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Budget and Timeframe

Budget and Timeframe

Overall budget 22,500 $

Number of (HR, Learning, 3
Talent) employees involved
with the implementation?

Number of Operations or 3
Subject Matter Expert
employees involved with

the implementation?

Number of contractors 1 (Talent Touch)
involved with
implementation

Timeframe to implement 2021 - 2023

Start date of the program Jan 12, 2021

A. DOGUS OTOMOTIV AND HUMAN RESOURCES

1. Company Introduction

Started to operate in 1994 with distributorship agreement signed with
Volkswagen AG, Dogus Otomotiv offers a diverse product range, composed of
Volkswagen Passenger Vehicles, Audi, SEAT, Skoda, Bentley, Lamborghini,
Bugatti, Porsche, Volkswagen Commercial Vehicles, and Scania brands as
well as more than 80 models of these brands to its individual and corporate
customers. Today Dogus Otomotiv has become the leading automotive
importer and one of the largest automotive distributors of Turkey.

2. Vision, Mission and Strategy

Dogus Otomotiv, which has developed its business plans with the vision of
“innovative service beyond expectations”, has built its corporate
strategy towards the target of “customer satisfaction focused working”.
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Dogus Otomotiv’s corporate strategy is built on three pillars: “Be sizable,
be close, be creative”

Human Resources vision of Dogus Otomotiv is to provide the best
employee experience throughout the development journey that will
support the company’s vision.

3. Dogus 3.0 Culture

Dogus 3.0 culture is a change of culture emerged after the pandemics as a
result of the current change and transformation process of the organization.
While bringing an environment, in which everyone listens each other
independently from the hierarchical organization and each opinion is
valuable, to the fore, this culture does also highlight that the employees are
at focus. This culture, which was written and developed together with the
employees of Dogus Group, supports an environment where the leaders
and human resources team listen the employees and customers and learn
from them. New Dogus 3.0 Values that have emerged after the studies
performed for the culture are given below.

WE DOGUS 3.0 WE ARE
DISCOVER \ PASSIONATE

Figure 1 - Dogus 3.0 Values

New ways of management and behavior expected from the leaders as a
part of the new culture are handled in details in all training programs
conducted as of 2022 as a part of the efforts for popularizing this culture
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throughout Dogus Otomotiv. The actions taken for this requirement in
“Development for Future Program”, which was organized for the
managers that have recently started to manage a team and which forms the
subject of this application, are described in below chapters.

4. Competency Management

At Dogus Otomotiv, competency management is conducted annually
through a comprehensive system called D-insan 4.0. This process enables
employees to identify their vocational and technical training needs while
highlighting their areas of strength and development. The system also helps
align employee skills with the Dogus 3.0 culture. Managers complete
evaluation forms independently, without access to their employees'
assessments, fostering unbiased feedback. Through consensus reached
during feedback sessions, employees and managers collaboratively refine
development goals.

The competency set comprises 14 key competencies tailored to the
organizational culture and strategic objectives. This structured approach
ensures that employees' professional growth aligns with the company's
vision and enhances overall performance.

TAKING DECISIONS BY RESULT EFFECTIVE USE OF PROVIDING CUSTOMER
THINKING VERSATILE ORIENTED TECHNOLOGY AND DIGITAL ORIENTED EXPERIENCE
TOOLS
e o
bj
d ( /, Cf—-' o
O ‘T‘ WRW
PERSONAL AWARENESS AND BEING CURIOUS AND ACTING COURAGEOUSLY AND|  ACTIVE LISTENING AND
LIFE-LONG LEARNING INNOVATIVE TAKING INITIATIVE SHOWING EMPATHY
[ ]
15O o R &
DURABILITY BEING TEAM CREATING POSITIVE
PASSIONATE DEVELOPING ENVIRONMENT AND
W s—2 APPRECIATING
N ES &t
® = =
WORKING WITH FLEXIBILITY AND
COLLABORATION AGILITY
= )

Table 1 - Competency Set of Dogus Otomotiv
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In Figure 4 below, an example of competency level differentiation is
provided.

LEVEL1 LEVEL 2 LEVEL 3

TAKING DECISIONS BY mf.'ﬂz ::c'use'fi’eNssng ::I'N:i'sN.gg’ e [FAKING DECISIONS BY THINKING VERSATILE STRATEGIC MANAGEMENT
THINKING VERSATILE kubjects. C:;ates solutionsyb aJnaI. eyt o [Thinks and queries not only his job, but also linked [Thinks long term with a holistic perspective to achieve
) g P Y yzing P subjects. Creates solutions by analyzing complex kcompany'’s objectives. Prepares necessary resource
problems. Takes decisions based on data, takes P : e pret
Vad e o a0 2 q A problems. Takes decisions based on data, takes planning by predicting opportunities and threats. Takes
ppportunities and threats into consideration while taking P . . } " . e
o S pportunities and threats into consideration while he effects of decisions in different aspects and ensures
) Hecision and evaluates by predicting the effects. ; e ~ra -
aking decision and evaluates by predicting the effects. they are implemented.

AL L e Y FLEXIBILITY AND AGILITY

[Considers the changing conditions as an opportunity for | EADING THE CHANGE LEADING THE CHANGE " .

development and adapts easily. Divides complex IConsiders the changing conditions as an opportunity Adag_tts_ easl:y hg/ at:r)]pro:chlng p%s't"(eg.tz cha?fglntg_
(’ prob[ems |n§o small and manageable parts and finds or development, approaches them positively and EC’“ e, te}i St e cl :rf:ge 3[‘ ZS :h Isd EOE t:f: lvef

[solution rapidly. ladapts easily and rapidly. Leads the change and communication to own them. Leads the designation of

business processes in compliance with continuous

pment.

establishes effective communication to own them.

Table 2- Competency Level Differentiation Example

5. Performance Management

At Dogus Otomotiv, performance management is conducted annually through D-insan
4.0. This system aims to measure performance based on work outcomes and align
individual efforts with organizational goals.

Performance results are determined using a scale of 120, allowing for a detailed
evaluation of each employee's contributions. Annual targets are monitored using the
Objectives and Key Results (OKR) methodology, which provides a structured framework
for setting and tracking goals.

