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“The same set of gkills that are important
fer an athlete are eqgually important for
someocne operating in the business
environment The same theory applies,
the same principles apply.

— Marc Sagal, COQO,
Enhanced Performance Systems

TR: How do you use it in sports?

Sagal: When we are working with an athlete or team, we will have them complete the assessment. That enables
us to get at what we call the "building blocks of performance." So we can see the pattern of the scores and get a
handle on what we believe the critical issues are going be for that particular athlete. We do that by looking at the
profile and comparing what we see as that person's particular strengths and weaknesses, and then evaluating the
performance situation. For example, the characteristics of a successful pitcher in baseball may be very different
than for a successful catcher. And we want to see if there is a good match between how that individual has scored
and what the demands of the performance situation are. So we're looking for a fit.

TR: How do you translate this into business?

Sagal: Well, believe it or not, the same set of skills that are important for an athlete are equally important for
someone operating in the business environment. The same theory applies, the same principles apply. What we've
done is translated what the effective skill set is from the athletic world to the business world. So we don't really
have to measure anything differently. All we have to do is apply what we measure and compare that to a different
set of optimal skills.

TR: Can you give an example?

Sagal: A pitcher in baseball needs to be extremely focused, doesn't have to think too much, and basically has to
hit a target. You don't necessarily want that person, from a concentration perspective, to be doing a lot of
analyzing or big-picture thinking. In a way, there are some IT professionals that are parallel to the pitcher in what
they are asked to do. For instance, if they have to write code or just be one member of a team, you want them
focused on the end result of a particular product. Their job really isn't to analyze, assess, or see the big picture.
So their skill set matches may actually be similar. They will need a similar type of concentration as the pitcher
I've described. This is an oversimplification, but [it works as an] example here.

TR: How about IT managers who may be a lot more like coaches?

Sagal: They have to be able to see the big picture. They have to be interpersonally a little bit more sensitive [as]
to how to put a good team together, what the big picture is, and where the organization is trying to go. So that
type of concentration skill, the ability to analyze and plan, see the big picture, and multitask, would be a skill set
that you might find in a coach and also what you might find in a good IT manager.

TR: How about a CIO who wants to put together good teams for several projects? How would they figure out,
using your system, which people go on which teams?

Sagal: 1t's certainly one of the things that we have been asked to do before. The first thing that has to happen is
that we have to have a handle on the nature of those projects and what the teams are going to need to be made up
of in terms of their different skill sets. We can get a handle on that by talking to the CIO, who [might tell us]:

e Project team A is going to be doing this.

¢ [ have to have someone who is directing that team as a manager.

¢ [ have to have a number of individual contributors who are very focused on very specific aspects of the
project.

Perhaps even more detail than that, there may be a function of the team that is more creative in nature. So if we
can identify the different components of the team, we can then go in and create what we call a mission profile for
each of those different parts of the job.
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Interview with Marc Sagal continued

TR: After you identify the needed skill sets, what do you do?

Sagal: We will test the individuals and match what the results of their tests are to what we think are the optimal
kinds of characteristics that the members of the team are going to need. We give that information to the CIO,
who may [have] to make the decision to put those teams together.

TR: When you say skill sets, are you talking about whether they can program in C++?
Sagal: No, I should clarify that. We're talking much more about the psychological skill sets.

TR: Can you give some examples?

Sagal: We spend a lot of time evaluating a person's ability to concentrate, which we can measure in different
ways. One would be the ability to see the big picture, to analyze, put all of the pieces together. Another would be
the ability to execute, to be far-sighted, and to see projects from A all the way to Z. Another aspect we call
"external awareness," which is the ability to be sensitive to your environment, to be politically savvy, to be able
to read a customer, or be sensitive to how other people are reacting to what you're saying.

We're also assessing more familiar interpersonal and psychological characteristics, such as interpersonal style,
extroversion, introversion, need for control, self-confidence, and the ability to multitask, which is obviously
important in the IT world. We also look at how positive or critical you are, how you give feedback to folks, if
you are intellectually expressive, or if you sit on ideas that would have been useful to contribute. That's a short
list of the 20 individual characteristics that we're looking at.

Corporate examples
Some of the corporate work that Winning Mind has done includes:

Putting together teams with varying skill sets

Implementing team-building exercises and innovation programs

Identifying employees with professional development needs

Providing conflict resolution between departments that have differing psychological types

Helping to decide in a merger who should stay and who should go by identifying high-potential
individuals

Assessing who can work in a high-pressure environment

Helping a company move from a conservative culture to a dynamic, innovative one

¢ Identifying who would make good team members for a virtual team, one that is geographically separated

TR: Aren't some of these skills contradictory?

Sagal: Yes. What we've found out through our research is that nobody can do it all. Everybody has strengths and
weaknesses in those attentional areas. So if we can find a good match between what's required in the situation
and what their psychological skill set is, then we've got somebody who's likely to be effective, because part of
our theory is that under pressure you go to your strongest attentional style.

TR: Can a CIO use this test to find the right manager to promote?

Sagal: That's something that we're asked to do all of the time. In fact, that's probably the biggest problem that we
see with the high-tech companies. There's a huge demand for IT managers and leaders, and most of the time
those people are being promoted because they were successful as an individual contributor. The psychological
skill set to be a good leader or manager isn't the same as it is to be a good engineer. So what we can do through
our instrument and the interviewing and consulting that we do is identify the kinds of engineers, for instance, who
have enough qualities that will allow them to make the transition successfully.

TR: If a CIO was thinking about becoming a CEO or pursuing some sort of change like that, might he or she
use this assessment to determine whether or not the skills are there?

Sagal: Yeah, absolutely. That's a great point. The same principle applies, and I think this depends on the role that
the CIO is playing in the organization. I think there will be times when a lot of the same qualities will apply for
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