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Your middle leaders are drowning. In higher education, deans manage impossible workloads. In 

K-12, principals and district directors burn out at alarming rates. Your institution pays the price

in ways you haven’t quantified.

Here’s what the middle management crisis actually costs:

For Colleges & Universities:

• 31% lower student retention when middle management is ineffective (ACE

Leadership Report, 2019)

• 24% higher faculty turnover under weak deans (Harvard Business Review,

2021)

• 47% of academic middle managers planning to leave within 3 years (Gallup

Education Poll, 2023)

• Millions in lost tuition revenue, recruitment costs, and accreditation risks

For K-12 Districts:

• 56% of educational employees planning to leave due to leadership fragmentation

• Principal turnover costing $75,000+ per replacement

• Achievement gaps widening when building-level leadership is inconsistent

• Strategic initiatives failing between the superintendent’s office and classroom

implementation

The brutal truth? You’ve been developing the wrong people.

You send your campus president or superintendent to leadership conferences. You invest in cabi-

net retreats. Meanwhile, your deans, principals, and directors—the people who actually translate 

strategy into reality—figure it out as they go.
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The gap is measurable: Only 38% of middle managers in education receive adequate leader-

ship preparation before assuming their roles (AACU Leadership Development Study, 2022). The 

rest learn on your institution’s dime while faculty and teachers disengage, students fall through 

cracks, and parents lose confidence.

This isn’t a training problem. It’s a team development crisis at the middle management level.

The Invisible Middle: Where Strategy Dies
Middle managers—whether deans in higher ed or principals in K-12—occupy what researchers 

call “the invisible middle” (Rosser, 2004). They bear massive responsibility without correspond-

ing institutional attention. They’re caught between executive mandates and frontline resistance, 

managing 40% more responsibilities than a decade ago with no additional support (NASPA 

Leadership Assessment, 2021).

In Higher Education: Your deans translate between the provost’s strategic vision and depart-

ment chairs’ daily realities. They manage multi-million dollar budgets, oversee accreditation, 

navigate faculty politics, and drive enrollment—often without clarity about their actual decision 

authority.

In K-12 Districts: Your principals bridge the gap between the superintendent’s initiatives and 

classroom teachers’ capacity. They implement state mandates, manage parent expectations, ad-

dress student discipline, evaluate teachers, and maintain building operations—frequently without 

consistent support from the district office.

The Three-Dimensional Performance Gap
Research across nearly 1,000 leadership teams reveals that 60% of organizations operate at 

barely half their potential capacity despite having individually brilliant team members (De-

loitte, 2023). The gap between individual talent and collective performance represents the most 

significant untapped opportunity in modern leadership.

Analysis reveals three distinct dimensions where middle management teams fragment:
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Cognitive Capability: 
High Intelligence, Low Clarity
Your middle leaders have high individual intelligence, but 63% report role ambiguity about their 

actual decision authority (Inside Higher Ed survey, 2023). They’re smart people operating in 

unclear systems—analytical capabilities trapped by structural confusion.

In Higher Education: Your Dean of Liberal Arts understands curriculum innovation but lacks 

clarity on budget autonomy. The Dean of Professional Studies has enrollment expertise but no 

authority to adjust admission standards. Both are brilliant individually, making contradictory 

promises to faculty. When conflicts arise, they escalate to the provost rather than resolving col-

laboratively.

In K-12 Districts: Your elementary principals know instructional best practices but aren’t sure 

which district initiatives are mandatory versus suggested. Your middle school principals imple-

ment different discipline policies because they’ve never aligned on shared standards. Teachers 

get contradictory messages depending on which building they’re in. Parents notice the inconsis-

tency.

What this costs: Smart leaders compensate with exhausting effort, working 60-hour weeks to 

manage confusion rather than leading strategy. The institution pays twice—once in leadership 

burnout and again in missed opportunities that clear authority structures would prevent.

Collaborative Coherence: 
Fragmented Execution
Without common language or collaborative frameworks, your middle managers operate in silos. 

Strategic plans that look coherent at the executive level fracture at the seams between divisions.

