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Executive
Summary

In today’s volatile, uncertain, complex,
and ambiguous (VUCA) business
environment, organizations face
unprecedented challenges that demand
diverse leadership approaches.

AlIR Analytics introduces the groundbreaking
Leadership Archetype Model (LAM), a
revolutionary framework embedded in our
enhanced LD12™ leadership assessment that
transforms how organizations identify, develop,
and deploy leadership talent.

This paper explores how LAM’s six distinct
leadership archetypes provide organizations with
a strategic compass for navigating critical talent

decisions and building truly adaptive leadership
&

capabilities aligned with specific business contexts ,.'{

and challenges.
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Chapter1

The Leadership
Challenge:
Beyond the “ldeal
Leader” Myth

Think about the last major leadership
initiative at your organization. Did it truly
recognize the unique strengths of your
different leaders, or did it try to force
everyone into the same mold?

The quest for the perfect leadership formula has consumed
organizations for decades. Traditional leadership models
often prescribe a singular “best” approach, suggesting that all
successful leaders share similar characteristics. Our extensive
research and field experience reveal a more nuanced reality:
effective leadership is contextual, and different business
situations demand different leadership approaches.

Organizations investing millions in leadership
development based on one-size-fits-all models face
concerning outcomes:

« Leaders forced into development paths misaligned with
their natural strengths

+ High-potential talent quitting when their unique leadership
styles aren’t recognized

« Critical business initiatives failing when leadership
approaches don't match specific challenges

+ Succession planning focused on generic competencies
rather than contextually relevant capabilities
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From Disengagement to Alignment: AlIR’s Leadership Archetype Model

Consider a global technology company struggling with an underperforming division. With flat organizational structure
and rising employee turnover, they needed leadership that could reconnect teams and rebuild culture. But following
conventional leadership frameworks, they selected a highly-rated executive known for assertiveness and command.

Despite excellent overall ratings, this leader’s directive approach only worsened employee disengagement. The company
failed to recognize that what they truly needed was leadership that could foster connections, facilitate collaboration,
and nurture belonging. The mismatch between leadership style and context led to continued performance issues and
eventually the departure of several key team members who felt undervalued.

AlIR Analytics’ response to these challenges is the Leadership Archetype Model (LAM), now integrated into our enhanced
LD12™ assessment. This research-based framework identifies six distinct leadership archetypes, each bringing unique
value to different organizational contexts.
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Chapter 2

The Enhanced
LD12™ Report:
Your Strategic
Leadership
Compass

What Makes the Enhanced
LD12™ Different?

Traditional leadership assessments tend to measure how well
someone fits a fixed leadership profile. The enhanced LD12™
with LAM tells you how someone leads and where they’ll make
their greatest impact.

The enhanced LD12™ assessment now incorporates the
complete LAM framework, providing unprecedented insights
for strategic talent decisions. Unlike standard leadership
assessments, the LD12™ with LAM delivers:

¢ Archetype Identification: Clear analysis of a leader’s
primary and secondary archetypes

« Contextual Fit Analysis: Assessment of alignment
between leadership style and current/future
role demands

« Targeted Development Roadmap: Personalized plans
for enhancing specific archetype capabilities

 Team Composition Insights: Recommendations for
building complementary leadership teams

¢ Succession Planning Guidance: Strategic matching of
high-potential leaders to future business challenges
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Inside the Enhanced
LD12™ Report

The path from theory to proven assessment tool is
fascinating. Here’s what it takes:

Inside the Enhanced LD12™ Report

Visual representation of a leader’s
archetype composition

Contextual Effectiveness Prediction

Detailed analysis of which business situations the
leader will excel in

Complementary Archetype Mapping

Identification of which archetype partnerships will
maximize effectiveness

Personalized Development Paths

Specific recommendations for enhancing
capabilities in each archetype

Team Integration Guide

Strategies for optimizing the leader’s impact within
their team
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Chapter 3

The Six
Leadership
Archetypes: A
New Paradigm

Unlike traditional leadership models
that focus on isolated competencies,
LAM captures the holistic patterns that
distinguish truly exceptional leaders.
Each archetype represents a powerful
constellation of related skills that, when
properly deployed, drives extraordinary
business outcomes.

The Elements of Nature Framework

Just as natural ecosystems thrive through diverse

yet complementary elements working together,

the Leadership Archetype Model identifies distinct
leadership patterns that create a balanced organizational
environment. Each natural element represents leadership
qualities that nurture organizational success when
properly understood and deployed.

