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Performance Intelligence (PQ)
The ability of individuals to be aware of the impact of their own behaviours,
thoughts and emotions, as well as those of others, and being able to discern the
reality of any given situation and then having the skills to make the effective
choices whilst communicating and leading themselves, and others, in what is
then required to deliver high performance.
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Thank you to all of you who have helped in the research that has
confirmed what is really important for leaders to know and possess.
Here, below, is the story of what we know and how you have given your
inputs into backing up this body of work through your own experiences.
Enjoy!

Jez Cartwright
CEO
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Performance Intelligence: even in lockdown,
it is all about how you take off and land!
My trusty carry-on, that went with me on
all of my trips around the world (would
only ever check golf clubs!), has laid idle
for the past 6 months and my frequent
Uber rides to Heathrow Terminal 5 have
ceased. Yet one of the keys to success,
even with the decimation of global travel,
is all about how leaders and individuals
‘Take Off’ and how they ultimately ‘Land’.
Since I can remember, I have been fascinated
about what makes some people really good at
what they do compared to the rest who simply
are only able to barely turn up and, in some
cases, not even that.
In the lead up to the financial crisis of 2008 many
companies were investing millions of dollars
of their training budgets into how to improve
the levels of Emotional Intelligence (EQ) of their
leaders. This was often viewed as the silver
bullet that would solve any issue that arose.
Sadly, the unfolding of events in September
of 2008, with the arrival of the financial crisis,
showed that even some of those leaders
who possessed high levels of EQ, were left
floundering in the swell of uncertainty and chaos
that ensued.
Yet, there were others, with varying levels of
EQ, who were simply able to pick up the pieces
and put together the jigsaw puzzle pieces with
incredible ease and accuracy. These individuals
not only survived but rather thrived and helped
others around them also do the same.
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So, what was it that these people possessed
that left others behind?
Welcome to the world of Performance
Intelligence (PQ).
I was really puzzled in 2008 when I saw all of the
calamity in the world and yet this was balanced
by the delight I saw in people really taking off
and leading themselves and others to great
success at the same time.
What amazed me is that there was little research
going on to track these successful individuals,
so I started out on my own voyage of discovery.
Thankfully, it was not long before I came across
the incredible work of a research scientist who
was working in the realms of military science: her
name was Dr Mica Endsley.
She had pioneered the work in something that
she called Situation Awareness (SA).
Simply put, Situation Awareness is about having
the information you need about the environment,
and the system you operate within, to make
effective decisions.
In high demand jobs, SA makes the difference
between success and failure. When people are
required to make critical choices – sometimes
at a fast pace – the vast majority of errors that
occur are a direct result of failures in situation
awareness. In the operation of complex systems,
the result can be catastrophic – airplanes
crash, emergency response teams flounder,
power distribution networks go down, critical
commercial systems falter – all at a great cost in
terms of lives and dollars.
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There are three levels
of situation awareness:
1. Level 1 SA – Perceiving critical factors in
the environment.
2. Level 2 SA – Understanding what those
factors mean, particularly when integrated
together in relation to the operator’s goals.
3. Level 3 SA – Projecting or anticipating what
will happen in the near future.

Higher levels of SA allow people to function in
a timely and effective manner, even with very
complex and challenging tasks.
This for me was the missing link. Put this
together with EQ and then you are potentially
on to a winner.

Therefore, the definition of Performance Intelligence is:

The ability of individuals to be aware of the impact of their own behaviours, thoughts
and emotions, as well as those of others, and being able to discern the reality of
any given situation and then having the skills to make the effective choices whilst
communicating and leading themselves, and others, in what is then required to deliver
high performance.

There was also a clear piece here around an
individual’s levels of Awareness and their sense
of Reality that went with this information.
The quality of the ensuing Choices that people
made as a result showed a clear correlation.

CHOICE

This is where this model, the
Performance A-R-C, comes
into it’s own:

AWARENESS

REALITY

This plays out in terms of not
only an individual (Self) but also with
Others and the current Situation as well.
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Theoretically this all
sounds great.
Yet I was determined to go deeper and find the evidence that backed all of this up.
Covid’s arrival in 2020 gave me the opportunity to do just that. This is when I reached
out to various leaders and organisations I know and respect.

I posed the following questions to both the
CEO’s / MD’s as well as the level below them:

I also asked both groups for examples to bring
to light their answers.

For CEO / MD’s

As you can imagine, with 35 CEO’s and 135
people from the level below responding, there
was a plethora of data to get through.

What characteristics and behaviours have you
valued most from the people around your top
table through the lockdown?
What characteristics and behaviours have you
seen in those leaders who have struggled /
added little value through all of this?

For the level below:
What characteristics and behaviours have you
experienced from your leaders that you valued
most and found to be the most useful / helpful at
this time?
What characteristics and behaviours have you
experienced from your leaders that you valued
least and found to be the least useful / unhelpful
at this time?

