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Executive Summary
Leadership teams operate well below their potential capacity despite having individually 

brilliant members. This isn’t a talent problem—it’s an intelligence integration problem.

Analysis of leadership team performance reveals that gaps stem from failure to integrate 

three intelligence dimensions: cognitive competencies (IQ), emotional infrastructure 

(EQ), and positional alignment (PQ). The Team Intelligence framework—TQ = IQ × EQ 

× PQ —serves as a powerful metaphor demonstrating that when any dimension approach-

es zero, team performance collapses regardless of individual brilliance.

Core fi ndings:

• Most organizational failures stem from leadership competency gaps creating cultural defi -

ciencies, not budget or strategy issues

• Only a minority of leaders create psychological safety despite its proven impact on per-

formance

• Teams with balanced cognitive diversity solve complex problems signifi cantly faster than

homogeneous teams

• Organizations implementing integrated TQ development achieve substantially better per-

formance from the same individual talent

This brief provides executives with diagnostic frameworks to identify which intelligence di-

mension is fragmenting in their system, development pathways following optimal competency 

sequencing, and measurable indicators predicting whether teams are fragmenting or multiplying 

intelligence.
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The 60% Performance Reality
It’s 7 PM Thursday. You’re reviewing the strategic plan your board spent months developing. 

Despite talented leaders with terminal degrees and proven track records, performance stalls. 

Departments operate in silos. Your best people burn out. Strategic initiatives fade into “initiative 

fatigue.”

The question: Why can’t these highly accomplished professionals function effectively as a 

team?

The Pattern of Underperformance

Research tracking leadership teams reveals a persistent pattern: Most teams operate significantly 

below potential capacity. Analysis across educational settings confirms this—teams consistently 

underperform despite having high-IQ talent.

The cascade is measurable:

• The majority of educational change initiatives fail to achieve stated objectives

• Strategic plans frequently never fully materialize

• A significant portion of educational employees plan to leave, citing “lack of collaborative

culture”

These aren’t random failures. They follow predictable patterns revealing which intelligence type 

is being suppressed.

The Cultural Competency Connection

Organizational failure analysis challenges conventional assumptions: The vast majority of or-

ganizational failures stem from cultural deficiencies directly created by leadership competency 

gaps—not budget constraints, technical expertise deficits, or flawed strategic planning.

Yet the disconnect persists:

• Most institutions have no formal assessment for leadership competencies beyond techni-

cal expertise



THE TEAM INTELLIGENCE GAP 4

• Leaders predominantly learn critical skills through trial and error rather than systematic

development

• Institutions frequently attempt culture change without addressing underlying competen-

cies creating that culture

Organizations treat cultural symptoms while ignoring the leadership competency gaps creating 

those symptoms.

The Single Intelligence Trap
Traditional leadership development assumes that individuals possess cognitive horsepower (IQ) 

and are willing to exert increased effort to solve complex problems. The logic: hire smart people, 

provide professional development, work harder when results don’t materialize, repeat.

This treats intelligence as linear and additive. Our framework demonstrates that this assumption 

is fundamentally flawed.

Intelligence doesn’t add—it multiplies. And when any factor in multiplication approaches zero, 

the entire equation collapses.

The Three Intelligence Dimensions
Team Intelligence (TQ) operates across three interdependent dimensions. Think of these as a 

multiplication problem: when any dimension approaches zero, team effectiveness collapses re-

gardless of how high other numbers climb.

Dimension 1: IQ (Cognitive Intelligence - Leader Competencies)

Cognitive intelligence encompasses strategic thinking, complex problem-solving, and domain 

expertise. In leadership, this manifests through seven measurable competency dimensions build-

ing developmentally from Level 1 (Novice) to Level 5 (Expert).

Research confirms competencies build sequentially—each creates the foundation for those that 

follow. Attempting advanced competencies without foundational mastery creates the illusion of 
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progress while undermining sustainable performance.

