
LEADERSHIP
You never conquer the mountain.

You conquer yourself – your doubts and fears.



Forward
We are ALIGNMT – a leading provider of business 
consulting, analysis and outsourcing services. We 
are experts in strategy, finance and operations and 
are passionate about helping our clients succeed. 
Our clients rely on ALIGNMT to assess risk, 
support financial, investment and marketing 
decisions, and improve business performance in 
their daily operations.

We have the opportunity to drive innovation, 
cultivate insights and build unique solutions for our 
clients. We take pride in our strengths and believe 
in cultivating an atmosphere that supports and 
values our greatest asset: talent.

ALIGNMT LLC is not a broker/dealer, Finra or SIPC 
member firm and does not, in any way, shape or 
form, engage in securities transactions...period. 
ALIGNMT complies in every way with the SEC's 
M&A Broker rules, which can be found here, when 
engaging in Mergers & Acquisitions related work.

If you want to sell securities, get a registered Finra
member.

We are not lawyers either. If you want legal advice, 
get a lawyer.

ALIGNMT LLC
2372 Morse Avenue, Suite 132
Irvine, CA 92614
+1 (844) 258-8420
alignmt.com

LEADERSHIP
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YOUR COMPANY

Your company is important to you.  It is 
equally important to us.  You face unique 
challenges—challenges that require 
specialized experience, senior level 
attention, and proven judgment.

OUR EXPERTISE

ALIGNMT professionals assist owners of 
privately held companies in the sale of 
their businesses, and work with large 
private and public corporations in 
negotiating acquisitions and divestitures
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LEADERSHIP
Making changes that lead to innovation
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Lessons Learned: Qualities of 
Leaders
Leadership is the art of mobilizing others to 
want to struggle for shared aspirations1

Example is not the main thing in 
influencing others.  It is the only thing2

You never conquer the mountain.  You 
conquer yourself – your doubts and your 
fears3

■ Garnering Leadership
– Model the Way
– Inspire a Shared Vision
– Challenge the Process
– Enable Others to Act
– Encourage Success

Leaders

■ Have a high degree of personal 
credibility

■ Are effective in meeting job-related 
demands

■ Are able to increase motivation levels

■ Are successful in representing their 
groups to upper management

■ Have high-performance teams

■ Foster loyalty and commitment

■ Reduce absenteeism and turnover 
and reduce stress levels

1. Kouzes and Posner
2. Albert Schweitzer
3. Jim Whitaker (1st American to climb Mount Everest)
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Leadership Talent Model

Interactive 
Feedback

What are your 
strengths and 

needs?

What top talent 
development is 

needed?

Develop 
Talent

How will you 
develop your 
top talent?

What resources 
are required?

Manage 
Performance

How is your top 
talent 

performing?

Are incentives 
aligned with 
performance 

goals?

Strategic 
Placement

Are you placing 
people to 

maximize their 
potential?

Are your 
placement 

actions aligned 
with your 
strategy

Organizational Talent Evaluation
What do you need? Where? What do you have? Are you aligned with your strategy?
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Some Points of Reference

Leadership is not:

■ Position

■ Authority

■ Power

Leadership is:

■ Everyone’s business

■ A relationship

■ Self-development

■ Learned

■ An ongoing process

Leadership Produces Change 
and Movement:

■ Establishing Direction

■ Aligning People with Goals

■ Motivating and Inspiring

Management Produces Order 
and Consistency:

■ Planning & Budgeting

■ Organization & Staff Motivation

■ Controlling & Problem Solving
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Strategic Leadership Model

•Current state of business environment
•Vision, mission and values
•Future state vision
•Strategy to attain vision

Business Context

•Implications of future state
•Business priorities to attain future state

Business Challenges

•Implications for leadership focus
•Implications for leadership capabilities
•Responsibilities required to create the future

Leadership Responsibilities

•Resulting leadership focus
•Skills & abilities required
•Today vs. Future

Leadership Model
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Characteristics of Successful 
Leaders
■ Ambitious

■ Broad-minded

■ Caring

■ Competent

■ Cooperative

■ Courageous

■ Dependable

■ Determined

■ Fair

■ Forward thinking

■ Honest

■ Imaginative

■ Independent

■ Inspiring

■ Intelligent

■ Loyal

■ Mature

■ Supportive
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More Than Just 
Competencies

Values
• Find your voice by clarifying your personal values
• Envision the future by imagining exciting and ennobling 

possibilities

Behaviors
• Set the example by aligning actions with shared values
• Enlist others in a common vision by appealing to shared 

aspirations

Experiences
• Leadership Challenges
• Functional Assignments

Leadership Talent

• Foster collaboration by promoting cooperative goals and 
building trust

• Strengthen others by sharing power and discretion
• Recognize contributions by showing appreciation for 

excellence
• Celebrate the values and victories by creating a spirit of 

community

×

×

=
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All Relationships are Based 
on Trust
Credibility

