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THERE IS A GLOBAL BUSINESS 
CRISIS IN LEADERSHIP, TEAMS 

AND ENGAGEMENT.



Employee engagement continues to decline

Global employee 
engagement has 
dropped to 20%

Source: Gallup, 2025
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Managers are not engaged

Management 
engagement has 
dropped to 22%

31% 30%
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22%

2022 2023 2024 2025
Source: Gallup, 2025



Managers account 
for 70% of the 

variance in team 
engagement

Managers Matter

Source: Gallup, 2025



However, they are being left behind

44% of managers have 
not had manager 

training
44%

Source: Gallup, 2025



Managers aren’t looking after their people

ONE IN FOUR  
managers would 

prefer not to be people 
managers 

at all

Source: Harvard Business Review, 2026



INTENTION TO LEAVE

49%

51%

EMPLOYEES

MANAGERS

And half of your people are considering leaving

Source: Gallup, 2025



Most teams aren’t high performing

Only 20% of executive 
teams are high 

performing 

Source: Harvard Business Review, 2024



Engagement is more than a people issue

Low engagement costs 
the global economy 

~USD10 trillion 
annually

10% OF 
GLOBAL GDP

Source: Gallup, 2025



We need to run 
a leadership 

program

We’ve done 
that before We have other 

priorities

Leadership drives 
engagement. 
We need urgency, 
not complacency.



Introducing The 
Core5 Leadership Model



Robust dataset
Model derived from 2,000+ global leaders’ Hogan 360 
data, ensuring empirical grounding 

Convergent validation
Integrated 360 data, personality science (HPI/HDS) and 
Hogan Competency Model (HCM) to strengthen validity

Measurable using Hogan Personality and 360

We have developed an evidence-based 
leadership model



5 Meta-Competencies

• Professional
• Productive
• Ethical

• Resilient
• Positive
• Builds 

relationships

• Competitive
• Sets high 

expectations
• Drives results

• Visionary
• Innovative
• Thinks big 

picture

• Motivational
• Passionate
• Engaging



Pillar 1  |  Credibility

Consistently delivers high-quality, 
dependable work

Performs in a proficient, reliable and 
timely manner
Acts with integrity, adhering to moral 
and ethical principles
Efficiently coordinates resources to 
maximise performance

Why it matters 
Credibility is the foundation. Without it, 
the other four pillars don’t land



Pillar 2  |  Emotional Intelligence

Composure, empathy and strong 
relationships

Maintains composure, a positive 
attitude and self-control
Shows empathy and sensitivity, 
employing tact and active listening
Collaborates effectively through 
cooperation and mutual support

Why it matters
In hybrid environments, deliberate EQ is 
the differentiator



Pillar 3  |  Achievement Focus

Drives results and develops people
Strives to exceed others’ performance; 
sets high expectations
Sets clear goals and identifies steps to 
accomplish them
Takes initiative without needing 
direction; provides direction to others

Why it matters
The strongest ‘getting ahead’ signal, it’s 
about results



Pillar 4  |  Strategic

Vision, innovation and big-picture 
thinking

Passionate about the work we perform
Builds 3 year strategic plans 
underpinned by annual business plans
“Purpose pays” – the legacy mindset 
distinguishes elite leadership teams

Why it matters
People want purpose, strategy and 
values well-defined, aligned and 
regularly reinforced



Pillar 5  |  Inspiring

Bridges getting along and getting 
ahead

Motivational, passionate, engaging
Visionary, innovative, resilient, positive
Combines EQ with goal-directed energy 
to inspire performance

Why it matters
The strongest outcome of effective 
leadership is inspiring employee 
engagement, retention and 
performance.



Codesign leadership development and coaching programs using this model

Using this model, PBC can…

Measure these competencies using Hogan personality and 360 
assessments

Customise a 360 for your organisation

Work with you to design or update your competency/capability framework



Leading Practice:
Leadership & Team Development 



Why is leadership important?