Lower Upper

Limit | 129 | Limit
70 100 120

Table 3- Performance System Scale

6. Training and Development Strategy

The Training and Development unit at Dogus Otomotiv is dedicated to
supporting employees in their pursuit of growth and development, aligning
with the company's mission to harness individual potential for
organizational success. By providing programs designed to help
individuals adapt to the rapidly changing future work environment, the unit
empowers employees to unleash their full potential, fostering creativity,
innovation, and overall fulfillment.

This comprehensive approach not only advances the corporate objectives
of Dogus Otomotiv but also enables individuals to actualize their potential
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and excel in their roles. The unit's overarching goal is to cultivate a
workforce of empowered, engaged, and resilient individuals prepared to
thrive in today's dynamic business landscape."

7. Training Model — GO Development School

At Dogus Otomotiv, the "GO Gelisim Okulu" (Eng: GO Development
School, also referred to as GO) training programs encompass eight main
categories, each tailored to meet the diverse needs of different groups.
These programs consist of modular courses, face-to-face training sessions,
and e-learning modules, all administered through the "GO" Learning
Management System (LMS).

E-Orientation
Starter Orientation OHS, GDPR, Data Protection Etc. Mandatory

Functional Development

Workshop

Internal Training Senior Executive Development

Conference / Seminar / Manager Development .
Personal Interview Development For Future (Team Leadership

Specially Designed Programs Leader Development)
Foreign language

Digital Trends

Customer Experience - Gn Akademi
COmpetency Competency Development Data Science w D

RPA/BI

Internal Training Physical Wellness
Internal Mentorship Mental Wellness

Lean Leader Development Emotional Wellness
Financial Wellness

Figure 2 — GO Gelisim Okulu - Training and Development Model

Development for Future Program is situated within the Leadership Development
category as a modular program specifically designed for leaders embarking on
their first-time team management journey.
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8. Training Needs Analysis

The training needs of colleagues are determined through a comprehensive needs
analysis process, which seamlessly integrates with other human resources practices.
Annually, a training and development plan is formulated by analyzing data sourced from
four primary channels, as depicted in the figure below.

@ Global Trends
Strateqgy & Dogus 3.0
ﬁﬁ*wﬁ Competency
& Management Sytem
Development
Planning
o7 Performance
ﬁol Management System
s

One-On-One Meetings

%Té With Managers

Figure 3 - Training Need Analysis

By leveraging insights gathered from these diverse sources, the company gains a holistic
understanding of individual and organizational development priorities. This data-driven
approach enables tailored training interventions to address specific skill gaps and
developmental needs effectively.

To provide personalized development opportunities, a mailing portal was developed in
2023. This platform enables targeted delivery of training content tailored to each
individual's unique development areas, ensuring a well-equipped workforce to thrive in
an ever-evolving industry landscape.
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B. ORGANIZATIONAL STRUCTURE AND LEADERSHIP NEEDS

At Dogus Otomotiv, the leadership hierarchy
begins at the level of Assistant Manager. As
individuals progress through the pyramid, the
scope and complexity of responsibilities and
management increase in alignment with the size

of the business and the managed team. With each UNIT MANAGER
advancement, unique challenges emerge, (21)
necessitating specialized development programs ASSISTANT MANAGER (TEAM
to effectively address them. L(E::’
ASSISTANT MANAGER
(161)

VOLKSWAGEN PASS
CARS GENERAL MANAGER

WHOLESALE AND SALES

FIELD SALES ASSISTANT FLEET SALES UNIT PLANNING AND LOGISTICS
COORDINATION UNIT
MANAGER MANAGER MANAGER ASSISTANT MANAGER
FIELD SALES ASSISTANT || SALES COORDINATION | | FLEET SALES ASSISTANT PLANNING AND LOGISTICS
MANAGER SUPERVISOR MANAGER SUPERVISOR
FIELD SALES ASSISTANT [ | SALES COORDINATION —_— FIS"E\E; SA ;IISJSIS:_I_EAC"II_\I.L PLANNING AND LOGISTICS
MANAGER SUPERVISOR MANAGER SUPERVISOR

FIELD SALES ASSISTANT | | SALES COORDINATION FLEET AND SPECIAL
MANAGER SPECIALIST SALES SUPERVISOR

FIELD SALES ASSISTANT ||
MANAGER

Figure 4 — Organizational Chart of VW Passenger Cars Sales Department

The organization chart of sales function of VW Passenger Vehicle Brand is given in Figure
3 with same color codes of leadership pyramid as an example.
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General Manager: Senior-level executive roles managing more than one brand and
function (sales, marketing, after-sales).

Manager: Mid-level executive roles managing one department and its sub-units. E.g.
Sales and Marketing functions of Volkswagen brand are managed with this title in our
company.

Unit Manager: Team-managing roles that have undertaken to manage the sub-units of a
department. E.g. Fleet Sales Unit Management

Assistant Manager (Team Lead): These are entry level management roles. Foundational
management experience is gained at this level.

1. Role and Task Based Needs in the Company

Needs that were analyzed specifically for different roles and tasks are focused in GO as a
part of training model. Special development programs that were designed for critical
areas, particularly such as leader development programs, support the company’s
sustainability in the areas of business and leadership.

2. Needs for “Development for Future” Program
9.

The Development for Future Program is specifically designed to address the
unique needs of Team Leading Assistant Managers. It aims to equip them with
the necessary skills and support as they navigate their initial steps into
leadership roles. Transitioning into team management for the first time presents
distinct challenges, requiring competencies different from their prior
experiences. The program steps in at this juncture to enhance their
effectiveness in management and foster stronger integration within the
company's culture.

