
How the best leaders build capability that compounds.



Most senior leaders are deeply committed to developing their people. They fund

programs and signal that leadership growth matters. Their commitment
compounds when they also practice their own development visibly. We have

seen this consistently. It is the idea at the heart of OWN+MODEL+DRIVE, and we

believe it is the biggest lever for the results and ROI organizations seek from

leadership development.

 is AO People Partners' orientation and framework for leaders

who treat their own development as a discipline they personally own, make visible to the

people around them, and build into how the organization runs. When a leader operates

this way, two things happen at once. Their sponsorship of development becomes more

credible and more contagious. And their capacity to lead organizational change grows

with it, because the same discipline that builds leaders also builds the culture that can

move and adapt.

Written for founders, CEOs, and executive leaders who are asking a specific question:

is our leadership capability built to scale with the business?



In over thirty years working as and alongside CEOs, founders and executive leaders, we've

experienced and witnessed moments when the business outgrew the leader's ability to scale

the people and operations with it. It often looks like this: decisions bottleneck because no one

else can make the call, high performers leave as the culture strains under headcount growth,

the founder no longer knows everyone by name, and growth feels more like survival than

momentum as revenue climbs.

What these inflection points taught us: leaders were waiting for circumstance, for permission,

or for someone else to make their own growth non-negotiable, often without realizing it.

We've also watched, and lived, the alternative: a leader who decides, often quietly, that their

own development is now a discipline they own, the way they own the numbers. Even many

driven leaders miss this, so focused on running the business that they don't fully appreciate

their own influence on how development takes hold across the organization.

Their growth becomes visible. Their standards become contagious. What starts as a

commitment to personal mastery becomes an organizational capability that can outlast any

single person, including the leader who started it.

We call this , the orientation and discipline behind everything we

do. It's built from our own lived experience and from what we've seen work across years of

engagements with founders and executive teams.

Leadership excellence and leadership at scale are the same move. A leader committed to their

own development builds their own excellence. A leader who models and drives that same

discipline into their teams and culture builds it at scale, for everyone they lead. 



OWN, MODEL, and DRIVE describe the same underlying discipline in three
different movements: what a leader does with themselves, what they make
visible to others, and what they build into the system around them.

Most executives have heard some version of "own your development" on the way up. OWN

also asks a senior leader to name their own reactive patterns and to own the organization's

development agenda: how we grow our human capabilities to grow the capabilities of

the business.

A CEO owns capital allocation. OWN asks the senior-most leader to hold the organization's

development agenda with the same directness.

Your orientation to development (your own and others') sets the tone for
everything that follows

Business performance and human development are both yours to lead

"They will own it when you own it."



Boards ask whether they have the right CEO. The next question is whether that CEO is
developing fast enough to remain the right leader as the business scales.

It has two parts. The first is modeling the actual leadership mindsets and behaviors that

development builds: how a leader listens, questions, motivates, holds ambiguity, and

responds when something goes wrong.

The second is making your own development visible, the part leaders skip most often. A

leader who keeps their development efforts private is, without meaning to, teaching their

team that growth is something to hide. A leader who shares it, imperfectly and in real time,

sends a signal no policy or program can replicate: that this is what safe, serious growth

looks like here.

In organizations, everyone looks to the leaders at the top for every cue and signal about

what is valued, tolerated, and rewarded. How you talk about learning and growth is how they

will talk about it.

What you expect from your people must start with you

Talking openly about your own learning builds trust and credibility

Authentic communication speeds adoption at every level



DRIVE means creating the routines, standards, and stretch opportunities that make growth

and high performance unavoidable: a standing development conversation on the team

agenda, talent given exposure just above their current skill level, peer accountability the

team enforces on itself.

This is the step that develops capable leaders at organizational scale.

As leadership performance experts James Fulton and Todd Warner note, individual

brilliance in a single leader is almost always the visible output of a system that built that

leader deliberately. They suggest three different questions be asked about talent: What is

our system teaching people every day? Where are standards enforced socially? Which

routines actually shape learning, behavior, and performance?

Rally people around a common purpose and vision

Build processes and incentives that reward the behavior, not just
the intent

Protect the time, budget, and attention development requires

A leader may want faster execution, a stronger culture, or a leadership team that can carry the
business forward. The sequence is the same for any of them: own it first, make it visible, build it
into the systems around you.



Most leadership development approaches are content models: competencies to build,

behaviors to practice, delivered through a program with a start date and an end date. 

 is an orientation a leader adopts before a program starts, while it is

underway, and long after it ends.

It asks the senior-most leader to hold the development agenda personally, in partnership

with HR and L&D, with the same rigor they hold any other business priority. We believe this

is the piece most often missing, and a major factor determining the quality and scale of

leadership in an organization.

