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Welcome to the
second In our series
of leadership toolkits

This series is designed to delve
into the challenges of leading,
the styles of leadership and the
business environment we find
ourselves in.

In a time where change is the only
thing that is certain, our work with
business leaders has enabled us

to gain a deep first-hand insight
into what is important for business.
Strategy, brand and culture,
combined with the effect that the
pandemic has had on leadership and
behaviours to enable these to be a
success, has all played a major part
this year.

Other toolkits in this series:

Leading with purpose
How we can lead with bravery

Coming soon
Leading at a distance
Purpose in action



https://res.cloudinary.com/six/image/upload/v1601909948/ybrljepqxobaqmddfgtj.pdf

In our first toolkit, we helped you
define your purpose and showed
you how to implement it in your
day to day lives. If purpose
underpins everything, then how
do you put that into action?
Being not just open to challenge
but to also have an appetite to
thrive on it. You have the power
to transform your psychology
and, as a result, your life!

We hope you will find this toolkit
thought—provoking and meaningful -
not just for yourself, but for the people
around you too.

Right, here’s a question. You can
choose between these two employees:

1) The Fixed Mindset: avoids all
challenges, resents other people’s
successes and sees generally making
an effort as completely pointless.

2) The Growth Mindset: embraces all
challenges as learning experiences,

is inspired by other people’s successes
and gets a kick out of helping and
nurturing those around them.

Which do you go for? No prizes

for picking the latter apart from
being much more likely to succeed.
And because every company’s
culture is highly influenced by its
management, especially in times of
upheaval, this second toolkit is all
about how to cultivate 2) The Growth
Mindset. So let’s get started.

We’ve identified these
priorities for 2021
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Part 1 > Putting purpose into practice

Exercise 01

Timeto

VOour purpose

While our first toolkit looked at how to
identify your purpose, we now want you to
be able to communicate it. Why? Because
having a clear purpose makes you an
inspiring and motivating leader and helps
you live out your values authentically.

So, how do you ensure yours is easily
understood by your team? Here are a few
more questions to help you find out.

What does your purpose mean to How does it inform your behaviour
your employees? towards them?

How can you live your purpose How can they help you live
through them? your purpose?

What are the synergies between your purpose and your employees’/
organisation’s purpose?
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Part 2 > Fixed vs Growth Mindset

Example of a challenge

Student receives a poor grade
on an assignment or exam

If the student believes her
intelligence is fixed

“l am stupid at this.

| shouldn’t even
bother trying.”

Decreased effort

Diminished academic
engagement and performance

Negative outcomes reinforce
Fixed Mindset

MINDSET

PSYCHOLOGICAL
INTERPRETATION

BEHAVIOURAL
RESPONSE

ACADEMIC
OUTCOME

If the student believes her
intelligence can grow

“I haven’t mastered this yet.
| need to work harder or try a
new approach.”

Increased effort and use of
positive learning strategies

Increased academic
engagement and performance

L+

Positive outcomes reinforce
Growth Mindset
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We teamed up with tml Partners

to interview marketing leaders on
their expertise and insight into the
Growth Mindset. We talked to them
about their wide-ranging experience
in both national and global roles.

Read our Q+A to learn how they
nurture the Growth Mindset in
their teams.

Anna Nicholson

Global /P,

Marketing & Business Development,
EF Education First

Who inspires you and why?

| have been very fortunate to have had some outstanding managers
in the past. If | think about specific people who have led me, those
that combine empathy with understanding and recognise how to
motivate a team from the inside out, have truly encouraged the
Growth Mindset and inspired me.

How do you sustain the longevity of a Growth Mindset
across teams?

Firstly, | focus on results. | continually encourage my team to

work towards an end goal, which will have a positive impact on
the business. No matter what, the task at hand can always be
improved. Secondly, | ensure that everyone in the team has
ownership of the project. Finally, as a leader | make sure | listen to
others. | firmly believe you can learn from everybody around you.

