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Executive Summary

Organizations succeed or fail in a series of human moments: whom they hire, how a new employee is
welcomed, whether a manager gives feedback effectively, how conflict is handled, who is promoted, and how
a team responds to change. These are the moments that matter because they shape trust, performance,
retention, culture and ultimately business results.

Behavioural Intelligence is the practical ability to recognize what drives behaviour, understand how people
differ, and adapt leadership actions accordingly. It combines behavioural science, self-awareness, empathy,
disciplined judgment and data. The Predictive Index® (PI), delivered by Predictive Success®, gives leaders
an objective language for understanding workplace drives, cognitive demands, role fit, team dynamics and
development needs. Used well, it does not replace human judgment. It improves it.

OBI is PI’s newest software, combining curated PI behavioural data with 73 years of Pl human behavioural
science and the best of current artificial intelligence technology. It brings this intelligence into the flow of
work, helping leaders translate trusted PI insights into timely preparation, better questions and practical
guidance while preserving human judgment, accountability and privacy.

This paper shows how Behavioural Intelligence strengthens hiring, onboarding, coaching, learning and
development, team effectiveness, change leadership, succession and sales performance. It also demonstrates
the business impact through real Predictive Success client examples: DRA Global achieved 93% workforce
retention while broadening access to hidden talent; Bruce Power used a shared behavioural language to
strengthen engagement and team effectiveness while sustaining recognition as one of Canada’s Top
Employers; the Princess Margaret Cancer Centre oncology team used behavioural insight to improve
collaboration and self-awareness; and Builtech reached 85% employee engagement in a difficult construction
labour market.

The central argument is simple: great leadership is not a single dramatic act. It is the accumulation of small,
intelligent choices made in the moments that matter. When leaders understand behaviour and use evidence
to adapt their decisions, the effects extend through individuals, teams, customers and communities.

1. The Leadership Challenge

Leadership today requires more than technical expertise. Hybrid work, constant change, talent scarcity,
generational differences and rising expectations have made the human side of performance more visible and
more consequential. Leaders are expected to communicate clearly, coach consistently, resolve conflict,
protect psychological safety, accelerate learning and deliver results—often with people whose motivations
and decision styles differ sharply from their own.

Traditional leadership development often focuses on what leaders should do. It may teach frameworks for
feedback, delegation, accountability or change. Yet it frequently misses the reason the same leadership
behaviour can inspire one employee and discourage another. A direct, fast-paced message can energize a
highly assertive person while overwhelming someone who needs more context and time. A manager who
assumes everyone is motivated by autonomy may unintentionally neglect employees who value structure,
collaboration or certainty.

Behavioural Intelligence closes that gap. It helps leaders move from generic best practice to relevant practice.
The objective is not to label people or excuse poor performance. It is to understand the conditions in which
people are most likely to contribute at their best, then lead with greater precision.



2. From Personality Awareness to Behavioural
Intelligence

Personality awareness is useful, but Behavioural Intelligence is broader and more actionable. It connects
insight to decisions. A leader may know that an employee is naturally reserved, detail-oriented or
independent. Behavioural Intelligence asks what that means for the way the leader should communicate
expectations, structure work, offer feedback, design a role and build the surrounding team.

The Predictive Index measures workplace behavioural drives and cognitive capacity using validated
assessments. The PI Behavioural Assessment identifies patterns related to dominance, extraversion, patience
and formality, while the PI Cognitive Assessment measures learning agility and problem-solving capacity.
The PI Job Assessment helps stakeholders align on the behavioural and cognitive demands of a role.
Together, these tools provide a common language for making more objective people decisions.

The value is greatest when the data is embedded in everyday leadership. A report placed in a drawer has
little effect. A manager who uses the insight before an interview, onboarding conversation, team meeting,
coaching session or succession decision turns information into performance.

3. The Moments That Matter

A moment that matters is any interaction or decision with disproportionate influence on trust, commitment
or future performance. Most are ordinary. A manager chooses whether to ask one more question in an
interview. A new employee decides whether it is safe to admit confusion. A leader frames a change as an
opportunity or a threat. A team member raises a concern and watches to see whether it is welcomed or
dismissed.

