
PEERNOVATION

The Peernovation
Performance SystemTM

Every organization is powered by peers.

See what is happening. Strengthen what matters. Learn from what changes.
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EXECUTIVE OVERVIEW

Performance lives among people
PPS is an integrated architecture for strengthening the peer dynamics, leadership
conditions, and operating practices that shape results at every level of an organization.

Organizations invest heavily in strategy, structure, process, and formal leadership. Yet execution is also shaped
horizontally: in the conversations people have, the standards they reinforce, the help they offer, the candor they
demonstrate, and the way they respond when a colleague succeeds or struggles.

Begin with evidence
Understand makes current patterns
visible and identifies a credible starting
point.

Build capability
Four pathways meet people where
responsibility and influence live.

Close the loop
Reflect & Adapt turns action into
learning and learning into the next right
move.

The system is designed around real work
Participants use current priorities, relationships, decisions, handoffs, and operating challenges as the material for
learning. The goal is not curriculum completion. It is stronger behavior, better conditions, and meaningful business
value.

One philosophy. Multiple entry points. Continuous improvement.
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THE COMPLETE ARCHITECTURE

An integrated system, not a collection of
courses
Organizations may begin wherever the greatest opportunity exists. Understand and Reflect
& Adapt keep every entry point grounded in reality and connected to results.

UNDERSTAND
Every team, every
level

INFLUENCE
Future leaders and
peers

GROW
People leaders

TRANSFORM
Senior and executive
leaders

REFLECT
Continuous
improvement

The architecture follows a disciplined cycle: see the conditions shaping performance, choose the right development
pathway, apply learning to real work, examine evidence, and adapt the system for what comes next.
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OPENING BOOKEND

Understand
See what is happening. Uncover what matters. Act with clarity.

Understand establishes a shared view of reality. It is not designed to label people or score the organization; it reveals
the peer dynamics, leadership conditions, and recurring patterns shaping results.

SEE
Make current patterns visible across
teams and levels.

UNCOVER
Reveal the dynamics having the greatest
impact on performance.

ACT
Choose a focused starting point and a
useful baseline.

A diagnostic conversation, not a verdict
Evidence is paired with candid conversation, local context, and the judgment of people closest to the work. Patterns are
treated as hypotheses to explore; strengths are examined as carefully as gaps; and findings are connected to real
outcomes and operating moments.

The practical outcome

A shared starting point, a focused development intention, and evidence
the organization can revisit later.
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THE LEARNING EXPERIENCE

Designed for transfer into work
Every pathway combines shared language, structured peer dialogue, practical application,
visible commitments, and evidence-based reflection.

1 EXPLORE
Participants connect a small number of useful ideas to their own
experience.

2 APPLY
Live work becomes the context for decisions, conversations,
and practice.

3 COMMIT
Individuals and groups select observable practices they can
test.

4 LEARN
Evidence informs what to preserve, refine, expand, or stop.

What stays visible to the client
•  The purpose and intended outcomes of each pathway.

•  The participant experience and the work-based questions it helps people examine.

•  The practical tools, commitments, and playbooks participants create.

•  How diagnostic evidence and reflection connect development to organizational value.

What remains protected
Facilitator scripts, timing, detailed run-of-show, teaching transitions, delivery notes, and other facilitation mechanics
remain outside this client overview.
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DEVELOPMENT PATHWAY

Better TogetherTM

Being the kind of teammate others want beside them.

Designed for
Peers, individual contributors, and future leaders

Primary shift
From individual contribution to intentional peer influence.

What participants experience
•  Stories and reflection that make the team's hidden operating system visible.

•  Peer conversations about trust, standards, belonging, ownership, learning, and responsible influence.

•  Work-based experiments that help colleagues elevate one another without formal authority.

•  A shared Team Playbook that turns insight into repeatable team practice.

What they leave with
•  A practical language for the dynamics of exceptional teams.

•  Personal and team commitments grounded in everyday work.

•  A completed Team Playbook and a monthly review rhythm.

•  Greater readiness to lead through influence, judgment, and contribution.
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BETTER TOGETHER

The participant journey
Journey focus What it develops

1. Performance by design Make peer influence and the hidden operating system visible; introduce continuous
improvement, shared learning, and shared responsibility.