The Seven Core Competencies (Optimal Developmental Sequence):

1. Building Trust (Foundation for all others)

Trust is the oxygen of team intelligence. Without it, every other competency suffocates.

• Level 1: Demonstrates inconsistent reliability

• Level 2: Shows basic reliability but struggles with vulnerability

• Level 3: Consistently demonstrates integrity and transparency

• Level 4: Creates environments of psychological safety

• Level 5: Builds institutional cultures of trust

Critical Finding: Organizations led by leaders creating psychological safety are significantly 

more likely to foster innovation cultures, with substantially better talent retention and higher 

stakeholder satisfaction.

Why This Comes First: Leaders demonstrating Level 1-2 trust competencies cannot effective-

ly empower, collaborate, or develop others—team members won’t risk the vulnerability these 

advanced competencies require.

______________________________________________________________________________

2. Empowerment (Builds on a trust foundation)

• Level 1: Makes decisions unilaterally with little delegation

• Level 2: Delegates tasks but maintains tight control

• Level 3: Regularly delegates authority and provides support

• Level 4: Creates conditions for team success and growth

• Level 5: Builds cultures of distributed leadership

Developmental Logic: Leaders cannot authentically empower until they’ve established trust. 



THE TEAM INTELLIGENCE GAP 6

Attempted empowerment without a trust foundation creates perceived abandonment rather than 

genuine autonomy.

______________________________________________________________________________

3. Collaboration (Requires trust and empowerment)

• Level 1: Works primarily in isolation

• Level 2: Collaborates when required but defaults to individual work

• Level 3: Actively seeks and facilitates productive collaboration

• Level 4: Creates structures that maximize collective intelligence

• Level 5: Transforms institutional culture toward collaboration

Developmental Logic: Genuine collaboration requires both trust (psychological safety to share 

ideas) and empowerment (authority to act on collaborative decisions). Without these foundations, 

“collaboration” becomes performative meeting attendance rather than intelligence multiplication.

Finding: Teams with strong collaboration show substantially better project completion rates.

______________________________________________________________________________

4. Broadening Influence (Leverages collaborative networks)

• Level 1: Operates in isolation with limited campus connections

• Level 2: Builds connections within immediate functional area

• Level 3: Develops effective cross-campus relationships

• Level 4: Leverages networks to drive institutional priorities

• Level 5: Creates institutional structures promoting collaboration

Developmental Logic: Leaders cannot broaden influence until they’ve mastered collaboration. 

Influence built on strong collaborative relationships creates multiplication; influence attempted 

without collaborative foundation creates political maneuvering undermining trust.
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5. Managing Change (Requires trust, empowerment, collaboration, and influence)

• Level 1: Implements changes with minimal communication

• Level 2: Communicates change rationale but struggles with execution

• Level 3: Effectively leads planned change initiatives

• Level 4: Creates conditions for successful adaptation

• Level 5: Transforms institutional approaches to change

Developmental Logic: Successful change management requires all prior competencies work-

ing synergistically. Without trust, change creates resistance; without empowerment, compliance 

without commitment; without collaboration, silos; without influence, no coalition-building 

capacity.

Finding: Institutions with high change management competencies navigate major transitions 

more effectively while maintaining excellence.

______________________________________________________________________________

6. Managing Conflict (Transforms collaborative tension into breakthrough)

• Level 1: Avoids addressing conflicts

• Level 2: Addresses obvious conflicts but struggles with underlying issues

• Level 3: Effectively addresses conflicts using appropriate strategies

• Level 4: Creates environments transforming conflicts into opportunities

• Level 5: Builds institutional capacity for constructive conflict

Developmental Logic: Conflict management represents advanced integration of all prior com-

petencies. Leaders cannot transform conflict into creative tension without trust, empowerment, 

collaboration, influence, and change management.