Furthermore, this program plays a critical role for long term success of the
company. Dogus Otomotiv has a culture to raise its future leaders from its
internal resources. For this reason, the training and development of assistant
managers has a vital role in sustainable growth and cultural transformation.
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The needs and challenges addressed by this development program within the company
are listed below;

a. New Challenges Encountered with the New Position

o Management of a larger business: The assistant managers encounter
additional responsibilities associated with managing a larger business.

o Experience of managing a team for the first time: Managers who have
not received adequate training may struggle with fulfilling their
responsibilities related to managing a team for the first time, including
tasks such as communication and collaboration, providing feedback, and
supporting the development of the team.

o Assuming new responsibilities: The manager assumes new
responsibilities that come with their new role, such as motivating team
members, problem-solving, managing decision-making processes, and
supporting team development.

b. Employee Engagement Survey’s Immediate Manager Evaluation
Scores

The findings from the 2019 Employee Engagement Survey, conducted prior to program
implementation, highlighted areas for improvement in evaluations of immediate
managers. The subsequent table presents responses from Assistant Specialists,
Specialists, and Supervisors regarding their immediate managers. Analysis of these
responses underscores the need for assistant managers overseeing these teams to
enhance skills in decision-making, communication, appreciation, feedback, and
performance management.

Employee Engagement Survey
First Manager Question Set
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My immediate manager provides the support | need to be successful. 72%
My immediate manager appreciates my efforts and work results. 72%
My immediate manager provides useful feedbacks that will help to 69%
increase my performance throughout the year.

My immediate manager takes initiatives to produce solutions when 80%
needed.

My immediate manager encourages me to develop innovative 29%
solutions to increase the company’s performance.

My immediate manager is open and transparent in communication. 78%

Table 4 - 2019 Employee Engagement Survey Immadiate Manager Scores

c. The Company’s Culture to Raise Managers Internally

The Company’s assignment principle is to raise the leaders of future from
its internal resources. 15 of totally 16 Mid-level Managers (94%) were
assigned from internal resources whereas the remaining 1 manager was
assigned from a Group company in the last 3 years. Therefore, training and
development of assistant managers play a critical role for the company’s
long term success.

d. Dogus 3.0 Culture Transformation

Team leading Assistant Managers play a pivotal role in the company's
team management structure, serving as the initial step in cultivating new
leaders in alignment with Dogus 3.0 culture, the company’s new cultural
ethos. As leaders developed through this program ascend to higher
executive roles, they will further propagate and embed Dogus 3.0 culture
throughout the organization, contributing to its ongoing cultural
transformation.

e. The Need to Increase Innovative Projects within the Company
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The significance of embracing rapid changes in the evolving global landscape is growing
steadily, highlighting the pivotal role of leaders in fostering an innovative mindset and
guiding their teams towards this objective. Enhancing innovative initiatives within the
company across quality, productivity, and digitalization realms stands out as a critical
expectation for operations managers. Assistant managers, positioned strategically
within the organization, wield considerable influence over the development of internal
projects. However, given that current revenues from internal projects stand at only 9.2
million TL (750.000 S), there is a pressing need to leverage the company's full potential
and increase this figure accordingly.

Design and Delivery of the Program

A. THE JOURNEY TO DESIGN AND IMPLEMENT THE DEVELOPMENT FOR
FUTURE PROGRAM

The Development for Future Program was collaboratively developed with Talent
Touch company, addressing the needs outlined in the preceding section. When
designing the program, three primary considerations were taken into account

e Expectations aligned with the company’s strategy and Dogus 3.0 culture for
managers assuming team management responsibilities for the first time
(topics discussed in Section 1).

e Pre-assessment data from psychometric tools for individuals participating
in the program.

¢ Insights gleaned from discovery sessions attended by assistant managers
and participants."These outcomes are used to determine the main objective
and strategy of the program.
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lil,. TOUCH DEVELOPMENT MODEL Step6
PROGRAM STAGES POST-ASSESSMENT
Step3 Post-development status assessment.
DESIGN
Designing development programs in Y
accordance with the needs of the
individual identified on the basis of S0 Py

micro behaviors.

Step 2
DISCOVERY SESSIONS

Raising awareness of competency j§ K o e % % o
o) : B ’
. > . . .

level and program orientation.

)
N IR TP ©*7 steps
.o c.9) ENDING
L % Step 4 PRESENTATION
% L+ step1 PROGRAM Participants report on the
.®) PRE-ASSESMENT PRACTICE change & development they

A Lt A £1h The Touch Development Model have achieved during the

""" ssesment of the is applied to the individual program.

current situation.

program.

TOoucHl, -
Figure 5 - Touch Development Model

The development journey in the training model of Touch, our Solution Provider, is
provided above. The company’s needs, opinions and expectations of the
managers of relevant participants and objective evaluations of persons are taken
into consideration when designing this development journey. Therefore the
program differs from the previous one everytime it is repeated. This section of the
document will be explained by following above steps of Touch Development
Model.

1. Pre Assessment:

The participants are assessed, based on a scale of 5 for 158 behavior
indicators measuring 26 competencies, by EICOM Plus, a psychometric tool
used at the beginning of Development for Future Program.

Needs grouped in 5 main aspects and 26 competencies as a result of EICOM
Plus are as follows:
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Minor Area
Main A t C t i of
ain Aspec ompetencies Development
(8,7, 6 and 5)
Belng Aware of 0% 3 62%
Emotions
SELF- Self- o o
AWARENESS | Confidence 15% | 4 | 31%
Correct  Self- 8% 3 62% 31%
Assessment
Success Focus 38% 4 31% 31%
Commitment to 0% 11 85% 15%
Values
;?:23 » 8% | 8 | 62% 31%
MANAGE — . S
YOURSELF Optimism 8% 7 54%
Self-Control 8% 5 38%
Compatibility o o
with Change 0% ? 69%
Innovativeness 15% 6 46%
Empathy 15% 6 46%
SOCIAL ggztzmer 15% | 8 | 62% 23%
AWARENESS 5 ——
e 15% | 8 | 62% 23%
Awareness
Developing
23% 4 1%
Others 3% 31%
Conflict
RELATIONSHIP 0% 6 46%
Management
MANAGEMENT ol -
cERITEl 31% | 5 | 38%
Change
Persuasiveness 8% 6 46%
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C icati

o.mmumca ion 1 8% - 54% 5

SKkill

Estab.llshm.g 1 8% 6 46% 6

Relationship

Leadership Skill| 2 15% 5 38% 6

Familiarit ith

amiiarmty Wi\ 4 1 g% | o | 69% | 3 | 23%

Teamwork

Analytical

n.a y. ca 3 23% 6 46% 4 31%

Thinking

Abstract

1 oo 2° 4 100

Thinking 8% e B2 %
COGNITIVE Quantitative ° o o
COMPETENCIES | Thinking 4 Sl e ee L SR

Strategic

1 % 29 4 1%

Thinking 8% e B2 %

Technical

eehnica 4 | 31% | 5 |38% | 4 |31%

Expertise

Table 5 - Results of EICOM Plus Evaluation

2. Discovery Sessions

Main objective of Development for Future Program is to be a strong road
mate of program participants in their journey “to transform competency into
behavior” in their areas of development, determined for program
participants.

