
resources’ to help retain their clever people and create an
environment that makes it possible to profit from their potential
value. In October, Deloitte, for example, launched their
innovation investments scheme, which provides funding and
expertise in areas such as technology and marketing to allow
their employees to pursue their own business ideas as CEOs still
employed by Deloitte. The scheme was launched to retain the
clever people and generate the innovative future solutions for
clients in light of the increasing clever Generation Y employees
looking to leave the company to do something different and
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exciting. While it is too early to say whether this tactic has been
entirely successful, employees have jumped at the opportunity
and two businesses are already set to launch next year.
Following in Deloitte’s footsteps, Travelex, in November is now
also providing innovation funding to employees.

Making Connections
For the next big breakthrough though, it is not sufficient just to
have cleverness. Clever people can’t do all things cleverly, but
will focus on the things that excel in. As we pointed out, clever
people need organisations, their resources and other people to
deliver on their innovations – they need to work with others for
their ideas to meet and mate and for their cleverness to
generate value.
It is therefore important that organisations create as many
interactive opportunities as possible to maximise the exchange
and flow of ideas. Going back to Google and their smart
creatives, they have figured out ways to do just this, making
good use of their physical environment. Behind the many
perks such as free lunches and entertainment is the idea that
innovation doesn’t simply come from fortuitous meetings by
the water cooler but through everyday conversations at any
moment. This could be over shared meals, games of foosball or
in continual energised conversations at the desk that would
lead individuals to need recuperation time in the relaxation
pods. In our work with Peer 1, we have also seen the benefits of
creating the type of physical environment that encourages
their people to have informal discussions with, for example,
their office swings that give a space for people to have the type
of relaxed conversations that spark ideas. Maximising the
number of touch points where individuals can have exchanges
is crucial.

Providing Recognition
Clever people also expect to be rewarded for their irreplaceable
skill and talent, but in order for recognition to keep them
engaged, their managers need to tailor their approach to the
individual drivers of their people. A smart individual might, for
example, be highly imaginative, producing great ideas and
developing concepts, but at the same time be less team
orientated. When such a person is part of a team that performs
well, consistently praising them for the teams’ performance will
not resonate. Instead, they are more likely to respond well to
being praised for their own unique contribution. In order to
assess an individual’s motivational drivers, OE Cam has often
used psychometric tests within developmental settings, such as
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These clever people with the potential to bring great value
also bring their dark sides in teamwork, making them
difficult to lead and manage.

the WAVE profile that has proved popular with our clients. This
process allows organisations to understand their clever people
better, helping managers customise the recognition they give
to better maintain their engagement of clever individuals.
However, as clever people rack up successes and get used to
feeling valued and perceived by others as talented, the risk is
that they can begin to become arrogant, developing the type of
excessive self-confidence that does not work well within teams.
It can mean clever people:

So it is paramount that when organisations can connect clever
people to the rest of the business, they aid these individuals in
working effectively. Just like it would be in The Apprentice, it is
important to help clever people recognise their
interdependence – that others can do things they cannot
within their own area of expertise. Only then can they begin to
perceive the importance of understanding others’ ways of
working and begin to alter their behaviour.
In past interviews with creative professionals, I found the
shared key benefits of working with others in innovating were:

• tend to believe passionately that they are right thus may
not have the sense nor the desire to ask for opinions or help

• the freedom to think beyond the constraints of one’s own
specialist knowledge

• can oppress others by cutting others off for their ideas and
setting a culture where individuals keep quiet. This can be
destructive to morale and relationships

• the ability to overcome the chaos of individual ideas within
a single mind through externalising it with others in
conversation

• can even cause others to become passive aggressive by
causing them to secretly take pleasure in passively
watching as the clever people encounter the setbacks and
inevitable obstacles that their arrogant style can create

If these benefits could be understood then perhaps clever
people can recognise the importance of working with others. I
am inclined to say these benefits must be experienced by
clever people to be believed, which brings us back to the
importance of creating more interactive opportunities for such
experiences and the belief.