Leadership

Engagement
Performance



1. Hogan Personality
Core personality: Bright side, dark side, and inside. 
Creates self awareness

2. Hogan 360 
Snapshot in time of reputation and observable 
leadership impact. (The public you)

3. High Performing Team Assessment
The team as a measure of the leader
(Judge the leader by the team)

Integrated assessment and development



Combining the “why” and the “what”

Core Personality Behaviour Choices How the 360 Describes You



Looking at the impact

Judge the leader 
by their team

Teams deliver 
results

Leadership is 
about results



Measuring team performance matters



High performing teams have measurable benefits

Highly effective top teams 
deliver 

up to 3x the average

REVENUE

PROFITABILITY

SHAREHOLDER 
RETURN

Source: Bain & Company, 2023

revenue growth
profitability
total shareholder 
return 



Case Study 1: 
A scientific approach to development

Since 2021, PBC has partnered with Novo Nordisk 
across three successive CEOs, providing a 
consistent and evidence-based approach to 
leadership development.

To support sustainable growth, Novo Nordisk 
adopted a science-based leadership framework 
combining:

Hogan Personality Assessments
Hogan 360
High Performing Team Assessment (HPTA)
Individual and team coaching

8.2/10
HPTA score

Top 10th percentile

5.9/7
360 score

Above 75th percentile

Outcomes
Consistent leadership development approach 
embedded year-on-year
Shared leadership language across 
individuals and teams
Data-driven leadership and team 
development
Increased self-awareness, accountability 
and leadership effectiveness



Management team MVPI highlights

72%

72%

63%

51%

SCIENCE

ALTRUISTIC

POWER

COMMERCE

Percentage of the group with percentiles in the high range (>65%)



Building bench strength through Teams 2

Teams 2 program: 35 Leaders

Hogan Personality Assessment

Hogan 360

Individual Coaching

Tailored Development Plans

Analysis identified several common development 
themes across the leadership population:

Leading through growth and change

Building leadership confidence

Delegating effectively

Challenging poor performance

Workload management



What do you think Tom’s 
strengths are?

What do you think Tom’s 
derailers (overused strengths) 
are?

We always do the PBC coaching at the end of the 
360 process, to give people a safe space to explore 
themes they may not feel comfortable discussing 
with their manager.

Eleanor Clifford | Senior Director, People & Organisation | Novo Nordisk

We really love to use the Hogan 360 and the 
personality profiles to give us a really rounded 
view of how someone’s going to turn up in a role.



Case Study 2: Valuing employee engagement

PBC has been working with Knight Frank 
Valuations (southern region) for over 15 years. 
They invest in selection and development efforts 
that support customer and employee experience 
outcomes.

For 15 years they have been using:
Hogan personality for selection and 
development
Hogan 360 and HPTA for managers and the 
management team
Employee and customer engagement surveys

Top 10 percentile
Employee engagement

Top 10 percentile
Customer engagement (loyalty and repeat business)

Top 1 percentile
Financial performance



Team MVPI
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MVPI occupational sub-scales with 4/4

2 7 8 11 29 11 15 25 4 7

Note: Group of 48



What do you think Tom’s 
strengths are?

What do you think Tom’s 
derailers (overused strengths) 
are?

PBC has taken our business from good to great. 
We started working with them over 15 years ago 
and they have completely transformed the way 
we plan, engage our employees, and generally get 
things done! We didn’t know what we didn’t 
know… through tools such as Hogan 
Assessments, staff and client surveys, and the 360 
tools, we have developed a robust planning and 
employment cycle. We always come away from a 
PBC session with a renewed sense of purpose.

James Pledge | Partner, Valuation & Advisory South Australia | Knight Frank



Building a purpose led workforce

DELIVERING BUSINESS OUTCOMES

Clarity on 
purpose, direction 

and goals

Taking 
performance and 
collaboration to 

the next level

Improved 
engagement, 

performance and 
retention

Strategic 
Cadence

High 
Performing 

Teams

Employee 
Motivation



Focus urgently on leadership selection and development aimed at engagement, retention and 
performance

Leadership is about results. Teams deliver the results. Judge the leader by their team

Effective leadership is about combing strategic clarity, purpose and employee motivation to deliver 
organisational results

Key takeaways

Hogan personality, Hogan 360 and the HPTA offer a one stop shop for clients – a holistic and science-
based approach



