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Case Study:
From Defensive Manager to Strategic Architect

Client: GM Strategy Execution

Executive Summary

The GM'’s coaching journey took place during a period of high-stakes organisational
restructuring. Faced with an "under siege" environment, The GM transitioned from a defensive,
process-heavy leadership style to becoming a high-impact "Architect of Value." By leveraging
Human Synergistics LS| data and tactical communication frameworks, the GM bridged a
significant perception gap, reclaimed his cognitive capacity, and established a powerful

personal brand within the executive hierarchy.

The Presenting Challenge: The Perception Gap

Despite his technical proficiency, the GM’s initial Human Synergistics LSI 1 & 2 assessments

revealed a polarising "Perception Gap" that threatened his upward mobility.

«  The Internal State (LSl 1): The GM was driven by Security Needs rather than
Satisfaction. He struggled with imposter syndrome and a "Passive/Defensive" mindset,

leading to decision-making paralysis and a reliance on "Dependent" thinking.

«  The External Perception (LSI 2): To his peers and superiors, The GM was an extremely
capable leader, consistently outperforming expectations. His insecurity manifested
however as Aggressive/Defensive behaviour. He was perceived as overly perfectionistic
and "Oppositional." When challenged, The GM's default was to "fire bullets"—using sharp
intellect to point out flaws and "score points" rather than solve problems. This had a

negative impact on his perceived potential to step into “C suite” roles.

«  The Friction Point: This dynamic created a disconnect with senior leadership. The GM'’s
Line Manager, seeking bottom-line results and greater predictability (framed as
"accountability”) was met with The GM’s defensive, process-heavy “stories" outlining how

we got here, which were interpreted as obfuscation rather than expertise.



2. Strategic Framework: Shifting the Compass

The coaching intervention centred on moving The GM from a Defensive pattern to a
Constructive one. The LS| Circumplex served as a constant "compass," targeting four key

growth areas: Achievement, Self-Actualising, Humanistic-Encouraging, and Affiliative.
Core Philosophical Shifts:

«  "What is Right, Not Who is Right": Moving the focus from defending his ego to achieving

the objective.

«  The "Sub-Contractor" Mindset: Shifting from a victim of organisational churn to the CEO
of his own personal brand, a key part of addressing the imposter syndrome as he

accepted greater responsibility for his choices and delivered higher quality outcomes.

3. Behavioural Interventions: Retraining the Elephant

To turn theory into habit, the coaching focused on three pillars: Systemic Efficiency,
Communication Clarity, and Cognitive Reframing.

I. Systemic Efficiency (The V3 Workflow)

To manage the Volume and Velocity expectations of his role, The GM offloaded cognitive noise:

- Digital Transformation: Transitioned to a paperless OneNote system to centralise

strategic data.

«  The EA Partnership: Elevated his Executive Assistant, to a "gatekeeper" role, ensuring The

GM's attentional capacity was reserved for high-value strategic execution.

Il. Communication Clarity (The SCIQA Framework)

To eliminate his tendency to over-explain or justify, The GM adopted the SCIQA structure
(Situation, Complication, Implication, Question, Answer). This allowed him to provide the

"bottom line" that executives required while maintaining his technical integrity.

lll. Cognitive Reframing (The "Primers")
The GM utilised mental triggers to overwrite defensive habits:
«  Assume Good Intent: Countering suspicion in high-pressure meetings.

«  Be Interested Before Interesting: Prioritising active listening over "point-scoring."



«  Questions Over Judgment: Using inquiry to surface "Invisible Gorillas" (hidden project

risks) without triggering defensiveness in others.

4. Results & Impact: The Architect Emerges

The shift from a defensive manager to a constructive leader yielded both quantitative and

qualitative wins.

«  Strategic Output: During a peak-pressure week, the GM successfully delivered five major
outcomes while simultaneously managing the transition of former peers into his direct

reports.

«  Conflict Resolution: In a high-tension meeting with a difficult client, the GM bypassed his
old "oppositional" habit. By leaning into Affiliative styles, he identified a shared purpose,

successfully de-escalating a situation that previously would have ended in a stalemate.

«  The "Spousal Check": A key metric of success was the reduction of "spillover" stress.
Feedback confirmed that the GM was significantly more present and relaxed at home,

proving that his new professional efficiencies had restored his personal well-being.

5. Conclusion: The "Properly Selfish" Leader

The GM’s transformation culminated in two profound realisations. First, he learned to be
"Properly Selfish"—understanding that defending his own time and "putting on his own oxygen

mask first" was the only way to effectively lead his team.

Second, he embraced the role of "Architect of Value." He stopped viewing self-defence as a
need and began seeing self assertiveness as necessary to create interdependent achievement
and also overcome imposter syndrome. By framing his contributions as an "If/Then" value
exchange, he ensured that workflows were paced to deliver outcomes and outputs to the
required quality, on time, ensuring effective organisational support at all times and excellent co-

creative relationships.

After the first three months of coaching a key stakeholder called the coach personally to say; “I

don’t know what you are doing, but keep doing it!!”