Creating Clever Teams
Moreover, teams of clever people do not make clever teams.
Indeed clever people working together can be volatile when
faced with tensions that arise. Clever people often don’t think
alike and with their tendency to believe they are right, can often
come into conflict.
One of Dr Meredith Belbin’s earliest discoveries that influenced
his development of the team roles was what he named the
‘Apollo Syndrome’. He found that Apollo teams formed of
‘clever’ people with sharp analytical minds and high mental
ability often performed worse than less ‘clever’ teams. In
particular, he found that there was often destructive debate
where individuals tried to persuade other team members to
adopt their view, that no one was actually converted by
persuasion, they had a flair for spotting flaws in others’
arguments, there was low coherence in decisions, and
individuals would act without taking account of others.
Watching an episode of The Apprentice on BBC would highlight
exactly this kind of difficult-to-manage team of ‘clever’ people
with trails of impressive credentials. Week after week, the team
behaviours are predictably explosive.

As we have discussed, the clever people with the potential to
bring great value also bring their dark sides in teamwork,
making them difficult to lead and manage. Creating the ideal
environment for these troublesome geniuses therefore is no
easy feat. For organisations to remain competitive, they need
to proactively change the way in which clever people are
managed and create an environment of opportunities to
ensure their interaction with others to help ideas meet and
mate.
They can begin to do so by providing:
• a higher degree of autonomy
• a playground of resources and space
• recognition tailored towards individual drivers
• a physical environment with many opportunities for
interactive encounters.

stephanie.garforth@oecam.com

1. ‘Clever: Leading Your Smartest, Most Creative People’ by Roberto Goffee and Gareth Jones, Harvard Business Review (2009)
2. ‘When ideas have Sex’ by Matt Ridley (2010) TED Talks
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Collective Wisdom of Clever Teams
by GARY ASHTON & CHRIS LEGGE

No matter how clever one person is, the collective
intelligence of a team or organisation can often be of
greater value. Although a bright individual might
have great ideas, it takes a team, or collection of
teams to develop and deliver on them.
In sectors such as consumer technology or pharmaceuticals,
where product development forms a critical, but complex
component of the value chain, bright people abound. They
can be found focusing on technical or scientific development,
addressing regulatory or quality concerns, or dealing with the
market and its customers. On their own, these different teams
of experts may perform well when measured against their own
criteria. However, the biggest success comes from getting
these diverse, segregated, and for global firms, geographically
dispersed teams, to build a collective wisdom that ultimately
creates value.
Individuals and teams, in whichever function, division or
country they work, need to transcend their particular expert
worlds and begin to think laterally across a multiple set of
perspectives. They must do this by assessing and making
sensible trade-offs between their inevitably conflicting
objectives. This requires collective, rather than individual
cleverness. The challenge then is how to foster this collective
wisdom.
Take the pharmaceutical sector as an example, where different
expert teams have to navigate through the competing goals of
scientific development, clinical trialling, governmental
regulation and local market engagement across multiple
markets. This is necessary in order to be able to deliver a drug
that is effective, meets quality and safety standards, and is
wanted by those who have the budgets to procure. As it is
unlikely that any one individual could possibly have sufficient
insight into all these aspects and challenges, wise
decision-making across multiple teams is vital.