In Higher Education: Your strategic enrollment plan depends on coordination between academ-

ic affairs, student services, and admissions. But your deans have never practiced collaborative 

decision-making. In cabinet meetings, they nod agreement. In their colleges, they pursue con-

flicting priorities. Faculty receive mixed messages about enrollment expectations, scholarship 
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authority, and program priorities.

In K-12 Districts: Your district improvement plan requires alignment across elementary, middle, 

and high school levels. But your principals developed individually at separate conferences. They 

use different terminology, different frameworks, and give contradictory messages to teachers 

about what “good instruction” looks like. District initiatives morph as they cross building bound-

aries.

What this costs: Strategic plans fail not from lack of vision but from coordination breakdown. 

Your board approves ambitious goals. Your executive team commits publicly. Then middle man-

agement fragmentation turns coherent strategy into contradictory implementation. Stakeholders 

lose confidence fast.

Positional Alignment: 
Right People, Wrong Seats 
You promoted your best performers into management roles without assessing whether their 

natural strengths align with leadership demands. Right people, wrong seats, compensating with 

exhausting effort.

In Higher Education: Your star researcher became department chair, then dean—but hates 

personnel management and budget oversight. Your former enrollment director became a dean but 

struggles with academic culture and faculty relations. Both are brilliant professionals drowning 

in roles that demand cognitive strengths they don’t naturally possess.

In K-12 Districts: Your best 4th-grade teacher became elementary principal but lacks sys-

tems-thinking for building management. Your high-performing coach became athletic director 

but struggles with administrative demands of compliance and budget management. They work 

twice as hard to produce half the results because the role fights their natural cognitive profile.

What this costs: Talented professionals burn out trying to succeed in misaligned roles. The in-

stitution loses high performers to exhaustion. Replacements inherit the same structural misalign-

ment. The cycle repeats.
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The multiplication principle: When cognitive capability, collaborative coherence, and posi-

tional alignment develop together, performance compounds. When they fragment, even brilliant 

individuals produce mediocre collective results.

Research shows teams strong in only one or two dimensions create predictable dysfunctions:

•	 Capability + Coherence without Alignment: Qualified teams that miss critical stake-

holder signals (41% of analyzed teams)

•	 Capability + Alignment without Coherence: Analytical teams that fail to engage emo-

tionally (32% of analyzed teams)

•	 Coherence + Alignment without Capability: Harmonious teams that lack problem-solv-

ing rigor (27% of analyzed teams)

What Higher Performance 
Middle Management Actually Delivers 
The research is unambiguous across both sectors. When you develop middle management as a 

team system rather than isolated individuals, returns are substantial. Organizations implementing 

team-based development demonstrate a 2:1 performance advantage over traditional approaches 

in decision speed, strategic objective completion, and team retention.

Student Success and Achievement 

Higher Education Impact:

•	 31% higher retention rates with strong middle management teams (ACE Leadership 

Report, 2019)

•	 35% more strategic objectives achieved within established timeframes

•	 Improved graduate outcomes when college-level strategy aligns across divisions

•	 Narrowed equity gaps through coordinated intervention strategies
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K-12 District Impact:

•	 Consistent achievement gains when principals align on instructional priorities

•	 Narrowed achievement gaps under coordinated building-level leadership

•	 47% better outcomes in serving diverse stakeholder populations

•	 Improved student behavior outcomes with consistent school culture expectations across 

buildings

Faculty and Teacher Engagement 

Higher Education Impact:

•	 27% increase in faculty engagement under effective middle managers (Gmelch & Buller, 

2015)

•	 24% reduction in faculty turnover with coherent dean leadership (Harvard Business 

Review, 2021)

•	 Direct correlation between middle management quality and teaching effectiveness

•	 Enhanced faculty satisfaction with institutional decision-making processes

K-12 District Impact:

•	 29% higher teacher satisfaction across districts with aligned principals

•	 62% higher success rates in retaining high-performing teachers

•	 Reduced teacher turnover saving districts millions in recruitment and training costs

•	 Improved instructional quality when principals share common language and expectations

Operational Excellence 

Higher Education Impact:

•	 42% higher departmental productivity with collaborative middle management (Chroni-

cle of Higher Education, 2022)

•	 40% faster problem resolution in complex situations requiring cross-division coordina-

tion

•	 15% better budget management effectiveness across colleges
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K-12 District Impact:

•	 40% faster problem resolution with aligned principal teams

•	 Better resource allocation across buildings through coordinated planning

•	 Improved parent satisfaction with consistent communication and expectations

•	 District improvement initiatives implemented with 95% fidelity across all schools

Your peer institutions face the same challenges. The differentiator isn’t smarter individual lead-

ers—it’s middle management teams functioning as coordinated systems.

