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Purpose-Driven Leadership: Effective leadership in times of exponential 
complexity – finding your authentic, meaningful, and sustainable leadership style

• Hybrid training program with proven approach using the 
participants specific leadership challenges

• Diagnostic, supporting online course, AI Leadership Coach

• Individually tailored topics, emphasizing insights transfer

• Essential concepts of modern and healthy leadership, 
teamwork and corporate culture

• Key insights from research on self-leadership and team 
motivation to develop purpose-driven leadership

• Proven techniques for developing a meaningful, 
purpose-driven, and authentic leadership style

• Practical approaches for the transfer to everyday life

“zentor helped foster our company culture in a 
difficult time and was a great addition to JSMD’s 
future leaders' development program.”

Dr. Fabian Stich, CEO JochenSchweizer / mydays

Effective approaches from research and practice Proven training format for transfer and life-long learning

How can leaders succeed with exponential developments in 
technology (e.g., AI, IOT), changing employee expectations (e.g., 

flexible work, purpose, motivation) in hybrid & diverse teams
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Top-down direction, structure, process

Company culture and Loyalty

Kick-off Bootcamp (full-day in-person training days)

Intro and 
prep for 

bootcamp 
Prep work, 

context, Buddy-
Matching

Training focus tailored to seniority and needs of participants

• Diagnostic: zentor Leadership Profile

• Online course: Finding individual purpose
Diagnostic & 
Development

• Buddy systems, check-ins and follow-up

• Solutions for user-specific challenges

Practical 
support & 
transfer

Follow-up

Integration
Leadership 

experiments, 
peer support 

system
Self Competence

Psychological Safety

Leader

Team

Productivity

Effective Collaboration

Individual Motivation

Direction
& Purpose

AI Coaching

Virtual zentor – 
personal 

leadership 
coach

Purpose-Driven Leader-
ship and core skills

Foster self-reflection 
and life-long learning

Engage team purpose 
and authenticity
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Leaders face exponentially growing challenges

• Unclear leadership principles, 
lacking best practices, inefficiencies

• Low sense of community, unclear 
company culture (who are we?)

• Mismatch generalist vs. specialist, 
technical vs. people leadership

Ineffective 
leadership

tools

• Role transitions, balancing self vs. 
role expectations

• Lacking a truly neutral feedback to 
leadership competencies

• Insecurity and risk aversion, low self 
competence

Role 
transition 

challenges

• Multiple exponential developments 
in technology (AI, IOT, etc.)

• Changing employee expectations 
(values, purpose, flexible work, etc.)

• Agile methods and need for 
continuous innovation

Exponen-
tial deve-
lopment & 

stress

• High pressure environments
• Limited support and/or leeway
• Team leads "stuck in the middle" 

with high burn-out risk
• Fear of failure hinders proper self-

development and experimentation

High ex-
pectations 
w/ limited 

support

High risk of leadership burn-out and team frustration (employee churn)

Self Leader
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zentor's Leadership Training fosters the development of authentic leadership 
styles and lifelong learning, leveraging proven practices and key research insights

• Evidence and research-
based modern 
leadership model

• Proven practices, tools, 
approaches, and useful 
templates

• Fostering a mindset for 
lifelong learning via 
experimentation

• Assessing individual 
challenges with 
concrete solutions

• Ensuring transfer with 
a buddy system and 
practical exercises

• Enabling self-help and 
support through 
Reflecting Teams

Practical and solution-
oriented

Modern 
leadership model

• Detailed diagnostics via 
zentor Leadership 
Profile (self and team 
image w/ benchmarks)

• Fostering self-
competence and self 
leadership through 
accompanying online 
course (for authentic 
leadership)

• GenAI based personal 
Leadership Coach as 
addition (or alternative) 
to costly 1:1 Coaching

• Specifically pre-trained 
with zentor's leadership 
model and approach 
(powered by ChatGPT)

AI leadership coach – 
virtual zentor

Fostering self-compe-
tence through insights

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

Self-Competence

Psychological Safety

Effective Collaboration

Indiv. Motivation

Direction
& Purpose

Leader Performance

Team

virtual zentor
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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
2 weeks before (1h)

Bootcamp (with up to ~14 participants)
2-day in-person trainings (with different focus based on leadership experience)

Intro and 
preparation 

for Bootcamp 
Prep work, 

context, 
buddy 

matching

Purpose-Driven Leader-
ship and core skills

Foster self-reflection 
and life-long learning

• 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

Training focus tailored to seniority and needs of participants
Engage team purpose 

and authenticity

Ideas Insight
s

Individual Purpose
(& Leadership Purpose)

Team Purpose

Com-
pany
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We recommend a leadership learning journey spanning 3 stages