10

Challenges Experienced by Clever Teams
In our experience, the main challenges that multiple expert
teams face in creating wise decisions centre around role clarity,
process effectiveness and inter-team attitudes:
• Role clarity – For multiple expert teams with different
masters, there can sometimes be insufficient clarity of who
has the authority to make decisions across the project;
• Process effectiveness – weak project management and
communication processes between teams can leave
individuals unsure of how to pass on their insights or
where trade-offs need to get made. However, when
processes are created, it is equally important to ensure that
they are not overly bureaucratic which restrict or dampen
creativity and spontaneity;
• Inter-team attitudes – Stephanie Garforth’s article on
page 6 discusses the phenomenon of ‘Apollo Syndrome’,
which explains that because clever people tend to believe
passionately that they are correct, they might not have the
sense or desire to invite potentially opposing opinions.
This can be exacerbated at an inter-team level, where
expert teams can be overly focused on their point of view,
rather than taking into account the end-goal of the
project. Combine this with a lack of understanding and
empathy of the needs and challenges that other teams
face, and it can develop an attitude of ‘we’re right, they’re
wrong’ or at worst as a form of prejudice against other
team(s).
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Building Social Intelligence
If these are the key challenges for expert teams in complex
product development projects, then how can they be
addressed? Part of the answer comes from the field of social
physics 1, which is about how ideas flow from person to person
and how this affects productivity and innovation. This is
particularly important in product development, where multiple
perspectives need to be synthesised for an idea to become a
commercial innovation. Organisations need to optimise the
flow of ideas by encouraging inter-team dialogue and
exploration and sharing new ideas with their home team in
order to develop a new consensus. This behaviour needs
particular development in expert teams, who are not always
naturally inclined to seek the opinion of others.
With this in mind, how do you create an environment that
promotes the reaching out to other teams to understand their
perspective and to synthesise these with their own points of
view? What’s required is the development of the social
intelligence of teams to a level that equals their cognitive
intelligence. This is done by building social awareness, which
involves recognising and reading people and groups accurately
and responding appropriately, while also encouraging
relationship management between teams, which involves
relating to and influencing others2. Consider the following ways
to develop social intelligence:

• Focus on the end-customer, and encourage teams to
think, decide and act more around serving that
end-customer, rather than their functional / business leader.
This can be more difficult than it sounds – in both defining
your end-customer, and in making decisions that might in
effect sub-optimise your own team’s performance.
• Bring the teams together – at the start and at key phases
of the project, to actively work on building empathy
between teams. Face to face connectivity is still a primary
requirement for humans, in order to develop deep enough
relationships that will sustain them when they are operating
virtually. It’s also important for each team to understand
each others’ expectations, and to ‘contract’ between each
other in how they are going to work together.
• Assess and identify those ‘charismatic connectors’
amongst your clever ones, who not only are bright, but also
relish reaching out to other teams and individuals, who can
synthesise disparate views and also encourage others to do
likewise. This needs to be a natural way of working for a few
key individuals across the project. Otherwise, the teams will
fail to link up with each other beyond the formal
governance meetings, and remain convinced of their own
clever, but ultimately closed, logic.
continued overleaf...
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you need to build up the capability and motivation
for individuals’ social intelligence, to the point that it
matches the level of their cognitive intelligence

Build an open and transparent way to tackle trade-offs
between different team objectives. As the Apollo effect
describes, sometimes experts avoid conflict. So it is vital to
create an environment and an approach that allows these
conflicts to be raised and tackled constructively.

Adjust your incentivisation strategy so that it
encourages the sharing of ideas, and delivers to the

“Clever people will recognise and tolerate nothing but cleverness”.4
Therefore, to get the most out of your clever ones requires a lot
of forethought and active development of expert teams in
order to establish the right environment. An environment
where ideas are encouraged, solutions sought without undue
protectionism and any conflicting objectives are dealt with in a
positive manner.

end-goal, rather than being self-serving for each respective
team. Experts tend to know what they are worth and recognise
that their knowledge is hard to replicate. So to motivate such
people might require a radical change to your reward and
recognition strategy, which might be instilling competition
between groups, rather than promoting co-operative activity.
Kleinberg and Raghavan3 investigated peer-to-peer incentive
networks that encouraged participation, by rewarding the
recruitment of others to the project’s goal. They found that
incentivising the building of relationships between
information seekers and experts through a chain of trusted
relationships achieved positive results more effectively than
seeking ideas from targeted interested groups or individuals.
Applying this to the world of complex product development
projects, one could establish a potential reward pool for the
contribution of ideas that help develop solutions, with the
value of such rewards based on the likely success or impact of
each idea. Creating a momentum for ideas generation is
crucial. Such rewards would be distributed throughout the life
of the project, rather than at the end, as this would be too far
removed from any contributions made.
Using such incentive strategies to impact the sharing of ideas
is best served with projects that have a long life span, require
strong relationships between teams, and where mutual
accountability is required to deliver the end goal.