Leaders may face fifteen to twenty such moments in a day. No single conversation creates a culture, but
repeated moments create patterns, and patterns become culture. Behavioural Intelligence improves the
quality and consistency of those patterns.
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Moment Leadership risk Behaviourally intelligent response
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4. Hiring with Evidence and Human Judgment

Hiring is one of the clearest examples of a moment that matters. The cost of a poor decision extends far
beyond recruitment expense. It affects productivity, team morale, customer experience and management
time. Yet hiring decisions are vulnerable to intuition, similarity bias and overreliance on résumés.
Behavioural Intelligence adds discipline by clarifying what the job demands and evaluating candidates
against those demands.

Evidence-based hiring does not mean lowering standards or removing human judgment. It means testing
initial assumptions against the actual behavioural and cognitive demands of the role. A candidate may lack a
traditional background yet possess the behavioural fit, learning capacity and motivation to succeed.
Structured people data helps leaders recognize potential that conventional screening can miss while making
the final decision more consistent, explainable and fair.

CASE STUDY: Finding hidden talent and sustaining retention
DRA Global | 93% workforce retention

DRA Global operates in engineering, project delivery and mining-related services, where specialized
talent can be scarce. Predictive Success helped the organization use PI behavioural and cognitive data to
identify capable candidates who might otherwise have been viewed as risky because they had less
traditional experience. Managers could see evidence of behavioural fit and learning capacity, reducing
bias and increasing confidence in non-obvious hires. According to the published case study, the
organization retained 93% of its workforce. The lesson is important: Behavioural Intelligence helps
leaders say yes to potential without abandoning rigour.

5. Onboarding, Coaching and Learning & Development

The first weeks of employment create a lasting story about whether a person belongs and can succeed.
Standardized onboarding creates consistency, but identical onboarding can create inequity because people
differ in how quickly they build relationships, absorb detail, seek autonomy and respond to ambiguity.
Behavioural Intelligence allows managers to preserve standards while personalizing the path.


https://www.draglobal.com/

The same principle strengthens coaching. Feedback is more likely to be accepted when it is delivered in a
form the employee can process. Some people want a concise statement of the issue and freedom to solve it.
Others need examples, context, reassurance or a structured plan. The performance standard should remain
constant; the route to understanding can change.

For Learning and Development teams, behavioural data turns generic programming into a connected
development system. Facilitators can design experiences that balance discussion, experimentation, reflection
and structured practice. Managers can reinforce learning after a program by coaching to natural strengths
and likely blind spots. Development becomes part of daily work rather than an isolated event.

A strong Behavioural Intelligence learning journey typically begins with self-awareness, moves into
understanding others, and then applies the insight to real leadership moments. The sequence matters.
Leaders who cannot recognize their own defaults are less able to adapt deliberately.

6. Team Effectiveness and Psychological Safety

High-performing teams are not built from identical personalities. They are built from complementary
strengths, clear expectations and the ability to use difference productively. PI Team Discovery helps leaders
see collective patterns, likely strengths and potential blind spots. A team with strong urgency may move
quickly but overlook consultation. A highly collaborative team may build commitment but delay difficult
decisions. Behavioural Intelligence gives teams a neutral language for discussing these dynamics.

This shared language also supports psychological safety. When behavioural differences are understood,
people are less likely to interpret a colleague’s speed, caution, directness or reserve as disrespect. That does
not eliminate accountability. It reduces unnecessary friction so that the team can focus on the real issue.

CASE STUDY: A shared language for engagement and performance
Bruce Power | Six consecutive years as a Canada Top Employer

Bruce Power operates in a safety-critical, highly regulated environment where precise communication
and cohesive teamwork are essential. Through its partnership with Predictive Success, the organization
implemented PI to bring greater consistency to hiring, leadership and team development. Leaders used
a shared behavioural language to understand communication styles, motivators and potential cautions.
The published case study reports stronger alignment, improved communication and more cohesive
teams, contributing to an environment in which employees feel understood and supported. Bruce Power
sustained recognition as one of Canada’s Top Employers for six consecutive years.