Leadership talent Experienced managers Senior leadership

Develop a Purpose-Driven Leader-ship 
mindset and learn core skills

Foster self-reflection and life-long 
learning to hone leadership style

Ideas Insight
s

Engage team purpose and 
authenticity to inspire

Individual Purpose
(& Leadership Purpose)

Team Purpose

Com-
pany

• Develop a Purpose-Driven 
mindset towards leadership

• Learn the core skills how to 
lead and manage others

• Begin to reflect about your 
unique leadership style and 
signature strengths

0-3 years experience leading others 3-7 years leadership experience >7 years leadership experience

• Improve your self-reflection 
and self-leadership skills

• Become a more effective 
leader with team feedback

• Adopt life-long learning and 
leadership experiments to 
hone your leadership style

• Experience the power of a 
shared team purpose

• Connect individual, team and 
company layers to boost 
intrinsic motivation

• Rekindle your own purpose to 
become an authentic and 
inspiring leader
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Example Agenda for Leadership Bootcamp

Day 1 Agenda Day 2 Agenda

Introduction Agenda, expectations, current 
challenges in leadership

Transferring 
insights

Recap day 1, Solving current challenges 
and ideas for leadership 'experiments'

What is good 
leadership Own experience, goals, definition Introduction to 

communication Essential aspects of good communication 

How do I lead? Reflection and self-assessment Giving 
feedback

Exercise and best practices for managing 
feedback as a leader

Effective 
leadership model

Integrated model on leadership, 
the role of authenticity

Strengths & 
purpose

The role of my strengths, values and 
impact on my leadership

Leadership & AI New tools and technology for modern 
leadership

Leadership 
Development

Life-long learning, prototyping and 
experimenting

Day 1 wrap-up Key takeaways from day 1,
Buddy task for the evening Day 2 wrap-up Key takeaways and reflection
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Work Organization (Goal Setting, Structure, Clarity, Decisions): Your assessment = 4.0  (Team assessment = 2.4)

Dimension: Individual Motivators
Team members (or you) feel motivated because they receive individual support, have leeway to make their own decisions, and are

inspired and intellectually challenged by their tasks – without feeling overwhelmed in their roles or due to work-load stress (mental
health).

Your assessment of 3.3 is above the mid-point of “undecided” and below the assessment 2.9 of your team and constitutes of the
following sub-dimensions:

Individual Support (individual Consideration, Coaching): Your assessment = 3.5  (Team assessment = 3.3)
Motivation (Autonomy, Motivation, intellectual stimulation): Your assessment = 3.0  (Team assessment = 2.8)
Mental Health (Overwhelmed, Stress – each reverse coded): Your assessment = 3.5  (Team assessment = 2.7)

Note: The answers of your team indicate an increased risk for mental health.

Dimension: Purpose
Purpose describes the individual recognition of a deeper meaning in ones activities and the feeling of making a contribution and

having impact. It requires the recognition of one’s own strengths and values, and that one’s role fits well to these.

Your assessment of 2.8 is below the mid-point of “undecided” and approx. equal to the assessment 2.6 of your team and
constitutes of the following sub-dimensions:

Purpose (Meaning, Impact): Your assessment = 2.0  (Team assessment = 2.7)
Purpose-Fit (Fit, Self-Reflection): Your assessment = 3.5  (Team assessment = 2.4)

 

Team Layer

 

Assessment of the Team Spirit within Your Team
(Strategy – Valentin Schellhaas)

Assessment of the Team Spirit of All Other Teams in The
Organization

(zentor GmbH without Strategy – Valentin Schellhaas)

Not enough answers to compare your team assessment

Overall Impression

Across all dimensions, your Purpose-Driven Leadership Score averages at 3.41
(Self-Assessment) and 2.73 (Team Assessment).

 

Comparing your Team and Self-Assessment

In the dimension
Psychological Safety, your
team assesses on average
a -18.6% lower value than

you do (2.9 vs. 3.8)

In the dimension Effective
Team, your team assesses
on average a -23.4% lower
value than you do (2.6 vs.

3.8)

In the dimension Individual
Motivators, your team

assesses on average a -7.6%
lower value than you do (2.9

vs. 3.3)

In the dimension Purpose,
your team assesses on
average (2.6) a similar
value as you do (2.8)

 

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 showing yourself as ‘human’ in front of each (supervisor and team members) and
being respected. To feel safe, to open up, to trust one another, to show oneself vulnerable, and to be able to try out new things

without fear of consequences.

Your assessment of 3.8 is above the mid-point of “undecided” and below the assessment 2.9 or your team and constitutes of the
following sub-dimensions:

Mutual Trust (Humanity, Vulnerability, Values): Your assessment = 4.0  (Team assessment = 2.8)
Openness and risk taking: Your assessment = 3.5  (Team assessment = 3.1)

Dimension: Effective Team
An effective team is one in which everyone can rely on each other (supervisor and team members), supports each other, takes

responsibility and manages mistakes productively. Furthermore, the work is sensibly organized with clear goals, structures, access
to relevant information and efficient decisions.