gary.ashton@oecam.com
chris.legge@oecam.com

1. “Social Physics: How Good Ideas Spread – The Lessons from a New Science” by Alex Pentland (2014) Penguin Press
2. “Clustering Competence in Emotional Intelligence: Insights from the Emotional Competence Inventory” by Richard Boyatzis, Daniel Goleman & Kenneth Rhee (2000)
3. “Query Incentive Networks” by Jon Kleinberg and Prabhakar Raghavan (2005)
4. Henri Frederic Amiel (Swiss Philosopher)
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The Fully Formed Leader:

Spiritual, Emotional & Social Maturity
by LOUISE EARLE

Talent management presents a unique challenge for
the knowledge-intensive, clever environment. While
many people in clever environments have great
technical minds, they fall short in their ability to
engage and communicate well with others. When
clever people reach management and leadership
level, they can begin to present a risk to the
organisation. Despite their technical skills and
expertise, many of them display a degree of
immaturity in their interpersonal skills and ability to
self-manage.
I have often been surprised to find when working with some
senior, high calibre professionals at the peak of their careers, that
they need coaching to develop basic levels of self-awareness
and self-management. Many of them have needed coaching to
increase their receptiveness to feedback and to give them the
tools to both motivate others and have conversations about
performance with their teams. Too often, professional
organisations allow their people to move too far on in their
careers before addressing the development of their people skills.
The gap that clever people often have between their high levels
of sector expertise and their sometimes lacking interpersonal
skills is important to address, especially in the wider context of
the shift in leadership thinking that I think we are beginning to
see. In the high-tech age, the role of the leader is changing.
Increasingly sophisticated information systems have given more
people greater access to knowledge and data, so it is no longer
as important for leaders to be the primary expert in their teams.
Instead of focussing their energies on controlling all aspects of
how things are done, they now need to step back and set the
context and framework to enable others to do their best work.
This new way of leading has come about because of the speed
with which technology is taking on the work that has
traditionally been done by experts, number crunchers and
technicians. Rapidly changing work environments have led to
higher levels of organisational ambiguity that managers are
having to navigate, if they want to make the right judgements.
The speed at which these changes are taking place make it
impossible for leaders to rely solely on their own knowledge. They

must bring others together to collaborate on understanding
the complexity of challenges they now face and finding the
solution. These two aspects, namely better access to
knowledge and the speed with which work environments are
being changed by technological advances, have meant that a
leader’s ability to manage the breadth of relationships such as
with stakeholders, team members and clients has become even
more important 1.
The change in leaders’ primary role has brought with it an
increasing need for them to focus on the moral and spiritual
dimensions of managing. So what does this mean for
leadership in high-tech, research and professional services
organisations? Netflix’s talent management strategy
statements that recently went viral, talk about the need to focus
on recruiting ‘fully-formed adults’, and having zero tolerance
within the organisation for the negative behaviours sometimes
displayed by those they call ‘brilliant jerks’. The message is clear;
for those wishing to work in top performing organisations,
being a brilliant individual contributor is not enough anymore,
it has to be coupled with an ability to get the best from others.
A new level of maturity is required for those taking on
leadership positions. But what does maturity mean exactly?