Touch Development Model aims to facilitate the progress of participants
in their areas of development throughout the program and to ensure
concrete behavioral changes. It also aims to ensure that program
participants reply in accordance with their expectations and needs.
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The Touch Development Model (TGM) enables the individual to
make the connection between knowing and doing.

TOUCIl.

Development
Model

For the development of a competence, first of all, it eliminates
the knowledge deficiencies. It makes the development in
competence permanent by enabling the individual to apply what
they have learned in real life.

For this, it uses learning sessions, exercises and reinforcement
sessions.

TGM pays attention to the competence development hierarchy.
The development and prioritization of the targeted competencies
are designed with a structuralist approach.

TOUCH -

Figure 6 — Touch Development Model

Discovery Sessions are divided into two sections during the
implementation.

Section 1: This session is organized with the attendance of HR and
Training & Development Department Manager, immediate manager of
participant, participant and development consultant. This is the session, in
which the Assistant Manager and HR share their feedbacks about the
behavior, knowledge and skill areas expected to be gained by the
participant from the program.

Section 2: It is conducted together with consultant and participant. Personal
expectations and targets of the participant from the program are clarified in
the light of EICOM Plus report and the feedbacks he/she received.

The areas that need development, based on the feedbacks received from
managers during the discovery session, are listed under the below topics:

Self-Awareness

e Controlling and managing the emotions even under difficult
situations;

o Clearly being aware of the potential being owned;

¢ Exhibiting the behavior to say “No” in case of need;
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e Showing empathy as needed in required areas;
e Ensuring that inner motivation is sustainable.

Manage Yourself

e Making strong observations in the development of teams;

e Focusing on their development by exhibiting a proactive approach in
necessary areas;

¢ Not avoiding from creating a clash environment in necessary areas;

e Giving room for the responsibilities of their teams as much as their
own potential for assuming responsibilities;

e Taking initiatives;

e Sharing innovations with the team by maintaining the managerial
perspective.

Social Awareness

e Increasing the potential in their own areas of expertise through
managerial and innovative perspective and making them
sustainable;

e Ensuring that empathy is established without losing their managerial
perspectives and in accordance with the needs of individuals;

e Exhibiting a development perspective in different layers of the
organization;

e Executing customer focused approach in accordance with the
balance between customer & organization expectations and gains.

Relationship Management

e Creating development plans by observing the areas of development
of their teams;

e Providing strong feedbacks that can be improved;

¢ Maintaining the managerial perspective;

e Not avoiding from conflicts and creating clash environments if
necessary;

e Creating communication strategies that can make the teams accept
the change;

e Exhibiting their persuasiveness under required conditions;

e Strengthening their muscles of teamwork.
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Cognitive Competencies

e Being able to see the big picture and developing proactive strategies
accordingly;

e Setting up the new steps by quickly receiving the feedbacks;

e Using the resources efficiently;

e Ensuring that strategies are understood quickly and adopted by the
teams;

e Analyzing the data through different perspectives.

The areas of need in accordance with personal descriptions shared by
participants during the discovery session and their sincere feedbacks about
themselves are given below:

Self-Awareness

e Self-confidence;

e The need to control intensive emotions caused by perfectionism;

e Being aware of its own potential and the motivation to share such
potential;

e Loss of motivation due to emotional transitions.

Manage Yourself

e Ensuring that the team adopts the focus of success;

¢ Mobilizing the team and making the team’s motivation sustainable;

e Establishing the balance between guidance, initiatives and
delegation;

e Establishing the balance in the skill of optimism.

Social Awareness

¢ Clarifying the conditions and, when they are not clarified,
maintaining the managerial perspective and motivation;

e Awareness of areas of authority;

e Awareness of the limits of working areas required for management
and flexibility.

Relationship Management
e Managing the managers;
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e Guidance and delegation required by being a manager;

e Establishing and maintaining the communication strategies;

e Sharing the needs and expectations clearly with the teams and
managers;

e Showing their potentials clearly;

e Providing and receiving feedbacks that develop;

e Managing the relationships between managers and team in cases
the change is rapid and unclear.w

Cognitive Competencies

e Reanalyzing the areas of delegation and initiatives in order to
facilitate time management.

3. Design

The content of learning sessions is crafted based on the development
needs identified through training needs analysis, EICOM Plus inventory
results, and outcomes from discovery sessions. Each session is
meticulously designed from a coaching perspective to facilitate the
transformation of participants' potential into performance.

To enrich the program and maximize learning outcomes, the following
components, which form the basis of adult learning, are incorporated;

e Awareness Inventories

e Training Games

e Role Plays

e Case Analyses

e Group Works

e Simulations and Facilitation Techniques are used.
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The content designed to achieve program objectives is presented below,
reflecting the consolidated results;

1l DEVELOPMENTFORFUTURE PROGRAM TOUCIIL.

1t Mo 2nd Mo 39 Mo 4th Mo 5th Mo 6th Mo 7" Mo 8th Mo

Rz (88

INDIVIDUAL 2.
DISCOVERY LEARNING
SESSIONS cLass

& 88
3. 4.
LEARNING LEARNING
CLASS CLASS

&

EXERCISE

88

5.
LEARNING
CLASS

&

6.
LEARNING
CLASS

&

LRN
EXERCISE st
SET PRESENTATION

-;éI:N:;)RCE

a2
&NFORCE
MENT q-p
GROUP EXERCISE
SESSION SET

241
B q.p l{g.NFORCEM

1
LEARNING EXERCISE

CLASS SET SET

PRELIMINARY ASSESSMENT
PROGRAM DESIGN
FINAL ASSESSMENT

(6 months after the Program)

o

MENT
EXERCISE &p GROUP
SET SESSION

EXERCISE
SET

Figure 1 — Design of Development For Future Program

Each learning class in the program is accepted as a module and each
module is focused on a competency to design the development program.

