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Abstract 

 Through this thesis, an inquiry was conducted to answer the question of how ABC 

Financial could expand leadership development within its management group.  With an 

appreciative stance, a multi-method research approach was utilized; a survey was open to all 

employees and interviews were conducted with members of the senior executive team to 

determine whether a common understanding of leadership existed within the organization and 

how managers at ABC were demonstrating leadership competencies.  Throughout the inquiry, 

adherence to Royal Roads University’s Research Ethics Policy was maintained to ensure the 

integrity of the process.  The research findings indicated that developing a common definition of 

leadership could provide a context for the design of leadership programming.  Furthermore, 

although leaders at ABC demonstrated many leadership strengths, an over-reliance on results 

orientation may limit the organization’s leadership capacity and leadership development could be 

enhanced through flexible programming focused on building relationship-based competencies.  

Study recommendations included developing a shared vision of leadership and assessing ABC’s 

leadership culture to assist in designing formal leadership development programming.  

Enhancing programming through communities of practice, other systems, and metrics were also 

recommended. 
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Chapter One:  Focus and Framing 

 
Through this thesis, I sought to examine how leadership development was viewed within 

ABC Financial (ABC) and provide recommendations as to how leadership development 

programs and initiatives could be enhanced in order to strengthen organizational performance.  

First, understanding ABC’s operations was important to properly frame the inquiry.  In order to 

provide insight into the research, the significance of the inquiry, the context within which ABC 

operates, and a systems analysis of the organizational environment was examined. 

ABC experienced tremendous change in the past several years and, from my experience, 

change continued to dominate the provincial financial services landscape.  One of the largest 

provincial financial services providers, ABC was the product of several mergers and it continued 

to welcome partnerships with other businesses seeking the financial stability and enhanced 

product offerings that ABC provided (ABC Financial, June 2013, Strategic Planning).  An 

organizational restructure accompanied the most recent merger, which took place in July 2013; 

some managers and employees were assigned new roles, several senior managers left the 

organization, and new reporting relationships resulted.  The uncertainty associated with 

restructures created stress within the organization and as Bridges (2009) promoted, strong 

leadership was needed to guide employees through this challenging period.  As Kotter (2001) 

related, “Major changes are more and more necessary to survive and compete effectively…More 

change always demands more leadership” (p. 86).  To maintain their competitiveness, ABC had 

to ensure its leaders effectively demonstrated leadership competencies in order to effectively 

navigate change.  
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From my observation, ABC may have lacked a cohesive vision of leadership due in part 

to its formation as an amalgamation of many smaller financial services providers.  According to 

Kotter (2001), aligning an organizational vision of leadership and providing development 

opportunities allowed employees to move in a consistent direction and could benefit ABC in 

managing their change process.  Increased productivity could be anticipated because, “when 

teams are truly learning, not only are they producing extraordinary results, but individual 

members are growing more rapidly than could have occurred otherwise” (Senge, 2006, p. 9).  

Defining what leadership meant at ABC was important to its continued growth. 

As the Learning and Development Manager for ABC, leadership competencies and 

leadership development fell within my portfolio.  I oversaw a leadership development program 

for new managers at ABC and senior management tasked me with expanding current program 

offerings to enhance leadership development throughout our management ranks.  My role in the 

inquiry project was to work collaboratively with stakeholders to examine issues related to 

leadership development within ABC and to implement recommendations made through this 

research. 

To evaluate leadership development within ABC, an inquiry topic was chosen with four 

sub-questions identified to aid in the research of this topic: 

How can ABC Financial expand leadership development within its management group? 

Sub-questions: 

1.  How does ABC define leadership? 

2.  In what ways are managers currently demonstrating leadership competencies? 

3.    How can current leadership development programs be enhanced to increase the development 

of leadership competencies among ABC’s management team? 
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4.  What resources, support, and strategies are required to create such enhancement? 

Significance of the Inquiry 

Developing leadership capacity within ABC could provide many benefits.  From my 

experience, the anticipation of future mergers, frequent regulatory changes, and pressures from 

competitors made constant change inevitable.  Developing leaders who successfully navigated 

change was critical to enable the organization to meet its strategic goals, as discussed by 

Anderson and Ackerman-Anderson, (2010).  According to Bridges (2009) and Kotter (2001), 

anxiety often accompanied change; by communicating a vision, leaders could assist employees 

through the transition, providing them with a sense of control in situations of uncertainty.  With 

over 37% of managers over the age of 50, ABC anticipated many retirements in the next five to 

seven years (ABC Financial, October 2013).  Expanding leadership development could prepare 

more junior managers for the demands of senior positions, providing continuity for organizations 

(Barnett & Davis, 2008).  Thus, enhancing leadership capacity could assist the organization in 

meeting its current needs and provide for future sustainability.   