Qualities of the Mature Leader
When I talk about the maturity that needs to go alongside the
intellectual and technical abilities of leaders, I see there being
three critical elements;
1. spiritual maturity
2. emotional maturity and
3. social maturity
It is my argument that the ‘fully-formed’ adult with leadership
potential has all three. I would also argue that all three
elements are likely to be less developed in those individuals
who have spent many years absorbed in development and the
execution of very technical and professionalised skillsets.
continued overleaf...
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EMOTIONAL MATURITY

SOCIAL MATURITY

What it is: Awareness and
comfort with own emotions;
ability to turn emotional
reaction into response

What it is: Interpersonal
skills; awareness of own
style and ability to adapt
approach

Impact: Enables resilience;
transfroms threat into
challenge

SPIRITUAL MATURITY
What it is: Understanding
of own values; underlying
sense of purpose
Impact: Greater tolerance
of discomfort, stronger
sense of direction

Impact: Effectiveness in
different contexts and
with different groups of
people

Diagram: A model for leadership development in clever organisations

Spiritual Maturity

Emotional Maturity

Jim Loehr and Tony Schwartz2 talk of spiritual energy as the
‘why of living’, and the most fundamental of energy sources for
leaders. Spiritual maturity provides a foundation,
underpinning a person’s energy levels in the emotional and
social domains. It is what gives us the reason for doing what we
do, and the clear sightedness to tolerate setbacks and
adversity. Understand your personal values and they will act
like a compass, keeping you moving in the direction that is
right for you. For managers and leaders, having spiritual
maturity means a keen awareness of why they go to work
every day, which when well communicated to others, can
inspire followership. I worked recently with a housing
organisation whose CEO was determined to improve the
resident experience, a passion which radiated from him. By
inspiring his people to work for a cause, he had generated a
focused energy in the organisation.

Emotional maturity is the ability to understand and manage
our own emotions. This may sound similar to one half of
Goleman’s emotional intelligence model that says we need to
be aware of our own emotions so that we can self manage3.
However, it is more than this, since it also refers to the role that
emotional responses play in our resilience and ability to adapt
in response to the environment and its pressures. Emotional
maturity turns threat into challenge, turns panic into focus and
turns reaction into action. It is the ability to sense things on a
human, feeling level, but read and harness that feeling rather
than be harnessed by it.

Too often, professional organisations
allow professionals to move too far on in
their careers before important personal
skills are addressed.
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At a simple level, it is the capacity to manage our emotional
reactions. Take the senior lawyer I was recently coaching. One
of her juniors had made a significant mistake which had seen
her castigated harshly by one of the Partners. The junior was
now dealing with the resulting loss of confidence caused by
the Partners’ outburst. Beyond this, emotional maturity is
about channelling our emotions for better performance.
Tennis fans will have seen that Andy Murray has developed
both his physical and emotional maturity to withstand five set
onslaughts from the likes of Federer and Nadal without
seeming to capitulate as he did in the early stages of his career.
Instead, he manages to stay focused and professional to the
last point, and now he is Wimbledon champion. When leading
others, the ability to sustain pressure from your environment
whilst giving a sense of confidence and direction to the team is
critical in maintaining your focus and performance, and in
buffering the effects of that pressure from the team.
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some people, no matter how long they are given, will
never develop high levels of maturity in these areas
Social Maturity
Social maturity arises from well-developed interpersonal skills
that adapt for various stakeholder groups; the ability to engage
clients, stakeholders and the team in different ways, through
flexing style and approach, by sensing what is needed and
responding instinctively. To know and be yourself, whilst
seamlessly adapting your own behaviour to have the right
impact, is a skill that some may acquire more readily than
others. There are some very bright technicians who, having
little contact with clients through their careers, struggle to
know how to speak their language. Conversely there are the
great commercial business developers who don’t learn to work
well with others within their own organisations. Many struggle
with the transition from individual contributor to people
manager, and for those that make the transition, a great deal of
social maturity will be developed along the way. I recently
coached a technically strong but shy IT technician, newly
promoted into managing her peers. She was finding it
challenging to establish herself as a leader while faced with
some envy from more assertive team members. With
development of strategies to adapt her style when needed and
take the lead by managing dissent more effectively, she learnt
over time to manage others’ attempts to sabotage her and
establish herself in a new role.
So what does this mean for organisational talent management?
The most crucial qualities for leaders in clever environments to
grow in are those qualities that can’t be developed through
intellect alone. These are qualities that are experiential and
emotional in nature.
So am I saying we need to leave leadership to the elders who
have had time to experience more? Not at all – some people,
no matter how long they are given, will never develop high
levels of maturity in these areas. Maslow theorised that only
around 1% of society will ever reach the point of
self-actualisation 4 and some readers may note the similarity to
the tone of Maslow’s humanistic theories.