Why Your Current Approach 
Keeps Failing 
Most institutions address middle management development reactively and individually. A leader 

struggles, so you send them to a conference. A principal or dean burns out, so you hire a replace-

ment who repeats the cycle.

McKinsey research demonstrates that while 89% of executives prioritize capability building, 

only 8% report measurable performance impact from leadership development programs (McK-

insey Quarterly, 2024). This represents billions in misdirected investment and untapped organiza-

tional potential.

The Translation Tax

You’re paying a hidden cost at the middle management level—what we call the “translation tax.”

Higher Ed Translation Tax: A dean attends the Harvard Institute for Educational Management, 

returns energized with strategic insights, then watches them evaporate when peer deans haven’t 

shared the learning. They present new approaches in dean’s council meetings. Eyes glaze over. 

No common language. No shared frameworks. No team-level capability multiplication.

K-12 Translation Tax: Your principal attends a leadership academy focused on instructional 

coaching. They return ready to transform teacher evaluation. But other principals use different 

observation protocols, different feedback models, different definitions of rigor. Teachers expe-
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rience inconsistency across buildings. The improvement initiative fragments before it can take 

root.

What your middle managers actually experience:

“I attended a three-day leadership intensive. I see exactly what we need to do differently. But 

I’m the only one who ‘gets it.’ My peer leaders—whether other deans or fellow principals—op-

erate from completely different frameworks. When I try to share what I learned, it feels like I’m 

speaking a foreign language. The district paid for my development, but now I’m exhausted trying 

to translate every insight into something my colleagues can understand. Meanwhile, my team is 

confused because the leader across the hall does something completely different.”

This is the loneliness of individual development in systems requiring collective capability.

The Predictable Patterns of Failure 

One-off interventions produce temporary enthusiasm but limited lasting change:

The Conference Cycle: Send leaders to different conferences, they return with conflicting meth-

odologies and competing priorities. Instead of building common capability, you create intellectu-

al silos that must be bridged in every collaborative decision.

The Consultant Carousel: Hire different consultants for different buildings or colleges, creat-

ing competing initiatives with incompatible language. Your elementary schools implement one 

framework while middle schools adopt another. Faculty or teachers caught in the middle disen-

gage from both.

The Book Club Approach: Everyone reads different leadership books, so no shared mental 

models emerge. Your team has ten different vocabularies for the same challenges. Collaboration 

becomes translation work rather than strategic thinking.

The Emergency Response: React to crises individually rather than building team capacity pro-

actively. You address symptoms (this dean is struggling, that principal needs coaching) without 

addressing the system that creates dysfunction.

Without systematic approaches combining assessment, development, coaching, and team align-

ment, middle managers revert to default patterns under pressure. Individual learning evaporates 
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when team capability doesn’t support it.

The Crisis Test 

When budget cuts hit, when scandals erupt, when state audits or accreditation loom, when enroll-

ment drops or test scores decline—does your middle management team demonstrate coherence 

or fragmentation?

Higher Ed Crisis Moments:

•	 Emergency enrollment shortfall requires coordinated college response

•	 Title IX investigation demands consistent administrative practices across divisions

•	 Budget reduction forces strategic program prioritization with cross-college implications

•	 Faculty no-confidence vote reveals leadership misalignment to the entire community

K-12 Crisis Moments:

•	 State takeover threat requires unified improvement strategy

•	 Community controversy demands consistent principal messaging across all buildings

•	 Sudden resignation creates emergency succession challenges without bench strength

•	 Achievement data reveals inconsistent implementation across buildings, undermining 

district credibility

If your middle managers developed individually rather than collectively, crisis exposes the gaps. 