Involving ABC’s management group in the inquiry was critical.  The success of any 

recommendations that resulted from the project relied heavily upon the engagement of senior 

executive because, according to Goleman, Boyatzis, & McKee (2002), executive support was 

critical for leadership development to succeed at an organizational level.  Our executive leaders 

deferred leadership development as an organizational priority for the past three years due to other 

projects and there appeared to be varying commitment among the group as to the importance of 

leadership development; understanding their views was important.  All levels of management 

were affected by this inquiry and it was important for their voices to be heard.  Senior, middle 
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and supervisory levels of management participated as part of the inquiry to ensure they felt 

consulted as decision-makers in the process, as promoted by Coghlan and Brannick (2012) and 

Stringer (2007).  Identifying the views of our leaders was necessary in order to build effective 

programming that would receive organizational commitment. 

Leadership was about relationship (Bushe, 2010; Kouzes & Posner, 2007; Scott, 2009).  

An inquiry about leadership development would be incomplete without engaging our employee 

group.  Effective leaders build employees’ self-esteem through demonstrating competencies in 

creating a vision, coaching, and modeling behaviour (Kouzes & Posner, 2007; Kotter, 2001).  

The relationship employees had with their direct supervisor also directly influenced employee 

engagement (Scott, 2009).  By building its managers’ capacity to lead, ABC could strengthen the 

organization through increased engagement at all levels. 

If leadership development was not addressed, ABC may have faced unfortunate 

consequences.  Despite a practice to promote from within, ABC could increasingly need to look 

externally if employees lacked the skill to lead.  According to Kouzes and Posner (2007), morale 

could suffer if employees felt under-valued and overlooked for promotion.  Without skilled 

leaders, Bridges (2009) believed employees may feel increased anxiety, frustration, and lost 

motivation in times of change.  The decreased morale endangered ABC’s reputation and if not 

addressed ABC may have faced increased turnover, lack of productivity, and decreased growth.  

Organizational Context 

Historically, ABC was an amalgamation of numerous smaller financial services providers 

(ABC Financial, June 2013, New employee orientation).  As of July 2013, the new ABC served 

close to eighty communities across the province with a complement of support departments, 
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employing close to 1,000 people (ABC Financial, June 2013, New employee orientation).  The 

organization was divided into several functional areas with a large retail division supported by 

several non-retail departments, including finance, marketing, human resources, risk and 

governance, and technology divisions (Appendix A).  As it oversaw our entire branch structure, 

the majority of our supervisory, middle, and senior management positions reported through our 

Retail Operations functional area and their support for inquiry recommendations was critical for 

effective program implementation. 

ABC experienced many adjustments due to significant growth in a short period of time 

due to mergers and organic growth.  Geographically located throughout the province, distance 

management became a challenge and, according to Kouzes and Posner (2007), increased skill 

was needed to provide motivation and support to employees who were in decentralized locations.  

Managers came to the organization with varying skill sets and differing philosophies of 

leadership, which, according to Bushe (2010), Scott (2002), Senge (2006), and Short (1998), had 

the potential to develop into conflict if not recognized.  An aligned vision and strong leadership 

competencies were needed to successfully guide employees through the change (Anderson & 

Ackerman-Anderson, 2010; Bridges, 2009; Kouzes & Posner, 2007).  With the mergers, new 

organizational values were introduced, focusing on continuing to develop an open, inclusive, 

honest, and committed culture (Appendix B).  The alignment of values and vision were critical 

when developing a strategy for leadership development within ABC (Kouzes & Posner, 2007; 

Schein, 2010).   Leadership competency was increasingly important as the organization faced 

complexity. 