Finding: Leaders with strong conflict management competencies experience significantly fewer 

implementation failures.
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7. Developing Others (Apex competency synthesizing all others)

• Level 1: Provides minimal guidance for growth

• Level 2: Offers occasional development opportunities

• Level 3: Actively supports growth through multiple approaches

• Level 4: Creates comprehensive development systems

• Level 5: Builds institutional capacity for talent development

Developmental Logic: Developing others represents the apex of leadership integration. Leaders 

cannot authentically develop others until they’ve mastered trust, empowerment, collaboration, 

influence, change management, and conflict management.

Finding: Leaders excelling at developing others achieve substantially higher staff retention, bet-

ter outcomes, and more efficient resource utilization.

Why Developmental Order Matters

Research reveals a critical insight: Leaders cannot skip competency levels without creating 

fragility in their leadership foundation.

Common Developmental Errors:

Attempting Empowerment (Level 2) Without Trust (Level 1)

• Result: Higher failure rates in distributed leadership initiatives

Attempting Collaboration (Level 3) Without Empowerment (Level 2)

• Result: Higher team disengagement and cynicism about “fake collaboration”

Attempting Change Management (Level 5) Without Broadening Influence (Level 4)

• Result: The Majority of educational change initiatives fail
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The Competency Multiplication Effect:

Organizations following the optimal developmental sequence achieve substantially higher suc-

cess rates in cultural transformation compared to those attempting to develop competencies 

simultaneously or in random order.

Critical Finding: Leaders in the top quartile for foundational competencies (Building Trust, 

Empowerment) are significantly more likely to achieve institutional objectives—yet these foun-

dational competencies receive minimal development attention in most educational leadership 

programs.

This creates the paradox of Level 1-2 leaders attempting Level 5 work—a predictable formula 

for underperformance.

Dimension 2: EQ (Emotional Intelligence - Cultural Infrastructure)

Emotional intelligence provides the infrastructure through which cognitive intelligence flows. 

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

gic thinking cannot translate into collaborative action.

Research indicates that only a minority of leaders exhibit behaviors that foster psychological 

safety. This becomes critical when cross-referenced with performance data showing organiza-

tions with psychological safety demonstrate:

• Substantially higher likelihood of fostering innovation cultures

• Better talent retention rates

• Higher stakeholder satisfaction scores

• Higher employee engagement

• Lower burnout rates
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The Five EQ Fragmentation Patterns:

The EQ-IQ Disconnect in Practice:

A leadership team where every member holds a doctorate and demonstrates Level 4-5 cognitive 

competencies in individual work attempts to collaborate:

• Brilliant analyses presented in discipline-specific jargon others can’t access

• Strategic insights dismissed because presenters lack credibility with certain factions

• Innovative proposals dead on arrival due to unaddressed interpersonal tensions

• Meetings where people talk past each other despite sharing vocabulary

This is high IQ operating without EQ infrastructure. Intelligence exists but cannot multiply be-

cause it lacks relational architecture to flow between minds.

Dimension 3: PQ (Positional Intelligence - Role-Capability 

Alignment)

Positional intelligence addresses whether individuals are positioned to leverage their natural 

cognitive and emotional strengths. Even leaders with high IQ and strong EQ underperform when 

misaligned with role requirements.
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The Five Cognitive Profiles (TEAM {BEST FIT} Framework):

Critical Finding: Teams with balanced cognitive diversity solve complex problems substantially 

faster than homogeneous teams. Yet most institutions hire and promote based on narrow criteria 

that overweight certain profiles while systematically excluding others.

The PQ Disaster: Wrong People, Wrong Seats

When the right people occupy the wrong seats:

• HEART leaders forced into compliance-heavy roles requiring constant enforcement

• SOUL leaders are buried in operational minutiae with no vision work

• STRENGTH leaders leading innovation initiatives requiring comfort with ambiguity

• VOICE leaders are isolated in individual contributor roles with no collaborative networks

• MIND leaders managing people-intensive cultures requiring emotional availability

Result: Brilliant people compensating for positional misalignment through exhausting effort, 

burning out while producing mediocre results.
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The TQ Multiplication Metaphor
TQ = IQ × EQ × PQ

Team B produces 4x the Team Intelligence from the same individual IQ simply by integrating 

the other two dimensions.

