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Implications for Cooperative Extension. The CES is continually challenged to develop leadership within its own ranks as well as within the various organizations we support, such as OHCE, 4-H, and commodity groups.  In the article abstracted here, The Hartford develops employee leaders by involving them in working on real-life issues (facing the company) in tandem with executive sponsors.
Over the past several years, The Hartford, one of the largest investment and insurance companies in the United States, experienced record growth and success. But developing leaders at all levels of the 30,000-strong workforce remained a challenge. The 200-year-old company had a leadership curriculum, but it was not anchored to its business strategies.
All that changed in 2005, when The Hartford’s Leadership and Professional Development Group created the Leadership Development Strategy:

Build and sustain a pipeline of ready, highly effective leaders and successors who will profitably grow the business amid intense market conditions.
Tactics:  First, drive accountability and make managers responsible for developing new leaders. Second, develop people who have the greatest potential to make a difference in the company. Third, revitalize the leadership curricula to build core skills.  The result: “Prepare to Lead” curricula that accelerates leadership development at all levels.

Accelerating Leadership Development
Potential leaders need a combination of classroom learning, on-the-job experience and managerial support to develop their skills. When all three components work in tandem, development accelerates:  the D³ formula: 
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Leadership Impact:  Accelerating the Leadership Pipeline at The Hartford (continued)

The D³ approach is integrated into the “Prepare to Lead” curricula. Because The Hartford’s goal is to develop leaders at all levels of the enterprise, they designed four separate curricula, each targeting a different level of experience.
Level 1 “Before You Lead” targets individuals who have not yet reached leadership positions, but have the potential to do so. These leadership candidates learn self-management, relationship building, emotional intelligence, decision making and planning.  Level 2 “Leadership Essentials” for new managers focuses on managing expectations and performance, setting goals, communicating, and coaching. Level 3 “Leadership Acceleration” (for managers of 18 months or more) teaches business acumen, managing change, retention and engagement, team effectiveness, and influence and presentation skills.  Level 4 “Strategic Leadership” (for those with extensive management experience responsible for leading the business) focuses on driving innovation, organizational savvy, industry and economic context, and talent management.
Solving Real-World Problems
To develop the mid-level leaders, The Hartford designed a 10-week “Leadership Impact” program to expose participants to different aspects of the enterprise and engage them in actual business projects.  Launched September, 2006 with 28 participants from offices around the U.S., “Leadership Impact” began with Phase One – a five-day off-site meeting. Four of The Hartford’s executive leaders presented participants with high-impact business opportunities and areas in which the companies could improve. Participants were divided into four teams, each charged with tackling one real-life business problem, and were greatly impressed with the passion of the executive sponsors who had so much confidence on the participants’ ability to shed light on those business issues.

Phase One continued when participants returned to their normal work sites and began a challenging eight weeks of virtual collaboration with project team members. They faced the demands of doing both their usual work and the leadership project work. In keeping with the D³ approach, managers were asked to support the extra time commitments of participants. In addition, managers worked one-on-one with participants, identifying areas for improvement. This dialogue provided an element of accountability, as managers checked in with participants at the end of the program and provided further feedback. 
When the eight weeks were over, participants reassembled for Phase Two, beginning with three days in December, 2006, when teams presented their recommendations to executive sponsors in addition to receiving further leadership development content. The sponsors engaged team members in lively exchanges and were charged with informing team members on whether or how their recommendations might be implemented. To wrap up, participants received feedback from team members and created a development plan to apply what they learned back at their jobs.

Is it Working?
On the qualitative side, program evaluations from participants and executive sponsors were very positive. In evaluations completed after Phase Two, many participants wrote how “Leadership Impact” helped them see their own work in a more strategic, enterprise-wide way. “I have a broader understanding of our overall business and will approach issues with more of an eye toward its fit within our overall business strategy,” wrote one participant. Networking with colleagues, improving communications and thinking longer term were other areas of improvement participants mentioned.
On a quantitative side, participants will be tracked for 18 months. The evaluation team will meet with “Leadership Impact” graduates and their managers to determine program impact on increasing the readiness of the leader for expanded responsibilities.
Note:  Mary McCabe(“Prepare to Lead” director) can be reached at mary.mccabe@thehartford.com. Bob Sawicki (head of The Hartford’s Leadership and Professional Development Group) can be reached at bob.sawicki@thehartford.com. Rick Slivka(program manager for Leadership Impact) can be reached at richard.slivka@thehartford.com.
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