ABC conducted an employee engagement survey in the spring of 2013 that provided 

insight into leadership issues within the organization (ABC Financial, February, 2013).  
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Although an engagement score of 85% reflected high engagement within the organization, the 

score reflected a downward trend from a survey conducted in 2011 (ABC Financial, February, 

2013).  Retail management reported increased engagement from 2011; however, retail 

employees demonstrated opposite trending in many categories, suggesting that perhaps 

leadership skills were not cascading through the retail environment (ABC Financial, February, 

2013).  Alternately, our non-retail management indicated increased disengagement from 2011 

(ABC Financial, February, 2013). Non-retail employee participation in the survey decreased by 

22% from the previous survey, leading to questions of decreased engagement among the group 

(ABC Financial, February, 2013).  In support of the engagement survey findings, feedback from 

change leadership sessions conducted with the organization’s managers identified a common 

theme of high stress levels among our non-retail managers due to a strong pace-setting leadership 

style at senior management levels (ABC Financial, November, 2013).   The survey findings 

indicated the need for leadership development potentially differed across the organization. 

ABC utilized behavioural competencies as a tool to guide leadership development.  

Competency models were intended to provide consistent identification and application of desired 

leadership skills within ABC aligned with best practices identified by Conger and Ready (2004).  

Employees evaluated their strengths based on a unique competency model, selected two areas for 

development throughout the year, and created a plan to increase their effectiveness in those 

competencies.  In my experience, the practice of competency development within the 

organization was inconsistent, with some managers advocating for their value while others failed 

to implement their use.  Competencies received varied support from leaders at ABC inhibiting 

competency effectiveness as a leadership development tool. 
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Leaders within ABC also had varied experiences with formal leadership development.  

As the Learning and Development manager at ABC, I led a program for new managers that 

spanned several months and addressed topics such as emotional intelligence, communication, 

group dynamics, and change leadership.  While many participants flourished upon the program’s 

completion, some abandoned their learning once the sessions ended, often due to lack of 

management support to continue their development.  When sustained support was lacking, 

learners tended to abandon their new skills, a point noted by varied authors (for example, 

Armenakis, Harris, & Mossholder, 1993; Choi & Ruona, 2011; Goleman, et al., 2002; Kouzes & 

Posner, 2007).  In the past, many seasoned managers resisted leadership development, which 

might be due to feeling the training was unnecessary or from insecurities, as noted by 

Armenakis, et al. (1993) and Choi and Ruona (2011). However, in recent months managers at all 

levels demonstrated increased interest for leadership development that, according to Anderson 

and Ackerman-Anderson (2010), Bridges (2009), Goleman, et al. (2002), and Schein (2010), 

improved the chances of successful program implementation. 

Systems Analysis of the Inquiry 

Systems thinking could be defined as, “a conceptual framework, a body of knowledge 

and tools that has been developed … to make the full patterns clearer, and to help us to change 

them effectively” (Senge, 2006, p. 7).  According to the shifting the burden archetype, people 

shifted burdens by applying quick, well-intentioned solutions to issues in order to relieve their 

own anxiety (Senge, 2006).  Unfortunately, these easy resolutions did not solve the fundamental 

issues behind the problem and only provided temporary relief, often producing side effects that 

seemingly demonstrated improvement (Senge, 2006).  However, the fundamental concerns 
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continued to fester and grow unnoticed, causing more serious damage (Senge, 2006).  The 

resolution to the issue lay in the fundamental solution, indicated in figure one (Senge, 2006).  

The systems analysis identified the issues surrounding leadership development at ABC utilizing 

Senge’s (2006) shifting the burden archetype (See Figure 1). 

 

 

 

 

 

 

 

 

 

 

Figure 1:  Analysis of leadership development at ABC util izing Senge’s (2006) Shift ing the 
Burden Archetype.  “Shifting the Burden” from THE FIFTH DISCIPLINE by Peter M. Senge, 
copyright ©1990, 2006 by Peter M. Senge.  Used by permission of Doubleday, an imprint of the 
Knopf Doubleday Publishing Group, a division of Random House LLC.  All rights reserved. 

 

The systemic issue (See Figure 1) was that ABC had many managers who lacked 

sufficient leadership skills to effectively develop their employees.  Although recruitment 

practices had been modified in recent years to focus on leadership competencies, in my 

Symptomatic 
Solution:  Managers 

look to other 
departments to 

develop their 

Problem symptom:  
Managers lack 

leadership skills  

Side Effects: 
• Increased training 
• Interdepartmental 

conflict 
• Structure changes 
• Ineffective 

performance 
management 

• Effects on internal and 
external organizational 
reputation 

Fundamental 
Solution:  Invest in 

Leadership 
Development 

 

DELAY 



                                                                                
 
   Leadership Development 
 

16

experience, ABC tended to promote employees who possessed strong technical knowledge.  