■ Trustworthiness

■ Expertise

■ Dynamism

Credibility plus Vision

■ Engagement

■ Results

Success Essentials

■ Set clear standards

■ Expect the best

■ Pay attention

■ Personalize recognition

■ Tell the story

■ Celebrate together

■ Set the example
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Connecting on the Same 
Level
Align Actions with Values

■ Calendars

■ Language

■ Deliverables

■ Expectations

■ Measurements

■ Rewards

Challenge the Process

■ Search for opportunities by 
seeking innovative ways to 
change, grow and improve

■ Experiment and take risks 
by constantly generating 
small wins and learning 
from mistakes

■ Focus on the untried and 
untested

■ Challenge is the 
opportunity for greatness
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Leadership Manifested

■ Treat everyone with dignity and respect

■ Set the example for others to follow

■ Be active

■ Maintain the highest standards of honesty and dignity

■ Insist on excellence and hold your people accountable

■ Build group cohesiveness and pride

■ Show confidence in your people

■ Maintain a strong sense of urgency

■ Be available and visible to your staff

■ Develop yourself to your highest potential
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Expectancy Model

The strength of a tendency to act in a certain way depends on the 
strength of an expectation that the act will be followed by a given 
outcome and on the attractiveness of that outcome1

■ Attractiveness—importance placed on the reward associated 
with the task

■ Performance—amount and quality of effort engaged in 
completing the task

■ Effort—perceived probability of attaining the reward upon 
completing the task

The strength of a person’s motivation to perform (effort) depends on 
how strongly they believe they can succeed at the attempt

And will the reward satisfy the effort exerted to achieve success?
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Leaders vs. Managers

Leaders

■ Facilitate interpersonal 
interaction

■ Have charisma

■ Innovate and inspire

■ Communicate vision

■ Influence valuable change

■ Align people

■ Empower individual growth

Managers

■ Plan and coordinate

■ Evaluate and supervise

■ Negotiate and budget

■ Bring order and 
consistency
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Talent Matrix: Performance vs. 
Potential
Responsibility Earns Authority

P
er

fo
rm

an
ce

Potential

Challenge, Reward &
Retain

Increase Responsibility Increase Responsibility 
& Scope

Develop & Retain Accelerate Development Increase Responsibility

Develop & Monitor Develop & Retain Accelerate Development
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Talent Matrix: Performance vs. 
Potential
Responsibility Earns Authority

P
er

fo
rm

an
ce

Potential
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Talent Imperatives

■ Do you have key people in key positions?

■ If not, what can you do to fix this?

■ Do you need to increase responsibility for some key people?

■ Do you need to re-evaluate where you have some people 
placed on the organizational chart?
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Talent Criteria: Four Predictors 
of Derailment
1. Poor interpersonal skills

1. Arrogant and intimidating

2. Insensitive to others

3. Manipulative

4. Overly critical

2. Failure to deliver on 
promises
1. Over committing and under 

delivering

2. Failed follow through

3. Betrayal of trust

3. Not adaptable to change
1. Inability to alter behavior 

(rigid)

2. Inflexible

4. Failure to build and lead 
an effective team
1. Micro management

2. Refusal to delegate

3. isolated
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Next Steps
Make changes that will clear the way for future endeavors 

■ Talent review process

■ Performance alignment review

■ Leadership development

■ Get some feedback

■ Clarify vision and values

■ Challenge the path to success and innovate

■ Collaborate and delegate

■ Encourage others and celebrate
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GROUP DYNAMICS
Making changes that lead to innovations
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What is a Group?
Interdependence among members contributing to a collective goal with shared 
expectations about behavior and a sense of belonging

Group Development

■ Forming – period of uncertainty about 
norms and roles

■ Storming – management of conflict 
becomes focus

■ Norming – establish consensus 
about roles and norms

■ Adjourning – Group disbands

Components of Effective Groups

■ Purpose

■ Values

■ Direction

Types of Groups

■ Pseudo – assigned work together but 
have no interest in doing so; goals 
are in opposition

– Poor communication
– Lack of productivity
– Weak results

■ Traditional – members agree to work 
together but see no benefit; the 
mutual goal is secondary to individual 
goal

■ Effective – mutual goals are shared

■ High Performing – exceed all 
reasonable expectations
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Common Features of Groups

■ Communication – face to face communications over a period of time

■ Influence – the group influences the individual and individual has influence 
over the group

■ Interaction – regular interaction in ways that develop a group identity

■ Interdependence – each member depends to a degree on the others to 
accomplish collective goals

■ Interrelations – dynamic interrelations means that the personal relations 
among members is constantly changing

■ Psychological significance – the group has an impact on the psychology of 
the individual identity

■ Share identity – the group identity is or can be separated from the individual

■ Structure – consisting of status and role differentiation between and among 
the members
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Guidelines for an Effective 
Group
■ Establish clear, operational and relevant goals that lead to 

interdependence and commitment

■ Establish effective two way communication

■ Distribute leadership and participation

■ Make sure power is based on skill and knowledge, not personality

■ Allow situation to determine appropriate decision making 
procedures

■ Enforce functioning maturely and productively

■ Support controversy—it leads to creativity and process gain

■ Acknowledge conflicts and resolve constructively
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Group Effectiveness Model
The skilled facilitator

