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Grant Thornton Overview

• One of the world’s leading audit, tax and advisory firms
• Revenue in excess of $1.3 billion 
• Operates 58 offices across the United States
• Focuses on serving dynamic organizations that pursue growth holistically 

— whether through revenue improvement, leadership, mission fulfillment, 
or innovation. 

• Consistently recognized as an employer of choice
• “Best Places to Work” (Crain’s Chicago Business, 2013)
• “Best Accounting Firms to Work For” and “Accounting 50” (Vault.com, 

2011–14)
• “Best Companies” (Working Mother, 2006–14)



Grant Thornton’s 
Senior Manager Academy



SMA Purpose

Provide a clear path to partner while identifying and accelerating the 
growth of high-potential senior managers



SMA Goals

• Business Goals:
• A shift from “time in chair” and performance-based assessment (rear-view 

mirror) – to “evidence and experience-based assessment”
• 80-90% Senior Managers enter Partner / Managing Director pool within 

four years
• Increase Retention Rate of Top Talent 

• Financial Goals:
• Increase talent leverage while decreasing acquisition costs (return on 

talent) through improved workforce planning and mobility practices

“ Having the best people and a unique, values-based culture is a 
core part of our growth strategy” – Mike McGuire, CEO



SMA Overview
The Senior Manager role will be a transitional role considered to be Partner “clerkship”

• Year 1 – Do You Have The "Instinct For Growth" To Be Among Our Next Generation Of 
Leaders?

• Living Our Brand
• Serving Our Clients
• Focused On the Future

• Year 2 – What Kind Of A Leader Are You?
• Inspiring Leadership
• Leading In The Marketplace
• Leading With Your Peers

• Year 3 – How Are You Helping The Firm Grow?
• Execution Excellence
• Driving Change
• Leading Through Adversity



Our Future State Story – Initial Draft Design

Year	1 Year	2
Year	1

The	CAREER	CONTINUUM	2.0	"Narrative"	for	Experienced	Managers	&	Sr.	Managers

Experienced	Manager
Year	2 Year	3 Year	4

Senior	Manager	/	Director

"Friends	of	GT"	Industry	Placement
Alumni Networks	

(example	– Retirees		Network,		Women	@	GT	Lifetime	Network)

Advanced	
Manager	
Academy

Journey	
to		Partner/Principal. /	MD
Senior Manager	Academy

MD	or	other	
Career	Professional	
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MD	
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Career
Professional	

Role	

Directors
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Year by year expectations and goals 
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Gap	Assessment

Motivation	
Questionnaire

Year	1	
Session	1

Year	1	
Session	2

Year	1	
Session	3

Year	2	
Session	1

Year	2	
Session	2

Year	2	
Session	3

Year	3	
Session	1

Year	3	
Session	2

Year	3	
Session	3

• Create	framework	to	bridge	the	
experience/opportunity	gap

• Grow	behavioral	attributes	that	deliver	into	
Growth	initiative	and	personal	effectiveness

• Feedback	from	assessments	interpreted	into	
Development	Plan

• Ongoing	evaluation	of	development	track

• Develop	leadership	of	self,	others	&	client	
relationships

• Feedback	from	assessments	interpreted	into	
Development	Plan

• Ongoing	evaluation	of	development	track

• Perform	to	partner-level	readiness

• Partner	Clerkship

• Ongoing	evaluation	of	development	track

LP/Interview

Cohort

360
Practicum

360

Gap

180

Gap

180
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Expectation from the Academy
- A clearer path to partner
- Help to make the right choices for my career
- Ability to network
- Frank conversation on what it is like to be a partner 

"I expect to have a better understanding of the journey required to reach partner as well as  the 
expectations the firm has for senior managers as they progress.  Additionally, it would be helpful to 
understand key decision points to determine whether the partner path is appropriate for me versus 
managing director."

Sample size of 57 participants

SMA Participant Expectations Survey
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Self- Identified Development Areas for Participants
- Speaking in public
- Networking
- Getting involved/imbedded in the community
- Growing a book of business
- Negotiation
- Delegation
- Confidence
- Work-Life balance

"My expectations are to have a better understanding… of what it takes to grow the firm as a 
successful partner.  I also expect to build a networking group of individuals along the same path 
which I can rely upon during this journey as well as be an individual each of them can rely upon 
as well."