2. Elevate one another Practice encouragement, feedback, recognition, shared learning, and everyday generosity.

3. Create belonging Shape culture through everyday behaviors, conversations, celebrations, and shared
experiences.

4. Earn trust before it is tested Build confidence through consistency, curiosity, transparency, and follow-through.

5. Raise the bar together Make expectations visible, model standards, reinforce what matters, and address drift early.

6. Move from accountability to
ownership

Notice what matters, step in constructively, speak up early, and close the loop.

7. Turn work into learning Notice signals, reflect with curiosity, share lessons, and apply learning.

8. Lead from any seat Take initiative, build credibility, contribute generously, and mobilize without authority.

9. Keep humanity at the center of AI Use trust, judgment, creativity, relationships, and collaboration to guide responsible
amplification.

10. Design how the team works Integrate habits, conversations, commitments, and a review rhythm into the Team Playbook.
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BETTER TOGETHER

What changes in the work
The pathway helps teams move from goodwill and individual effort to a more intentional
peer operating system.

PARTICIPANTS NOTICE
How their behavior shapes another person's confidence,
learning, and performance.

TEAMS PRACTICE
Earlier candor, visible standards, mutual support, shared
ownership, and learning from experience.

LEADERS OBSERVE
More contribution and responsible influence without requiring a
title.

THE ORGANIZATION GAINS
Stronger future-leader readiness and a healthier foundation for
collaboration and execution.

The Team Playbook
Across the journey, participants capture the practices they choose to use together. The Playbook is not a list of
Peernovation rules; it is a living record of the team's own commitments, grounded in evidence and open to refinement.

The measure of success is not what participants remember. It is what
becomes normal in how they work together.
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DEVELOPMENT PATHWAY

Growing TogetherTM

Building stronger teams. Elevating everyday performance.

Designed for
Managers, senior managers, and directors

Primary shift
From managing work to developing capability through work.

What participants experience
•  Reflection on how everyday leader responses teach people what is safe, valued, and expected.

•  Practice with shared standards, candid dialogue, decision rights, coaching choices, and peer learning.

•  Experiments conducted inside recurring leadership moments.

•  A Leadership Playbook refined through evidence over the journey.

What they leave with
•  A clearer model of the leader, individual, and team responsibilities.

•  Practical practices for standards, candor, ownership, coaching, and learning.

•  A team-owned Learning-Achieving rhythm.

•  A 90-day continuation and reflection plan.



Peernovation Performance System TM |  Client Overview 10

GROWING TOGETHER

Six connected experiences
Journey focus What it develops

1. Develop people through work Distinguish completing work from building capability; examine intentional and collateral
learning and the Servant Leadership Triad.

2. Make excellence visible Translate implicit expectations into observable, team-owned Standards of Excellence
reinforced by peers.

3. Make candor useful Build psychological safety as the capacity to surface concerns, uncertainty, mistakes, and
disagreement early.

4. Move responsibility closer to work Clarify decision rights, boundaries, capability, consequences, and escalation so ownership
can grow.

5. Coach for judgment Choose among directing, advising, coaching, and connecting; help learning travel across the
team.

6. Build a learning-achieving system Integrate practices, revisit evidence, use the Five Factors, and establish a 90-day
team-development rhythm.

The leadership shift
People leaders remain accountable for results. The pathway expands how they produce them: by stewarding conditions
in which others can exercise judgment, speak candidly, learn from experience, support one another, and assume
responsibility for collective success.
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DEVELOPMENT PATHWAY

Leading TogetherTM

Leading beyond functions. Strengthening the enterprise.

Designed for
Vice presidents, senior vice presidents, and general managers

Primary shift
From functional excellence to enterprise leadership.

What participants experience
•  Peer dialogue on cross-boundary leadership, shared outcomes, and enterprise tradeoffs.

•  Application to live priorities, decisions, dependencies, and value streams.

•  Operating agreements that clarify alignment, decision ownership, and recovery when commitments are at risk.

•  An Enterprise Leadership Playbook and collective stewardship agenda.