Development for Future Program Content

1. Module: 2. Module: 3. Module:
Management and Leadership Communication and Influencing Coaching and Feedback

Bession 1 Session 1 Session 1
Management-Leadership Role and Importance Human Behavior — Behavior Types OK

Fundamental Concepts and Principles of Coaching

Group Work and Evaluation graphic Accelarating the Development Process
Separation of Concepts Win-Win Relationship -Group Work Listening, Asking Strong and Correct Questions
Personal SWOT Analysis Evaluation Appreciation, Encouragement

Remote Team Management Session 2 Coaching Role Play

Bession 2 Being Reactive — Proactive in Management
Leadership Archetypes Positive Thinking

practice - Group Work Problem Focused — Solution Focused

X-Y-Z Generations Communication

#  Solution Focused Dialogue

¢ 4 Poisons in Communication

4. Module: 5. Module: 6. Module:
Planning and Organization Delegation and Motivation Collaboration and Being a Team

Session 2

Coaching Scenarios

Receiving and Giving Feedback
Feedback Case/Scenario Studies
Empathy - Watching Video

Session 1 Session 1 Session 1
Regarding Concept of Time Concept of Delegation * How can be a Good Team?
Time and Our Choices ) Group Work *  Group Work
To Know Our Priorities — Video Watch Delegation Steps * Formation and Development of
Time Management Inventory Work Developing Your Team - Tips Team
Group Work Sharing Knowledge and Experiences - Tips ¢ Group Work
Session 2 Session 2 Session E
While Planning Motivation - Group Work * Preparation of Personal Development Plans
Analytic Thinking Method Motivation Theories (Short-Mid Long Term)
Time Motivation Theory Success Motivation Quadrant-Practice * Ending Study Including Learning Points —
Time Management Tactics-Home Office Motivating Your Team Preparation for Presentation

Figure 2 — Development for Future Program Content
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Each module of Development for Future Program is configured to feed another
module and support the transformation of competency to the behavior
dimension until the commencement of next module after the learning classes
thanks to each competency exercise sets.

4. Program Practice

Each behavior learned through Touch Development Model is made permanent
with exercises, based on the fact that adults learn with experience. These
exercises, which were selected in accordance with behavior based
development needs of participants, are offered in three categories.

e Learning by Doing
e Learning from the Experience of Others
e Learning by Reading/Watching

The person submits the reports that he/she has prepared with written studies
after the course is completed to Touch Academy team for evaluation.

Exercise action sets, which were prepared to support the competencies
focused in that module, were shared with the participants for each module
covered by the program.

Exercise action sets that were shared for the first and second modules of
the program include following topics:

1. Being Aware of and Determining Effective Management Principles
2. Discovery of Personal Potential through SWOT Analysis

3. Individual and Team Awareness Level

4. Observation of Leadership Behaviors with Transactional Analysis
5. Ego Status Evaluation.

Exercise action sets that were shared for the third module of the program
include following topics:

1. Sharing “Listening Test” with teams for effective listening exercises and
assessing the results;

Observing the needs of teams for individual and team listening;

The planning needed to be made for realization of this development;
Performing 1-1 coaching / mentoring talks with team members;
Differences and awarenesses that they have experienced in these talks;
Observing the processes experienced by team members after these talks;

QU e WN
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7. Analyzing this process through a holistic approach.

Exercise action sets prepared for the forth, fifth and sixth modules of the
program include the following topics:

Through Delegation Planning systematic used in the training:

1. Experiences of a delegation process, through which you have delegated
the authority and responsibility;

2.  What has changed in the way of delegation to team members through this
systematic;

3. Possibility to transfer the relevant task to employee’s job description in the

long term;

What the delegation process has provided;

Regarding Agile Leadership Dimension:

Self-Evaluations;

Which of these dimensions are being used actively in their areas of

responsibility;

8. The reasons of dimensions that cannot be used;

9. What must be changed to ensure that dimensions are used actively;

10. Regarding the topic of work style:

11. Work Style Inventory;

12. Comparison of own styles with the styles found;

13. What type of work style person(s) are needed among holistic profiles of
tens of teams;

14. How productivity can be increased with persons that have different work
styles;

15. The position of team members in Situational Leadership Model quadrant.

N ok

The participants have completed their exercise action sets and shared them
with the academy development authorities and development consultants.
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Examples of exercise action sets from some participants are provided below.

AGENDA

B e 3. Social Style

4, Feedback 5. Feedforward
Survey Results

1. Listening Test Coaching
Interview Notes

Figure 10 — Example of an exercise set shared by a participant prior to reinforcement group sessions

3. Social Style Survey Results

Ay¢aC.| T1 T2 T3

v The majority of the team has a high «Accuracy Focused» social

Total Results Focused Score 4 5 4 4
style.
[Total Accuracy Focused Score 9 6 7 5
v Ateam that values control and relies heavily on data. This is
Total Friendly Score 4 2 4 3 ¥
Total Enthusiastic Score 1 5 3 6 aligned with the job description.
Accuracy Oriented Style Result Oriented Style
m It is heavily bloody m It is fast-paced
m Makes an effort to organize m Trying to determine the speed
v Pa rticularly two persons had a hlgh "Enthusiastic" style m He has little interest in relationships m Has little interest in the value of relationships
. . . ’ m Works in past time frame m Works in the current time frame
but | think only one of them actually displayed this u Is cautious when taking action  Tries to determine the behavior of others

m Tends to avoid personal relationships m Tends to avoid inactivity

style in the work environment.
Indirect
v Generally, | expected the «Accuracy Focused» and Frendly st
. . . riendly Style
«Friendly» style to be more dominant in the team, the  Time use is undisciplined
results are parallel to this. u Itis heavily bloody
m Strives to establish relationships
u Shows little interest in affecting change
m Works in the current time frame
m Shows supportive behavior
m Tends to avoid conflict