What do you think the hardest thing is about having a
Growth Mindset in your team?

In the last year, it has been about having that balance between the
sheer volume of work and completing tasks efficiently. That can
take its toll on the team when you have to be incredibly focused

on the execution. But above all, remaining positive is important.
It’s so easy to forget the ‘what can | do to improve’ when you are so
focused on the outcome and delivery of the project.
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Ben Rhodes
former Group Marketing Director,
Royal Mail

How do you inspire others?

To elicit the greatness out of people, you need to sprinkle a little
bit of stardust in the department. By that | mean, pushing and
challenging them to go further in thinking outside the box.

Is there a downside to the ‘fail fast, learn quick’ technique?

| think the best way to look at that issue is through a lens of
continuous improvement. The danger of the ‘fail fast’ methodology
is that complete dynamism doesn’t allow much room for growth.
The arc of transformation in certain projects is huge and to achieve
that requires a marathon, not a sprint. Therefore, the people who
set out clear objectives, KPIs and goals are the people who grow,
as opposed to managers who jump from tactic to tactic to try to
achieve change.

How important do you think it is to cultivate a Growth Mindset?

Fostering the right environment is essential. An analogy used

from a past leader of mine has always stuck with me: ‘happy

bees create lots of honey’. In other words, if you set the correct
temperature from the top, your bees (employees) will be able to
produce a lot of honey (good work). If the functional leader is clear
with their objectives, the rest of the team will inevitably follow suit.
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Typlcal behaviours of a

' Fixed Mindset

Avoid taking on challenges
Give up easily

Are highly self-critical

See effort as pointless
Disregard criticism

Resent the success of others
Criticise and judge others
Argue for our limitations

-
-
-
-
-
-
-
-

Since failure directly impacts how those
with Fixed Mindsets see themselves, it’s
no wonder their behaviours are unhelpful,
compared to those with Growth Mindsets.

Typical behaviours of a

Growth Mindset

Embrace any challenge

Never give up

Practise self-compassion

See effort as a journey

Learn from all criticism

Are inspired by the success of others
Help and nurture others

Believe in possibilities

11
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Company
culture has
changed
forever

Dweck and her colleagues have extended
her work to find that Fixed and Growth
Mindsets affect organisations’ cultures,
levels of collaboration, innovation,
ethical behaviour and how supervisors
view their employees.

2020 has made these findings more
relevant than ever before. As we’re all
very aware, business transformation
escalated, creating both challenges and
opportunities. Before the pandemic,
many businesses were focused on
strategy, vision, empowerment and
execution. Now priorities have shifted
towards developing a culture that
supports flexible thinking and ‘value
results’ over ‘activity results’.

Technology has been brilliant in allowing
us to work remotely and given leaders an
exciting new goal: to enhance culture
and engagement from a distance,
attracting and retaining the best
talent, no matter where they are.

The current crisis provides an
opportunity to rethink your
company’s culture.

The organisations that will come out
strongest are the ones where leaders
have encouraged their teams to adapt.
Creating a culture of psychological
safety and taken the time to focus on
the individual - including themselves

— is important.

Your culture is reflected inside out

and for those strong businesses, the
past year has been a prime opportunity
to confront some issues in the workplace
and to take the time to learn and grow
from the challenges of the year. This is
what will help people adapt and give the
ability to see things differently.

12

Side note #1

Employees in a ‘Growth
Mindset’ company are:

47% more likely to say their
colleagues are trustworthy

34% more likely to feel a
strong sense of ownership and
commitment to the company

65% more likely to say that the
company supports risk taking

49% more likely to say that the
company fosters innovation
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What
people say

Raj Kumar, Group Brand and
Reputation Director at Aviva plc,
gives us some insight into his

take on leadership in the financial
sector. Raj tells us how he leads a
team of brand and communications
specialists across the business.

Raj starts off by proudly sharing
Aviva’s deeply entrenched values,
which have been highlighted by
the pandemic.