CASE STUDY: Helping an oncology team work better together

Princess Margaret Cancer Centre | Improved collaboration and self-awareness

Predictive Success facilitated a Team Discovery session with an oncology team at Princess Margaret
Cancer Centre. The work identified the group as an Executing team—disciplined, professional and
strongly focused on facts and expertise. The same pattern also revealed blind spots related to empathy
and connection. By making those dynamics visible, the team could discuss how to preserve its strengths
while becoming more collaborative. One physician reported that the team was already applying what it
learned. The example shows how Behavioural Intelligence can support both technical excellence and the
human quality of teamwork in a demanding clinical setting.


https://www.brucepower.com/
https://www.uhn.ca/PrincessMargaret

7. Leading Change

Resistance to change is often treated as a lack of commitment, but it is frequently a predictable behavioural
response. Some employees need to understand the strategic destination; others need evidence, detail,
consultation or time to process. A single broadcast message rarely meets all those needs.

Behaviourally intelligent change leaders segment their communication. They explain what is changing, why it
matters, what remains stable, what decisions have been made and where employees still have influence.
They also recognize that early adopters and cautious evaluators contribute different forms of value. The goal
is not to eliminate concern. It is to convert concern into constructive participation.

8. Sales Leadership and Customer Moments

Behavioural Intelligence is equally valuable in sales. Customers differ in pace, risk tolerance, desired level of
detail and need for relationship. A salesperson who adapts only at the level of script or technique misses the
deeper behavioural context. Understanding the customer’s likely needs improves discovery, communication
and trust.

For sales leaders, behavioural and cognitive insight helps distinguish hiring gaps from coaching gaps. A
representative may fit the role but lack skill, discipline or clarity. Another may have strong effort but be
misaligned with the demands of the position. The right intervention depends on the diagnosis. Behavioural
Intelligence makes performance conversations more specific and fair.

9. Succession and Leadership Readiness

Succession decisions often favour visibility, tenure or resemblance to current leaders. This can narrow the
pipeline and reinforce historical bias. Behavioural Intelligence broadens the conversation by comparing the
demands of future roles with the natural drives, learning capacity, experience and development readiness of
possible successors.

The objective is not to find a perfect profile. It is to understand fit, risk and development needs. A candidate
may not naturally display every required behaviour but may be capable of adapting with support. Another
may appear charismatic yet struggle with the detail, patience or discipline the role requires. Better
succession decisions begin with a better definition of the work.

10. The Business Case

The financial case for Behavioural Intelligence is cumulative. Better hiring reduces avoidable turnover and
shortens time to productivity. Better onboarding improves confidence and early commitment. Better
coaching raises manager effectiveness. Better team dynamics reduce conflict and delay. Better succession
protects continuity. No single metric captures the full effect because the value appears across the employee
lifecycle.



CASE STUDY: Engagement in a difficult labour market

Builtech Services | 85% employee engagement

Builtech faced the common construction challenge of scaling in a market with limited labour availability.
The published case study describes how the organization used behavioural insight to improve hiring,
onboarding, communication and team effectiveness. Rather than treating engagement as an annual
survey result, leaders used people data to understand employees and reduce avoidable conflict. Builtech
reached 85% employee engagement, demonstrating that behavioural insight can create a competitive
advantage even when external talent conditions are difficult.

11. Expanded Evidence: Behavioural Intelligence in
Action

The attached materials broaden the evidence base across leadership development, team design, medical
research, defence, sales, telecommunications, public-sector retail and professional services. Together they
show that Behavioural Intelligence is not a narrow hiring application. It is a practical operating system for
aligning strategy, roles, teams, communication, coaching and performance.

Leadership Patterns and Team Discovery

Team Discovery translates behavioural patterns into a strategic map. The framework positions teams across
two dimensions—flexible versus focused and internal versus external—and identifies four cultural
orientations: Collaborate, Create, Control and Compete. Each orientation carries characteristic leadership
styles and value drivers: facilitate, mentor, develop and engage around “together”; innovate and envision
around “first”; coordinate, monitor and organize around “right”; and compete, sell and grow around “fast.”
The point is not to declare one quadrant superior. It is to make the team’s natural strengths visible, compare
them with the work to be done and deliberately address gaps.


https://www.builtechllc.com/
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Figure 1. Leadership Patterns and Team Discovery connects cultural orientation, leadership style and strategic value drivers.




