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Driving Change 
  with Behavioural 
  Leadership
By Judy Johnson, Ph.D., and Kelly Therrien, M.S.

In a down economy, HR 

needs to raise its game

NOTE: This article is adapted from SwitchPoints: 
Culture Change on the Fast Track to Business Success, 
by the author and several colleagues, published 2008 by 
John Wiley & Sons.

A Dismal Trend
Canada is experiencing its worst jobless rate in seven 

years, with more than 15,000 full-time jobs lost in March 

2009 alone. This dismal trend is occurring countrywide in 

numerous industries – manufacturing, construction, natural 

resources, fi nance, insurance and real estate. 

The bleak picture is broader. Ninety percent of North 

American companies say they are cutting costs in hopes of 

avoiding the need to cut workers. To contain expenditures, 

companies are looking to slash travel, salaries and hiring. For 

the fi rst time since 1985, the United States is experiencing 

an 8.5 percent unemployment rate, with 13.2 million people 

out of work. In addition, global companies based in North 

America continue to lay off workers across the world, illus-

trating the severity of this recession. 

Opportunity Knocks for HR
With all the essential reductions, human resource profes-

sionals are feeling the pressure to deliver more with lower 

budgets and fewer resources. Programs defi ned in 2008 are 

being compromised. But amid all of this change, it is impor-

tant to recognize a silver lining: Shifting priorities offer an 

opportunity for HR professionals to enable organizations to 

change directions quickly by planning, strategizing, partner-

ing more closely with senior leadership and demonstrating 

value in tangible ways.

Priorities are shifting quickly, as are budgets and 

resources, and it is crucial to understand what is important to 

a company’s leadership. By staying at the forefront of change, 

HR professionals can change and adapt quickly by offering 

programs and resources to enable organizations to succeed. 

This is also a critical time to reprioritize 2009’s plans to align 

them with overall company priorities, thereby demonstrating 

again the value HR professionals can immediately bring. 

Raising Your Game
Consider two dimensions that are critical to the success of 

high-performing organizations – maximized business results 

and positive-impact leadership. Leaders who effectively 

manage the balance of these two dimensions will see long-

term results through the development of a productive work 

environment. 

Maximized business results require little explanation – 

who isn’t striving for long-term sustainable results? Therefore, 

it is important to ensure any program planned for 2009 and 

2010 has a direct link to the organization’s results. For exam-

ple, it might be prudent to postpone professional development 

programs and instead focus on specifi c technical training to 

help employees better-perform their day-to-day work.

The other dimension impacting the longevity of business 

results: the positive-impact leadership behaviours that will 

achieve those results. Management needs to remain focused 

on getting results by doing and saying necessary things to 

engage employees in important business outcomes. Leaders 

who use positive-impact behaviours will secure sustainable, 

long-term results and reap the rewards of engaged and dedi-

cated employees who are satisfi ed with their work. Positive-

impact leaders develop employees while they are delivering 

results.

The Q4 Leadership model assesses leadership across the 

two dimensions: behavior and results. 

The model distinguishes four types of leaders exhibiting dif-

ferent behaviours to drive results and engage employees: 

Q1 Leaders have ineffective leadership behaviours and 
see poor business results. As you might guess, these leaders 

do not last very long because they do not achieve the necessary 

results and have dissatisfi ed, disengaged employees. 

Q2 Leaders engage in effective leadership behaviours 
but do not have the focus on results that is essential to busi-
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Figure 1: The Q4 Leadership Model. 
Used with permission of CLG.

ness success. They typically have very 

happy employees because these leaders 

work hard to keep employees content, 

even to the detriment of the business. 

Q3 Leaders achieve results, but 
their leadership behaviours instill 
fear in their employees. These lead-

ers may get results, but achieve them by 

demanding compliance and penalizing 

employees. In turn, their employees do 

the minimum: only what they have to 

in order to avoid further discipline, and 

they leave at the fi rst opportunity. 

Q4 Leaders balance business 

results with effective leadership 
behaviours for sustained, long-term 
results with committed and engaged 
employees. Employees working for the 

Q4 Leader are confi dent in their work 

and know how they are performing 

because they receive regular feedback. 

They also contribute above and beyond 

what is expected of them.

So, how does one become a successful 

leader and engage in effective leadership 

behaviours to realize optimal results? Q4 

Leaders use principles from the science 

of behavior – the study of why people do 

and say what they do. The science has 

been applied successfully in many orga-

nizations and industries that have been 

able to change cultures and achieve out-

standing performance year over year. 

The ABCs of Q4 Leadership
At the core of understanding behav-

iour is a powerful tool known as the 

ABC Analysis. To conduct an ABC 

Analysis, start by identifying those 

behaviours (B in Figure 2) that are 

most critical to achieving results in 

your organization. Consider specifi c 

descriptions that are in place for what 

employees say and do that will allow 

the organization to be successful. 

Figure 2. The ABC Model. Used with 
permission of CLG.