When any factor approaches zero, multiplication collapses:

• High IQ × Zero EQ × High PQ = 0: Brilliant people who can’t communicate

• High IQ × High EQ × Zero PQ = 0: Great culture, wrong people in wrong roles

• Zero IQ × High EQ × High PQ = 0: Nice people lacking competence

This metaphor explains the underperformance reality. Most educational leadership teams aren’t 

lacking smart people. They’re fragmenting intelligence across disconnected dimensions.
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The Five Lead Measures: 
Diagnostic Precision
The TQ framework provides diagnostic precision through five measurable indicators—Lead 

Measures of Culture—predicting whether teams are multiplying intelligence or fragmenting it.

Unlike lag indicators (test scores, graduation rates, retention data) revealing what already failed, 

lead measures are predictive. They reveal whether breakthrough is building or breakdown is 

approaching.

Lead Measure 1: COMMUNICATION

What It Measures: Quality and flow of information exchange

Healthy Pattern (Multiplication):

• Multi-dimensional exchange: Teams share data, emotions, and context simultaneously

• Translation fluency: Natural adaptation of communication styles to reach different cogni-

tive profiles

• Signal-to-noise optimization: Right people receive right information at right time

Fragmented Pattern:

• Information becomes “gossip chain:” Strategic vision morphs into rumor by frontline

staff

• Discipline-specific silos: Academics can’t communicate with operations

• Translation failures: Significant portion of missed deadlines attributed to poor communi-

cation

Diagnostic Question: When you announce a strategic priority, does it maintain fidelity as it cas-

cades, or does it mutate like a bad game of telephone?
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Lead Measure 2: CONNECTION

What It Measures: Depth of trust and psychological safety

Healthy Pattern (Multiplication):

• Vulnerability as strength: Leaders share real challenges without fear

• Conflict as creative fuel: Teams challenge ideas fiercely while supporting people com-

pletely

• Recognition of diverse genius: Each cognitive profile’s intelligence actively valued

Fragmented Pattern:

• Walking on eggshells: Most teams lack psychological safety

• Innovation suppression: Fear-based cultures reduce innovation substantially

• Talented people leaving: Significantly worse talent retention in low-trust environments

Diagnostic Question: Can your best people admit mistakes, challenge assumptions, and propose 

risky ideas without career consequences?

Lead Measure 3: ALIGNMENT

What It Measures: Shared mental models about what creates value

Healthy Pattern (Multiplication):

• Cascading clarity: Everyone articulates how their work connects to institutional priorities

• Dynamic recalibration: Teams pressure-test assumptions and adjust strategies

• Shared ownership: Members feel personally invested in collective outcomes

Fragmented Pattern:

• Departmental silos: Units optimize for local goals while undermining institutional priori-

ties

• Strategy-execution gap: Majority of strategic plans never fully materialize
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• Misaligned priorities: Every department thinks its crisis deserves immediate attention

Diagnostic Question: If you randomly selected ten employees and asked them to explain your 

top three priorities and how their work contributes, would you get ten similar answers or ten 

different stories?

Lead Measure 4: CAPACITY

What It Measures: Sustainable systems that amplify rather than exhaust

Healthy Pattern (Multiplication):

• Regenerative systems: Work environments that develop people rather than deplete them

• Intelligence amplification: Technology and processes multiply collective capability

• Sustainable pace: High performance maintained without burnout

Fragmented Pattern:

• Exhaustion culture: By November, teachers resemble extras from The Walking Dead

• Initiative overload: So many priorities that nothing receives adequate attention

• Cognitive overload: Reduces decision-making effectiveness substantially

Diagnostic Question: Are your top performers becoming more capable over time, or are they 

becoming increasingly exhausted?

