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Charisma isn’t character.  
 
But it is a much-sought-after trait in leaders, especially 
in a high-tech, “we need it yesterday” business world. 
  
In fact, charisma is so important in today’s business 
world that an instrument the size of a corporate ID 
badge suspended on a cord that is worn around one’s 
neck all day long at work actually measures one’s 
charisma.  It’s called a “Sociometer,” developed at MIT, 
and it accurately measures the degrees of charisma 
that leaders and potential leaders are perceived to 
possess by the various audiences they meet with and 
present to every day.   
 
In 2012 – an election year – candidates for the position 
of Leader of the Free World are secretly seeking 
training in how to exude the charisma necessary to 
propel them to the White House.  Why?  Because 
human behavior response studies show that charisma 
actually supersedes other highly-desirable leadership 
qualities that are crucial to success, such as 
experience, accomplishments, and yes, even 
character, when it comes to persuading staff people 
and volunteers to work on your behalf and inspiring 
passion in others to follow your lead and support your 
ideas.  Charisma is the Number One trait that leads 
hopeful candidates to their ultimate goal:  Electability. 
 
Charisma in today’s business world has been defined 
as just the right balance between Strength, Warmth, 
and Humor.  Staff people know charisma when they 
see it, and they are inspired and stirred to action by it.  
Steve Jobs had it.  George Clooney has it.  Ronald 
Reagan had it, as does former President Bill Clinton.  
When a leader lacks charisma, it can, and often does, 
cost him the trust and support of his followers.  And 
during a crisis situation, it can even cost a leader his 
job, as it did recently in the Northeast for the President 
of a utility company, in the wake of the October 
Nor’easter that placed nearly 1 million Connecticut 
residents in the dark for over a week.  The executive’s 
on-air media appearances portrayed him to be stiff, ill-
informed, and seemingly non-caring about the plight of 
his customers who were left without power and heat for 
days.   
   

 
 
In a time of crisis, he lacked the passion and empathy 
that would connect him with his customers.  The result 
was massive outrage, and a perceived lack of 
leadership at the top.   If the executive had charisma, he 
may still have his high-profile position today. Instead, he 
resigned under intense pressure from both the media 
and the people his company serves.   
 
Charisma has become so important in today’s visual, 
high-tech world of work that major corporations are 
seeking training for their leaders and potential leaders in 
developing it.  But, can charisma actually be taught?  
Or, is it an innate ability that cannot be imparted to the 
masses?   
 
Just as effective public speaking can be taught – 
Toastmaster’s is an international organization that 
“teaches” people how to overcome their fear of public 
speaking, and present effectively  – it is widely believed 
that charisma can indeed be taught:  to a point.  
Introverts cannot be taught to become extroverts:  
however, body language, vocal tonality, eye contact, 
appropriate hand gestures – all these are important 
elements in developing and delivering messages in 
charismatic fashion.   
 
Learning Dynamics is making this increasingly 
important leadership attribute an important part of our 
communications programs.  Because, although 
charisma isn’t character, it is an important element in 
inspiring others to follow your lead.  And inspiring 
passion in a person, a project or an important initiative 
is the key to realizing and maintaining success.   
 

Have you heard about our new division, Faith 
Dynamics? At Faith Dynamics, we understand that 

Church Leadership is a demanding business.  Our highly-
trained consultants offer an average of 15 years of 
experience in implementing successful faith-based 

initiatives in congregations country-wide.  

To learn more, visit 
http://www.learningdynamics.com/training-faith-

dynamics.htm
or call 203-265-7499 ext. 208.  
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“Inoculation Theory” Generally 
Doesn’t Work 

 

It is not uncommon for new clients who approach 
us at Learning Dynamics to verbalize a belief that 
training works somewhat the same as medical 
inoculation. We call the situation “Inoculation 
Theory.”  Here’s how it is defined: 
 
Leaders within an organization believe that training 
should be like preventive medicine.  Get all your 
shots before you get sick and you won’t get sick. 
Send people to training that might (or might not) 
have generic applicability within their job functions 
and by doing so prevent any future performance 
problems from happening.  Train everyone on a 
set of generic knowledge that will inform the 
participants of the right behavior to use whenever 
the situation warrants it.  
 
By extension, this theory also means that once a 
person has had their “shot” of that knowledge, 
they’ll never need it again, or at least not for 
several years. Once you have been given the 
knowledge (serum to prevent mistakes) you’ll 
always have it and it will protect both you and your 
employer.  
 
One of our consultants was previously the Director 
of Training and Development for an entire division 
of a large Fortune 500 company. His position was 
a new one, reporting directly to the CEO of the 
division. Every Tuesday the CEO had a senior 
staff meeting with updates, reporting and 
occasionally public criticism. The new Training 
Director was warned by his peers to keep a low  
 

 
 
profile during those meetings to avoid the 
sometime difficult critical scrutiny that sooner or 
later everyone present will have experienced.  
They were generally high stress meetings.  
 