Organisations can develop this leadership maturity through
leadership development programmes and structures that allow
people the freedom to develop these qualities in their own way:
• When assessing candidates, consider broadening the
framework of assessment to consider not just those
qualities critical to the immediate job at hand, but build in
elements of maturity to your assessment criteria. OE Cam
can help you to develop a leadership competencies
framework, and systematically look for potential in
candidates long before they reach leadership positions.
Qualities of maturity, by their very nature, take time to
nurture and develop.
• Reduce the level of instruction and increase the level of
self-directed learning in leadership programmes, with the
supporting structures and context in place to support this.
Provide access to resources, facilities and social structures
that enable individuals to direct their own learning, and the
more mature will embrace this most effectively. OE Cam’s
approach to leadership programmes focuses on developing
the personal skills for learning with and through other
people in networks and through collaboration. As the role
of the leader shifts from exercising control to setting the
context, this needs to be reflected in how and what leaders
learn.
• Increasingly organisations will need to enable personal
development of spiritual maturity and awareness. This may
be through instruction in activities underpinned by
wellbeing philosophies such as mindfulness, as well as
personal coaching. For example, personal consulting is a
holistic approach to psychological coaching that is emerging
to meet the needs of both personal and professional
development in an integrated way[5]. OE Cam’s approach to
coaching provides the psychological intervention that can
achieve business benefit through personal change.
• Career management structures should allow for encouraging
‘time out’, career breaks and sabbaticals as important in
giving broader experience, as well as programmes of regular
pro bono and charitable work as part of increased flexibility
in working arrangements.

louise.earle@oecam.com

1. Dewhurst, M. and Willmott, P. (2014). Manager and machine: The new leadership equation. McKinsey Quarterly, Sept. 2014
2. Loehr, J. and Schwartz. T. (2004) “The Power of Full Engagement”
3. Goleman, D. (1996) “Emotional Intelligence: Why it Can Matter More than IQ”
4. “A Theory of Human Motivation” by Abraham Maslow published in Psychological Review (1943)
5. Popovic, N. and Jinks, D. (2014). “Personal consulting”
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The Clever Organisation is Ambidextrous
by MARK GOODRIDGE

So far this journal has talked about clever people and the
challenges of managing them, as well as discussing clever
teams and how to encourage their best work. In this
article, however, I pose some questions and present some
of my own thoughts about what makes a clever
organisation. Over the past decade, legacy businesses
have perfected the art of efficiency, by streamlining
processes, eradicating the unnecessary duplication of
work and fostering cultures in which compliance is
venerated. Often this has come at the expense of creativity
and innovation. In contrast, many companies that have
emerged in the digital age display fearlessness, since they
are not burdened by having a heritage they need to
protect. Both approaches have their merits and down
sides, but here I suggest that the clever company is one
that is able to incorporate the best of the two models,
without letting either element impede the other. I call this
‘the ambidextrous organisation’.
In this article then, I’ll examine this concept, thinking about
what makes such an organisation clever. It is an introduction
to the topic which will be re-examined in the next edition of
The OE journal, where I’ll be looking in more detail how we can
go about creating ambidextrous organisations.

Leading in the Known World
A successful product or service needs to be highly specified.
Customers have come to expect consistency and reliability
and for many organisations, this has become their brand
promise. Shareholders have also come to expect and demand
increasing levels of return. Satisfying these two groups has
often been achieved by systematisation in its broadest sense;
by creating order, fixed processes and detailed specifications,
while ensuring that all these are strictly adhered to. This
approach has been seen as being the essence of what is
needed to ensure the delivery of a successful product or
service.
Organisations looking to gain a competitive edge have learned
to map out and continually improve their processes. In fact,
they eradicate variance by applying the Six Sigma approach.
Teams are developed to deliver a consistently superior
performance. ‘Continuous Improvement’ is fundamental though its focus is more often to do with compliance to
specifications, rather than changing the specifications.