Raj Kumar

Group Brand and
Reputation Director,
Aviva

“Aviva is lucky in the sense that we
can trace ourselves back through our
325-year heritage. Our legacy means
that many of the values established
then, still hold true today. Yes, the
language may have changed, but the
ethos around social purpose - the very
foundation of the insurance industry —
is still very strong.” Raj rightly points
out that in a crisis, you uncover whether
your values are real or built on sand.

“We always make sure that when

it comes to embedding values, it’s
important to ensure that they are
held up and embodied by those in
leadership positions by asking them
to contribute to the process. We refer
to those core values in any given
situation, making it part of the DNA.”

When asked about how he fosters
continuous learning in a year of survival,
Raj comments that development should
never be reserved for the few. He gives
a pertinent example of how he learnt
this as a child:

“My Dad gave me a poster when |
was young that stated, ‘Never let
school interfere with your education.’
This has stuck with me. Learning is
about new experiences, challenges
and mindsets, not just training.”

Of course, failure is usually a part of
every learning curve. We asked Raj
about any particular personal failures
he has learnt from, and he shares a
key moment, indicating that failure is
not about being fired but having that
opportunity to learn.

13

“When | was at a past company, we had
a huge order under a tight deadline.

| was so focused on the deadline that

| ended up ordering completely the
wrong thing. To my surprise, by boss
didn’t fire me! He told me that this is an
opportunity for us all to learn and grow
as a team. For me, this has been hugely
inspirational and taught me that not all
failures have to be feared.”

For Raj, actions resonate with him far
more than leaders or people. “Seeing
courage, bravery and kindness keeps
me grounded,” he concludes. “It gives
me the belief that anything is possible
by anyone and reminds us all to keep
our eyes open.”
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compound the improvement.
They're tiny things but It you
clump them together, they
make a big difference.

Dave Brailsford

—
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British
Cycling

It’s hard to think of a time when the
British Cycling team weren’t titans
of the world stage. But before David
Brailsford was appointed in 2003,
they weren’t performing at anywhere
near the same level.

So what did Brailsford do? Well,
he didn’t change 99% of the
organisation - instead he changed
only 1%. The 1% he changed
though, changed everything.

He instilled a Growth Mindset in

the team and by celebrating all
improvements (including findings

of no improvement at all), the team
were motivated to experiment and
keep on finding more of those crucial
marginal gains.

Marginal gains included:

= Trying a wide range of massage
gels to find the best one for
muscle recovery.

= Hiring a surgeon to teach the team
how to wash their hands to avoid
colds and maintain good health.

= Handpicking pillows and mattresses
for optimal sleep and bringing
them along to every hotel on the
Tour de France.

= Painting the workshop floor white
to see any specks of dirt/dust that
could impede bike maintenance.

15

Sicde note #2

Until early 2000, British
Cycling had won only one
gold medal in over 100 years.

In 2012, British Cycling won

8 Olympic golds, broke 7 World

and 9 Olympic records and won the
Tour de France (which they have
continued to do 6/8 times since).
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Part 3 > Creating a Growth Mindset culture

Recognising your
own Impact

Every single manager casts a Growth Mindset leaders see skills

‘shadow of the leader’ that influences as learnable and value perseverance,
the rest of their organisation. This not just ready—-made talent.
impacts the values, beliefs, attitudes  This, too, cascades through their

and behaviours of employees.

organisation, creating a Growth

, Mindset culture.
Fixed Mindset leaders live in a world

where some people are superior and
others are inferior, so they feel the
need to repeatedly affirm that they’re
superior. They treat the company

as simply a platform for doing this.
The Fixed Mindset then cascades
through the organisation.
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Strong and innovative .
¢ cultures promote employee
engagement, which can
positively impact operating

iIncome by 20% and increase
earnings growth by up to 28%.