SMA Participant Expectations Survey



Senior Manager Academy Participants
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• Senior Managers

• Deans

• Advisors

• Performance Coaches

• GT Leadership Development Team

• Guest Speakers

SMA Participants



Participant	Oversight
•Ensure	adherence	to	the	5	drivers	and	VBO
•Serve	as	a	voice	of	the	business
•Attend	face-to-face	sessions

Participator
•Serve	as	sounding	board,	provide	advice	for	participants	and	share	experiences
•Coach	cohorts	during	break-out	sessions
•Interaction	with	Deans	and	Speakers

Coach	Leadership	Project
•Ensure	cohort	work	adheres	to	project	objectives	and	stays	on	track	to	deliver	consolidated	final	presentation
•Participate	in	self-reflection	of	group	performance	
•Establish	a	routine	with	the	cohorts	to	inspect	progress,	critique	deliverables,	and	challenge	them

Coach	on	Assessments	Feedback	and	Development	Planning
•Coach	participants	on	how	to	interpret	assessment	reports	into	development	actions
•Challenge	participants	to	translate	SMA	learning	into	development	plans
•Bring	incisive	insight	– not	acting	as	advocates

Provide	Evaluation	Insight	on	Progress
•Take	note	of	cohort/participant	behavior	and	decisions	for	later	1:1	feedback	or	feedback	to	the	program
•Add	evaluation	input	to	process	and	connect	with	performance	coach	where	appropriate
•Coach	participant	on	addressing	road	blocks

SMA Advisors



Success Profile



Senior Manager & Partner Needs Analysis:
Key Themes 

Critical	skills	required	by	SM's	to	achieve	partner-level	readiness

Market-facing …. develop presence in the market, networking, community interaction

Executive presence …. develop confidence, brand, authenticity, expression, courage

Relationship building …. develop trust, authenticity, empathy, curiosity, credibility

Revenue generation …. develop business opportunities, stewardship of the firm, risk

Technical expertise …. develop knowledge, economic/industry/GT awareness, rotation

Team development …. develop loyalty, grow capability, coach others, decision-making

Work ethos …. balance now & future, delivery, discipline, extra-curricula



Senior Manager & Partner Needs Analysis:
Key Themes 

Highest impact	development	for SM's	to	achieve	partner-level	
readiness

Partner mentors …. guide, challenge, develop network

Personal drive …. proactive, "think like a partner", aspirational attitude, reading

Practice …. on-the-job, develop skills – presenting, proposals, business projects

Participation …. industry groups, community/office activities, mentoring others

Plan …. knowing how to develop, identify the gaps, understand the partner role

Program …. intentional development



What is a Partner Success Profile?
Profile has two purposes to ...

1. Paint a clear picture of the partner role

• explains what is expected in the role 

• the personal attributes that can drive success 

• provides narrative accounts drawn from work experiences

2. Provide a clear and consistent framework for development

• organized by the firm’s five drivers and risk and quality 



Success Profile Research Process

• Review Existing Documents
• Values and competency frameworks
• Partner panel review forms

• 30 Partner Interviews
• 26 Partner Job Analysis Questionnaires
• Partner Review Workshops



How is the Success Profile Organized?

Drivers

• The	success	profile	is	divided	into	sections	by	
each	of	the	firm’s	five	drivers	

• A	clear	explanation	of	the	drivers	is	provided	at	
the	beginning	of	each	section

• Additional	information	on	quality	and	risk	is	
provided	at	the	end	of	the	document	



For each driver there are:

Narrative
Narratives	are	examples	provided	by	partners	in	the	firm	to	
illustrate	how	some	partners	fulfill	this	aspect	of	the	role	

Expectations
Expectations	are	usually	stated	as	SMART	goals.	Because	the	
success	profile	is	a	developmental	document,	these	
expectations	are	broken	down	into	key	responsibilities	for	each	
driver



Narrative



For each driver there are:

Derailers
Behaviors	that	detract	from	meeting	expectations	and	
performance	in	a	driver

Success	Attributes
Attributes	are	traits	demonstrated	by	those	who	are	most	
successful	in	a	given	driver.	These	attributes	are	sometimes	
called	“strengths".	No	single	attribute	predicts	success	in	a	
driver

Current	Issues	/	Opportunities
Think	of	this	as	providing	“current	events”	– establishing	context	
for	issues	and	opportunities	partners	currently	face



For each driver there are:

Developmental	Experiences
Examples	of	the	kinds	of	things	you	should	be	striving	to	do	to	
build	your	capability	in	a	given	driver



Experiences and Dimensions

• Repeated experiences or exposures are the main 
way to build capability and demonstrate your ability to 
handle partner responsibilities

• Key experiences for each driver are grouped into 
categories. These categories or “dimensions” clarify 
the intended objective of the experiences in that 
category

• When building a development plan, review these 
experiences, tailoring them to your needs and situation 
into a set of clear development goals



Success Attributes Map

• Success attributes map to different drivers

• Often, a combination of attributes determine one’s 
strengths in a given driver



Assessments & Measurement



Self Assessment – Personal Gap Report

• Senior Managers are assessing against the Partner Success Profile
• There should be several gaps 
• Interpret based on what is high/low for you

• Review your Assessment Insights 
• What immediately resonated with you? 