What they leave with
•  A practical enterprise-value test for leadership decisions.

•  Greater alignment around shared outcomes, priorities, and tradeoffs.

•  Stronger decision and cross-functional execution disciplines.

•  A 90-day enterprise stewardship rhythm tied to real work.
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LEADING TOGETHER

Six connected experiences
Journey focus What it develops

1. Lead for enterprise value Recognize local optimization and identify a boundary where greater enterprise perspective
can improve performance.

2. Turn agreement into alignment Make shared outcomes, priorities, tradeoffs, sequencing, and decision rights operationally
explicit.

3. Surface enterprise truth Strengthen trust and candid dialogue across power, expertise, identity, and functional
interests.

4. Decide and own together Clarify input, advocacy, authority, commitment, execution ownership, escalation, and
reopening rules.

5. Execute across boundaries Map dependencies and commitments; strengthen one high-leverage relationship and
recovery practice.

6. Steward the leadership system Integrate the Learning-Achieving Cycle, Five Factors, evidence, Playbook, and a 90-day
agenda.

The enterprise shift
The senior leadership group becomes more capable of solving for the whole: aligning before work fragments, deciding
without transferring hidden cost, and repairing patterns at the system level rather than repeatedly rescuing isolated
incidents.
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DEVELOPMENT PATHWAY

Executive Peer AdvantageTM

Enterprise stewardship. Lasting advantage.

Designed for
The intact Executive Leadership Team

Primary shift
From a collection of functions to a coherent steward of
enterprise conditions.

What participants experience
•  A launch experience followed by evidence-based working sessions and a quarterly rhythm.

•  Direct work on live enterprise priorities, decisions, conditions, and cross-functional flows.

•  Focused examination of what employees and the enterprise experience because of how the team leads.

•  An Enterprise Stewardship Playbook that evolves through application and reflection.

What they leave with
•  Shared commitments for communication, challenge, decisions, accountability, and mutual support.

•  An operational alignment and decision architecture.

•  A focused Enterprise Conditions Agenda and cross-functional operating rhythm.

•  A renewed annual stewardship agenda with shared ownership.
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EXECUTIVE PEER ADVANTAGE

A sustained executive-team rhythm
Journey focus What it develops

1. Define the team the enterprise
needs

Build relationships, distinguish functional expertise from enterprise stewardship, and
establish initial executive-team commitments.

2. Align and decide Use lived evidence to refine commitments; make priorities, non-priorities, tradeoffs, and
decision roles explicit.

3. Steward enterprise conditions Use the Five Factors to diagnose contradictions and select one or two conditions for a
bounded 90-day agenda.

4. Strengthen enterprise flow Map where strategy, information, decisions, resources, and commitments lose momentum
across functions.

5. Reflect and renew Examine the year, revisit diagnostics, refine the Playbook, and establish the next annual
stewardship agenda.

Built for the intact team
Executive Peer Advantage is not a generic executive curriculum. The team's own relationships, enterprise
responsibilities, and operating evidence become the work. The cadence allows commitments to be tested under real
pressure and improved over time.
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EVIDENCE AND CONTEXT

Diagnostics that support inquiry
PPS diagnostics create complementary views of peer dynamics, leadership conditions, and
team performance. Their value emerges through conversation and context, not a number
alone.

Peer Dynamics SnapshotTM

A concise view of current patterns and a
useful entry point for team dialogue.

Peer Dynamics Profile
A deeper perspective on the dynamics
influencing how people work and lead
together.

Team Performance ScorecardTM

A structured view of team conditions and
outcomes that can be revisited over
time.

How evidence is used
•  Treat patterns as hypotheses to explore, not labels to defend.

•  Look for strengths worth extending as carefully as gaps worth addressing.

•  Separate isolated incidents from recurring conditions.

•  Connect findings to observed behavior, operating results, and the experience of colleagues.

•  Repeat measures at meaningful intervals to inform adaptation, not to rank people.

Evidence supports judgment. It does not replace it.
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FROM INSIGHT TO PRACTICE

Elevation Kits and Playbooks
Formal experiences create focus. Reinforcement and visible commitments help the
learning survive contact with everyday work.