B Gallup 2016 K

e G
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What
people say

We interviewed Carolyn Hector, who
shares her wisdom on leadership

and having the right team mindset.
Speaking from her current position at
Age Co, Carolyn acknowledges that
the Growth Mindset is all about how
you embrace challenges - and the
pandemic is a case in point.

Having worked at companies
including AXA Insurance, Travelex
and Refinitiv, Carolyn has extensive
experience across different markets.
The Growth Mindset has enabled her
to navigate certain obstacles and
challenges along the way.

Carolyn Hector
Director of Marketing,
Brand & Insight,
Age UK (Age Co)

“In my career I've learnt that it’s
healthy to try new things and have
permission to fail.”

At Age Co, the trading arm of leading
charity Age UK, Carolyn discusses

how the pandemic presented the
opportunity to scrutinise their budgets,
review their purpose and reshape their
efforts - in a year that meant people in
the company applied themselves with
entirely new objectives.

Carolyn exclaims “Periods of great
change have forced people to do
different jobs they may not normally
have done before. It's important to be
exposed to all sides of our operation...
permission to try is just as important
as getting it right.”

We asked Carolyn how she personally
helped her team through the year of
ultimate change.

Her response articulates the Growth

Mindset, as she says “With the complete

restructuring of the business, | had
to integrate the team in a completely
new way. They had been organised in
a specific structure for a while, so the
challenge was breaking down those
silos, creating small teams which
allowed people to share, and allowing
people to work across channels.”

“A manager from earlier in my career
was excellent at identifying individuals
with different skill sets, and bringing
them together, which is why | love to
pull in people from all different areas.”

18

“If you put an analytical person in the
same room as a creative person, often
what you’ll find is they seem to have
completely different objectives. But
after a while, they begin to see how
the other person thinks, and more
importantly why. Both perspectives
are important and valuable, and

this collaborative mindset is key

to cultivating growth and diversity
across teams.”
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N Exercise 02
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Your journey

Acknowledge your Fixed Mindset

We all suffer from having a Fixed Mindset in some
areas, sometimes. As with all transformation,

the first step is awareness and recognition.

Identify patterns in your Fixed Mindsets

Spot the triggers that cause you to default to a Fixed
Mindset. Failures? Criticism? Deadlines? Challenges?
Disagreements? Don’t judge, just observe.

Identify what your Fixed Mindset makes you feel,
think and do

When your Fixed Mindset shows up, what feelings
arrive? What self-talk? Think about the stories

you tell yourself when in a Fixed Mindset. What

do you do and how does that affect others?

Be ready and grow your Fixed Mindset

Spot the situations where it might appear and

remind yourself that growth requires being out of your
comfort zone, taking on challenges and bouncing
back from failure and hard feedback. Then, go

and do the hard things that need to be done.

What are you approaching with a What'’s similar about situations where
Fixed Mindset at the moment? you started with a Fixed Mindset?

My Fixed Mindset makes me...? The effect on others is...?

What action could | take right now change this to a Growth Mindset?
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Some pointers

O Seek employee
input for change

Employees are on the

front line, interacting with
customers, so allowing
employees to share ideas for
innovating and enhancing
the customer experience will
reap the rewards.

Treat failure as an
T opportunity to learn

With failure being a central
concept that triggers Fixed
Mindset thinking, making sure
your employees are confident
when it comes to trying new
things that may fail, and to
learn from them, is crucial.

Reward effort rather
than results

Not everyone gets recognition

for their hard work, as it’s often

the effort of many that allow
one person to hit or exceed
goals. Look for those that put
a lot of effort in and recognise
them publicly.

Use the phrase
“not yet”

In a culture where the Growth
Mindset is flourishing, “no”
is replaced with “not yet”.
When employees haven’t
accomplished something
before, it doesn’t mean they
can’t. When people have a
“not yet” mentality, they’re

more willing to try new things.