…alongside all this order and control we need to create a ‘playpit’ that
can be the crucible for the future. The producing business is so
cohesive and so aligned but they now need to create something that
is incoherent. There needs to be another culture at play, one that can
enter the unknown, experiment, fail, be deviant, be non-conforming
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Evolution in the bio world happens through deviance
and variation in the genes of organisms. Sometimes,
these variations are better adapted to the ecology
than the prevailing ‘norm’. This is how our physiology
develops and so too the organisation...

A few years ago I was working with one of the world’s largest
earth-moving equipment manufacturers - their focus on
continuous improvement was exemplary. Staff were engaged
in reducing faults and warranty claims by making sure that the
product was right first time. The problem came when staff
proposed changes to the specifications, process or quality
standard. This was deemed by those in charge to be largely
outside the remit of continuous improvement. The design, the
process and the suppliers were determined by the Head Office
5000 miles away. As a global brand, its global product range
could not be altered by one factory in a single country. The
business model was based on global sourcing for a global
product, paired with a relentless dedication to meeting those
exacting standards.

In these ways the culture, the ways of working are focused on
the known world, seeking improvement wherever the
opportunity presents itself. Well-established brands and
products have the past to maintain. Reputation takes a long
time to build and is so easily lost. It is good that cultures and
working habits are so focused.

Exploring the Unknown World
Let’s contrast this to a new digital company. Few of the new
digi-companies have histories to protect. They are very much
future focused. For many, their revenue streams are prospective.
Such organisations operate in the unknown, being shaped and
developed in a world where the rational disciplines adopted by
established firms to sell winning products, are less helpful. Having
little history or reputation to protect means there is also no
existing order to maintain. Instead, such organisations can focus
on innovation, by promoting creativity and experimentation. It is
a different culture and different way of working.
continued overleaf...
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Businesses are so mindful of the need to re-invent themselves,
to create future revenue streams and innovate. This places a
heavy demand on the best producing businesses. Alongside
all this order and control we need to create a ‘playpit’ that can
be the crucible for the future. The producing business is so
cohesive and so aligned but they now need to create
something that is incoherent. There needs to be another
culture at play, one that can enter the unknown, experiment,
fail, be deviant, be non-conforming.
The challenge then is to create the organisation that can
encourage the ‘playpit’ and yet has sufficient cohesion not to
disintegrate. It is about balancing the potential incoherence
that comes from “letting one thousand flowers bloom” and the
potential rigidity that comes from “sticking to the knitting”.
The reality of most companies is that alongside continuously
improving current products and services, they have to develop
new ones. Many of those routines and practices that have
enabled companies to thrive, sit uncomfortably against ideas
of innovation, creativity and new product development. So it’s
not surprising that when they try to add innovation, creativity
and new product development to this mix, they struggle.
But many companies can do both:
• the auto industry invents new models alongside the old
• big pharma companies invest a major part of their
expenditure on R&D
• consumer electronics companies reinvent themselves
regularly
• Apple now has a big history to protect and can still
innovate.

Consistency and conformity still have their place, but we need
to recognise that the creative exploration required for
innovation may well eke out ideas from failure and mistakes the inconsistent and non-uniform. Evolution in nature happens
through deviance and variation in the genes of organisms.
Sometimes, these variations are better adapted to the ecology
than the prevailing ‘norm’. This is how our physiology develops
and so too the organisation.
Organisations wanting to achieve this need what we call ‘plural
leadership’ or ‘situational leadership’; which is the ability to lead
and manage at both ends of the scale. It requires living with
ambiguity and having the ability to make sense of what many
will see as inconsistency or contradictory. This will open us up
to challenge that we are ‘speaking with forked tongue’ and
treating people differently. The accepted notions of fairness
and unfairness are being tested.
Becoming an ambidextrous organisation is necessary to
survive. It requires making use of both sides of the brain to
become creative and developmental on the one hand and
rigorous and relentless on the other.
There are big messages here for leaders regarding their instincts
and their practices. Those who lead within the known world
may struggle to do so in the unknown world. Ideas about
common controls and cultures need to change: for example
ideas about what is a job and what constitutes good
performance need to change. Leaders live with the ambiguity
and have to make sense of it for their teams. Different teams
need to be managed differently and perhaps we need to be less
concerned about uniform cultures and control.
The next edition of The OE Journal will focus on how we create
the Ambidextrous Organisation.