These new managers were familiar with the organization and procedures so they quickly 

assumed supervisory duties, a common practice documented by Yukl (2010).  The practice to 

promote on the basis of technical skills was sufficient when the business environment was more 

stable, according to Toor and Ofori (2008).  In these conditions, Kotter (2001) related that the 

pace of change was slower and a manager who possessed strong technical knowledge, problem 

solving abilities, and organizational skills was valued and promoted.  However, as ABC faced 

continuous change in recent years, many managers lacked the capacity to lead in the more 

complex environment in which ABC operated. 

To compensate for lack of leadership ability, managers sought symptomatic solutions 

(See Figure 1) to ease tensions created by performance pressures.  In my experience, managers 

often misdiagnosed employee ability and sought to provide technical training for employees who 

really lacked the willingness to complete the task.  The training was provided but improvement 

was not sustained and managers continued to misdiagnose the issue looking elsewhere to provide 

solutions to their leadership issues.   

 The cycle that resulted often led to conflict among departments.  As has been witnessed 

in cross-functional meetings, blame often resulted.  Managers and support departments argued as 

to who was responsible to diagnose and provide development for employees.  Structure was 

created within the organization to provide support for our retail outlets, but the outcome 

accommodated the shifting of burden for employee development from managers to other areas of 

the organization (See Figure 1).  Support areas provided lending, deposit, and coaching support 

for employees because managers were struggling to proficiently provide these functions.  From 
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my perspective, some improved performance resulted, but many managers abdicated ownership 

of employee problems and further eroded their leadership skills.   

The symptomatic solutions appeared to resolve issues and allowed the organization to 

operate.  Seemingly positive side effects (See Figure 1) disguised the harm that resulted from 

lack of leadership strength.  However, dependence upon these solutions deepened and people 

were unable to contemplate other, more sustained resolutions to the issues, as supported by 

Senge (2006).  Through my observations, customers were affected as they may have received 

substandard service, resulting in lost potential growth for the organization.  The fundamental 

solution (Senge, 2006) to the problem was to engage managers in leadership development (See 

Figure 1).  By leading effectively, managers gained the competence to grow their employees’ 

abilities and sustain high performance (Goleman et al., 2002).   

Leadership credibility was important to ABC externally as well.  As one of the major 

financial services providers in the province, ABC provided leadership to other, smaller 

organizations.  In my experience, potential merger partners looked to leadership quality when 

evaluating possible partners and potential employees looked to organizational reputation when 

they evaluated job postings.  In order to continue to attract quality talent, ABC had to be 

perceived as a high performing organization.  However, if the fundamental issue of leadership 

development was not addressed (Senge, 2006), ABC might not be able to effectively lead 

continued growth and further issues could result as the organization became increasingly 

complex.  ABC faced lost credibility in their internal and external environment.     
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Chapter Summary 

 An environment of continuous change led to an increased focus on leadership 

development at ABC.  Organic growth, mergers, increased decentralization, anticipated 

retirements, and restructuring created an awareness of the need for a more aligned vision of 

leadership.  An analysis of the systemic realities of the organization revealed how lack of 

leadership ability affected organizational performance and customer service.  Despite an 

inconsistent application of the leadership competency framework within the organization, initial 

resistance to leadership development was changing, and the environment was becoming more 

accepting.  In order to effectively expand leadership development at ABC, a literature review 

examining definitions of leadership, identifying leadership competencies, and best practices in 

leadership development programming was necessary. This literature review is outlined in the 

following chapter.   

 

 

 

 

 

 

 

 

 

 

 

 

 



                                                                                
 
   Leadership Development 
 

19

Chapter Two:  Literature Review 

To frame the context of the inquiry, a review of the literature as it relates to relevant 

concepts is valuable.  This literature review provides insight into the key concepts behind the 

following inquiry question: 

How can ABC Financial expand leadership development within its management group? 

Sub-questions: 

1.  How does ABC define leadership? 

2.  In what ways are managers currently demonstrating leadership competencies? 

3.    How can current leadership development programs be enhanced to increase the development 

of leadership competencies among ABC’s management team? 

4.  What resources, support, and strategies are required to create such enhancement? 

To inform the research questions, reviewing the literature assisted in understanding 

effective leadership, leadership competencies, and creating effective leadership development.  To 

evaluate effective leadership, a definition of leadership, a comparison of leadership versus 

management, and an identification of barriers to effective leadership are discussed.  The review 

of leadership competencies includes an examination of competency definitions, advantages and 

disadvantages of using competencies, and best practices in developing competencies.  When 

examining effectively implementing leadership development, the way individuals and 

organizations learn, barriers to learning, and best practices in creating leadership development 

programming is reviewed.  The literature review provides guidance in making recommendations 

for resolving the research issues. 
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Effective Leadership 

In order to effectively create and expand leadership development within ABC, a clear 

understanding of how the organization’s key stakeholders viewed leadership was necessary.  

