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Dear zentor Bootcampers, 
Welcome to your leadership training! I very much look forward to working with you on the 
most important aspect in essentially any business: How to lead others – not only for the 
benefit of the company, but also for the overall mental and physical wellbeing of your 
employees and yourself (thus contributing to a positive society – at least that's my belief).

Since leadership is such a broad topic, it's impossible to cover ALL practical aspects of good 
leadership. We focus on training a 'mindset', which allows you to refine your own practices. 
Leadership is situational and individually different, hence we'll show you approaches how to 
develop and continuously hone your individual leadership style – not a one-size-fits-all.

To achieve this and ensure you can make the most of this training, I would like to ask you to 
prepare a few things in advance, which we outline in this document. An unusual task might 
seem the online course called 'Finding Purpose'. Given a core element of good leadership is to 
know your self, your strengths and purpose, your WHY, I encourage you to  check out the 
online course. I look forward to seeing you in the training!

Your Dr. Valentin Schellhaas
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zentor's Purpose-Driven Leadership Training combines live/virtual and self-paced 
learning modules for effective learning and transfer into everyday practice

Prep session
today (1h)

Bootcamp Day 1
Thu, 20.06.24 (full day)

Bootcamp Day 2
Fri, 21.06.24 (full day)

Intro and 
preparation 

for Bootcamp 
Prep work, 

context, 
buddy 

matching

Effective, authentic leadership
Purpose-Driven Leadership 
mindset and self-reflection

Transfer to everyday leadership
From mindset to practice, 
solutions, tools, exercises

• Assessment: zentor Leadership Profile
• Online course to reflect individual purpose

(basis for authentic leadership development)

Diagnostic 
& Self-

development

• Hands-on solutions for user-specific challenges
• Buddy system, check-ins and follow-up

Practical 
support and 

transfer

Follow-up
2 months later (2h)

Integration
Experiment 

reviews, peer 
group support

virtual zentor
6 months access

AI Leadership 
Coach
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Current leadership challenges

Current challenges

Brainstorm and discuss with your buddy. What are current challenges and critical situations for me as a team leader? 
As a second step (during the training) follow-up with: Which 'experiments' can I try aiming to improve or solve them?

We'll cover this during the training - no prep work needed

Solution experiments 

Our hints: Are there colleagues you always seem to struggle with? Why? Which past/upcoming situations do you not quite 
feel ready to 'lead'? What keeps you awake at night (related to your work and role)? Be as specific as possible…

TEMPLATEA

Ideas Insight
s
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Your 'buddy' is a partner along your journey of learning 
how to become an even better leader

• Change is hard, but get’s easier with 
a buddy

• You’ll receive specific buddy tasks 
throughout the training

• Meet with your buddy to share ideas 
(we recommend every 2 weeks)

The 'buddy' process Buddy matching

Think of if as your gym partner (See training for matched buddies)
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Preparation for your Purpose Driven Leadership Training

Current Leadership 
Challenges

Collect ideas & discuss with 
your 'buddy'

• What are current 
challenges in leadership? 

• What are difficult 
situations for me?

A

30 min

Assessment of 
Your Leadership 

zentor 
Leadership Profile

• Self-Evaluation
• Team Evaluation

B

15 min 15 min 
+ ca. 1h online course

Defining Moments
+ Online Course

Reflect and bring defining 
moments of your past

C

+ Online Course "Finding 
Purpose" (Self-Competence)
• Definitions

• Moments of Joy and Happiness

• Understanding Purpose

• Life line & defining moments

à login credentials via email (after this meeting)
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Prep work A: Brainstorm and discuss current leadership challenges

• What are current challenges for 
me as a leader?

• What are 'critical' leadership 
situations?

30 MIN

Brainstorm (individually)
1

Share & discuss with your buddy
2

A

à See template in backup
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Current leadership challenges

Current challenges

Brainstorm and discuss with your buddy. What are current challenges and critical situations for me as a team leader? 
As a second step (during the training) follow-up with: Which 'experiments' can I try aiming to improve or solve them?

We'll cover this during the training - no prep work needed

Solution experiments 

Our hints: Are there colleagues you always seem to struggle with? Why? Which past/upcoming situations do you not quite 
feel ready to 'lead'? What keeps you awake at night (related to your work and role)? Be as specific as possible…

TEMPLATEA
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Prep work B: Assessment of your current leadership

• Log in to academy.zentor.de

• Open group '… Leadership Program'

• Click on 'zentor Leadership Profile 
Evaluation'

• Follow instructions
(make sure "manager / leader" is 
selected as your role for the survey)

15 MIN

Do a self-assessment
1

Ask your team for their perspective
2

B

à login credentials via email (after this meeting)

• Send survey link to your team (see 
instructions)

• Wait for them to complete the survey 

• You need replies from at least 3 team 
members to view their perspective

https://academy.zentor.de/en/
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The zentor Leadership Profile provides data-driven insights on leadership 
competencies, development opportunities and team culture

zentor Leadership Profile
• 34-item assessment on five core leadership 

dimensions

• Evaluation of self image and impact on team*

• Allows to assess development over time

• Within-company comparison provides 
additional development insights

• Optional: Team and culture assessment

…
NEW TOOL

log in to academy.zentor.de 
Courses > Assigned Groups > … Leadership Program 

> zentor Leadership Profile Evaluation

Dimension: Effective Collaboration
Effective collaboration succeeds through sensible work organization and clear work processes. This includes a clear structure,

metrics to manage the day-to-day business, effective coordination, access to relevant information and efficient decision-making.