Performance Intelligence Report 2020

This is when I enlisted the help of someone who
loved data and working out what it all meant.
Welcome in Louise Finlayson.
Louise, a qualified psychologist, coach and lover
of research and data, and I set about finding out
what all of the data was pointing to.
In a nutshell this is what we found:
There was a strong correlation between the
views of the CEO’s at the top as well as the
levels below. This was both on what worked
positively as well as negatively.
What emerged was a picture that focussed on
what was required from the CEO themselves in
how they showed up and also what they needed
to be aware of in terms of the people they
interacted with. Hence this is where we came
up with the terms ‘Take Off’ and ‘Landing’.
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Take Off
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Take Off:
Personal Momentum
A large number of people spoke about a leader’s ‘drive’ to get things done and although
many will attest to this term and associate with it in some way, I do believe it can often
hide some less than positive elements that lay beneath. People can be ‘driven’ by a need
to undo a negative from their past and although this may have been the inspiration for
untold successes I often wonder at what cost this not only has to that individual but on
those around them too.
Therefore, I have coined the phrase of ‘Personal
Momentum’ as a way for people to realise that
they need to tap into their own personal energy
source that they possess as well as have the
visibility of what actually powers this.
For those with negative drivers I strongly
suggest that these are worked on so that there
can at least be some repositioning so that there
is a truly healthy energy system that is running
the show. Otherwise it will always be like the
aircraft that is still being fuelled with the aviation
fuel from years ago – whilst aiming to run on an
engine from today.
Technology has moved on a great deal and the
engines of today do not react well with the fuel
of yesterday. Just try putting leaded fuel in your
modern unleaded fuelled car!
The ‘momentum’ element is also key as this
implies both magnitude and direction. As a
leader, understanding the importance and
balance of both is critical in how you plan and
execute your effective Take Off (TO).

Visibility

Seeing you will give people a sense of
confidence through the fact that you are out
there and not hiding away. Make sure you are
aware of the areas where you are not normally
visible and make sure you don’t miss these.
Think of the narrative you would want people to
be sharing about you as they will remember and
recount these stories for quite some time.

Empathy
There was almost a blindness that showed up
for some leaders when Covid arrived as they
simply seemed to ignore what their people were
going through and insisted it was business as
usual and ‘the budget is the budget’!
For those leaders who had even a degree of
empathy they were able to stand in the shoes
of others and really take time to understand
what others might be experiencing and respond
accordingly.
Something so simple can go a long way and I
find it hard to grapple with the fact that this can
still be a factor that has to be laid out time and
time again.

People need to see you.

Flexibility

There may be times when you want to hide away
from the craziness and have the space to think
yet it’s at these times when you need to be out
there – and wear your hi-vis vest as well if you
need to!

There is something about the quote from the
boxer Mike Tyson that speaks for itself:

Performance Intelligence Report 2020

Everyone has a plan until they get
punched in the mouth!
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Whatever the world throws at us it is important
to ensure you have practiced your ability to be
flexible and with pace. We know the world is not
perfect and our ability to control everything, less
so. Therefore, working out where you need to
have varying degrees of flexibility is essential.
It may be wise to sense check your perception
of flexibility is as well so as not to allow
certain decisions and processes to become
unnecessarily entangled.

Resilience
With the unfolding timeline of Covid that seems
to meander at will across the different geopolitical landscape the need for leaders to dust
themselves down and start again with the same
levels of energy and determination has never
been more required.

The cards that are being dealt on the world
seem to demand a strength that has probably
not been seen by most generations. Yet the
leaders who have been beacons of hope and
strength through these last few months have
been able to inspire those around them to
stay positive and often offset symptoms of
depression that have been more prevalent.
A cautionary note here on this factor, as well
as all of the one above, is that leaders must
take the time to ensure they are doing what
is required to look after themselves. This may
involve having a team of people around them to
make sure they are in the best shape possible
to perform.
Think about how much care an aircraft receives
when it is on the ground from the ground crews
and engineers to maintain its airworthiness.
Make sure you are doing the same.

WARNING: Take-off’s are notoriously the most dangerous part of an aircraft’s journey and remember
this is where you as a leader must take responsibility for your own air worthiness. Working on all of
the factors above will help a great deal and stand you in great shape to at least have many attributes
in place for the other key part of this: the landing.
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Landing

Landing:
Bow Wave
A bow wave is the wave that is present at the front of boat. The size of the bow wave will
determine how big the wake of that boat is i.e. what will it affect in its path.
Translate this into human dynamics: I believe that we all possess our own bow wave. This is the energy
that goes in front of us when we walk into a room. Imagine this in terms of a leader and how they
interact with various members of their team.
Do they create a tsunami and huge wall of
water that knocks people over and suffocates
them, or do they create the ground swell that
allows others to rise up and be successful
alongside the leader?
There are a number of things that are paramount
in the world of wave dynamics:
•

Amplitude – how big is your wave?

•

Velocity – how fast are you travelling?

•

Direction – where are you directing it at?

•

Frequency – how often are you sending
your wave?

All of these factors will have an impact on those
that your wave reaches, so please be aware of
what is required and choose wisely.