Intelligence Dimension: Weak capacity signals all three dimensions fragmenting simultane-

ously.

Lead Measure 5: EXECUTION

What It Measures: Converting decisions into results

Healthy Pattern (Multiplication):

• Rapid iteration: Quick cycles from decision to action to learning

• Adaptive resilience: Teams pivot strategies while maintaining momentum
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• Loop completion: Consistent follow-through turning intentions into impact

Fragmented Pattern:

• Initiative graveyards: Majority of change initiatives fail

• Analysis paralysis: Endless discussion, minimal action

• Implementation failures: Leaders with low social awareness experience substantially

more failures

Diagnostic Question: What’s the ratio of initiatives launched to initiatives completed in your 

organization?

Intelligence Multiplication in Action: 
Case Evidence
Case 1: Sourcewell - From Regional to National Force Multiplier

Context: Educational cooperative scaling from regional service (5 counties, 1978) to national 

impact while maintaining excellence and cultural health.

Initial Diagnostic:

• IQ: Strong foundation but hitting ceiling at Level 3-4

• EQ: Good internal culture but lacking systems to maintain through growth

• PQ: Well-balanced diversity but no framework for systematic leverage

Intervention (Multi-year):

Phase 1: Advanced IQ Development (Months 1-6)

• Competency development from Level 3-4 to Level 4-5 across all seven dimensions

• CEO Dr. Chad Coauette modeling Level 5 competencies as institutional standard

Phase 2: Scaling EQ Infrastructure (Months 7-12)
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• Cultural operating systems designed to maintain quality through growth

• Common language scaled across expanding workforce

Phase 3: Institutionalizing PQ Multiplication (Ongoing)

• TEAM {BEST FIT} integrated into hiring, team formation, strategic planning

• Intelligence multiplication embedded as core operating philosophy

Measured Outcomes:

• Organizational growth: 5 counties → 50,000+ members across all 50 states and Canada

• Contract facilitation: $13 billion annually in government purchasing

• Leadership competencies: Substantial improvement across seven dimensions

• Cultural health maintained: Lead Measures remained strong despite 10x scaling

• Largest government purchasing cooperative in North America

• Ten consecutive Achievement in Excellence Awards

• USA TODAY Top Workplaces recognition

CEO Insight: Dr. Chad Coauette: 

“It’s not possible to go this high without going that deep fi rst. Building healthy 

culture and reliable systems is the core responsibility of the leader and leadership 

team. This cannot be outsourced.”

Critical Insight: Same people, systematically integrating all three intelligence dimensions, 

achieved 10x scaling. Intelligence wasn’t added—it was multiplied through TQ development.
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Case 2: GateWay Community College - Learning to Be Different Together

Context: Urban community college transforming planning discussions into measurable outcomes 

across 160+ degree programs.

Initial Diagnostic:

• IQ: Mixed levels with gaps in Collaboration, Managing Change, and Execution

• EQ: Moderate Connection, weak Communication

• PQ: Heavy HEART/STRENGTH concentration, minimal MIND—creating vision gaps

Intervention (12 months):

Phase 1: EQ Infrastructure (Months 1-4)

• Common leadership language and communication protocols

• Psychological safety through structured vulnerability practices

Phase 2: Targeted IQ Development (Months 5-8)

• Focused development on Collaboration and Managing Change

• Team-based learning connecting competencies to real implementation challenges

Phase 3: PQ Optimization (Months 9-12)

• Strategic recruitment of MIND profi les to balance confi guration

• Role clarifi cation based on TEAM {BEST FIT} analysis

Measured Outcomes:

• Named 2024 Most Promising Places to Work in Community Colleges

• Ranked #1 Best Community College in Arizona

• Launched two new bachelor’s programs ahead of schedule

• Expanded workforce partnerships with measurable community impact
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• Leadership competencies: Substantial improvement across dimensions

• Lead Measures: Signifi cant improvements across all fi ve measures

President Insight: Dr. Amy Diaz: 

“We learned to be different together through shared leadership standards and com-

mon language.”