Your assessment of 2.6 is below the mid-point of “undecided” and above the assessment 2.9 of your team a constitutes of the
following sub-dimensions:

Work Organization (Structure, Metrics): Your assessment = 2.0  (Team assessment = 3.3)
Processes (Alignment, Information, Decisions): Your assessment = 3.0  (Team assessment = 2.7)

Dimension: Individual Motivation
Motivation comes from being able to use our strengths and having the freedom to develop them. This requires the recognition and

development of individual strengths and development potential in an interesting job. We also need room to make our own decisions,
recognition for our achievements and the opportunity to learn.

Your assessment of 3.1 is above the mid-point of “undecided” and approx. equal to the assessment 3.4 or your team and
constitutes of the following sub-dimensions:

Individual Growth (Individual Consideration, Development, Strength Orientation): Your assessment = 2.7  (Team
assessment = 3.4)
Motivation (Autonomy, Energy, Appreciation, Learning): Your assessment = 3.5  (Team assessment = 3.3)

Dimension: Direction and Purpose
Good direction setting is the foundation of effective and purposeful work and typically includes a long-term plan (or strategy),
specific objectives, resources, and a healthy amount of flexibility in doing so. Purpose describes the individual’s recognition of

deeper meaning in the work (or objectives), having a positive impact, and making a contribution that goes beyond financial results.

Your assessment of 3.3 is above the mid-point of “undecided” and approx. equal to the assessment 3.2 of your team and
constitutes of the following sub-dimensions:

Direction (Strategy, Objectives, Resources, Flexibility): Your assessment = 3.0  (Team assessment = 3.1)
Purpose (Meaning, Impact, Contribution): Your assessment = 3.7  (Team assessment = 3.4)

Dimension: Self-Competence
In this context, self-competence describes the individual’s willingness and ability to assess the demands and constraints of one’s
work (and, where appropriate, one’s personal life), to cope with most of them in everyday life, and to develop one’s own talents and

personality. It involves self-reflection and self-regulation and control, a willingness to learn and the ability to remain authentic.

Your assessment of 3.0 is exactly on the mid-point of “undecided” and approx. equal to the assessment 0 of your team* and
constitutes of the following sub-dimensions:

Self-Regulation (Effectiveness, Self-Reflection, Growth Mindset, Emotional Self-Regulation, Mental Health): Your
assessment = 2.8  (Team assessment = 3)

(1 = strongly disagree, 2 = rather disagree, 3 = undecided, 4 = rather agree, 5 = strongly agree)

Overall Impression

Across all dimensions, your Leadership Score averages at 3.03 (Self-
Assessment) and 3.04 (Team Assessment).

 

Comparing your Team and Self-Assessment

In the dimension Psychological
Safety, your team assesses on average
a -9.2% lower value than you do (2.7 vs.

3.1)

In the dimension Effective
Collaboration, your team assesses on

average a 6.6% higher value than you do
(2.9 vs. 2.6)

In the dimension Individual Motivation.
your team assesses on average (3.4) a

similar value as you do (3.1)

In the dimension Direction and Purpose, your team assesses
on average (3.2) a similar value as you do (3.3)

In the dimension Self-Competence, your team assesses on
average (3) a similar value as you do (3)

 

If your self-assessment differs from your team assessment, this can provide additional ideas for the development of your leadership
style: If your assessment is below that of your team, your team may already be ‘further ahead’ than you think – in the opposite case,

you may not yet be fully ‘reaching’ or impacting your team the way you would like (note also the following analysis of the sub-
dimensions).

Dimension: Psychological Safety
Psychological safety describes the feeling of being allowed to show yourself as ‘human’ in front of each other (supervisor and team
members) and still being respected. Relying on others, being able to open up, showing vulnerability, trusting others and feeling safe

– being allowed to address problems and make mistakes without fear of consequences.