As the new director sat in his very first meeting, 
the CEO announced that a whole new set of 
performance guidelines had been sent out to all 
300 sales reps. Those guidelines included 
significant changes in the way performance would 
be tracked and how subsequent rewards would be 
delivered. The sales reps were instructed to read 
the 200-page booklet and alter their performance 
accordingly. The CEO concluded this 
announcement with the statement, “All they really 
need is information transfer. The right information 
will dictate the right behavior.” 
 
The new Training Director was in a very difficult 
position. Finally, after weighing the risk versus the 
potential to prevent massive noncompliance, he 
raised his hand and said, “Since we now have a 
person on board who is supposed to be 
knowledgeable about information transfer and its 
resulting behavior, I think you’d be surprised to see 
that the research says that knowledge transfer 
alone won’t work to dictate behavior. Without 
specific training on the application of the new 
information, the risk for ineffective behavior is too 
high. There is simply too much at stake. “ 
 
 
     (OVER) 

 
 

(OVER)
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Recently, Learning Dynamics was asked to help 
a client prepare a supervisor for the next level of 
management. Overall, the supervisor had a good 
solid record of performance and a well-developed 
reputation for getting the job done no matter what 
it was. She was considered a reliable performer, 
and senior management felt that she was ready for 
the next rung on the hierarchical ladder.

In the evaluation discussion of this supervisor, one
or two aspects of her performance were identified 
that would not serve her well at the next level. 
They decided to employ a 360-degree assessment 
which included her supervisor, her peers, her 
direct reports and herself. The results of the 
360-assessment validated the concerns that 
senior leadership had identified prior to the 
assessment. 

So, the client contacted Learning Dynamics to 
provide “training” to this individual to strengthen 
the worry spots in her current performance. They 
felt she needed to address these areas before she 
would be considered for promotion.

Through discussion with the client’s senior team 
and through the results of the supervisor’s 360-
assessment, especially her self-evaluation, 
Learning Dynamics determined that she needed 
coaching, not training. 

Let’s take a look at each of these approaches to 
see how and why Learning Dynamics arrived at 
the conclusion that coaching would serve the 
supervisor better than training. It was acknowledged 
that there might be some training embedded within 
the coaching content, but the primary need was 
better served with coaching as the best 
approach.

What’s Training for Anyway?

Generally, training is used to add new information, 
introduce new behavior, new procedures, or to 
adhere to a change in the overall game plan. It is 
designed to fill a void, prepare the trainee for 
compliance, and strengthen performance. 

Typically, the training sessions consist of 
transferring a set of objectives from the trainer to 
the trainee. The content does not belong to the 
trainee as much as it does to the trainer. When the 
training is successful, a transfer has taken place 
and the training content now resides within the 
trainee. Most commonly, the trainee has little to 
say about the lessons he/she is expected to 
absorb. While the rationale for why the new 
information is needed may be presented in the 
training sessions, generally that rationale is not 
negotiable by the trainee. 

Not long ago, during training on managing change 
delivered to a bank’s supervisors, one of the 
participants was very distressed at having to at-
tend the training. His message was delivered loud 
and clear: “Why are we doing this training? Is 
the bank being purchased? Are we merging with 
another bank? Have we been cited for banking 
violations?“

We explained to this young man that the training 
was not specifically targeting imminent changes 
for the bank, but dealt with the rapid changes in 
banking itself, like universal banking or remote 
digital banking. It was clear that this explanation 
did not satisfy the attendee and, in fact, he never 
returned after the mid-morning break. 
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Until this man could see the actual void the training 
was to fill, he felt like he could not participate. After 
the fact, the bank’s training people realized that 
the rationale for offering the change management 
training had not been adequately communicated, at 
least to that one individual. 

So when do we coach and when do we train?

Coaching is very different from training. In the 
example of the female supervisor being “groomed” 
for the next level, what was needed was one-on-one 
coaching. While training is accepting the addition 
of information that was previously external to the 
participant, coaching focuses on that which is 
internal within the coachee. In the case cited, the 
supervisor’s self-assessment was consistent with 
that of her other respondents. She was fully aware 
of her need to develop in the same areas that 
others saw. She didn’t need new information. She 
needed an introspective exploration of her own 
performance to identify ways to strengthen those 
areas needing development.

Working with her coach, her first task was to 
identify a set of objectives for her own development. 
While her coach might make a suggestion or two, 
she remained the architect of her own development. 

Once her objectives were set her coach asked her 
“OK, how are you going to go about this?” This is 
clearly a very different approach than traditional 
training. As the coachee begins to identify a plan 
for development, her coach might, in fact, offer her 
training on techniques she did not know yet. But 
the goal is the completion of her game plan and 
the achievement of her own objectives, with 
training provided only as a means to that end. 

Our success in the realm of coaching is very well 
established and continues to be an important part 
of our contribution to the success of our clients. 
The combination of effective training with focused 
one-on-one coaching has been a winning strategy. 
Typically, the results surpass the expectations of 
the participants and their leaders.
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