Your community—students, faculty, teachers, parents, boards—loses confidence fast.

The Team Intelligence Framework 
High-performing institutions across both sectors are abandoning isolated interventions in favor of 

Team Intelligence (TQ) development at the middle management level—a scientifically grounded 

framework that transforms how teams leverage cognitive diversity.

Unlike traditional approaches that develop leaders individually and hope they’ll collaborate, 

TQ builds three interconnected intelligence dimensions that must multiply together: Intellectual 

Intelligence (IQ), Emotional Intelligence (EQ), and Perceptual Intelligence (PQ). When these 

dimensions fragment, even brilliant individuals produce mediocre collective results. When they 
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multiply, performance compounds exponentially.

Intellectual Intelligence (IQ): Building Competencies Together 

Move beyond individual expertise to collective strategic thinking and competent analytical prob-

lem-solving capabilities. This isn’t about making individuals smarter—they’re already smart. It’s 

about developing the team’s ability to think together under pressure, integrate diverse perspec-

tives into coherent strategy, and solve problems no individual could address alone.

High cognitive capability means the team collectively progresses from reactive crisis manage-

ment to proactive strategic leadership through mastery of seven core competencies: Building 

Trust, Empowerment, Collaboration, Broadening Influence, Managing Change, Managing Con-

flict, and Developing Others.

Higher Ed Application: Your deans progress systematically from novice to expert using the 

Leader Competency Assessment. One dean advances from Level 2 to Level 4 in Empower-

ment—from delegating with tight control to creating conditions where departments achieve 

success independently. Another moves from Level 2 to Level 4 in Developing Others—from oc-

casional mentoring conversations to comprehensive development systems that build next-gener-

ation leadership. A third builds from Level 3 to Level 5 in Broadening Influence—from effective 

cross-campus relationships to institutional collaboration structures that outlast individual leaders.

Together, they create comprehensive solutions no individual could achieve alone. When enroll-

ment challenges emerge, they don’t defend territory or compete for resources. They analyze insti-

tution-wide patterns, develop coordinated response strategies, and execute with aligned messag-

ing. Faculty notice that deans reinforce rather than contradict each other.

The measurable impact: 40% faster problem resolution, 35% more strategic objectives com-

pleted on time, 15% better budget management across all colleges.

K-12 Application: Your principals build capability together using the same framework. Elemen-

tary principals strengthen Developing Others and Building Trust through coaching conversations 

and leadership vulnerability. Middle school principals focus on Managing Conflict and Managing 

Change by facilitating difficult conversations and involving stakeholders authentically in plan-
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ning processes. High school principals advance in Broadening Influence and Collaboration by 

building coalitions across departments and establishing shared accountability systems.

They move from “my building” to “our district.” Elementary principals understand middle 

school transition challenges. Middle school principals grasp high school requirements. High 

school principals understand K-8 foundational gaps. They build systems understanding spanning 

the entire student journey.

When achievement data reveals gaps, they don’t blame feeders or defend programs. They trace 

student progression across grade levels, identify systemic interventions, and implement with 

coordinated timing. Teachers see principals supporting district goals, not just building interests.

Observable outcomes: Zero principal turnover, 29% higher teacher satisfaction, 34% reduc-

tion in office referrals, 95% fidelity in district initiatives.

Emotional Intelligence (EQ): 
Common Language Eliminates Translation Tax 

Emotional intelligence provides the infrastructure through which cognitive intelligence flows. 

Without common language, communication protocols, and psychological safety, brilliant strate-

gic thinking cannot translate into collaborative action.

Only 26% of leaders create psychological safety (McKinsey), yet organizations with psycho-

logical safety show substantially higher innovation and talent retention. When Communication 

breaks down, 28% of employees cite poor communication for missed deadlines. Teams with 

weak EQ solve problems 60% slower (MIT research).

Higher Ed Application: Your deans establish shared communication infrastructure through the 

Five Lead Measures of Culture—specifically Communication (quality information exchange) 

and Connection (trust-building across differences).