The Elements of Nature framework provides intuitive
visual representations that help organizations
immediately grasp the essence of each leadership
archetype. Like a healthy ecosystem that requires
different natural forces working in harmony, effective
organizations need diverse leadership approaches
applied in the right contexts.
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Which Leadership Archetypes Do 2. The Cultivator

You Recognize? Just as trees nurture entire ecosystems through strong
roots and protective canopies, Cultivator leaders create

Take a moment to consider your organization’s leadership inclusive environments where team members feel

team. You'll likely recognize these distinct patterns among valued, developing sustainable growth and resilience.

your most effective leaders:

1. The Connector Core Strengths
Like rivers that connect diverse areas and bridges that Nurturing inclusive teams and shaping
join separate shores, Connector leaders excel at building sustainable organizational culture

relationships across organizational boundaries, facilitating
communication, and creating pathways for collaboration.

Key Impact

Creates psychologically safe environments
where innovation flourishes, reduces turnover, and
builds organizational resilience through periods

Core Strengths of change

Building relationships, fostering

collaboration across boundaries The Cultivator in Action

Atech team leader addressed an engineering

Key Impact department’s 40% annual turnover rate by
Creates cohesive cultures where information completely reimagining team interactions. Instead
of focusing solely on delivery metrics, they
implemented regular one-on-ones focused on
career aspirations, created recognition programs
celebrating diverse contributions, and established
protected time for skill development. Within

six months, this Cultivator reduced turnover to

flows freely, eliminates organizational silos,
and aligns diverse stakeholders around
common goals

The Connector in Action

Aregional director at a healthcare system under 15% while simultaneously improving both

transformed a fragmented hospital network. productivity and team satisfaction scores.

Rather than just implementing systems,
they built relationships—spending time o o .

in each facility’s break rooms, facilitating
honest conversations between rival teams,
and personally mediating long-standing
conflicts. By sharing vulnerable stories from . .
their own career and actively listening to .
frontline concerns, they dissolved territorial
mindsets. This relationship-centered
leadership increased patient referrals by 28%
and improved satisfaction scores as former .
competitors began collaborating as one
cohesive healing community.
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3. The Visionary . '
[ ]
Standing above the clouds like mountain peaks with ¢ N o
[ ]
clear views of distant horizons, Visionary leaders provide ° ¢ ° e .
perspective, strategic direction, and inspiration, helping ¢ ° . °
organizations navigate through uncertainty. ° ° ¢
L]
° [ ] [ ]
® °
Core Strength o« . o« °
4. The Coach

Setting direction and inspiring others

through uncertainty Similar to how waterfalls energize and transform their

surroundings, Coach leaders empower others through
development and motivation, creating dynamic
environments where talents flourish.

Key Impact

Accelerates organizational transformation by
creating clear direction where others see only

confusion or threat
Core Strength

The Visionary in Action Developing and activating hidden w
When market disruption threatened a product potential in others

division’s relevance, their new leader took action

where predecessors had merely defended Key Impact

existing offerings. Rather than incrementally Builds organizational capability by accelerating

improving current products’ th|s Visionary the gI’OWth Of talent at a” |eVe|S, Creating a N

completely reframed the division’s purpose multiplier effect on performance . .

around emerging customer needs, creating a

three-year roadmap that energized the team The Coach in Action . .

around specific breakthrough opportunities. Instead of simply replacing underperforming .

Where competitors retreated to cost-cutting, managers with external hires, an organization ° .

this leader’s ability to articulate a compelling implemented a coaching culture led by aCoach-

future enabled the company to launch two archetype executive. This leader established

category-defining products within 18 months, formal mentoring structures, taught feedback

capturing significant market share. skills to senior management, and created

. o advancement pathways previously unavailable.
¢ ° Where technical experts had been promoted
o . without people skills, this Coach’s development
° L]
o . approach increased internal promotion success
. rates by 65%, saved millions in recruitment
o ‘ o costs, and significantly outperformed
o R o externally-hired leaders in their first year.
°
° [ ]
° ° [ ] °
° ° L] [ ] o
L]
° Y L]
° L]
L] ° L] [ ] L]
[ ] [ ]
o ° ° °
R [ ] [ ) °
[ ] [ ]
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5. The Innovator .
[ ]
Like lightning that illuminates new pathways and sparks ¢ . ° N .
transformation, Innovator leaders generate creative ° ° ¢ e .
solutions, challenge established thinking, and catalyze ¢ ° . °
breakthrough changes. ° ° ¢
L]
° [ ] [ ]
® °
Core Strength i o« . o« °
6. The Driver

Generating ideas and solving
complex problems through With the focused energy and momentum of fire, Driver
leaders propel execution, maintain accountability, and

provide the directed force needed to turn vision into reality.