20

Develop
your team

Offering career training
and development has been
shown to keep 86% of
millennials from leaving
their current positions.
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The Google Brave
Penguin Award

The Google Brave Penguin Award
is awarded each quarter to one

individual who takes the action of the
‘Brave Penguin’. If you're a penguin
on the edge of an iceberg with all

the other penguins, the first one

to jump faces the greatest danger
(they might get eaten) but critically,
regardless of whether or not they
perish, the penguin group moves
forward as a whole.

Google awards the Brave Penguin
Award to people who have tried to
do big and impressive things which
didn’t work out.

By celebrating failure, they recognise Brave pengumg BRETIIC T STie

that the group has moved forward as

a direct result of their bravery. And d i\/e mJ[O |Cy VvaJ[el’S} HOJ[ kﬂ OVVi ﬂg

that their failure is an opportunity for

learning and future improvements. what daﬂgerg lie beneath




Organisational
shared values

Dweck suggests that in a Growth Mindset
culture, employees know and believe in
these five key messages:

— We don’t expect that you’ve arrived
here already formed. We care more
that you're ready to learn

— We expect that you’ll stretch
beyond your comfort zone and
take reasonable risks

—> We value and reward process -
taking on big but reasonable challenges

—> We reward tenacity and grit

—> We reward teamwork

22



About
SIX

For over 25 years, Six has been
woven into the fabric of some of the
UK’s biggest organisations. We build
purpose—-driven brands and bring
them to life through meaningful
customer and employee experiences,
and we create digital platforms that
transform behaviour.

We're set apart because we consider
both sides of the brand coin. Internal
and external. Consumer and employee.
So we can tell your brand story in a more

engaging, compelling and authentic way.

We bring culture and human experience
into our creative and digital strategy.
This helps our clients navigate through
constant change, identify and articulate
their purpose, transform their culture and
align their internal and external comms.

We’'re an independent agency of more
than 45 experts. Working as strategic
partners for our clients where we are
trusted to always go above and beyond.

We work with marketing leaders and
senior leadership teams across both
the public and private sectors, in B2B
and B2C settings. Our clients tell us
they value our creativity, integrity,
focus - and our foundation of open and
collaborative working relationships.

Ruth Clarke
Partner

ruth.clarke@

SIX.agency

Ruth is a Partner at Six and
responsible for growth and helping
clients drive success through their
brand and culture. As a member

of both the CIM and CIPD, she
combines her strategic background
with a fresh look at brand, HR

and employee engagement.

She has worked in the marketing
industry for 20 years with a range
of different clients of all shapes
and sizes.

About
tml Partners

With a team of highly experienced
recruitment consultants, we provide
specialist marketing expertise that

is unrivalled by generalist head

hunters and in—house resourcing

teams. We network extensively in this
community, continually adding value
with thought-provoking events and
publications to help facilitate the agenda
for the marketing leaders of tomorrow.

Finding the right marketing talent is far
from obvious and ineffective hiring is
high risk. Working in partnership with
leadership teams across a variety of
industries, tml Partners mitigate this

risk with a truly dynamic perspective on
hiring the best marketing talent. We’re
trusted and connected networkers in the
senior marketing community and spend a
lot of time understanding the motivations
of and building meaningful relationships
with the best, hard to find, passive talent.

tml Partners have spoken to their
network of senior leaders across a
number of sectors to draw upon real-life
experiences of their leadership journeys.
In addition they’ve shared thoughts
around purpose, behaviours and styles
as well as reflecting on how to continually
strive for improvement and growth.

Simon Bassett
Managing Director

simon.bassett@

tmlpartners.com

Simon is the MD and founder of

tml Partners. He has worked in

this industry for over 19 years and
has now engineered hundreds

of Marketing Director and CMO
appointments with household brands
through to high—growth businesses.

His career has been vested in
developing long-lasting relationships
in the senior marketing community
and many people he has placed have
gone on to become award-winning
and industry-leading CMOs.
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Give us acallon +44(0)117 915 0066

Or get in touch with our
Culture and Strategy consultant

Give us a call on +44(0)203 908 4440

To speak to one of our recruitment
experts drop an email to
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