What We Learned From Real Organizations

When we studied organizations that successfully improved their team performance, we found 

fi ve consistent patterns:

Pattern 1: The Problem Wasn’t Lack of Talent Every organization already had smart, capable 

people. The issue wasn’t that they needed smarter leaders—it was that their existing intelligence 

wasn’t working together effectively.

Pattern 2: Better Relationships Create Faster Results When teams improved how they com-

municated and built trust, performance improved immediately—even before they developed 

advanced skills. Think of it like this: fi xing the phone lines lets existing expertise fl ow between 

people.

Pattern 3: Team Mix Matters GateWay Community College had lots of people who were great 

at operations and relationships, but few strategic thinkers—which explained why they could 

execute well but struggled with long-term vision. Sourcewell had a better mix of thinking styles, 

which helped them scale successfully. The right team balance determines whether strengths mul-

tiply or gaps create bottlenecks.

Pattern 4: You Can’t Skip Steps Every successful organization followed the same sequence: 

fi rst build basic trust and reliability, then develop collaboration skills, then tackle complex 

change management. Organizations that tried to jump straight to advanced practices without 

solid foundations consistently failed.
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Pattern 5: Real Change Sticks The improvements we saw weren’t temporary bumps from 

a motivational workshop. Performance gains showed up across multiple measures (retention, 

innovation, project completion) and lasted years, proving these changes became part of how the 

organization actually operates.

Bottom line: These organizations didn’t add new talent. They created conditions that let their 

existing talent work together more effectively—and the results were measurable and lasting.

The TQ Development Pathway: 
From Underperformance to Excellence
Team Intelligence development follows predictable progressions. Understanding these prevents 

the common mistake of attempting advanced integration before establishing foundational capac-

ity.

The Four-Stage Developmental Sequence

Stage 1: Intelligence Fragmentation (Level 1-2 Competencies)

Team Intelligence Outcome: Impossible Stays Impossible

Teams face “impossible” challenges that remain permanently stuck because foundational intelli-

gence integration doesn’t exist.

Observable Evidence:

• Strategic initiatives announced but never implemented

• Talented people leaving within 18 months

• Same problems discussed meeting after meeting with no resolution

• “That’s impossible” becomes acceptable organizational language

• Performance hovering around 40-50% capacity
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Finding: Organizations with leadership teams primarily at Stage 1 show substantially lower 

innovation rates and higher turnover.

Stage 2: Emerging Integration (Level 3 Competencies)

Team Intelligence Outcome: Possible But Difficult

Teams recognize challenges aren’t permanently impossible, but breakthrough requires significant 

effort. Leaders have developed proficiency in foundational competencies and are beginning to 

integrate dimensions, though multiplication isn’t yet systematic.

Observable Evidence:

• Some initiatives succeed while others stall

• Pockets of excellence alongside dysfunction

• Collaboration happening but requiring significant relationship management

• Performance improving to 60-70% capacity

• “That’s hard but we can do it” replacing “That’s impossible”

Finding: Teams at Stage 2 demonstrate better outcomes than Stage 1 teams but still fall short of 

full potential.

Stage 3: Systematic Multiplication (Level 4 Competencies)

Team Intelligence Outcome: Breakthrough Becoming Normal

Teams have integrated all three intelligence dimensions into systematic practice. Multiplication 

happens not through heroic individual effort but through organizational systems enabling it.

Observable Evidence:

• Strategic initiatives implemented with faster velocity

• Talent retention substantially higher than peer institutions

• Cross-functional collaboration occurring naturally
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• Performance reaching 80-90% capacity

• “How do we make this happen?” replacing “Can we make this happen?”

• Problems that seemed impossible at Stage 1 now solved as routine work

Finding: Leadership teams at Stage 3 achieve substantially higher success rates than peer institu-

tions in implementing major cultural shifts.