OWN, MODEL, and DRIVE work together. Each part depends on the one before it. A leader

who owns their development earns the credibility to ask others to grow. A leader who

models it openly gives their team permission to do the same. A leader who then drives

that discipline into routines and standards turns permission into practice, and practice

into culture.

The moment to build this deliberately is now. As artificial intelligence takes over more of the

knowledge and transactional work inside organizations, what remains most in demand are

the core human skills AI cannot replicate: judgment amidst ambiguity, the ability to build

trust quickly, self-awareness and presence in a crisis. How effectively and consistently your

people use these skills is now the differentiator.

Organizations whose leadership capability is concentrated in a single person are exposed to

that shift. Organizations that have built leadership capability across many people are

positioned to compound the advantage.



AO client engagement, global technology company. A
similar double-digit increase was recorded at a growth-
stage services company.

Allison and Godtfredsen, The 5x CEO (2025). Five
responsibilities separated the strongest performers:
strategic clarity, scalable talent, relentless focus,
disciplined execution, and energized culture. In AO's
experience, leaders who sustain all five have typically done
the developmental work behind each one.

Research by The Leadership Circle, spanning nearly 500
organizations — in some cases correlating as strongly as
any single variable studied.



We're seeing this play out firsthand. A global technology company arrived at AO with a challenge
familiar to any leader who has lived through hypergrowth: the business had outpaced how its
leaders collaborated.

Growth had outpaced how leaders collaborated. Decisions slowed and cross-
functional alignment frayed because habits no longer fit the company's size.

AO moved beyond individual coaching and assessment to build a shared leadership
framework and role orientation around OWN+MODEL+DRIVE across the executive
team. The CEO's own commitment to using the insights and competencies from the
Leadership Circle Profile expanded, phase by phase, until senior leaders across the
business were using the same framework to lead themselves, develop their teams,
and solve real business problems together.

The shift showed up first in how leaders worked:

It then showed up in the business itself. Here's how senior leaders used
OWN+MODEL+DRIVE to orient their leadership development to convert self-
awareness into changes in how the business runs. They owned their own blind spot
first, modeled a different behavior in front of their team, and then drove a structural
change (a workshop, a new cadence, a cross-functional forum) that made
the shift repeatable without their constant involvement. This is how
OWN+MODEL+DRIVE operates as designed: personal development converting into
organizational capability.

What began as a leadership development initiative evolved into an organizational capability. Leadership
development is now part of how the company develops talent, solves problems, makes decisions, and
drives performance.

Faster alignment and more productive leadership conversations•

Stronger cross-functional collaboration and accountability•

Leadership development embedded into the daily rhythm of the business•

An average 10-point increase in Leadership Circle Profile scores among
leaders retested

•



We guide leaders through OWN, MODEL, and DRIVE whether the work takes the form of an

ongoing coaching relationship or a structured program built around a defined engagement

for a leadership team or cohort. It moves through three movements. The assessments

and structure below are the entry point, and the orientation around them is what sets the

work apart.

It begins with a rigorous 360-degree assessment, the Leadership Circle

Profile, that shows how a leader is experienced and the underlying

beliefs driving that experience, then a living development plan tied

directly to the business priorities the leader already owns.

We help leaders extend MODEL beyond themselves, using structured

team diagnostics and real working sessions, so a team builds the same

shared language and visibility together.

We help leaders DRIVE the value and practice of continuous learning

into how the business runs: standards, operating rhythms, and the

systems that shape how people are hired, stretched, and promoted,

so growth becomes structural and continues without any one

person's attention.

This approach is built on ten years of engagements across founder-led businesses,

private equity-backed portfolio companies, and enterprise leadership teams. The

discipline is the same at every level. As the company grows, the discipline reaches

more levels of leaders.



What a leader builds in themselves — the
discipline of OWN and MODEL, practiced until
it becomes who they are under pressure.

What happens when that discipline is built
through DRIVE into the teams and systems a
leader is responsible for, so it no longer
depends on their presence in the room to hold.

Neither is complete without the other. Excellence without scale stays personal, limited to

what one person can carry. Scale without excellence has little worth multiplying. Together,

they are the same move, made at two levels, available to any leader willing to own them.

Take the OWN+MODEL+DRIVE
Self-Check, a five-minute
reflection on how you own,
model, and drive development in
your organization.

Discuss the results with your
leadership team.

https://aopeoplepartners.com/hubfs/OMD_SelfCheck_and_DiscussionGuide.pdf?hsLang=en


AO People Partners helps founders, CEOs, and executive teams
make leadership development a discipline the business can

rely on.

OWN
Hold your own development
with the same rigor
you hold the P&L.

MODEL
Make your growth visible
to everyone watching.

DRIVE
Build it into the
routines, standards, and
systems around you.

A O P E O P L E P A R T N E R S . C O M

Executive Coaching & Advisory

Leadership Assessment & Planning

Team Diagnostics

Team Coaching

Cohort & Senior Leader Programs

L&D Integration
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