• Identify Trends by Driver 
• Top and Bottom Drivers

• Identify what is influencing the Driver 
• Expectations, Experiences, Success Attributes

• Identify which gaps are most critical for your developmental path
• What can we influence?
• What is aligned with your career goals?
• What is challenging, yet attainable? 



Self Assessment – Motivation Questionnaire

Environmental	Needs
Those	which	relate	to	material	aspects	of	work	such	

as	work	conditions,	work-life	balance,	money,	
equipment,	and	sense	of	safety	and	security.

Activity

Comfort	&	Security

Financial	Reward

Structure	(Flexibility)

Interpersonal	Needs
Those	which	emphasize	the	need	for	interaction	

with	others,	and	how	we	relate	to	others.

Competition

Power	&	Progression

Recognition	&	Status

Relationships

Intrapersonal	Needs
Those	which	relate	to	how	individuals	see	

themselves	and	their	work	in	terms	of	personal	
achievement,	growth,	inherent	interest,	
opportunities	for	creativity	and	personal	

development.

Achievement

Autonomy

Creativity	&	Interest

Growth



Motivations Associated with Partner Role
What did partners say they are motivated by?

Growth
• Developing the next generation of leadership
• Self development in a continuous learning environment

Relationships
• Building strong relationships with clients
• Feeling like they’re part of something; working with great people

Creativity & Interest
• Coming up with innovative solutions to clients’ needs and implementing them
• Interesting work and never being bored

Achievement
• Enjoyment of chasing opportunities
• Winning new and bigger clients



Other Assessment

• Success Profile
• Performance Coaches

• Cohort 360
• SMA Cohort
• Advisor

• Business Case Evaluation



SMA Year 1 Evaluation



Senior Manager Academy – Evaluation 

Partner	Readiness

Performance	
Coach	
Ratings

360	Ratings	
(Advisor	and	
Cohort)

Gap	
Assessment	

(Self)

Strategic	Drivers	&	VBOs



Final Evaluation: Scoring Grid

Theme Business	Case Coach	Success	
Profile	Ratings

Other’s	360	
Ratings	

Self	360	
Ratings	 Overall

St
ra
te
gi
c	D

riv
er
s Revenue	Growth

Operational	Excellence

Distinctive	Client	Service

Talent
Brand

VB
O

Collaboration Match

Leadership Disconnect
Excellence Match
Agility Disconnect

Respect Match

Responsibility Match
Overall Progress = 

Recommend  



SMA Year-End Evaluation

Class: 2015
Year: 1
Region: East
Service Line: Advisory



Evaluation Summary
• The Evaluation Summary provides an evaluation of your progress in year one.

• Progress is a combination of the assessments you took, stakeholder input taken throughout year one of 
the SMA, and yearly performance data. Your progress is marked as strong, moderate, or limited.

• Quartile Ranking measures your results versus your peers. Each quartile makes up 25% of the SMA 
population. The senior managers most ready to continue on with the program will be in the 1st quartile
and the while the least ready will be in the 4th quartile. 

Your	Progress	to	Partner	and	SMA	Year	2	Recommendation

St
ro

ng

You were ranked in the 1st quartile in your service line for SMA 
metrics collected during year 1.

Senior managers with strong performance are ahead of their 
peers and should continue on to year 2.

M
od

er
at

e You were ranked in the 2nd or 3rd quartile in your service line for 
SMA metrics collected during year 1.

Senior managers with moderate performance are on par and 
should continue on to year 2.

Li
m

ite
d

You were ranked in the 4th quartile in service line your service 
line for SMA metrics collected during year 1.

Year 1 Year 2 Year 3

Your
Progress N/A N/A

Your Ranking vs Peer Group

Advisory 2nd

SMA Overall 1st

Your FY17 SMA Y2 Recommendation

Continue to SMA Year 2 Recommended



Strategic Driver Summary

The Strategic Driver Summary shows how you scored in each of the 5 Strategic Drivers in comparison 
with the average of your SMA peers and your service line

How to Interpret:
The drivers are ranked from your highest to your lowest.