Stage 4: Institutional Transformation (Level 5 Competencies)

Team Intelligence Outcome: Inevitable as Default

Intelligence multiplication isn’t dependent on specific leaders—it’s embedded in institutional 

systems, culture, and structure. The organization has transcended individual leadership capability 

to create self-sustaining TQ.

Observable Evidence:

• Consistent excellence across leadership transitions

• External recognition as model institution

• Other organizations studying your practices

• Performance consistently above 90% capacity

• “That’s inevitable” describing breakthrough outcomes

• Impossible challenges from previous stages now solved by emerging leaders

Finding: Institutions reaching Stage 4 demonstrate sustained performance improvement over 

extended periods, with benefits persisting through leadership transitions—indicating true institu-

tional capacity rather than individual leadership dependency.

The Critical Principle: You Cannot Skip Stages

Examples of stage-skipping failures:

• Installing “distributed leadership systems” (Level 5 Empowerment) when leaders still

demonstrate inconsistent reliability (Level 1-2 Building Trust)
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• Creating “institutional talent development programs” (Level 5 Developing Others) when

leaders provide minimal individual guidance (Level 1-2 Developing Others)

• Implementing “collaborative structures” (Level 5 Collaboration) when leaders still work

primarily in isolation (Level 1-2 Collaboration)

Research shows the majority of culture change initiatives fail precisely because they attempt 

advanced integration without addressing foundational competency gaps.

The developmental principle: Intelligence multiplication requires sequential integration, not 

aspirational leapfrogging.

Your TQ Diagnostic: 
Immediate Action Steps
Step 1: Assess Your Current State

Lead Measure Self-Assessment (Rate 0-100):

1. COMMUNICATION: Quality and flow of information exchange

o Your Score: _____ /100

2. CONNECTION: Depth of trust and psychological safety

o Your Score: _____ /100

3. ALIGNMENT: Shared mental models about what creates value

o Your Score: _____ /100

4. CAPACITY: Sustainable systems that amplify rather than exhaust

o Your Score: _____ /100

5. EXECUTION: Converting decisions into results

o Your Score: _____ /100
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primarily in isolation (Level 1-2 Collaboration)

Research shows the majority of culture change initiatives fail precisely because they attempt 
advanced integration without addressing foundational competency gaps.

The developmental principle: Intelligence multiplication requires sequential integration, not 
aspirational leapfrogging.

Your TQ Diagnostic: 
Immediate Action Steps
Step 1: Assess Your Current State

Lead Measure Self-Assessment (Rate 0-100):

1. COMMUNICATION: Quality and flow of information exchange

o Your Score: _____ /100

2. CONNECTION: Depth of trust and psychological safety

o Your Score: _____ /100

3. ALIGNMENT: Shared mental models about what creates value

o Your Score: _____ /100

4. CAPACITY: Sustainable systems that amplify rather than exhaust

o Your Score: _____ /100

5. EXECUTION: Converting decisions into results

o Your Score: _____ /100

Average Lead Measure Score: _____ /100

Interpretation:

• 0-50: Crisis-level fragmentation requiring immediate intervention

• 51-70: Moderate fragmentation limiting performance to 60-70% capacity

• 71-85: Emerging multiplication with specific gap areas

• 86-100: Systematic multiplication enabling breakthrough performance
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Step 2: Identify Your Primary Fragmentation Pattern

Look at your five scores from Step 1. Which one is lowest? That tells you where to start.

If COMMUNICATION scored lowest:

What this means: Your team has smart people with good ideas, but information gets lost, distort-
ed, or stuck. People talk past each other or don’t speak the same language.

What to fix first: Create shared frameworks everyone uses to communicate. For example: estab-
lish common terms, regular communication rhythms, and clear protocols for sharing information 
across departments.