All deans adopt frameworks for multi-dimensional information exchange: strategic updates 

delivered consistently across colleges, regular communication rhythms that prevent informa-

tion hoarding, and structured vulnerability practices where leaders model intellectual humility. 

When Communication breaks down—strategic vision morphing into hallway rumors, decisions 
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announced without context, feedback delivered inconsistently—deans recognize the pattern and 

intervene systematically.

They develop Connection by creating environments where vulnerability becomes strength rather 

than weakness. Deans challenge each other’s ideas fiercely while supporting each other’s lead-

ership completely. They build trust-building practices across cognitive differences, recognizing 

that their finance-minded colleague and people-focused colleague need different communication 

approaches to feel heard.

The measurable impact: 18% improvement in faculty satisfaction because every dean speaks 

the same institutional language and reinforces consistent expectations.

K-12 Application: Your principals implement district-wide EQ infrastructure through shared 

frameworks. All principals strengthen Communication through structured information exchange 

protocols and develop Connection by creating environments where teachers and staff can bring 

their whole selves to work without walking on eggshells.

Elementary principals recognize when Communication gaps emerge—parents hearing differ-

ent messages from different classrooms, teachers discovering major changes through informal 

channels, strategic initiatives losing clarity as they move from district office to classroom. They 

intervene with structured communication protocols before small gaps become major crises.

They build Connection through intentional trust-building practices. Principals create spaces for 

genuine dialogue about instructional challenges, model vulnerability about their own learning 

edges, and establish norms where conflict over ideas strengthens rather than threatens relation-

ships.

Observable outcomes: 29% higher teacher satisfaction, zero principal turnover, and teams that 

challenge ideas fiercely while supporting people completely.

This shared EQ language eliminates the translation tax where brilliant analyses get presented in 

inaccessible jargon, strategic insights die from lack of credibility, and innovative proposals arrive 

dead-on-arrival because the relational architecture wasn’t built first.
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Perceptual Intelligence (PQ): 
Right People, Right Seats, Right Results 

Positional intelligence addresses whether individuals leverage their natural cognitive strengths in 

roles designed for those strengths. Even leaders with high IQ and strong EQ underperform when 

misaligned with role requirements.

Research reveals five distinct cognitive profiles that process information, make decisions, and 

contribute to teams through fundamentally different approaches:

HEART (43% of leaders): People & Relationships—build connections and advocate for human 

impact SOUL (9% of leaders): Innovation & Integrity—challenge conventions and maintain 

ethical standards STRENGTH (30% of leaders): Systems & Infrastructure—create operational 

excellence and manage complexity VOICE (11% of leaders): Networks & Communication—

bridge stakeholder groups and translate between constituencies MIND (7% of leaders): Strategy 

& Results—drive data-informed decisions and measure outcomes

Teams with balanced cognitive diversity solve problems 40% faster than homogeneous teams. 

Most institutions overweight HEART/STRENGTH profiles (73% combined) while excluding 

SOUL/MIND profiles (16% combined)—creating organizational gaps in vision and strategy.

Higher Ed Application: Your deans optimize PQ by matching cognitive profiles to role require-

ments. When your Dean of Student Affairs (HEART) builds trust infrastructure and psycholog-

ical safety instead of enforcing compliance protocols, student connection improves 18%. When 

your Dean of Innovation (SOUL) champions vision-driven change without getting buried in 

operational details, new initiatives launch 35% faster. When your COO (STRENGTH) trans-

lates strategy into systematic execution with clear metrics and accountability, projects complete 

40% faster.

When your Dean of External Relations (VOICE) builds collaborative networks across colleges 

and external partners, cross-college partnerships increase 52%. When your Provost (MIND) op-

timizes strategic direction with data-informed decision frameworks, institutional clarity improves 

29%.

GateWay Community College discovered they had heavy HEART/STRENGTH concentration 

but minimal MIND representation—creating vision gaps and strategic drift. After intentional 
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role realignment and adding MIND cognitive capacity, they launched two new bachelor’s degree 

programs ahead of schedule and achieved recognition as the #1 Best Community College in 

Arizona.