Comparing the bubbles will show you where your score ranks vs. people in your service line participating in 
SMA and vs. SMA overall.

If your bubble is to the right of the other bubbles you are performing above the average. If your bubble is to 
the left you are performing below those averages.

Large distances between bubbles indicate areas of strengths or development opportunities for you.



Your Strategic Driver Development Tracker

Your Strategic Driver Development Tracker shows the score on each strategic driver. The tracker shows 
your driver average (scale 1-5)

Your	Progress	to	Partner	and	SMA	Year	2	Recommendation

St
ro

ng 1st quartile – your driver average was 
in the top 25% and is a strength for 
you.

M
od

er
at

e

2nd or 3rd quartile – your driver 
average was in the top 25-75% range, 
and is considered to be on-track.

Li
m

ite
d 4th quartile – your driver average was 

in the bottom 25%. You have 
development opportunities in this area

Two or more of the same color for any driver 
should be considered a clear indicator of 
how you stand

Self-rated scoring is not included in driver calculations

Driver Your Driver 
Average

Service Line 
Quartile Rank

SMA Overall 
Quartile Rank

Business 
Case 

Evaluation 
Quartile

Operational
Excellence 4.40 1st 1st 1st

Talent 4.25 2nd 1st 1st

Distinctive 
Client Service 4.24 2nd 1st 1st

Revenue 
Growth 3.88 2nd 2nd 1st

Brand 3.69 2nd 2nd 1st



Shadow You Cast – CLEARR Values
The shadow you cast is a reflection of how you ranked yourself and how others saw you demonstrate CLEARR 
values. These results came by surveying your cohort members, advisors and coach. The following table shows 
how you view your top and bottom values with how your peers and advisor see you.

The tables represent the values of the behaviors you and your peers selected as the ones 
you most demonstrate. 

When the behaviors you picked match the ones that others have picked, it shows that you 
have a good view into the shadow you cast.

If your behaviors are not the same then there is a disconnect between how you and your 
peers view your CLEARR Behaviors. You want to reflect on that behavior and understand 
better the shadow you cast.

Most often demonstrated behaviors 
reported

Rank By You By Your 
Peers/Advisor*

1st Collaboration Agility

2nd Leadership Leadership

3rd Agility Responsibility

Least demonstrated 
behaviors reported

Rank By You By Your 
Peers/Advisor*

7th Respect Respect

6th Excellence Collaboration

5th Responsibility Excellence

*Advisor ratings of top and bottom CLEARR Behaviors combined with Peer measurements

Match

Disconnect

How	to	Interpret:



SMA Year 1 Feedback



SMA Year 2 Plans



Investment Leading	Indicators Business	Results Strategic	Goal

Developing	Leaders	of	
the	Firm

Senior	Manager	
Academy:

•	Accelerate	the	
development	of	Senior	
Managers	tracking	to	
partner

•	Identify	and	invest	in	
our	top	performing	
talent

•	Define	a	clear	path	
to	partner

•	Serve	as	a	capstone	
program	of	the	one-
pipeline	view	of	
leadership	
development	at	GT

Self-Identification	of	
alternate	career	path

Measurement	of	
participants	against	the	

Success	Profile	
including	180	and	360	

results	

Strength	of	Partner-
candidate	bench	and	

EPU	Growth

Adoption	of	solutions	
to	assigned	leadership	

projects	by	SLT	

Increased	promotion	
percentage	from	SMA	

population
Reduced	turnover,

reduced	time	in-role	as	
Senior	Manager	to	3-4	

yearsCreation	of	high	
potential	and	watch	

lists

Successful	trajectory	
discussions

Provide	a	clear	path	to	
partner	while	identifying	

and	accelerating	the	growth	
of	high-potential	senior	

managersSuccessful	numerical	
and	geographical		
based	capacity	

planning

Targeted,	efficient	
investment	in	future	
leaders,	increased	EPU	
growth	and	Brand	

Reputation

Tracking Year 1 Outcomes



Year 2 – What Kind Of A Leader Are You?

• Leadership Practicums

• Leadership Assessments
• Leadership Preferences
• Leadership Behavioral Interview



Lessons Learned

• “Agile” Design 
• Use meaningful metrics

• Opportunity to observe
• Rating scale adjustments 

• Differentiating potential, performance, and readiness 
• All SMA participants have day jobs too

• Not overwhelming participants with tasks/assessments
• Value of Advisor/Dean mentoring, feedback, and networks