Accessible & Available
We know that being visible was a key part
to success in Taking Off yet what we heard
throughout the research findings was that there
was a need for leaders to also be accessible
and available.
This can be really hard especially when there is
so much to always be done. However, making
the time for your people will go a long way in
creating the followership when required.
This is an essential part of leadership that often
goes unreported and yet, when you are up
against it, having this level of currency will help
you without doubt.
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Understand
It will be hard to truly understand people and
where they are at if you have not spent time on
the factor above and made yourself accessible
and available.
Especially in times of high stress, making people
feel listened to and wholly understood is so
important. There were a number of anecdotes
that emerged through the research of leaders
who would give people the time and yet spend
time finishing the sentences of those they were
spending time with.
This is a truly difficult skill to master and one that
does take practice and greater levels of
self awareness.
Ask yourself, when is the last time you felt fully
understood and what did it take for that to
happen? Your answer gives you the keys to
this one.

Support
Leaders often are renowned for coming up with
innovative solutions that end up saving the day
for organisations. These often involve changes in
direction, focus, processes and finances. Many
times the leader will have worked through all of
the steps and know exactly what is required.
For those on the receiving end of these new
elements this can often be a shock and will take
time to ensure they get their heads around them
and play catch up.
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This is not the time for a leader to throw the ball
and then simply run off. Rather it is important to
work with people to ensure they have the right
levels and type of support in place to handle
the change.

Having thought through all of the components
of the support needed will help leaders land the
change successfully and will again add to the
currency of followership.

Communication
It is no surprise that this is a key part of landing successfully. Just think of an aircraft
and how it is constantly in contact with air traffic control as it makes its approach
and landing. If we are to take the same level of care in how, when and with whom we
communicate then we enable ourselves to be not only listened to but understood as well.
Communication is the bedrock of all
relationships and if you do not have a solid
foundation then you are simply making life
harder for yourself. Therefore, there are a
number of simple things to consider when
communicating with people:
•

What is the message?

•

Who is the audience?

•

How is it best to communicate?

•

What impact would you ideally like it to have?

Seems simple, yet many seem to get it
wildly wrong.
You will also want to make sure you have the
relevant levels of awareness around:
•

SELF: how am I showing up?
Think tone, energy levels, stress etc.

•

OTHERS: what is their current reality? Stress,
‘yet another message from above’ etc.

•

SITUATION: what is going on at a micro and
macro level that is causing people to behave
in a certain way?
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By looking at all these you will hopefully be able
to construct the best way of communicating with
people that hits the mark.
It was interesting during the research that people
gave us stories of those leaders who both under
and over communicated during the initial few
weeks of lockdown. Getting the balance right
is always tricky and keeping an awareness of
whether you are bombarding people versus
saying nothing.
It was also interesting to note that people
wanted to have clarity over many things such as
when they would be returning to the office, if at
all. This was almost an impossible question to
answer and yet the leaders who communicated
definite positions around when they would
update people and over predicted times (i.e.
we will not expect to come back into the office
until March 2021) gave people a psychological
certainty that they greatly appreciated.
I’m sure we will hear many more stories of good
and bad communication throughout this period
and keeping an eye on how things are landing
will always be your measure – stay alert!
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Conclusions
None of the information that we found was necessarily rocket science but the fact that
there was a clear delineation in how a leader showed up and ‘took off’ and how they
‘landed’ with their audience has helped us to be clear around what is required from
leaders in this uncertain world.

We are, by no means, out of the woods in terms
of the impact that Covid will have on all of our
lives, yet what leaders need to become more
attuned to has now been clearly defined from
both sides of the coin.
We have had the chance to develop a training
programme on the back of all of this research
that covers the areas of Self, Others and
Situation and in terms our levels of Awareness,
our sense of Reality as well of the choices that
are available to us.
Interestingly, we previously used to start with
a session on Self, but due to the backdrop of
what people have been wrestling with in terms
of the white noise of heightened stress, we have
changed the order around to start with Situation,
then Others, before finally arriving at Self.
This might seem to go against the grain, yet I am
reminded of a conversation I was having with a
commander in the British SAS (Special Services),
who recounted his experience of working in
different branches of the military:
“We look at what we’re doing and ask our
people to decide which is more important in
terms of self, team or mission. For the vast
majority, they choose self first, as this is seen as
being an important factor before working on the
team and then the mission.
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Those within the Special Forces look at this very
differently and put mission ahead of everything
else as their most important focus, even ahead
of their own personal welfare.”
This got us thinking, by reversing the order of
the learnings, allows the ego to be checked at
the door. This then allows us to work backwards
from how we want people to ‘land’ through to
them preparing to ‘take off’. I hear Steven Covey
(The 7 Habits of Highly Effective People) in this,
“Start with the end in mind”.
The key is then about putting all of this into
practice and delivering for the people we interact
and work with.
Remember this is about the journey to the end
result. It is about performance and let’s be
very clear by saying that we are talking about
sustained levels of high performance.
Work out what you need to work on, as no one
is perfect, and work on it. This way you can
ensure you have smooth take offs and avoid
bumpy landings.
Travel well and welcome to the world of
Performance Intelligence.
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