Enthusiastic Style
m It is fast-paced
m Makes an effort to participate
m Not very interested in routine
m Works in the future time frame
m Tends to act spontaneously

m Tends to avoid isolation

Figure 11 — Example of Participant Insights on Social Style Exercise Set

© 2025 Brandon Hall Group™. Not Licensed for Distribution. Page 23



>X BE)GI((H:IEI.PLENCE CASE STUDY

AWARDS 2024

2. One-to-One Coaching Interview Notes

QUESTION 1: What differences and awarenesses did you experience in yourself at the end of these
meetings?

v’ Determining the duration at the beginning of the meeting allowed us to proceed in a topic-oriented manner.
v’ I received sincere opinions during the meeting.
v' I noticed that he was aware of the steps he needed to take to solve the problem, but needed guidance and process monitoring

to take action.

QUESTION 2: What evaluations did your team members make and what awareness did they reach after such a meeting?

v’ Approaching the issue by considering different perspectives
v’ Positive effect of listening

v’ Motivation increasing effect

Figure 12 — Example of Participant Insights on Coaching Exercise Set

5. Ending Presentation

Ending Presentations are important opportunities allowing assistant managers of
participants and HR to evaluate all processes of the program. It is also important for
participants to show their own development and potential. The flow of Ending
Presentation is designed as follows.

a. Content

i. The participant must include the perspective given to him/her by the
content topics of modules, rather than these subjects.

ii. The participant must establish necessary connections between program
subjects.

iii. The participant must mention the personal changes that he/she has
started to implement recently, decided to quit, and do think to maintain and
strengthen.

iv. The participant must refrain from using too many words in slides and,
instead, use visuals to support his/her expressions. It must be noted that
the audience should focus on what he/she says instead of presentation.
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b. Development Plan

The participant is expected to include his/her 6 months of personal
development plan in the last slide of presentation.

i. The participant must prepare a development plan that will last 6 months
in total for maximum 2 development areas that he/she has noticed or
decided during the program due to different reasons.

ii. The participant must explain why he/she wants to develop in which area
and how this development would contribute to him/her and his/her work.

iii. The participant must communicate how he/she has planned to realize
his/her development plan.

iv. The participant must clearly specify the person(s), from whom he/she
wants to receive support in this process.

6. Post Assessment

EICOM Plus inventory, which is prepared while determining the needs, is
repeated 6 months after the completion of program. So, it is aimed to measure
the effect of program and the developments in relevant competencies of
participants.

Adoption of the Program

A. RESISTANCE FROM MANAGERS AGAINST LONG TERM PROGRAMS

Given that relevant individuals must allocate time away from their daily tasks to engage
in long-term development programs, receiving ample support from their managers is
crucial. However, resistance has been shown from managers at the outset of the first
program, as they exhibit reluctance to provide sufficient support for participation in
such trainings due to various reasons;

¢ Intensity of Work: Managers struggle to prioritize training activities amidst
heavy workloads, prioritizing business tasks over training sessions.
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o Effectiveness of Training Programs: Certain managers question the impact
of training programs on business performance, leading to uncertainty about the
value of participation.

e Long Term Investment: Managers who fail to grasp the long-term benefits of
training focus solely on short-term outcomes, overlooking the value of investing
time and resources into training initiatives."

To address this, an approach involving managers in the program and sharing outcomes
periodically was adopted. The goal was to maximize manager participation and provide
comprehensive information on the training's benefits, efficiency, and outcomes by
incorporating relevant topics detailed in the design section.

B. FEEDBACK SESSIONS WITH THE MANAGERS

After encountering resistance from the principals in the initial program, one-on-one
interviews were conducted to gain a clearer understanding of their thoughts and
expectations before the second and third programs.

The feedbacks provided by the managers illuminated previously unexplored areas of the
program. The feedback from managers included the following:

1- They suggested that the program should be more personalized to address
the development areas of participants.

2- They expressed difficulty in tracking progress due to insufficient familiarity
with the program content. (Previously, the content was only emailed prior to
the program.)

3- They emphasized the importance of making the outcomes of the program
more measurable.

C. ACTIONS TAKEN FOR DEVELOPMENT FOR FUTURE PROGRAM

Each feedback and challenge was taken as an opportunity to enhance the program
for a better version. Several key factors were considered to enhance the program:
actively involving managers, ensuring continuous updates, and establishing
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measurable benefits. In pursuit of these objectives, the following actions were
implemented.

1. Adding Discovery Sessions to the Program: Strengths and areas for
development of assistant managers and what must be focused generally in the
program were included to this session, attended by the assistant manager,
manager, HR and instructor and the program content was updated specifically
for the needs of participants. For instance, following the completion of the first
program, the company implemented a hybrid working system. As a result, the
topic of "Time Management when Working at Home Office" was added to the
program content, and the program was revised accordingly to facilitate rapid
adaptation to this new process.

2. Involving Managers to Program Launch: Managers were contacted and
invited to the program launch, where they participated alongside all the
participants, the HR General Manager, the Manager, and the program
coordinator. During this event, details of the program were provided.

3. Executive Bulletins: A bulletin, including module contents and reinforcement
assignments, were shared with managers after the completion of both modules.
This bulletin aimed to ensure that participants follow the subjects they learned
and observe their development in these areas in real time. More importantly,
these bulletins were designed to encourage them to be an active follower of the
program. A copy of the bulletin is provided in the attached documents.

4. Implementing Pre and Post-Assessment: To gauge the program's
effectiveness on participants and tailor it to their needs, a pre-assessment
was conducted before the program commenced, followed by a post-
assessment six months after its conclusion.