Determining how leadership was defined within the literature and comparing that definition with 

the view organizational leaders held assisted in creating a plan to bridge any gaps in 

understanding.  The following section identifies how leadership was defined in the literature, 

reviews leadership versus management, and identifies potential barriers to implementing 

effective leadership.  

Definitions of leadership 

 

 According to Grint (2005),  “Leadership remains an essentially contested concept” (p. 11) 

and the literature review provided little consensus citing many different types of leadership: 

charismatic; transformational; authentic; servant leadership; and more (Bolman & Deal, 2008; 

Grint, 2005; Yukl, 2010).  Despite the differing views, themes of change, relationship, morality, 

and action-driven results emerged as key components to defining leadership (Goleman, 2000; 

Grint, 2005; Mintzberg, 2009; Wheatley, 2005).  This literature review examined the definition 

of leadership utilizing these identified themes as a framework for discussion. 

 Leading change was a key component of leadership (Alban-Metcalfe & Alimo-Metcalfe, 

2013; Anderson & Ackerman-Anderson, 2010; Bridges, 2009; Kotter, 2001; Senge, 2006).  

Creating a vision and strategy for leading change was common; however, a slight difference in 

perspective was identified (Anderson & Ackerman-Anderson, 2010; Bridges, 2009; Kotter, 

2001; Senge, 2006).  While some theorists viewed the leader as holding ultimate responsibility 

for the effectiveness of its implementation, others prescribed an approach that viewed employees 
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as co-creators of the change process (Alban-Metcalfe & Alimo-Metcalfe, 2013; Anderson & 

Ackerman-Anderson, 2010; Grint, 2005; Senge, 2006; Wheatley, 2005).  Instead of carrying the 

burden of change for followers, newer literature identified leadership as setting a vision and 

collaboratively working with followers to create a future reality (Alban-Metcalfe & Alimo-

Metcalfe, 2013; Anderson & Ackerman-Anderson, 2010; Wheatley, 2005).  Although leading 

change consistently appeared in the literature, the way a leader guided change differed 

substantially among theorists. 

 Leadership was also defined through relationships.  Developing self-awareness enabled 

one to align words and action in order to build the credibility necessary to influence others to 

follow (Anderson & Ackerman-Anderson, 2010; Bushe, 2010; Goleman, et al., 2002; Kouzes & 

Posner, 2007; Senge, 2006).  Although compliance could be enforced, the dependence on formal 

power was viewed as discouraging participation and demotivating employees (Goleman, et al., 

2002; Grint, 2005; Wheatley, 2005).  Through relationship, leaders were able to influence 

followers by clarifying values, coaching, rewarding, and creating a sense of purpose and 

belonging (Goleman, et al., 2002; Grint, 2005; Kotter, 2001; Mintzberg, 1999; Senge, 2006; 

Toor & Ofori, 2008; Wheatley, 2005).  As relationship was a collaborative process, the leader 

and employee mutually influenced each other (Bolman & Deal, 2008).  Thus, both parties grew 

and benefitted from the interaction.    

 Morality played a role in defining leadership, as a leader’s influence was not always 

beneficial.  Dangerous leaders in history influenced and persuaded others to follow their ill-

intended motives (Bolman & Deal, 2008; Grint, 2005).  These leaders used their own sense of 

morality to justify their actions; it was cautioned, “all leaders probably perceive themselves as 

having a moral purpose” (Grint, 2005, p. 4).  Through self-reflection, leaders challenged their 



                                                                                
 
   Leadership Development 
 

22

motives to ensure they were acting in the service of others (Bolman & Deal, 2008; Secretan, 

2004; Senge, 2006).  

 Driving results was a key component of defining leadership.  In addition to visioning and 

influencing, “If a leader never realizes his or her potential, if no product is forthcoming, then it is 

hard to consider them as a leader” (Grint, 2005, p. 7).  To be effective, leaders leveraged their 

influence to obtain results from their people (Goleman, 2000; Grint, 2005; Wheatley, 2005).  

Ultimately, leaders used influence to work collaboratively with followers through the challenges 

of change to obtain organizational results.  However, leadership and management was often 

confused in the literature and a review of the differences was necessary to completely understand 

how leadership was defined. 