Your assessment of 3.1 is above the mid-point of “undecided” and below the assessment 2.7 or your team and constitutes of the
following sub-dimensions:

Community (Respect, Dependability, Support, Inclusion): Your assessment = 2.8  (Team assessment = 2.5)
Mutual Trust (Openness, Trust, Vulnerability, Conflict resolution): Your assessment = 3.5  (Team assessment = 2.8)

Your Leadership Profile

Individual Layer (Supervisor)
Assessment 1 as of 2023-09-15

 

Your Self-Assessment
ID = 467 ()

 

To see your individual answers please click here: Your answers:

Impact on Your Team (n=3)
Strategy – Valentin Schellhaas

Psychological Safety (n=3) Ø: 2.7  Min: 1  Max: 3.5 
Effective Collaboration (n=3) Ø: 2.9  Min: 1  Max: 5 

Individual Motivation(n=3) Ø: 3.4  Min: 1  Max: 5 
Direction and Purpose (n=3) Ø: 3.2  Min: 1  Max: 5 

Self-Competence (n=3) Ø: 3  Min: 1.6  Max: 4.4

Reading your Results
Above your can see the results of your Leadership Profile in charts. If at least 3 members of your team have submitted answers, you
can compare your Self-Assessment (left hand side) with your Team Assessment (right hand side), which depicts the impact of your

leadership on your team.

A few notes on how to interpret:

Leadership means life-long learning, thus is only is a snapshot in time of the current situation
It is completely normal that some dimensions are stronger than others, nobody can be perfect across everything
In general, a value of 3 or lower indicates a development opportunity

Leadership Profile (Self-Assessment)

1 2 3 4 5

Psycholog.
Security
Effective

Collab.
Individual

Motivation
Direction
Purpose

Self-Compet.

Leadership Profile (Team Assessment)

1 2 3 4 5

Psycholog.
Security
Effective

Collab.
Individual

Motivation
Direction
Purpose

Self-Compet.

My zentor zentor Home DE EN

https://academy.zentor.de/en/
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Prep work C: Note down defining moments of your life

Context Task

• We usually experience several 
moments in our life that leave a 
lasting impression on who we are

• These defining moments allow us to 
get a glimpse of a „deeper“ self in the 
form of emotions, behavior, etc.

• Re-occurring patterns across 
moments hint at elements of our 
identity, e.g., values, strengths, etc.

• Remember the most defining 
experiences in your life

• Find specific moments (positive and/ 
or negative), which had a lasting 
impact on you

• Note these moments down as bullet 
points for the training 

C

15 MIN

à See online course: Life line and defining moments à See examples on next page & template in backup
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Prep work C: Defining moments – examples
+

-

1. job offer

Southeast Asia trip

Accepted for  
university away
from home

School band dissolved

Start exchange year

Sabbatical & Promotion

Project in city x

Transfer USA

Daughter 
born

Return from USA & 
mother-in-law passes away

Crisis about
professional goals

Startup
incorporation

Wedding

po
si

tiv
e 

ex
pe

rie
nc

es
ne

ga
tiv

e 
ex

pe
rie

nc
es

What were the defining positive & negative moments in your life? 
Which experiences left a lasting impression?

Time

C
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Introduction
• Welcome
• Introduction & course structure
• Goal setting
• Visualize your journey

Definitions
• Definitions of happiness and a 

fulfilling life
• Status check and what‘s missing
• Experience and collect moments 

of happiness

Strategies for the pursuit of 
happiness
• Strategies for a fulfilling live
• Happiness balance
• The role of your gut feeling and  

how to train it

Moments of joy and happiness
• Approaches to happiness and 

fulfillment
• Key sources of happiness

Bonus: ZPS, hurdles, model for a 
fulfilling life
• The zentor Purpose Score (ZPS)
• Common obstacles in your 

pursuit of happiness
• A model for a fulfilling life

Understanding purpose
• Understand and find purpose

Life-line and defining moments
• Defining moments in our life

(Life-line technique)
• Reflecting on defining moments

Strengths, values and impact
• Recognize your strengths, values 

and impact
• Further techniques to assess 

your signature strengths

Purpose Statement
• Develop a Purpose Statement
• Feel your Purpose Statement

Congratulations and wrap-up
• Integrating your key insights
• Visualize turning ideas into reality

The pursuit of happiness Strategies for a 
fulfilling life

Understanding and 
developing purpose

Your Purpose 
Statement

= Key chapters for Purpose-Driven Leadership Training

Prep work C: Complete at least 4 key chapters of online course „Finding Purpose“
C

1h
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Current leadership challenges

Current challenges

Brainstorm and discuss with your buddy. What are current challenges and critical situations for me as a team leader? 
As a second step (during the training) follow-up with: Which 'experiments' can I try aiming to improve or solve them?

We'll cover this during the training - no prep work needed

Solution experiments 

Our hints: Are there colleagues you always seem to struggle with? Why? Which past/upcoming situations do you not quite 
feel ready to 'lead'? What keeps you awake at night (related to your work and role)? Be as specific as possible…
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Defining moments

+

-

po
si

tiv
e 

ex
pe
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nc
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tiv

e 
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es

What were the defining positive & negative moments in your life? 
Which experiences left a lasting impression?

Time

• Focus on defining moments: Insight, change, pride, euphoria, sadness, shock...
• The more specific the better (when, what, how, who, which takeaway, which feeling ...?)
• List doesn’t have to complete (but suggest top/bottom 3 defining moments)

Hints