Predict Workplace Performance

Ryne A. Sherman, PhD
Chief Science Officer

Skills Needed in an 
AI-Driven World



Knowledge in the Age of AI1

Five Human Differentiators2

Increasing Importance of Leadership3

What Organizations Should Assess & Develop4

Agenda



AI Will Change Tasks 
Faster Than It Changes Human Nature

• Technology changes what work can be automated

• Personality still shapes how people decide, cooperate, innovate, 
and lead

• The durable advantage is not tools; it is human capability 



Two Kinds of Intelligence

Knowledge

• Accumulated facts, vocabulary, 
expertise, procedures, skills, and 
experiences

• AI performs these functions instantly

• “Do you know the answer?”  “Can you 
find the answer?”

• Memorization less valuable

• Reasoning, pattern detection, 
abstraction, adaptation, and ability to 
solve novel problems

• AI less capable in these areas

• AI can list “possible strategies” but 
struggles with “which strategy should we 
pursue?”

• Is fluid intelligence more valuable in an 
AI world?

Fluid IntelligenceCrystallized Intelligence



Fluid Intelligence is More Valuable 
in an AI-Powered World



The New Bottleneck
• Choosing the right problems
• Evaluating options
• Aligning people
• Owning consequences

That’s not just fluid intelligence!
Fluid intelligence + Experience + Personality + 
Accountability

Not So Fast



The Five Human Differentiators



JUDGMENT INTERPERSONAL 
SKILL

ORIGINALITY ADAPTABILITY CHARACTER

The Five Human Differentiators



AI Can Generate Options. Humans 
remain accountable for choosing.

• Distinguish signal from noise

• Question assumptions and hidden 
tradeoffs

• Decide under uncertainty

• Own the consequence of a decision

Judgment

JUDGMENT



Organizations are social systems.
Technology may automate work, but it 
does not automate relationships.

• Build trust

• Manage conflict

• Influence stakeholders

• Create alignment

• Sustain cooperation under pressure

Interpersonal Skill

INTERPERSONAL SKILL



Originality is the ability to see 
possibilities that others miss.

• Not creativity or innovation

• Originality concerns discovering 
something new

• AI makes conventional answers easy to 
get; differentiated questions grow in 
value

Originality

ORIGINALITY



The skill is not mastering one tool.
The skill is repeatedly learning new 
ones.

• Curiosity over certainty

• Learning agility over static expertise

• Resilience when things change

Adaptability

ADAPTABILITY



Technology scales capability. 
Character determines whether that 
capability helps or harms people.
In an AI world, leaders face sharp 
questions around:

• Privacy

• Fairness

• Transparency

• Accountability

• Responsible Use of Power

Character

CHARACTER



Stagnation
Doing the safe thing too long

Chaos
Novelty without discipline

Efficient Compliance
Good execution; Limited reinvention

Strategic Originality
New Possibilities + Disciplined Decisions

Originality Needs Judgment

Synergistic Differentiators

Creativity without discipline can create chaos; discipline without creativity creates stagnation

Low Originality High Originality

Poor Judgment

Good Judgment



As routine work becomes automated, leaders spend more time on people work

Leadership Becomes More Important, Not Less

Direction Prioritization

Alignment Trust

What are we trying to 
accomplish?

Where should we focus human 
effort?

How do we get people moving 
together?

Why should people follow?



Assess enduring capabilities; not just familiarity with today’s tools

What Should Organizations Assess & Develop?

Less emphasis on… More emphasis on…

Current tool fluency Learning agility and adaptability

Technical knowledge Judgment and critical thinking

Individual output volume Influence, cooperation, and trust

Novelty for its own sake Originality plus disciplined evaluation

Compliance-only governance Character, accountability, and ethical decision-making

If the tools keep changing, the talent model should focus on capabilities that endure



Closing

Human judgment and character will determine whether they do the right things.

AI will increasingly determine what is possible for humans to do.

Judgment, Interpersonal Skill, Originality, Adaptability, and Character become more valuable, not less. 

The question is not whether AI will replace humans.

The question is what humans will need to contribute when intelligence is no longer scarce.

In that world…



SYDNEY  |  MELBOURNE  |  AUCKLAND  |  DUBLIN

peterberryconsultancy.com

Thank you!
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