K-12 Application: Your principals achieve PQ optimization by designing roles that amplify nat-

ural strengths. When elementary principals (HEART) create psychological safety and relational 

trust instead of enforcing procedural protocols, teacher retention improves 27%. When curricu-

lum directors (SOUL) drive instructional innovation instead of drowning in operational manage-

ment, curriculum modernization accelerates 43%.

When operations directors (STRENGTH) build systems and infrastructure instead of leading 

ambiguous change initiatives, implementation failures drop 38%. When community liaisons 

(VOICE) build bridges between school and community instead of working in isolation, parent 

engagement increases 34%. When superintendents (MIND) set strategic direction with clear 

metrics instead of managing daily people issues, district-wide clarity improves 41%.

The PQ Disaster: brilliant people in wrong seats compensate through exhausting effort, burning 

out while producing mediocre results because the role demands fight their natural genius.

Critical Equity Finding: Teams with balanced cognitive representation demonstrate 47% 

better outcomes in inclusive results and 62% higher retention rates among diverse team 

members. Cognitively diverse teams naturally consider multiple stakeholder perspectives during 

planning, catching blind spots that homogeneous teams miss. Teams lacking cognitive balance 

were 3.2 times more likely to create unintended consequences for underrepresented groups (Ed-

ucational Equity Research Institute, 2024).

The Integrated System 

Team Intelligence operates through five interconnected performance dimensions:

1.	 Communication: Quality information exchange optimized for diverse cognitive styles

2.	 Connection: Trust-building across cognitive differences

3.	 Alignment: Shared vision development incorporating multiple perspectives

4.	 Capacity: Environmental design supporting all thinking styles

5.	 Execution: Implementation strategies leveraging each cognitive type’s strengths
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Unlike traditional approaches that address these elements separately, Team Intelligence provides 

an integrated operating system where improvements in one dimension strengthen all others.

Real-World Transformation
Higher Education: Mid-Sized Private University

Challenge: Five academic deans, each brilliant individually, producing fragmented results. 

Strategic enrollment plan failing because colleges sent contradictory messages to prospective 

students and families. Faculty dissatisfaction at 68%. Three dean vacancies in two years creating 

institutional instability.

Intervention: Comprehensive Team Intelligence development over 12 months including team-

based assessment revealing complementary strengths and collaboration gaps, monthly workshops 

building shared leadership language and decision protocols, quarterly strategic alignment ses-

sions focused on cross-college priorities, executive coaching focused on team dynamics rather 

than individual issues, and installation of collaborative decision-making protocols with clear 

authority boundaries.

Results After 12 Months:

•	 26% increase in dean retention (all five deans still in place after two years)

•	 18% improvement in faculty satisfaction with college leadership

•	 22% enhancement in cross-college collaboration on shared programs and initiatives

•	 15% improvement in budget management effectiveness across all colleges

•	 Strategic enrollment plan gaining traction with consistent implementation and aligned 

messaging

What Changed: Deans stopped attending different leadership conferences and started develop-

ing together. They now share a common language for strategic challenges, reinforce rather than 

contradict each other in faculty meetings, and solve strategic problems as a coordinated team. 

Faculty notice the difference—deans speak consistently about institutional priorities. Students 

benefit from coherent advising across colleges. The provost has a functional leadership team 

instead of five competing silos requiring constant mediation.
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K-12 District: Urban District with 12 Schools 

Challenge: Twelve principals across elementary, middle, and high school levels. Wide varia-

tion in building culture and climate, inconsistent discipline practices creating parent complaints, 

achievement gaps between schools undermining district credibility. Principal turnover averaging 

three per year. Superintendent frustrated that district initiatives die at the building level—princi-

pals nod agreement in leadership meetings but implement differently in their buildings.

Intervention: Systematic principal Team Intelligence development over one academic year 

including district-wide leadership assessment identifying individual and team patterns, bi-weekly 

principal meetings focused on building team capabilities (not just sharing information), common 

instructional framework implemented across all buildings with structured observation protocols, 

peer observation and feedback loops where principals support each other’s growth, quarterly data 

reviews focused on district-wide patterns rather than individual building performance, and exec-

utive coaching for principals struggling with specific competencies.