Leadership versus management 

 

 The literature often contrasted leadership and management; understanding the 

distinctions between the two concepts was important.  The contrast between leadership and 

management, the approach to use with different types of employees, and the interaction between 

the two functions in organizations was reviewed.   

The theorists debated the importance of leadership or management in organizations.  In 

contrast to the definition of leadership as described previously, management duties were 

consumed with predictable organizational events (Grint, 2005).  Management dealt with 

complexity by creating order or routine through the use of control functions:  planning; 

budgeting; staffing; and delegating (Mintzberg, 1998; Kotter, 2001; Toor & Ofori, 2008).  

Although management preserved order and mitigated risk in organizations, too much focus on 

control was detrimental to organizational innovation and creativity (Kotter, 2001; Toor & Ofori, 
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2008; Wheatley, 2005).  Some literature viewed management so personally stifling that, 

“According to Bennis (1989), becoming a leader is synonymous with becoming yourself; 

however, becoming a manager is becoming what a company wants you to become” (as cited in 

Toor & Ofori, 2008, p. 64).  In contrast, Mintzberg (1998) argued against such a simplified 

definition by stating, “I have grown increasingly dissatisfied with managerial roles as they are 

discussed in almost all the classic literature, roles are almost always presented as a disconnected 

list rather than an integrated model” (p. 142).  Further, strong leadership in the absence of solid 

management skills was equally as dangerous (Kotter, 2001).  While leadership was described as 

influencing change and inspiring results, management was viewed as maintaining the status quo 

with many theorists promoting importance of leadership. 

Many situations were cited where leadership was preferred over management.  In the 

past, strong technical performers were promoted to management positions as they could manage 

the functions of the work quickly and proficiently; however, these technical skills were viewed 

as insufficient to lead in today’s fast-paced world (Toor & Ofori, 2008; Yukl, 2010).  Although 

organizational structures and routines were still deemed as important, some authors proposed 

that organizations naturally formed into systems and forced controls were unnecessary and 

detrimental to creativity (Wheatley, 2005).  Leadership existed apart from formal management 

positions; individuals without positional power also exhibited leadership qualities (Bolman & 

Deal, 2008; Kouzes & Posner, 2007).  Finally, Mintzberg (1998) suggested that professional 

workers were in less need of management, as they required little supervision.  According to the 

literature, the pace of change, the ability to naturally organize, and the type of worker influenced 

the degree of management needed. 



                                                                                
 
   Leadership Development 
 

24

Although it was theoretically possible to separate leadership and management, in practice 

it was more difficult to make the distinction as to which was more valuable.  Theorists debated 

which skill was most lacking in business today with Kotter (2001) advocating that organizations 

were, “over-managed and underled” (p. 85) while Mintzberg (2009) suggested that an over-

emphasis on leadership was hindering the effectiveness of management.  Kotter (2001) stated a 

belief that everyone could not equally attain effective leadership and management abilities; some 

people were more effective at one than the other.  However, most theorists agreed that a blend of 

effective leadership and management skills were necessary and attainable to drive organizational 

success (Kotter, 2001; Mintzberg, 2009; Toor & Ofori, 2008).  Leadership and management 

needed to interact for optimal performance; however, overcoming barriers to effective leadership 

was equally important and was addressed in the literature review. 

Barriers to demonstrating effective leadership 

 

  Despite best intentions and an abundance of literature outlining its importance, success in 

leadership was not guaranteed.  Due to the unpredictable nature of relationships and the 

improvisational nature of leadership, many barriers to effective leadership were identified.  How 

organizational barriers, over-reliance on certain leadership styles, and personal barriers affected 

leadership success was discussed. 

 Organizational operations often detracted from effective leadership.  Focusing primarily 

on profit and executive compensation promoted a drive for individual results, leading managers 

to make decisions based on personal gain, sometimes at the expense of followers (Mintzberg, 

1999).  When measuring leadership effectiveness primarily through results, metrics could be 

manipulated to reflect the desired outcomes and other measures could be ignored, leading to 
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inaccurate perceptions of organizational health (Grint, 2005).  Organizations that focused too 

heavily on production over relationship created barriers to effective leadership and prevented 

them from obtaining optimal results. 