Once a behaviour is identifi ed, iden-

tify the antecedents (A) that come before 

the behaviour and prompt or trigger it. 

Common antecedents in business are 

training, job aids, resources and direction 

from supervisors. Finally, identify the 

consequences (C) that follow the behav-

iour. The word “consequences” often 

has a negative connotation, but in the 

science of behaviour, consequences are 

simply things that happen after a behav-

iour that have an impact on whether that 

behaviour will occur again. 

Three examples:

•   Positive impact: A consequence 

for my behavior of “typing on my 

keyboard” is that words appear in 

the document I am writing. This 

is an encouraging consequence 

– it lets me know the computer is 
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working and that I am making progress, and encourages 

me to keep repeating the behavior of typing.

•   Positive impact: A consequence for my behavior of 

“completing a document in a timely manner” is a thank 

you from my manager. That encourages me to repeat the 

behavior of being timely.

•   Negative impact: A consequence for my behavior of “work-

ing late on a deliverable for a colleague” is that I receive 

no feedback or thanks for completing it. This discourages 

my behavior of working late to help my colleague, meaning 

that I will be less likely to repeat the behavior.

Here are “top 10 tips” for applying the ABCs of behav-

ior, derived from many years of wisdom on the job:

1.  Manage your culture (everyone’s behavior is directly 

infl uenced by their leadership)

2.  Measure what you value (keep your priorities to fi ve or 

six)

3.  Challenge, disagree and then make the decision

4.  Focus on behavior you see and hear at work (not what 

you hear about home or someone’s life)

5.  Ask “Would you, if your life depended on it?”

6.  Transition from good to great performers

7.  Deal quickly with poor performers

8.  Get face-to-face (the most effective way to deal with 

people)

9.  Balance your use of consequences (positive, construc-

tive and none)

10.  Manage the learning curve (stretch people, but don’t 

break them)

The Performer’s Perspective
It is important to identify antecedents and consequences 

from the performer’s perspective. A common mistake is to 

identify antecedents and consequences from the perspective 

of the company or supervisor, without considering the impact 

on the individual performing the behaviour. For example, it 

would be a mistake to identify a consequence for missing 

a safety audit as “the company pays a fi ne.” The employee 

(performer) is not paying the fi ne or getting pay docked – 

his or her consequence is to hear about the fi ne from the 

supervisor.

Once the ABC Analysis is complete, look for any areas 

that may be lacking by:

1.  Analyzing antecedents:

•  Do performers know what to do?

•  Do performers know how to do it?

•  Do performers have the tools and resources needed to 

perform?

2.  Analyzing consequences:

•  Are there enough encouragers in place to keep the 

behaviour going as needed for the business?

•  Are there additional encouragers that can be introduced 

to increase the likelihood of desired behaviour?

•  Are there discouraging consequences that can be 

eliminated?

Newcomers to the science of behaviour often are shocked 

at the simplicity of its tools. Once leaders become familiar 

with these concepts, they begin to realize it is really a com-

mon-sense approach for consistently maximizing employees’ 

potential. Use caution not to dismiss the science due to its 

simplicity – after all, common sense does not equal common 

practice in many organizations.

An HR Opportunity
HR professionals face a great challenge – and opportunity 

– to showcase value in this tough period. By demonstrating 

knowledge of behaviour, they can earn the right to sit at the 

executive table as a critical part of the business. Helping lead-

ers balance business results with effective leadership behav-

iour will ensure the success of their organizations as well as 

rally and engage employees to win during these uncertain 

economic times.             ■

Judy Johnson, Ph.D., is a partner at CLG, a behaviour-
ally based consulting fi rm headquartered in Pittsburgh, 
Pa. Reach her at jjohnson@clg.com or (412) 269-7240, ext. 
2056. Kelly Therrien, M.S., is a consultant with CLG and a 
board certifi ed-behavior analyst. 
Q4 Leadership is a service mark of CLG (The Continuous 
Learning Group, Inc.)

Danny Nasser
Senior Wealth Advisor

Tel: (403) 298-4030
Fax: (403) 298-4044 Toll Free:  1-800-372-9274
danny_nasser@scotiamcleod.com
www.dkinvestments.com
Suite 300, 119-6th  Ave SW, Calgary, AB  T2P 0P8

     ScotiaMcLeod is a division of Scotia Capital Inc., a member of the Scotiabank Group.

Kara Cubbon
Senior Wealth Advisor

Tel: (403) 298-7825
Fax: (403) 298-4044 Toll Free:  1-800-372-9274
kara_cubbon@scotiamcleod.com
www.dkinvestments.com
Suite 300, 119-6th  Ave SW, Calgary, AB  T2P 0P8

     ScotiaMcLeod is a division of Scotia Capital Inc., a member of the Scotiabank Group.

428672_ScotiaMcLeod.indd   1 5/5/09   9:51:33 PM

mdempsey
Text Box
This article has been provided with permission from the Human Resources Institute of Alberta (HRIA). For more information, visit www.HRIA.ca.