Your assessment of 3.8 is above the mid-point of “undecided” and below the assessment 2.6 of your team a constitutes of the
following sub-dimensions:

Dependability (Support, Responsibility, Reliability, Error culture): Your assessment = 3.5  (team assessment = 2.8)

8

Our zentor Purpose-Driven Leadership Score provides data-driven insights on 
leadership competencies, development opportunities and team culture

Your Purpose-Driven Leadership Profile

Individual Layer (Supervisor)

 

Your Self-Assessment
ID = 101 (Valentin S.)

 

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

Impact on Your Team (n=5)
Strategy – Valentin Schellhaas

Psychological Safety (n=5) Ø: 2.9  Min: 2.5  Max: 3.8
Effective Team (n=5) Ø: 2.6  Min: 2.1  Max: 3.4

Individual Motivators (n=5) Ø: 2.9  Min: 2.1  Max: 3.1
Purpose (n=5) Ø: 2.6  Min: 2  Max: 3.5

Reading your Results
Above your can see the results of your Purpose-Driven 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, sometimes also called ‘External Image’.

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 genreal, a value of Generell 3 or lower indicates a development opportunity
(1 = strongly disagree, 2 = rather disagree, 3 = undecided, 4 = rather agree, 5 = strongly agree)

Leadership Profile (Self-Assessment)

1 2 3 4 5

Psycholog.
Sicherheit

Effektives Team

Individuelle
Motivatoren

Purpose

Leadership Profile (Team Assessment)

1 2 3 4 5

Psycholog.
Sicherheit

Effektives Team

Individuelle
Motivatoren

Purpose

My zentor zentor Home EN DE

Purpose-Driven Leadership Score

• 48-item assessment on core 
leadership dimensions

• Detailed evaluation of self image and 
team perspective

• Within-company benchmarks provide 
individual development opportunities 

• 3-layer assessment allows insights 
on team and company cultures

…
DIAGNOSTIC
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Introducing virtual zentor – your personal AI leadership coach

• Custom chatbot pre-trained by zentor
(based on openAI's ChatGPT 4)

• Leveraging key insights from our leadership training 
and our proprietary Purpose-Driven Leadership Model

• Fine-tuned based on our trainer and coach experience

6-months access included as part of your training (on academy.zentor.de)

Obviously, virtual zentor is not a real human being, has its limitations and may make mistakes (like all LLMs), 
so please take its advice with a grain of salt!

virtual zentor
AI COACH

https://chat.openai.com/g/g-nbIJa6Wa2-virtual-zentor
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Very positive feedback from participants

"… feels like we went on a journey and came full circle to 
clarify how to improve my leader-ship skills."

"… very practical and helpful, with a great mix of big-picture 
insights and in-depth focus."

"… very inspirational – lots of great insights!"

"… research insights were well integrated to help us 
put them to action."

"… I learned a lot, and it also was a great team-bonding 
experience."

"… great combination of theory and practice – with 
the online course as perfect start into the program!"

• Junior and experienced leaders aiming to hone their leadership style 
with a modern, evidence-based, and very practice-oriented approach

• Interest in developing self-competence based on scientific insights

Target 
audience

• NPS = 83
• Relevance 4.4 of 5.0

High satis-
faction
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About us: zentor delivers evidence-based trainings with a focus on leadership 
development, company culture, mental health, and innovation

Experienced founder team Well-founded approach in research Broad portfolio, hybrid formats

• Founders: PhD in psychology, certified 
coaches, systemic change managers
• Combined 60+ years work experience in 

coaching, HR, strategy, etc.
• From startups to large corporations
• ZPP certified courses & trainers

Dr. Valentin 
Schellhaas

Regina 
Maueröder

Stress Management

Online courses

Finding Purpose

Hybrid Trainings

• Bilingual in German and English

• Science-backed and evaluated
(academic cooperation)

• Evidence-based
(e.g., proprietary 
mental health scale)

• Platform agnostic, 
browser-based digital solutions with 
intuitive user interfaces

• Track record with renowned customers

In-person trainings, online course, hybrids 
formats, workshops, and keynotes about:
• Leadership: Purpose-Drive Leadership, 

teamwork, company culture
• Mental health: Stress/resilience training 

keynotes on happiness research
• Innovation: Creative techniques, Lean 

Startup, Customer Discovery
• HR Diagnostics: Development Center for 

leaders and talents

Digital and hybrid training for professional 
and personal development and HR 

diagnostics leveraging scientific insights 
and proven practical approaches for 

sustainable results.

Leadership Bootcamp

Live seminars

Despina 
Giannopoulou

Keynotes

Intro Mental Health