_____________________________________________________________________

If CONNECTION scored lowest:

What this means: People don’t feel safe being honest. They hide mistakes, avoid challenging bad 
ideas, or won’t admit when they’re struggling.

What to fix first: Leaders need to model vulnerability, respond well when people bring up prob-
lems, and consistently demonstrate reliability. Start with trust-building behaviors before anything 
else.

_____________________________________________________________________

If ALIGNMENT scored lowest:

What this means: Different people or departments are pulling in different directions. Everyone 
thinks their priorities matter most, and there’s no shared understanding of what success looks 
like.

What to fix first: Map out who’s naturally good at what, identify gaps in your team’s thinking 
styles, and make sure people are in roles that match their strengths.

______________________________________________________________________________

If CAPACITY scored lowest:

What this means: People are exhausted. The organization runs on heroic individual effort rather 
than sustainable systems. By November, everyone looks burned out.

What’s broken: Everything—all three dimensions are fragmenting at once.

What to fix first: Get professional help. This requires a comprehensive diagnostic to figure out 
which problems to tackle first, because trying to fix everything simultaneously will make it 
worse.
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If EXECUTION scored lowest:

What this means: You have endless planning meetings but nothing gets done. Great ideas go 
nowhere. Initiatives are announced but never completed.

What’s broken: Advanced leadership skills (IQ)—specifically managing change, handling con-
flict, and collaborating effectively.

What to fix first: Develop skills in change management and conflict resolution. Leaders need to 
learn how to turn decisions into action and follow through consistently.

Simple rule: Your lowest score shows your biggest bottleneck. Fix that first—trying to fix every-
thing at once rarely works.

Step 3: Take the TQ Assessment

The Team Intelligence assessment provides:

• Comprehensive team cognitive diversity analysis

• Specific recommendations for optimization

• Baseline measurement for tracking improvement

• Professional interpretation ensuring accurate understanding

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 impossi-
ble through individual effort alone.

Conclusion: 
From Fragmentation to Multiplication
The evidence is clear: individual brilliance alone cannot solve complex challenges. Team Intel-
ligence provides a comprehensive framework for transforming talented individuals into break-
through collective intelligence systems.

https://www.higherperformancegroup.com/team-intelligence-assessment
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Organizations that consistently implement TQ outperform traditional approaches because they 
systematically leverage the cognitive diversity already present within their teams. Rather than 
hoping for better collaboration, TQ provides specific tools and protocols, making collective intel-
ligence measurable and sustainable.

The question is not whether your team has talent for breakthrough performance—evidence 
suggests they do.

The question is whether you will provide the framework that transforms their individual 
brilliance into your collective competitive advantage.

Underperformance isn’t permanent. It’s a symptom of intelligence fragmentation—and fragmen-
tation has a solution.

TQ = IQ × EQ × PQ

That formula isn’t just mathematics. It’s a metaphor for your pathway from impossible to inevita-
ble.

_____________________________________________________________________

Take Action Now
1. Download the Complete IQ Diagnostic Framework Access the full Leader Competency
Assessment and Lead Measures evaluation tools to establish your baseline and identify specific
intervention priorities.

2. Take the Team Intelligence Assessment In five minutes per team member, discover your
team’s cognitive profile and unlock the specific strategies that will multiply your collective per-
formance.

3. Schedule Your Complimentary TQ Consultation Participate in a 30-minute consultation to
review your team dynamics and create a customized implementation strategy.

https://www.higherperformancegroup.com/team-intelligence-assessment
https://www.higherperformancegroup.com/team-intelligence-assessment
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About Higher Performance Group
“We Help Campus Leadership Teams Facing Impossible  Challenges Multiply Their Intelligence 
Together to Make the Impossible Inevitable - Tripling Performance Without Burnout.” 

- Dr. Joe Hill

Learn more: higherperformancegroup.com

____________________________________________________________________________
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Framework Foundation: Integration of established organizational psychology, leadership devel-
opment, and cognitive diversity research applied across diverse educational institutions.