 Leadership style potentially damaged effective leadership.  Coercive and pace-setting 

styles created excessive demands on employees with little positive reinforcement, crushing 

employee initiative, risk-taking, vitality, and creativity (Bolman & Deal, 2008; Goleman, et al., 

2002; Grint, 2005; Wheatley, 2005).  These styles decreased leadership effectiveness because, 

“the more we demand, more and more for less and less, the more we will sap people’s spiritual 

energy, contribution, and potential” (Secretan, 2004, p. 152).  In contrast, an over-reliance on the 

affiliative style also damaged leadership effectiveness, as difficult conversations were avoided in 

fear of damaging relationships, leading to decreased productivity (Goleman, et al., 2002).  To 

overcome barriers related to leadership style, incorporating a variety of styles and recognizing 

the situational effectiveness of each style was critical (Goleman, et al., 2002). 

 Many personal barriers were identified which inhibited effective leadership.  A lack of 

self-awareness was identified as a key barrier (Anderson & Ackerman-Anderson, 2010; Schein, 

2010; Senge, 2006; Weisbord, 2012; Williams, Campbell, & McCartney, 2013).  As Schein 

(2010) elaborated, “The fact that leaders may be unaware of their own conflicts or emotional 

issues and, therefore, may be sending mutually contradictory messages leads to varying degrees 

of culture conflict and organizational pathology” (p. 242).  In order to lead effectively, leaders 

had to demonstrate an awareness of their own behaviours and act to overcome barriers to 

effective leadership (Anderson & Ackerman-Anderson, 2010; Bushe, 2010; Kotter, 2001; 

Kouzes & Posner, 2007; Schein, 2010; Senge, 2006; Short, 1998; Weisbord, 2012; Williams, et 

al., 2013; Wheatley, 2005). 
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 The literature discussed how organizational barriers, ineffective leadership styles, and 

personal barriers contributed to the effectiveness of leadership.  According to Wheatley (2005), 

“When we believe that, as leaders, we are playing our part in something more purposeful than 

our small egos can ever explain, we become leaders who are peaceful, courageous, and wise” (p. 

133).  Removing the focus on self and leading with purpose could assist in overcoming barriers.  

Leadership Competencies 

 As with many leading practice organizations, ABC adopted a competency framework to 

develop and evaluate their leaders’ skills.  To understand how effectively competencies were 

utilized at ABC, it was important to define leadership competencies, discuss the advantages and 

disadvantages of their use, and review best practices in utilizing competencies. 

What are competencies? 

 

 Leadership competencies developed from the behavioural theories of the 1950’s (Alban-

Metcalfe & Alimo-Metcalfe, 2013).  According to Botha and Claassens (2010), “A competency 

can be described as a set of behaviour patterns which an employee must display in order to 

effectively perform the tasks and functions of a designated role” (p. 78).  A review of the 

literature led to a discussion of competency definitions, lists of common leadership 

competencies, and methods of competency utilization in organizations. 

Leadership competencies were a means to identify behaviours necessary for success in 

leadership (Botha & Claassens, 2010; Conger & Ready, 2004; Hollenbeck, McCall & Silzer, 

2006; Markus, Cooper-Thomas, & Allpress, 2005).  To identify which competencies were 

critical for success, organizations studied the behavioural attributes of their most successful 

employees, thus leveraging the knowledge and experience of past performance (Botha & 
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Claassens, 2010; Hollenbeck, et al., 2006; Markus, et al., 2005).  Competence was further 

defined by the ability to demonstrate the appropriate behaviours across varied situations 

(Boyatzis, 2007; Hollenbeck, et al., 2006; Markus, et al., 2005).  In the early 1970’s, David 

McClelland (1973, as cited in Markus, et al., 2005), suggested that understanding competencies 

was a better way of predicting success than psychometric testing.  However, Boyatzis (2007) was 

the only theorist to promote the concept that the inner intent behind the action was as important 

as the demonstrated behaviour.    Attainment of individual success through demonstrated 

competencies translated to successful organizational performance (Hollenbeck, et al., 2006; 

Markus, et al., 2005).    

 Although some organizations customized leadership competencies to position, most 

organizations utilized generic competencies (Botha & Claassens, 2010).  A review of the 

literature identified several commonly used generic leadership competencies:  change 

management; team development; organizing and executing; communication; analyzing and 

interpreting; decision-making; coaching; passion for excellence; creating and conceptualizing; 

and teamwork and cooperation (Alban-Metcalfe & Alimo-Metcalfe, 2013; Botha & Claassens, 

2010; Conger & Ready, 2004; Goleman, et al., 2002; Mintzberg, 2009).  These behaviours were 

thought to improve the performance of leaders within organizations.      