\

non-conventional approaches

Key Impact

Creates competitive advantage by identifying

opportunities others miss and developing

solutions to seemingly intractable challenges Core Strength
Execution and ensuring
accountability for results

The Visionary in Action

When traditional efficiency approaches failed to Key Impact
solve manufacturing waste issues, an Innovator
leader took a radically different approach.
Instead of mandating compliance with existing
procedures, they created a “Productive

Failure Program” where teams deliberately

Delivers predictable results by establishing clear
expectations and performance management
systems that turn strategies into action

tested process modifications outside normal The Driver in Action

parameters. They established weekly cross- A critical product launch project had missed

department innovation labs where production three consecutive deadlines under a leader o
workers partnered with engineers to question who prioritized consensus and team harmony. ° ‘
longstanding assumptions. While previous When replaced with a Driver-type leader,

managers abandoned initiatives after initial the initiative was transformed through clear . °

failures, this Innovator continued supporting
promising experiments and generated
substantial annual savings.
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accountability systems, disciplined prioritization o

of key deliverables, and direct management

of performance issues that had been avoided.
Where previous leadership allowed deadline
slippage to avoid difficult conversations, this
Driver’s clarity and decisiveness enabled on-time
delivery within budget constraints, preventing
millions in delayed market entry costs.




Chapter 4

The Context
Revolution:
Right Leader,
Right Challenge,
Right Time

Have you ever seen a highly success-
ful leader fail when placed in a different
business context?

This common phenomenon isn’'t about the leader’s
capabilities—it’s about contextual fit.

The LAM framework’s true power lies not in labeling
leaders, but in understanding which archetypes thrive in
which business contexts. Our research identifies

four critical business contexts that demand different
leadership approaches:
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Context Matters: A Leadership Pairing Chart

Business Context Optimal Archetypes Challenge Examples

o o
_ - Market collapse
Turnaround/Crisis Drivers Visionaries Financial distress
H/ Major PR crisis
/3
Innovators
Connectors  Cultivat Maintaining culture during stabilit
Consistent Growth wHvaters .g - .g Y
] Optimizing operations
s
o
Coaches
é
‘ New market entry
Scaling Rapidly Drivers Visionaries Post-funding expansion
o] Merger integration
s
A 4
Coaches
J ‘
Innovators  Visionaries New product creation
Disruptive Innovation Digital transformation
g Fundamental business model shifts
Connectors
N J
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as Turnaround/Crisis Management

Core Strengths

Stabilizing performance, making tough decisions,
creating immediate change

Optimal Archetypes

Drivers, Visionaries, Innovators

6 o/

Risk of Mismatch

Connectors may struggle with making unpopular
decisions; Cultivators might focus too much on process
when immediate action is required

Scenario

Consider aregional bank facing a liquidity crisis
threatening its survival. Such a situation would

need immediate, decisive action. By identifying a
strong Driver archetype and placing themin charge
of the turnaround, the organization might achieve
profitability within months—something a Connector-
style leader might struggle with despite deeper
industry experience.

« Consistent Growth Maintenance

Core Strengths

Building sustainable culture, developing talent,
optimizing operations

Optimal Archetypes

Connectors, Cultivators, Coaches

: 2@ "N
% - A
: - @
Risk of Mismatch

Visionaries might become restless; Drivers may create
unnecessary pressure
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..f Scaling Rapid Growth

Core Strengths

Managing expansion, maintaining quality, balancing
speed with structure

Optimal Archetypes

Visionaries, Drivers, Coaches

y
™
" Y]
A 4
Risk of Mismatch

Cultivators might struggle with pace; Connectors could
be overwhelmed by rapid relationship building




{r Disruptive Innovation

Core Strengths

Pioneering new possibilities, reimagining established
frameworks, and fostering creative exploration

Optimal Archetypes

Innovators, Visionaries, Drivers

A R

Risk of Mismatch:

Drivers may push for premature standardization before
ideas are fully explored; Cultivators might prioritize
harmony over necessary disruption to the status quo

Example

Alegacy media company needed to completely reinvent
its business model in the face of digital transformation.
While leadership initially assigned a highly effective
Driver who had successfully led previous optimization
initiatives, progress stalled as the team needed space
for experimentation and creative thinking. When

they replaced this leader with an Innovator-Visionary
partnership, the organization flourished—creating

an entirely new content ecosystem that attracted

a different audience demographic. The Innovator
encouraged unconventional thinking and rapid
prototyping, while the Visionary articulated how these
experimental approaches connected to the company’s
future. Adding a Connector to the leadership team
ensured these radical ideas gained traction across the
organization, creating bridges between traditional

and digital teams that might otherwise have resisted
the transformation.
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Chapter 5

Strategic
Applications:
Transforming
Leadership Talent
Management

Organizations utilizing the enhanced
LD12™ with LAM gain a significant
competitive advantage through:

1. Strategic Role Alignment

Identify which leaders are best positioned for specific
business initiatives based on their unique archetype
strengths and contextual fit. Instead of forcing all leaders
into one rigid leadership model, this approach recognizes and
leverages their diverse strengths. This allows organizations
to deploy the right leadership styles for different challenges,
creating more effective teams and outcomes.

