Case Study
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Global supply chain and logistics company Mainfreight is building its leadership capability with the help of the
Leadership Behaviours Profile, developed by Dr Paul Robinson and colleagues at Team Leadership Services in New
Zealand, and the Margerison-McCann Team Management Profile.
Anke Caspers is certainly not a pushover.
European manager, training and development at
Mainfreight, the global supply chain and logistics
company, it took her two years to be sure that
the leadership development programme run by
Team Leadership Services (TLS) was the right one
for the European region of the business. This
was despite the fact that Pete Robinson, TLS
chief executive, had been running the
programme for around 15 years, with great
success, in Mainfreight businesses in New
Zealand (Mainfreight’s home country), Australia
and the US.
Before she committed the company to what
would be a long-term relationship, Anke needed
to be convinced that the Leadership Behaviours
Profile (LBP) that sits at the heart of the TLS
leadership development programme was the
best possible tool to develop Mainfreight’s
European leaders.
“You have to be critical before you embark on
anything new like this, because you are making
a choice for years,” says Anke. “I needed to
ensure that the training was delivered in a
quality way and, more than anything, I needed to
really understand the LBP in depth. For example,
how did TLS know that it comprised the main
components of leadership? How had they tested
and developed it? How robust a measure of
leadership ability and potential was it? I asked
many questions and compared what they told

me with what I knew from my own experience
and talking to other training partners.”
Finally, after meeting Pete and his team on a
number of occasions she concluded that both
the leadership development programme and the
core LBP component were “outstanding”, and
signed up. “When I saw how the LBP worked
with the Team Management Profile, which is
another component of the programme, and how
everything builds up to the end result, I thought
‘wow!’,” she recalls. She has never looked back.
Pete describes the factors that make up the
Leadership Behaviours Model as “an executive
summary of what leadership is,” explaining that
each is underpinned by a large body of research.
The LBP is very practical, says Pete. “It requires a
reasonable number of people to provide
sufficiently robust feedback on an individual - we
aim for eight or more, plus the individual
themselves and their manager - and they simply
have to report the extent to which they see the
individual exhibiting these behaviours. Compared
to some competency models, it’s very simple:
you either see something or you don’t. The Model
also allows the individual to decide which areas
of leadership behaviour they would like to
develop.”
Team Leadership Services started working with
Mainfreight in the late 1990s. With ambitious
international expansion plans, the company
anticipated significant growth and needed to

equip its existing leaders with the skills to help
manage that growth, as well as develop a
pipeline of future leaders. Over a period of
several years it put hundreds of people through
the public leadership development course that
TLS ran in New Zealand and then, in 2010, TLS
started to develop bespoke courses for individual
organisations, including Mainfreight. As
Mainfreight expanded to Australia, the Americas,
Asia and then Europe, TLS followed with its
leadership development programme.

“

The combination of the Team
Management Profile and
Leadership Behaviours Profile is
a kind of alchemy. Something
magical occurs, and the result
is a whole that is greater than
the sum of its parts.