Results After One Year:

•	 Zero principal turnover (first time in five years)

•	 29% increase in teacher satisfaction across the district

•	 Consistent discipline practices reducing office referrals by 34% district-wide

•	 Narrowed achievement gap between highest and lowest performing schools

•	 Parents noting improved communication and consistency across buildings in surveys and 

board meetings

•	 District improvement initiatives implemented with 95% fidelity across all schools

What Changed: Principals stopped thinking “my school” and started thinking “our district.” 

They developed a common language for instructional excellence that teachers recognize regard-

less of building assignment. They hold each other accountable for consistent implementation be-

fore the superintendent needs to intervene. When a principal struggles with a specific challenge, 

peer principals provide support and modeling. Teachers can transfer between buildings and find 

familiar systems, expectations, and leadership approaches. The superintendent has a leadership 

team that can execute strategy coherently rather than fragmenting it through individual interpre-

tation.
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Cooperative: Sourcewell 

Challenge: Coordinate 450 employees across diverse services while maintaining orga-

nizational cohesion during rapid scaling from regional to national operations. Leader-

ship team struggled to leverage individual brilliance into collective capability.

Implementation: Systematic Team Intelligence development across leadership teams 

combining assessment, shared language development, and role optimization based on 

cognitive profi les.

Results:

• Revenue growth to $13 billion in annual cooperative purchasing volume

• Ten consecutive Achievement in Excellence in Procurement Awards

• USA TODAY Top Workplaces recognition

• Sustained high performance across 50,000+ member institutions

Key Insight: “TQ gave us the language to transform from individual contributors into 

a unifi ed force multiplier. We stopped working in parallel and started working in con-

cert.” (Dr. Chad Coauette, Executive Director)

Community College: GateWay 

Challenge: Transform planning discussions into measurable outcomes across 160+ 

degree programs. Leadership team spent signifi cant time in strategy conversations but 

struggled with execution and accountability.

Implementation: Leadership team TQ development combining assessment revealing 

cognitive gaps, training in shared frameworks and decision protocols, and ongoing 

coaching focused on team dynamics and role optimization.
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Results:

• Named 2024 Most Promising Places to Work in Community Colleges

• Ranked #1 Best Community College in Arizona

• Launched two new bachelor’s degree programs ahead of schedule

• Expanded workforce partnerships with measurable community impact

and employer satisfaction

Key Insight: “We learned to be different together through shared leadership standards 

and common language. The assessment revealed we had signifi cant cognitive gaps—we 

were heavy on relationship and operations but light on strategic thinking. Understand-

ing that changed how we built our team.” (Dr. Amy Diaz, President)

The Cost of Inaction 
You face a choice that will defi ne your institution’s trajectory for the next decade.

Path 1: Maintain Current Approach 

Continue addressing middle management challenges reactively. Send individuals to different 

leadership programs where they learn incompatible frameworks. Hope they fi gure out how to 

work together despite developing separately. Accept high turnover, fragmented implementation, 

and mediocre collective results.

What this costs over three years:

• Millions in lost revenue from missed enrollment and retention targets as students choose

institutions with more coherent experiences

• Ongoing turnover expenses replacing middle managers every 2-3 years at $75,000+ per

replacement plus institutional knowledge loss

• Faculty and teacher disengagement from inconsistent leadership costing productivity and

innovation

• Student outcomes suffering from institutional incoherence across divisions or buildings
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• Executive team exhaustion mediating middle management confl icts instead of leading

strategy

• Board frustration with leadership effectiveness eroding confi dence in institutional direc-

tion

• Competitive disadvantage as peer institutions build superior team capabilities and market

themselves as better led

Path 2: Adopt Team Intelligence Development 

Recognize middle management team excellence as your strategic imperative. Invest intentionally 

in developing your deans, principals, and directors as a coordinated system through the scientifi -

cally validated TQ framework.

