
FORGED BY CEO FORUMS. PERFECTED FOR TEAMS. 

The Operating System for High Performance: Moving from Initiative to Identity 

Based on the work of Leo Bottary, Founder, Peernovation, LLC. 
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The Performance Paradox 
Why Effort Doesn't Equal Results 

The Visible Investment 

Organizations invest heavily in leadership development, 

frameworks, and technology. Calendars are full of training. 

Intentions are high. 

Investment & Effort 

The Results Don't Stick 

Initiatives lose momentum as focus shifts. Teams fall back 
into old habits, and the return on investment flatlines. 

Sustained Change 

Key Insight: Performance does not fail because people don't know what to do. It fails because the surrounding 
system does not consistently support how people learn, decide, and collaborate effectively. 
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Peer Influence is Your Hidden Operating System 

Org Charts Strategies 

The Visible System 

The Hidden OS 

Expectations Norms 

FROM: Peer Pressure TO: Peer Advantage 

Reinforcing the status quo. Intentional reinforcement of 

Silence is safer than speaking up. excellence. Candor is expected. 

Behavior adapts to "staying safe." Shared accountability drives 

results. 

Metrics Policies 

Candor Follow-through 

The CEO Forum Evidence: 
Elite forums work because leaders show up 

prepared, speak candidly, and accept 

responsibility. Peernovation brings this "forum 

quality" dynamic to organizational teams. 

':4 system is never the sum of its parts; it's the product of their interaction." - Russell Ackoff
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What is Peernovation? 

Definition: 

The practice of converting peer influence into 
peer advantage. It is a continuous system for 
designing how peers learn, challenge, and 
support one another. 

What It Is Not: 

✓ • Not Consensus
(Does not eliminate decision rights) 

✓ • Not Groupthink
(Requires independent thought) 

✓ • Not "Soft"
(Demands high accountability) FROM ME TOWE 

I Bottom Line: It strengthens leadership by distributing responsibility across the system. 
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The System Architecture: The 3-6-5 Model 

THE ENGINE (3) 
Core Dynamics 

1. The Learning­
Achieving Cycle

2. Intentional vs.
Collateral Learning

3. The Servant
Leadership Triad

THE RETURNS (6) 
Outcomes 

1. Learning
2. Leadership
3. Leverage
4. Life
5. Longevity
6. Legacy

THE CONDITIONS (5) 
Reliability Factors 

1. Right People
2. Psychological Safety
3. Productivity
4. Accountability
5. Servant Leadership

To be sustainable, an operating system must be repeatable. This architecture 

provides the shared language to diagnose performance. 
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Dynamic 1: The 
Learning-Achieving 
Cycle 

The Problem: Most companies 

separate learning (training rooms) 

from achieving (meeting rooms). 

The Solution: High-performing 

teams treat real work as the 

curriculum. They learn while doing. 

05 
CELEBRATING 

Celebrating is a performance accelerator. Teams 

that reflect together identify patterns faster. 
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Dynamic 2: Intentional vs. Collateral Learning 

Intentional 

Learning 

What we plan to learn. 

• Strategies

• Skills

• Frameworks

Collateral 

Learning 

Collateral 

Learning 

What we learn about how 
we learn. 

• Is it safe to ask questions?

• Do we punish mistakes?

• Is speed valued over
thought?

Insight: You are always teaching culture. Collateral learning shapes behavior 
far more powerfully than the content of any workshop. 
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The Conditions: Five Factors That Make It Reliable 

Performance is never unconditional. It requires a specific environment. 

THE RIGHT 

PEOPLE 

0 

Willingness to 
learn and engage 

candidly. 

\. 

PSYCHOLOGICAL 

SAFETY 

The Gateway 
Condition. 

Permission to 
contribute. 

PRODUCTIVITY 

✓ 

Respecting time. 
Bridging insight 

to impact. 

ACCOUNTABILITY 

Social ownership. 
Holding the line 

together. 

SERVANT 

LEADERSHIP 

Stewarding the 
system and 

protecting the 
factors. 

Isl\ NotebookLM 



The Safety & Accountability Paradox 

The Myth: Safety means High 

comfort. Accountability 
means punishment. 

� 

-! 
cu 

The Reality: High safety 
U) 
-

allows for higher 
·-

0 
-

accountability. When 0 

people feel safe, they 
don't hide mistakes; 
they fix them. Low 

Low 

Comfort 
Zone 

Apathy 
Zone 

High 
Performance 

Zone 
(Learning & Results) 

Anxiety 
Zone 

Accountability High 
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The Returns: Why Invest in Peer Advantage? 
The ROI of the System 

Learning 

Faster adaptation 
because learning is 

social and continuous. 

Life 

Well-being improves. 
Reduced stress because 

the load is shared. 

Leadership 

Capacity expands; 
influence is practiced 

by everyone. 

Longevity 

Performance sustains 
beyond any single 

'hero' leader. 

Leverage 

Collective intelligence 
replaces isolated 
problem-solving. 

Legacy 

Building a culture that 
endures. Values are 

lived. 

These are not targets to aim for; they are returns that compound over time. 
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Peernovation 365: A Rhythm, Not An Event 

Quarterly 
Recalibrate. 

Assess the 5 Factors. 
Are conditions holding? 

Monthly 
The Practice Labs. 
Reinforce habits. 

Ask: "What are we 
learning?" 

Doing what 
you already do­

-meeting, deciding, 
acting-just doing 
it better, together. 

Annually 
Renew. 
Reset expectations and 
capture legacy learning. 
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The Engine in Action: The Practice Labs 
Converting experience into improvement immediately. 

G) 
Frame 
the Work 

Identify a real 
outcome 
(success or 
failure). 

� 

® 
Explore 
Together 

What did we 
expect vs. 
what actually 
happened? 

➔ 

® 
Extract 
Learning 

What patterns 
do we see? 

➔ 

@ 
Commit 
to Action 

Who owns the 
next step? 

Practice Labs 
use real work 
as the 
curriculum. 
No simulations. 
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The Way Forward: From Pilot to Scale 
Scale through attraction, not mandate. 

Pilot with Build Expand 
Intent Credibility Through Pull 

Start with 1-2 ) Capture stories. ) "What are they 
teams. Develop internal doing differently?" 
Focus on visible facilitators. Let results attract 
results. adoption. 

) 

Doing what 
you already do­

-meeting, deciding, 
acting-just doing 
it better, together. 

Embed 
Rhythm 

Integrate 
Practice Labs 
into standard 
meetings. 
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From Initiative to Identity 

Initiatives fail because they are something 
you do on top of your work. Peernovation 
succeeds because it becomes who you are. 

Learning is 
expected. 

Candor is 
normal. 

Accountability 
is shared. 

''The journey from 'Me' to 'We' doesn't begin with strategy. It begins with people 
who intentionally see their role as making each other better.'' 
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