CASE STUDY: More confident leadership in medical research
York University | More than 30% improvement in ease-of-management efficiency

Dr. Peter Backx used Team Discovery and behavioural data to rethink leadership assignments within a
cardiac research laboratory. The insight showed that a newly recruited postdoctoral fellow was not
naturally suited to lead several projects, prompting a change that improved effectiveness and reduced
conflict. The same data helped Dr. Backx identify another team member with natural leadership
potential and give her greater responsibility sooner. He reported that, from an ease-of-management
perspective, the efficiency gain far exceeded 30%. This case demonstrates how Behavioural Intelligence
supports role design, conflict management and the early recognition of leadership potential.

CASE STUDY: Communication and readiness in a mission-critical environment

Naval Medical Research Unit San Antonio | Stronger teamwork, communication and leadership
confidence

The U.S. Navy material describes the use of the Predictive Index within Navy Medicine to help leaders
design more effective teams, understand preferred communication approaches and assign work more
effectively. Leaders characterized PI as a valuable tool for enhancing communication and understanding
leadership styles in highly functioning teams. The example is particularly relevant because the work
occurs in a high-stakes research environment where operational readiness, safety and clarity of
command matter. Behavioural Intelligence becomes a way to lead both up and down with greater
confidence.

CASE STUDY: Turning sales data into business performance

Calix | 25.52% revenue growth, 654% profit-margin increase and 11.25% sales-proficiency
improvement

Calix used the Predictive Index and a Sales Excellence system to benchmark behavioural fit and sales
proficiency, support leadership hiring and measure the effect of development. The organization retested
its Selling Skills Assessment Test after training and reported an 11.25% increase in sales proficiency in
the first year. The supplied case study also reports 25.52% year-over-year revenue growth and a 654%
increase in profit margin. The leadership lesson is that behavioural fit, skill data and results should be
viewed together. This prevents leaders from confusing a coaching need with a hiring problem and turns
development investment into a measurable performance system.

CASE STUDY: Behavioural insight in professional and collegiate sport

Charlotte Hornets | Improved recruiting, roster understanding and coaching adaptation

The sports material traces how former Hornets executive and coach Jeff Bower used behavioural
assessment experience from the NBA to evaluate recruits, assemble a coaching staff and accelerate his
understanding of a college roster. The assessment was not used to seek a single ideal personality. It
helped coaches understand natural instincts, pressure response, communication needs and team fit. The
broader lesson is highly transferable to business: behavioural data is most useful when it informs
selection and then continues into motivation, coaching and team composition rather than becoming a
one-time gatekeeping tool.


https://www.yorku.ca/
https://www.med.navy.mil/Naval-Medical-Research-Command/
https://www.calix.com/
https://www.nba.com/hornets

CASE STUDY: Mentorship, self-awareness and engagement
TELUS | 100% employee engagement in the featured team

TELUS paired leaders with different behavioural profiles in an Information Exchange Mentorship
Program. The contrast created productive learning, broader networks and greater self-awareness. One
leader reported team Pulsecheck results of 93%, 100% and 95% across three years and connected those
outcomes in part to role fit and the PI Job Assessment. Another described using behavioural, cognitive
and job assessments while rapidly scaling a team and reported 100% engagement. The case also shows
that mentoring is reciprocal: the teacher learns from the student, and behavioural language makes
performance reviews, communication and development conversations faster and more useful.

CASE STUDY: Making PI part of daily leadership practice

Alcool NB Liquor and Cannabis NB | 90% increase in internal-team efficiency and awareness

ANBL and Cannabis NB integrated PI into hiring, onboarding, coaching and daily leadership
conversations rather than treating it as a stand-alone assessment. Managers and new employees shared
their profiles early, teams used Team Discovery to understand missing strengths, and HR used
behavioural language to support conflict resolution and candidate decisions. The reported results
included higher-quality candidates, more productive conversations, happier hiring managers and a 90%
increase in efficiency and awareness within internal teams. The central implementation lesson is clear:
value comes from sustained use, not from the assessment alone.