The Ambidextrous Organisation
So how is this done? By creating businesses that are
‘ambidextrous’ and are able to do both. Such businesses
recognise that applying the rigours of industrial production
to an unknown product in a yet-to-be established market
doesn’t add up. They recognise that their good leadership
and management require situational responses.

mark.goodridge@oecam.com
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3. Goleman, D. (1996) “Emotional Intelligence: Why it Can Matter More than IQ”
4. “A Theory of Human Motivation” by Abraham Maslow published in Psychological Review (1943)
5. Popovic, N. and Jinks, D. (2014). “Personal consulting”
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The challenge then is to
create the organisation
that can encourage the
‘playpit’ and yet has
sufficient cohesion not
to disintegrate
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Organisation Effectiveness Cambridge (OE Cam LLP) is a boutique firm of consultants who help maximise the
effectiveness of individuals, teams and organisations.
We believe that organisational effectiveness can only be improved through tackling the ‘hard’ with the ‘soft’. We
view your organisation from multiple perspectives – the behavioural, the structural, the cultural and the economic
so that we get to the essence of your challenge and deliver bespoke, feasible and sustainable solutions.
Our clients span industry sectors and international boundaries and include: Associated British Foods; AB Agri; BBC;
Carbon Trust; City & Guilds; The Coal Authority; Coller Capital; Connect Group; Daiichi Sankyo; E.ON, GE; Internet
Watch Foundation; Mundipharma; Odeon & UCI Cinemas; Primark; PRS for Music; Ryder; Simmons & Simmons;
SuperGroup; Thorntons; Travis Perkins and Yorkshire Water.
We see organisation effectiveness as a combination of organisation development and talent management:

Talent Management
• Executive Assessment - we deliver individual and team assessments to give you confidence to make strategic
people investments, including succession planning, recruitment and pre/post M&A due diligence
• Leadership Development – we define and build leadership capability to deliver your strategy. We create
learning experiences that impact the bottom line and facilitate executive teams for performance improvement
and business growth
• Executive Coaching – we have considerable experience of coaching senior managers, often in quite sensitive
situations. Through our work we know and understand the business environment, the cultures and the business
pressures. This enables us to relate to demands and uncertainties often felt in post, across different sectors,
disciplines and organisations
• Performance Management and Reward – we create the processes and skills for managers to set objectives and
measures and ensure that feedback is constructive and that achievements are properly recognised and
rewarded.

Organisation Development
• Board Development - we review and develop board effectiveness and work with executive teams on governance
and organisational impact
• Organisation Design – we create aligned, accountable and agile organisations by assessing how coherent your
organisation is now and developing options for where and how it can be improved
• Organisation Improvement - we analyse before delivering interventions that will make the business work as
intended, build collaboration and communities whilst retaining accountability and performance. We work with
teams to grow businesses, build your strategy, increase capability and implement change
• Culture Audit and Development - we change cultures to become more innovative, customer centric and
performance orientated. Using both quantitative and qualitative tools we can assess organisational and
leadership culture; compare and contrast cultural synergies, variances and determine the extent of cultural
‘entropy’. We develop systems, processes and capability to deliver cultural change.
We are a boutique consultancy, which means that your experience with us will be a personal one. We will invest the
effort to get to know you and your organisation to jointly deliver the outcome you are seeking. We are proud to be
an employee-owned company.
For more information please visit www.oecam.com or call us on +44 (0)1223 269009.
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