The Mainfreight leadership development
programme has four levels. The objective of the
entry-level, or ‘future leader’, programme is to
gauge how interested individuals are in
developing specific aspects of their leadership.
The Level 2 programme is aimed at branch and
middle managers. Level 3 is aimed at executives,
and Level 4 is a two-year programme for
executive leaders. Levels 2 and 3 employ a
combination of the LBP and the Team
Management Profile.
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It’s the Level 2 programme that’s most
comprehensively used, both at Mainfreight and
other companies, says Pete, who describes the
combination of the two Profiles as a kind of
alchemy. “Something magical occurs, and the
result is a whole that is greater than the sum of
its parts,” he explains. “The Team Management
Profile helps people to understand their
strengths, and when you follow through with the
LBP, which is much more ‘direct’ in its feedback,
they are much more receptive than they might
otherwise be.”
Pete and his team deliver the Level 2 programme
over three days. Participants examine their Team
Management Profiles on the first day, and take
part in team exercises designed to help them
understand their own and others’ work
preferences. At the end of the day, they receive
their LBP, so they can read it in the evening and
reflect on some of the implications overnight.
“You can’t rush a 360; you have to consume it in
stages and let it digest,” says Pete. “The first
stage is acceptance of the broad result.”
The second day of the programme is devoted to
analysing the LBP. The consultants use a
deceptively simple approach to avoid any
potential issues around the feedback
participants have received from their colleagues.
“They have to follow a step process, so they are
in task mode, and at the end of that process
they have an array of choices, including areas of
leadership behaviour they would like to improve
and areas of strength that they would like to
deploy to even greater effect,” he explains. “The
key message is that this is a balanced Profile it’s not just about what you need to fix, but also
what you can make more of. It’s well understood
that it is much more productive to polish our
strengths than it is to try to turn weaknesses
into strengths. You can’t abdicate responsibility
for areas of weakness, of course - failing to file
reports on time is not acceptable, for example but the focus of this Profile is on striking a
balance between developing areas to improve,
and building on existing strengths.”
Whereas the emphasis of the Team Management
Profile work is sharing Profiles in order that
people can understand each other and work
together more effectively, feedback from the LBP
is more personal. “We prefer them not to share
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the content of their Profiles with others, but we
do encourage them to share their reflections on
different behaviours more generally within the
group, along with the actions they might take as
a result of that analysis,” says Pete. “That can
feed into other elements of the programme,
including change management, conflict handling
and giving feedback.”
There are a number of reasons TLS prefers to
keep the LBPs personal. For one, if raters know
their feedback is for the individual’s eyes only,
they are likely to be more honest. Also, keeping
it personal removes any danger that the
information could be ‘misused’ as performance
management.

“

Having clarity about what makes
a good Mainfreight leader is very
helpful to our business.

On the third day participants start to formulate a
personal development action plan from their list
of strengths to leverage any weaknesses to
address. There will be a maximum of five actions,
but usually four, comprising two weaknesses
and two strengths. “These tend to ‘drop out’
naturally from the process,” says Pete. “We
sometimes have to hold people back from doing
their action plan too soon because they need to
wait until they have the full picture. By the end
of the programme it’s very obvious where they
need to focus.”
Participants’ action plans are often informed by
those of previous participants. “We build
suggestions from previous participants into
‘advice sheets’ on each of the eight areas of
leadership, so people can cherry pick actions and
‘how tos’ and add them into their own action
plan,” says Pete. “After the course, we contact
participants on three occasions over the space of
18 months and ask them to give us specific
examples of actions they’ve taken. During that
time we send them monthly resources, coded
specifically to their own action plan, to help them.”
The individual also gets an ‘accountability check’,
the Pulse Report, six months after the initial
programme. The report is essentially a snapshot

of the progress an individual has made along
their leadership journey.
“The ‘holy grail’ of training is the evidence of
applied learning, which is always difficult to
measure. The Pulse Report gives a good
understanding of the extent to which their
investment in the training is yielding a return,”
says Pete.
Anke observes that the combination of the two
Profiles amounts to holding up a mirror to
yourself, and shows you exactly who you are
and how to achieve better results.
“Back in 2015 we had arrived at the point of
understanding that we needed to understand
ourselves better and what the elements of good
leadership are,” she says. “Previously our focus
had been very much on the cycle of ‘people lead
to sales and sales lead to profits’, but we’d never
really put enough thought into the kind of
behaviours that would ultimately deliver the
highest profits.”
That’s all changed. “We’ve trained over 200
people in Europe so far, in mixed teams of
different nationalities, including Dutch,
Romanian, German, Ukrainian, Russian, French,
British and Polish, and have grown the number
of great leaders who we can promote to the next
level. For me, that’s the measure of success although what we can’t measure of course is
how many we’d have promoted had we not had
this programme in place.” She says that the
action plans really help people to apply their
learning both in developing their own leadership
skills and developing the people they lead in
their team, adding that the ongoing coaching
and accountability checks help keep people
focused.
The programme is helping to inform succession
planning at Mainfreight, and Anke sees a real
difference in behaviour. “Individuals themselves
are very excited about this, and I observe that
people are developing. I also see that some
people are not developing as we’d anticipated,
which suggests they may not be the right
leadership material for our business - and that’s
useful for us to know too. Having clarity about
what makes a good Mainfreight leader is very
helpful to our business - we believe it’s an
excellent investment.”
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