5. Ending Presentations: Closing meetings were organized separately for each
participant with the attendance of instructor, manager of participant, and
human resources Manager, HRBP and the Program Coordinator after the
trainings are completed, and it was ensured that gains from the program,
awarenesses, changed and developed behaviors and effects of this program on
the participants are shared. Managers shared their observations regarding the
developments in these areas and provided their thoughts about the program.
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Figure 13 —Example from an Ending Presentation

In summary, the program actively engaged managers and established various
communication and feedback channels to facilitate their adaptation and reduce
resistance to long-term initiatives. Individual interviews and feedback sessions played a
crucial role in program development. Based on this feedback, the content of the second
and third program was customized to better address participant needs. Continuous
updates to the program content were made to ensure swift adaptation to evolving
organizational requirements. These strategies effectively facilitated the adoption and
implementation of the leadership program within the organization.
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Measurable Benefits

Use this area to discuss the measurable benefits as seen by your organization. How do
you measure ROIl/impact and what were the results? How did you prioritize and identify
what was important?

A. IMPACT ON INDIVIDUAL DEVELOPMENT

1. Competency Development (Assessment Results)

10. As outlined in the preceding section, pre- and post-assessments were
introduced following feedback. These assessments evaluated a total of 26
competencies across five main topics, as detailed in the Design section.
Results indicate a 37% average increase in participants' main competencies
within these five topics between the pre-test and final test.

. Average
Main Competency Change
Self-Awareness 44%
Manage Yourself 37%
Social Awareness 36%
Relationship Management 33%
Cognitive Competencies 37%

Table 6 - Development of Main Competencies

11.
2. Performance Development

One of the primary objectives of the Development for Future Program is undeniably to
cultivate more effective leaders and yield superior work outcomes. The Leadership,
Delegation, Planning, and Organization modules within the program content are
anticipated to directly enhance personal performance through improved management
effectiveness.

Upon measuring the performances of 37 individuals who participated in the
Development for Future Program before and after their involvement, it is evident that
their average performance scores increased by 12%, rising from 104 to 110. (The
percentage increase is calculated based on the value range of 70-120.)
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3. Number of Promotions

In alignment with Dogus 3.0 culture, a primary objective of this program is to nurture
effective leaders. As indicated in the initial section, the company's assignment principle
prioritizes the development of future leaders from its internal talent pool (refer to
Section 1-B-2-b).

Of the 37 program participants, 26 individuals (70%) have been promoted to at least
one higher position since their participation. Comparatively, within the larger assistant
manager pool of 205 individuals, only 72 (43%) of the remaining 168 assistant managers
have achieved promotions during the same period.

It's apparent that assistant managers who participated in The Development for Future
Program have significantly enhanced their competencies, focusing on career
development. Decisions made by managers and general managers, who play key roles in
promotions, supporting this notion, serve as indicators of the program's impact and
acceptance.

4. Turnover Rate

Although there are various reasons for an individual to leave their job, the leadership
style of managers and the working environment directly influence such decisions. It is
calculated that while annual turnover rates of teams reporting to assistant managers
who participated in the program were 5.9%, teams reporting to other assistant
managers experienced a higher turnover rate of 8.1% during the same period. Overall,
the company's turnover rate averaged 7.1% per year within the same timeframe.

B. ORGANIZATIONAL IMPACT AND ROI

1. Project Development in the Company

One of the company’s strategies, as mentioned in the first section, is to increase
innovative projects within the organization. A crucial expectation from the team leading

© 2025 Brandon Hall Group™. Not Licensed for Distribution. Page 30



>X BE)GI((H:IEI.PLENCE CASE STUDY

AWARDS 2024

assistant managers is to spearhead the implementation of new projects in areas such as
quality, productivity, digitalization, and profitability. Given their pivotal positions, these
individuals significantly influence the development of internal projects. In 2020, the
annual revenue generated from such projects within the company amounted to 15
million TL ($750,000). However, by 2023, this figure surged more than fourfold,
reaching 104 million TL ($3.5 million).

2. EES Results - Developments in Relevant Articles

The Kincentric Employee Engagement Survey serves as a crucial tool for assessing the
emotional loyalty, motivation, and satisfaction levels of the company’s employees, as
well as evaluating their immediate team leaders. It objectively gauges various aspects,
including collaboration, appreciation, feedback, development support, initiative-taking,
problem-solving skills, innovation, encouragement, and communication openness and
transparency, focusing on the assistant manager's performance.

An analysis of sub-team evaluation rates revealed %8 improvement in the question set
pertaining to immediate managers, based on measurements taken before and after the
program. Particularly noteworthy is the 24% enhancement observed under the
“Feedback” category, which was identified as an area for improvement of the program
in 2019.

Given that the competencies assessed in the Employee Loyalty survey align closely with
the topics addressed in the Development for Future Program—such as collaboration,
appreciation, feedback, and development support—it can be inferred that this program
has had a positive impact on the results of the Loyalty Survey.
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Rate of

Employee Loyalty Survey Change

Reporting Team Lead Question Set

76% 82% 8%

My immediate manager provides the support | need to
be successful.

My immediate manager appreciates my efforts and
work results.

My immediate manager provides useful feedbacks
that will help to increase my performance throughout 69% 85% 24%
the year.

My immediate manager takes initiatives to produce
solutions when needed.

My immediate manager encourages me to develop
innovative solutions to increase the company’s 79% 82% 3%
performance.

My immediate manager is open and transparent in
communication.

72% 80% 12%

72% 80% 12%

80% 84% 5%

78% 84% 8%

Table 7 - Employee Loyalty Survey — First Manager Assessment

Overall

The Development for Future Program has been continuously updated since 2021. The
feedback sessions organized every year after the program ensured that the program has
become more effective, measurable and more compliant with the corporate culture and
adopted better by the company. As a result of this, how the Program’s benefits on the
person itself, team and the organizayion were increased are examined in details in
Section 4.

To provide a comprehensive overview of the actions taken to improve the program, the
following list outlines the steps taken based on feedback sessions conducted with
managers and participants after each program.
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LEARNINGS OVER THE YEARS

2021 - Feedback Sessions 2022 - Feedback Sessions
Managers resisting long Better measurement of
programs due to their development

busy work schedules

2021- Launch of The Program 2022 - Revisions
« Needs Analysis 2022 - Revisions « Follow-up and Post
« Pre Assessment Engaging Managers to Assessment :
« Program Practice the Program « Competency Develoment
« Exercise action sets « Discovery Sessions Measurement
« Ending Presentation « Executive Bulletins

Figure 14 — Development of the Program

Building on these insights, a comprehensive training program has been developed,
allowing for 360-degree needs analysis and active involvement of managers in every
stage as both observers and participants. This program enables the tracking of
competency evaluations and offers measurable benefits such as competency
development, improved performance, increased promotions, and positive impacts on
the Employee Loyalty Survey's immediate manager question set.