For example, a financial services firm could use LD12™
archetype data to restructure their regional leadership,
placing leaders in roles that match their archetype strengths.
Within 12 months, previously underperforming regions
should show significant improvement in key performance
indicators.

2. Precision Development

Move beyond generic leadership programs to archetype-
specific development that prepares leaders for the exact
challenges they face. Accelerate development with targeted
interventions that leverage natural strengths.
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3. Balanced Leadership Teams

Build leadership teams with complementary archetypes to
ensure adaptability across changing business conditions.
Create resilience through diversity of leadership
approaches.

Team Scenario: When faced with a major digital
transformation initiative, an organization could use

LD12™ data to intentionally build a leadership team with
complementary archetypes: an Innovator to drive creative
solutions, a Visionary to maintain strategic direction, a

Driver to ensure execution, and a Connector to manage
stakeholder buy-in. The result could be one of the smoothest
technology transitions in the company’s history.

4. Future-Focused Succession

Identify tomorrow’s leaders based not just on performance,
but on archetypal fit with anticipated business

challenges. Build succession pipelines aligned with your
strateqic direction.




Chapter 5

The Leadership
Advantage

Are You Ready to Transform Your
Leadership Strategy?

Ask yourself these questions:

@ Do you know which leadership archetypes dominate
your executive team?

© Can you predict which leaders will succeed in your next
major business initiative?

© s your leadership development truly preparing leaders
for their specific challenges?

@ Does your succession planning account for the changing
contexts your business will face?

If you’re not confident in any of these answers, then your
organization may have a significant strategic blind spot.

In a business environment where adaptation is the only
sustainable competitive advantage, organizations need
more than generic leadership development—they need

a strategic leadership compass. The enhanced LD12™
assessment with the Leadership Archetype Model provides
precisely that guidance.
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. Next Steps: Your Leadership
.. : Transformation Journey
The enhanced LD12™ with LAM isn't just another
The Bottom LineIm pa ct leadership assessment—it's a strategic talent
management system that ensures you have the
Organizations that understand and strategically deploy their right leaders, in the right roles, at the right time.

leadership archetypes gain:
Here’s how organizations might begin their

- Greater agility in responding to market shifts LAM journey:

- Higher success rates for strategic initiatives

- Improved leader engagement and retention

« More effective succession planning

- Stronger talent brand as a leadership destination

Discovery & Assessment

Identify the archetype composition of your current
leadership team

Potential Benefits Context Analysis

Organizations using contextual leadership approaches like Map your business challenges to optimal
LAM could potentially see: leadership archetypes

- Higher success rates on strategic initiatives Strategic Alignment

- Improved leader retention Develop plans for optimal deployment of

- Faster time-to-productivity for leaders in new roles leadership talent
- Higher employee engagement scores

Targeted Development

Implement archetype-specific development for
key leaders

Ongoing Optimization

Continuously refine your leadership ecosystem
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About AlIR Analytics

AlIR Analytics provides scientifically
validated leadership assessment and
development solutions that transform
how organizations identify, develop,
and deploy leadership talent.

Our proprietary Leadership Framework encompasses 3
domains, 12 dimensions, and 45 specific skills, providing the
foundation for our comprehensive suite of assessment tools
and development programs. The enhanced LD12™ assessment
with the Leadership Archetype Model (LAM) represents our
latest innovation in the science of leadership effectiveness.

Potential organizational outcomes:

+ Reduced executive derailment

- Improved decision-making around talent placement

« More successful strategic initiatives

« Stronger internal leadership pipelines

- Enhanced ability to navigate complex business challenges

For more information on how the enhanced LD12™ with LAM can
transform your organization’s leadership capabilities, contact AlIR
Analytics today at contact@aiiranalytics.com or visit www.aiiranalytics.
com/Id12-lam
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You're one step closer to
understanding your leadership skills.
This Leadership Overview Report provides a focused
understanding of your leadership skills across the three domains
of leadership: Leading Self, Leading Others, and Leading the
Organization. The insights in this report, including your distinctive
strengths as a leader and your areas of opportunity, can help you
further unlock higher levels of leadership effectiveness.
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LD12™ Leadership
Overview Report

Participant. Mary Simmons
Date: 8/22/2023
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