From Hiring Tool to Business System: The Baker Tilly Example

The Baker Tilly “Art of the Possible” material illustrates the maturity path from isolated hiring use to an
integrated business system. Its Talent Optimization approach connects business strategy to four
disciplines—Design, Hire, Inspire and Diagnose—and applies them to concrete goals such as growth,
acquisitions, cost reduction and sales improvement. Activities include Team Discovery, job targets,
stakeholder alignment, succession planning, coaching tools, engagement measurement and action plans. This
reinforces a central argument of this paper: Behavioural Intelligence creates the most value when it is linked
to strategy and embedded across the employee lifecycle.

Research Foundation: Data and Human Judgment in Hiring

The Harvard Business Review article “In Hiring, Algorithms Beat Instinct” reviewed 17 studies of applicant
evaluation and reported that a simple equation outperformed human decision-making by at least 25%. The
authors did not argue that leaders should abandon judgment. They recommended using structured,
algorithmic analysis to narrow the field and then applying human judgment among a small number of
finalists, ideally with several managers contributing independently. This is the right model for Behavioural
Intelligence: data disciplines intuition, while experienced leaders retain responsibility for context, values and
the final decision.

What the Expanded Evidence Shows

Behavioural data improves role clarity: York University and Calix show how evidence can distinguish
leadership potential, role fit and skill-development needs.

Team insight improves communication: The U.S. Navy, TELUS and the Hornets examples show how
understanding behavioural differences strengthens communication, coaching and team composition.


https://www.telus.com/
https://www.anbl.com/

Integration creates measurable outcomes: ANBL/Cannabis NB, TELUS and Calix demonstrate that impact
grows when behavioural insight becomes part of hiring, onboarding, development, sales management and
everyday leadership.

Strategy must shape application: The Leadership Patterns framework and Baker Tilly material show that
the question is not merely “What is our profile?” but “What work must this team accomplish, and what
behavioural capacity will that require?”

Human judgment remains essential: The HBR research supports a disciplined partnership between
structured data and leadership judgment rather than reliance on either one alone.

12. OBI: Behavioural Intelligence in the Flow of Work

The next evolution of Behavioural Intelligence is not another static report. It is the ability to bring trusted
behavioural insight into the flow of work, precisely when a leader is preparing to hire, coach, delegate,
resolve conflict, design a team or lead change. OBI is PI's newest software, built on curated PI behavioural
data and 73 years of Pl human behavioural science, enhanced by the best of current artificial intelligence
technology. This combination makes PI insight more immediate, practical and usable while keeping human
judgment at the centre.

OBI helps convert assessment data into context-specific leadership support. A manager can prepare for a
difficult conversation, compare the behavioural needs of two colleagues, identify likely sources of friction,
adapt a coaching message or generate questions for a candidate interview. This reduces the gap between
knowing a person’s behavioural pattern and knowing what to do next.

The value of OBI is amplification, not automation of accountability. It should not make employment decisions
on behalf of leaders, diagnose people or turn behavioural patterns into rigid labels. Its role is to organize
relevant insight, prompt better questions and improve preparation. Human leaders remain responsible for
context, fairness, standards, privacy and the final decision.

For Learning and Development, OBI creates continuity between formal programs and daily leadership. It can
reinforce concepts after a workshop, support managers as they apply new skills and personalize
development without requiring a facilitator to be present in every moment. This turns leadership
development from an event into an always-available capability.

For organizations, OBI also creates scale. The same behavioural language can support thousands of individual
moments while preserving a consistent leadership philosophy. Combined with expert advisory, governance
and clear use standards, OBI enables organizations to move from periodic interpretation of people data to
responsible behavioural intelligence on demand.

13. Implementation Roadmap

Begin with executive sponsorship: Senior leaders must position Behavioural Intelligence as a business
capability, not an HR assessment project.