Moreover, the inclusion of individuals in such a comprehensive training program has
addressed participants' concerns about this new role. Participants have felt the
company's support during this significant transition, leading to positive feedback from
all team members, participants, and managers. Below are some examples of the positive
feedback shared during the concluding presentations.

A. FEEDBACKS ABOUT THE PROGRAM

Participant Feedback About the Program:

“The program helped me get to know myself better at first and then become aware of
many subjects | did not know. The exercises | did with my team helped us understand
each other's styles better. We understood and embraced our differences and talked
about the opportunities this would create. It is very valuable for me to participate in
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such a program at the beginning of my leadership journey. “l would like to thank
everyone who contributed to the implementation of this program.”

“My participation in the Development for the Future Program has supported me greatly,
especially in terms of team management. | noticed my areas of development in many
areas where | had the opportunity to improve myself and worked on them. My learning
process became even more efficient with the shares and examples of other managers
during group coaching. Furthermore, being able to reach our instructor and get
information whenever we wanted provided great comfort.”

Manager Feedback About the Program:

“I believe that this training program is highly beneficial for team managers with critical
responsibilities within the organization, especially those who are managing a team for
the first time. It helps them effectively lead their teams and manage their tasks.”

“| can say that this program has had a noticeable impact on his team dynamics. His
confidence in himself and his abilities has significantly improved over the course of a
year. If he continues to develop at this pace and realizes his full potential, he could
become a potential candidate for a mid-level managerial position within the company.”

B. WHAT IS NEXT?

As in every process, there are many areas for development regarding the improvement
of the Development for Future Program process and the main topics it aims to achieve.
Some of these areas have been conveyed as feedback, while some of them show the
desired path in line with Human Resources strategies. These topics are listed below.

What significant changes are anticipated to result from the contributions of this
program in the future?

e Promoting Dogus 3.0 culture - Spreading the culture by advancing emerging
leaders to mid-level positions
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e Continued decrease in turnover rates

e Boosted workplace satisfaction and loyalty (shown in satisfaction and loyalty
areas in EES results)

e Implementing a system to track team development throughout their time in the
company

e Company-wide communication about the program and its benefits and
outcomes

e Moving towards a structure where high-potential employees, especially those
eyeing such positions, can learn team management principles without managing
a team directly (This is based on employee feedback)

Topics for next year's planning:

e Organize a training session titled "360 Degree Development" for employees not
currently managing teams. This session will highlight the benefits of personal and
organizational development through fostering others. It will also introduce the
principles and importance of team management, encouraging participants to
take steps towards team leadership. (Planned for May)

e Conduct internal and external communication campaigns to raise awareness
about the program and its benefits within the company. This will involve internal
mailings, social media campaigns, and interviews with program participants.

Mid and Long-Term Improvement Plan: (2024-2025)

e Track the actions taken by assistant managers who have undergone the training
program to address their development areas. This may include participation in
additional training programs, coaching sessions, or mentoring opportunities. This
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may also underscore the importance of personal learning for ongoing
development.

e Establish a structured system integrated into the existing competency
framework to monitor the benefits of training programs. This system will
consolidate individual needs, actions taken, developmental progress, and
manager feedback into one centralized platform.

In summary, The Development for Future Program stands as a pivotal element of the
organization's talent development strategy, delivering tangible benefits across
individuals, teams, and the entire company. Through ongoing refinement informed by
valuable feedback and measurable outcomes, the program remains steadfast in its
commitment to fostering a culture of growth, innovation, and excellence. Specifically,
the program has seen success in areas such as leadership development, talent retention,
and cultural transformation. Notably, initiatives such as incorporating discovery sessions
into the program, involving managers at every stage, and implementing post-
assessments have contributed to its continuous improvement. In the future, the
program aims to further enhance its impact by expanding communication efforts,
implementing a 360-degree development training, and establishing integrated tracking
systems for individual progress. As the organization progresses, the Development for
Future Program stands poised to play an integral role in shaping the future of talent
development and organizational success.
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About Brandon Hall Group™

With more than 10,000 clients globally and more than 30 years of delivering world-class research and
advisory services, Brandon Hall Group™ is focused on developing research that drives performance
in emerging and large organizations, and provides strategic insights for executives and practitioners
responsible for growth and business results.

Professional Certifications
Self-paced certification
programs. Virtual group
sessions for companies.
In-person conferences
and summits.

Excellence Awards
Three annual programs
recognize the best
organizations that have

successfully deployed programs

to achieve measurable results.

>’\ ENTERPRISE EXCELLENCE
A\ CERTIFICATION PROGRAM
Recognizes the best HCM programs
that transform their organization and
achieves breakthrough results. This
designation is a step above the HCM
Excellence Awards® which focuses

on one program within a company.
Enterprise Excellence is a hybrid of
award winners who are also members.

Membership
Individual and Enterprise Membership
options: Includes research assets,
advisory support, a client success
plan and more.

SOME WAYS

WE CAN HELP Advisory Offerings

Custom research projects,
including surveys,
focus group interviews
and organizational
needs assessments for
transformation, technology
selection and strategy.

AGENCY!
BY BRANDON HALL GROUP™

SMARTCHOICE® PREFERRED >r
PROVIDER PROGRAM A\
Provides comprehensive marketing
solutions for human capital
management solution providers.
We offer strategic services to
establish a strong foundation for
your marketing efforts.

X

Uniquely places HCM service and
technology companies at the top of
organizations’ consideration list of
vendors. It adds an unmatched level
of credibility based on BHG’s thirty-
plus years of experience in evaluating
and selecting the best solution
providers for leading organizations
around the world.

© 2025 Brandon Hall Group™. Not Licensed for Distribution. Page 37