ELEVATION KITS
Brief tools that extend reflection, team discussion, field
application, and leader support between formal experiences.

PLAYBOOKS
Living collections of the practices participants choose to test,
use, and improve together.

The continuation rhythm
•  Apply one specific practice to a current meeting, decision, handoff, feedback conversation, or cross-functional
commitment.

•  Make commitments visible so colleagues can support, examine, and refine them.

•  Use brief pulses inside existing meetings to share evidence and surface obstacles.

•  Retain, refine, replace, or extend practices as the group learns what works in context.

Playbooks by pathway

Better Together
Team Playbook

Growing Together
Leadership Playbook

Leading Together
Enterprise Leadership
Playbook

Executive Peer Advantage
Enterprise Stewardship
Playbook
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CLOSING AND RENEWING BOOKEND

Reflect & Adapt
See what is improving. Learn what is working. Adapt for what is next.

Reflection is not a retrospective pause after the real work. It is how people turn action into learning. Participants
compare intention with impact, examine what changed in everyday behavior, and decide what deserves to be
sustained, strengthened, simplified, or stopped.

MEASURE
Revisit evidence and look for meaningful
movement.

LEARN
Identify what helped, what constrained
progress, and why.

ADAPT
Refine practices, priorities, support, and
the next experiment.

Questions that matter
•  Which practices have become part of normal work?

•  Where is progress visible and repeatable?

•  What still depends too heavily on one person or one moment?

•  What is measurably and observably better because people now work, lead, and learn differently?

Reflection completes one cycle while opening another.
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CHOOSING AN ENTRY POINT

Match the pathway to responsibility and
influence
PPS can be deployed sequentially, across levels, or at the point of greatest opportunity.
The distinctions among pathways protect relevance while the shared architecture creates
coherence.

Population Pathway Primary question Tangible output

Peers and future
leaders

Better Together How do we elevate one another and
shape how this team works?

Team Playbook

People leaders Growing Together How do we build capability and ownership
through everyday work?

Leadership Playbook

Senior leaders Leading Together How do we lead across functions for
enterprise value?

Enterprise Leadership
Playbook

Executive team Executive Peer
Advantage

How must we steward the conditions that
determine lasting advantage?

Enterprise Stewardship
Playbook

Organizations may deepen one capability, extend learning to another level, or address a newly visible constraint.
Understand and Reflect & Adapt make those choices evidence-based rather than mechanical.
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ORGANIZATIONAL VALUE

A system that builds its own capacity
PPS is designed to reduce dependence on isolated interventions by embedding better
practices in relationships, real work, and repeatable operating rhythms.

FOR PEOPLE
Greater agency, stronger judgment, useful candor, and the
experience of being elevated by peers.

FOR TEAMS
Visible standards, shared ownership, faster learning, and
commitments that survive beyond a session.

FOR LEADERS
More capability distributed closer to the work and stronger
stewardship across boundaries.

FOR THE ENTERPRISE
Better alignment, decision quality, execution, adaptation, and
leadership coherence.

What a CHRO or CLO can expect to sponsor
•  A diagnostic starting point connected to a meaningful performance opportunity.

•  A development pathway matched to the people positioned to influence that opportunity.

•  Application and reinforcement inside existing work.

•  Visible commitments and Playbooks that belong to participants, not the program.

•  A reflection rhythm that makes progress visible and informs the next investment.

The aim is an organization increasingly capable of seeing what matters,
learning from evidence, and renewing the conditions for performance.
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THE PEERNOVATION PERFORMANCE SYSTEMTM

Every organization is
powered by peers.
PPS gives organizations a coherent way to strengthen what happens between people: how
colleagues influence one another, how managers build capability, how senior leaders
create enterprise value, and how executive teams steward the conditions for lasting
advantage.

See what is happening. Strengthen what matters. Learn from what
changes.

From our work to yours
The Peernovation Performance System is an architecture, but people bring it to life. Its value will be measured by what
people make possible for one another and by what becomes possible for the organization as a result.

Use it thoughtfully. Adapt it responsibly. Keep learning from the people beside you.

PeernovationR