What this creates over three years:

• Coherent execution of strategic priorities across the institution with consistent messaging

and aligned implementation

• Middle management retention saving millions in turnover costs and preserving institu-

tional knowledge

• Enhanced faculty and teacher engagement and productivity under coordinated leadership

• Improved student outcomes from aligned institutional systems and consistent expecta-

tions

• Executive bandwidth freed from crisis management and mediation for strategic thinking

• Board confi dence in leadership capability supporting ambitious institutional goals

• Competitive advantage through superior team performance visible to prospective stu-

dents, faculty, and community stakeholders

Organizations implementing Team Intelligence achieve measurable performance advantages with

documented return on investment within 18 months, measured by retention improvement, opera-

tional effi ciency gains, and strategic execution acceleration.
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Immediate Action: 
Your Transformation Process 
Begin your transformation with the research-validated Team Intelligence assessment. In just fi ve 

minutes per team member, discover your team’s cognitive profi le and unlock the specifi c strate-

gies that will multiply your collective performance.

The assessment provides immediate insights with professional interpretation available to ensure 

accurate understanding and optimal implementation planning. Your stakeholders deserve more 

than talented individuals working in parallel. They deserve a truly intelligent team working in 

concert to achieve breakthrough results that seemed impossible through individual effort alone.

Three-Step Transformation Process 

Step 1: Assess Team Intelligence

Complete the research-validated TQ assessment to establish a baseline cognitive profi le and 

identify development opportunities. The assessment provides a comprehensive team analysis 

along with specifi c recommendations for optimization.

What you receive:

• Comprehensive team cognitive profi le showing distribution across fi ve thinking styles

• Individual strengths mapped to team composition revealing gaps and concentrations

• Specifi c development recommendations based on your team’s unique profi le

• Cognitive diversity analysis identifying potential blind spots

Investment: Complimentary

https://www.higherperformancegroup.com/team-intelligence-assessment
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Step 2: Discover Development Pathway

Participate in a complimentary consultation to review team dynamics and create a customized 

implementation strategy. Professional interpretation ensures accurate understanding and facili-

tates effective planning for practical application.

What happens:

• 60-90 minute strategic conversation with TQ expert

• Review of your team assessment results with interpretation

• Custom analysis of your middle management challenges in context

• Tailored recommendations for your institutional environment

• Clear roadmap with next steps and timeline

Investment: Complimentary

Step 3: Execute 90-Day Development Plan

Implement systematic Team Intelligence development through proven protocols and frameworks. 

Track measurable improvements in team performance indicators while building sustainable prac-

tices for ongoing excellence.

What’s included:

• Structured 90-day implementation framework with clear milestones

• Monthly team development workshops building shared language and capabilities

• Bi-weekly executive coaching focused on team dynamics and role optimization

• Performance tracking and accountability through defined metrics

• Proven protocols for meetings, decision-making, and conflict resolution

• Measurable outcome tracking showing return on investment

Investment: Based on team size and scope

https://www.higherperformancegroup.com/team-intelligence-assessment
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The Essential Question 
Your middle managers are not the problem. They’re talented professionals trying to succeed in a 

system that develops them individually when the work requires collective capability.

The question is not whether your team has the talent for breakthrough performance—the research 

confirms they do. The question is whether you will provide the framework that transforms their 

individual talent into collective competitive advantage.

The institutions that thrive over the next decade won’t have smarter individual middle managers. 

They’ll have middle management teams functioning as coordinated systems capable of solving 

complex challenges that defeat fragmented leadership.

Leaders who ignore this shift will find themselves managing institutions their successors will 

have to rebuild.

Which institution will yours be?

About The Higher Performance Group 
Higher Performance Group specializes in transforming leadership teams through the scientifical-

ly validated Team Intelligence framework. Founded by Dr. Joe Hill, we’ve helped hundreds of 

organizations achieve measurable competitive advantage through collective capability develop-

ment across higher education and K-12 sectors.

Our research-based approach combines decades of psychological science with practical imple-

mentation protocols, delivering measurable performance improvements that create sustainable 

organizational transformation.

We believe everybody wins when the team gets better.

Learn more: higherperformancegroup.com

https://www.higherperformancegroup.com/team-intelligence-assessment
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EVERYBODY WINS WHEN THE TEAM GETS BETTER.

Because your students deserve leadership teams where impossible becomes inevitable.
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