Define the moments that matter: Identify the decisions and conversations with the greatest impact on
strategy, talent and customer outcomes.

Build leader fluency: Teach leaders to interpret behavioural data, recognize their own defaults and adapt
without stereotyping.



Embed the insight: Integrate behavioural data into hiring, onboarding, coaching, team development,
succession, sales and organizational design.

Connect Learning and Development: Use behavioural insight before, during and after leadership programs
so learning transfers into work.

Measure outcomes: Track relevant indicators such as retention, quality of hire, engagement, manager
effectiveness, team health, sales performance and leadership readiness.

Reinforce through technology and coaching: Use digital tools, OBI Al-enabled support and expert advisory
to make insight available in the moment of decision.

14. The Future of Human Leadership

Artificial intelligence will automate more routine work and provide leaders with faster access to information.
That will not make human leadership less important. It will increase the value of judgment, empathy,
adaptability, communication and trust. The organizations that benefit most from Al will be those that
understand both data and people.

Behavioural Intelligence provides the human operating system for that future. OBI extends that system by
making behavioural insight accessible at the moment it is needed. It can surface relevant patterns, prepare a
leader for a conversation, generate role-specific questions and translate PI data into practical coaching
guidance. The leader still decides how to listen, what standard to hold, when to challenge and what action to
take. Predictive Success combines behavioural science, advisory experience and curated Al-enabled support
so organizations can use these capabilities responsibly.

Conclusion

The moments that matter are rarely announced. They arrive in interviews, meetings, hallway conversations,
video calls and difficult decisions. In each one, leaders have an opportunity to respond from habit or from
insight.

Behavioural Intelligence turns understanding into action. It helps leaders hire with greater objectivity,
onboard with greater care, coach with greater relevance, build stronger teams, lead change more effectively
and create broader paths to leadership. The case studies in this paper show that the results can be
measurable: stronger retention, higher engagement, more cohesive teams and better use of hidden talent.

Great organizations are built when leaders repeatedly make better people decisions. The advantage comes
from turning behavioural insight into consistent action—before, during and after the moments that matter.

About Predictive Success

Predictive Success Corporation is a Founding Partner of The Predictive Index and helps organizations across
Canada and the United States build stronger leaders, teams and talent strategies. Its work combines PI
behavioural and cognitive science with consulting, leadership development, executive coaching,
organizational design, sales effectiveness and curated Al-enabled tools.

Learn more: PredictiveSuccess.com | Client case studies

Case Study Sources

DRA Global — Predictive Success case study: finding hidden workers and achieving 93% retention.


https://www.predictivesuccess.com/
https://www.predictivesuccess.com/case-studies

Bruce Power — Predictive Success case study: engagement, team effectiveness and six consecutive years as
a Canada Top Employer.

Princess Margaret Cancer Centre Oncology Team — Predictive Success Team Discovery case study on
collaboration and self-awareness.

Builtech Services — Predictive Index/Predictive Success case study reporting 85% employee engagement.

Leadership Patterns and Team Discovery — Predictive Success framework linking cultural orientation,
leadership styles and value drivers.

Dr. Peter Backx, York University — Predictive Success case study reporting more than 30% improvement
in ease-of-management efficiency.

U.S. Navy / NAMRU San Antonio — Navy Medicine article on teamwork, communication and leadership
styles.

Calix — Predictive Success sales-performance case study reporting revenue, margin and proficiency gains.

Charlotte Hornets / Jeff Bower — Sports article on behavioural profiling in recruiting, coaching and team
composition.

TELUS — Predictive Success mentorship and engagement case study.

Alcool NB Liquor and Cannabis NB — Predictive Success Team Discovery and daily-use case study.
Baker Tilly — The Art of the Possible with The Predictive Index, April 21, 2026.

Harvard Business Review — Kuncel, Klieger and Ones, “In Hiring, Algorithms Beat Instinct,” May 2014.

Note: Case study outcomes are drawn from the client materials supplied for this report. Results vary by
organization and should not be interpreted as guaranteed outcomes.
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