Group Structure

Roles – a set of expectations defining 
appropriate behavior

■ Role conflict is disparity between job 
demands and personal standards

■ Status is power and prestige

Norms – unwritten rules

Membership

■ Prospective member

■ New member

■ Full member

■ Marginal member

■ Ex-member
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Five Elements of High Performing 
Groups
Make changes that will clear the way for future endeavors

■ Alignment of purpose

■ Ability to learn and change

■ Attitude of trust

■ Attention to process

■ Assuming a group culture
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Alignment of Purpose

■ Clarity and commitment to the Group’s vision

■ Focus on the future

■ Shared values about the work to be done

■ Finding, enhancing and maintaining energy to get the job done
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Ability to Change and Learn

■ Effective communication: how do we talk to each other?

■ Balance reflection and action: think about where we’ve been 
and use that to determine where we go next

■ Learning to learn: using feedback and evaluation to make 
decisions

■ Being open to all points of view: we’re all in this together, so 
let’s do it together
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Attitude of Trust

■ Respect for on another

■ Willingness to share risks

■ Balance of autonomy and interdependence

■ Forming a sprit of partnership
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Attention to Process

■ Have flexible roles, boundaries and attitudes

■ Share leadership and followership

■ Be committed to continuous improvement

■ Be efficient with meetings and with time
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Assuming a Group Culture

■ Encourage creativity

■ Encourage collaboration

■ Encourage sharing of credit and responsibility

■ Encourage people to enjoy what they do and to express their 
enjoyment often
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Core Value: Valid Information

■ People share all relevant 
information

■ People share information in 
such a way that others 
understand their meaning

■ People share information in 
such a way that others can 
independently validate it

■ People constantly see new 
information to determine 
whether past decisions 
should be changed on the 
basis of new, valid 
information

Elements of High Performing 
Groups

■ Alignment of purpose

■ Ability to learn and change

■ Attitude of trust

■ Attention to process

■ Assuming a group culture
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Core Value: Free & Informed 
Choice
■ People define their own objectives and methods to achieve 

them

■ Choices are not coerced or manipulated

■ Choices are based on valid information
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Core Value: Internal 
Commitment
■ People feel personally responsible for their choices; they own 

their decisions

■ Commitment to action is intrinsic, rather than based on reward 
or punishment
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Theory of Action: Mutual 
Learning Model

Core Values & 
Assumptions

Strategies

Consequences
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• Valid information
• Free & informed choice
• Internal commitment

• Test assumptions and inferences
• Share all relevant information
• Explain reasoning & intent
• Focus on interests not positions
• Discuss the undiscussable issues
• Use decision-making rules

• Increase understanding, reduce conflict
• Increase trust
• Fewer self-fulfilling processes
• Increased learning
• Increased effectiveness
• Improved quality of work life



Group Decision Making Types

■ Consultative: Leader consults with members, then leader 
makes the decision

■ Democratic: Leader and group discuss issue, then vote. 
Some possibly weighted percentage of group members is 
needed to make a decision

■ Consensus: Leader and group members discuss issue and 
reach unanimous agreement

■ Delegative: Leader delegates decision to group or subgroup 
to make, sometimes within leader’s identified constraints
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OPENING NEW 
DOORS

Creating opportunities to build innovative products, expand market share 
and boost cash flows 
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Making Changes That Lead 
to Innovation
Analyzing and improving your business can create tremendous 
opportunities given your market environment

■ It can create strong financial returns for the owners

■ While building a great organization that benefits every one of 
your employees with income and career development

■ Creating defensible brand value among your competitors

■ Establishing lasting shareholder value

■ Realizable through Mergers & Acquisitions when the time is 
right
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Contact
Ian Shanno | Managing Director

Purpose. Meaning. Progress. Achievement. 
These are my motivations in business and life.

I help businesses align their goals, resources, challenges 
and imperfections by defining and pursuing paths to 
success. My M&A, management consulting and 
entrepreneurial experience combine to help companies that 
struggle to reach their growth, productivity and efficiency 
objectives.

Whether it’s strategy, finance, operations or strategic issues 
within an organization, getting to the core dysfunctions, 
distractions and inhibitors and conveying simply and 
accurately the most viable value proposition is essential. 
That's where I come in.

If you need help defining your business goals, crafting an 
effective strategy to pursue these goals and managing the 
ongoing financial and operational elements, we should talk. 
I've advised or supported over 400 companies in my time.

If you want to sell a business, it must have value in the eyes 
of a buyer. Value is the result of careful planning, precise 
execution and luck, usually over the long-term.

If I can't be of service to you directly, I may know others 
who can meet your needs. Building lasting, valued 
relationships is fundamental to establishing trust and 
reliability.

Ian Shanno | Managing Director

is@alignmt.com

www.linkedin.com/in/ianshanno

www.facebook.com/ian.shanno

www.twitter.com/ianashanno

alignmt.com/building-value-blog

+1 (858) 345-7720
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