Competencies were incorporated into business practices in several ways. Competency 

models were utilized as a tool to identify behaviours required for specific roles or groups of roles 

within the organization (Hollenbeck, et al., 2006).  Development was identified as a key aspect 

of the competency framework (Conger & Ready, 2004; Hollenbeck, et al., 2006; Markus, et al., 

2005).  By recognizing the behaviours necessary for success, leaders worked to develop the skills 

required to improve performance (Markus, et al., 2005).  Several aspects of the organizational 
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environment were identified as affecting an individuals’ demonstrated level of competency: 

culture; climate; organizational structure; strategic positioning within the industry; economic; 

political; social; and environmental factors surrounding the organization (Boyatzis, 2007). 

Currently, “almost every organization with more than 300 people uses some form of 

competency-based human resource management” (Boyatzis, 2007, p. 5).  Competency 

frameworks became an integral tool for personal and organizational development and an 

examination of their many advantages was useful.  

Advantages of using competencies 

 

 The literature identified several advantages of utilizing leadership competency 

frameworks.  Implementation of competencies led to improved communication and relationships 

between managers and employees, improved consistency, and improved clarity to structures and 

processes utilized by the competency system. 

 Developing leadership competencies was credited for aiding communication and 

relationships within the organizations studied.  By utilizing competency models, leaders gained 

valuable information from the experience of those who were integral in the creation of the 

models (Hollenbeck, et al., 2006).  The competency framework provided transparency in 

identifying behaviours valued by organizations and clearly outlined expectations of leaders 

(Alban-Metcalfe & Alimo-Metcalfe, 2013; Hollenbeck, et al., 2006).  Through competency 

evaluation, individuals were able to self-identify opportunities for improvement and pursue their 

own development (Hollenbeck, et al., 2006).  Competencies were also linked to improved 

relationships between managers and employees because as the skills of managers improved, their 

behaviour changed, leading to an improved experience for their followers (Alban-Metcalfe & 
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Alimo-Metcalfe, 2013; Hollenbeck, et al., 2006).  Finally, the competency models and support 

documents were attributed with providing an avenue for holding improved coaching 

conversations and meaningful, authentic performance feedback (Hollenbeck, et al., 2006; Jantti 

& Greenhalgh, 2012).  Enhancements to the overall culture and climate of the organization 

resulted from improved development of behaviour. 

 Leadership competency models were credited with improving consistency across the 

organization.  Providing a method to quantifiably measure behaviours allowed a uniform way to 

measure management competency across organizations (Conger & Ready, 2004).  Use of the 

evaluation tools also provided a quick method of determining strengths and developmental needs 

for employees while they also assisted in creating a common language for leadership 

development across organizations (Conger & Ready, 2004).  Competencies helped align 

leadership development. 

 Clarity in structure and process was identified as a key advantage of utilizing competency 

models.  The behaviours named in the models logically made sense to managers, encouraging 

their acceptance of the process (Hollenbeck, et al., 2006).  Further, competencies demonstrated a 

link between cause and effect for behaviour and performance in lower-level jobs (Hollenbeck, et 

al., 2006).  The utilization of generic leadership competencies was viewed as an asset in 

environments where jobs were often eliminated and redesigned; despite changes to positions, 

behaviours were deemed transferrable (Hollenbeck, et al., 2006).  Limiting the number of 

competencies to 10 – 20 per position kept the number of behaviours to evaluate reasonable, 

keeping the process simple and easy to use (Hollenbeck, et al., 2006).  Linking competencies to 

other human resources practices provided metrics for other functions and assisted in linking 

competency development to organizational strategy (Conger & Ready, 2004; Hollenbeck, et al., 
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2006; Markus, et al., 2005).   Competencies proved to be advantageous to organizations in many 

ways, but to make an informed evaluation of leadership competencies disadvantages of their use 

were examined. 

Disadvantages of using competencies 

 

 The use of leadership competencies was not universally supported.  A review of the 

literature revealed three categories of disadvantages in utilizing competency frameworks:  they 

were based on flawed assumptions; they lacked practical application; and they were unproven to 

produce results.  A discussion of the research surrounding the disadvantages of competency 

models was discussed. 

 Critics of competency models referred to flawed assumptions surrounding the 

framework.  Competencies were viewed as lists of generic behaviours and discounted variances 

found in the actions of effective leaders (Conger & Ready, 2004; Hollenbeck, et al., 2006; 

Markus, et al., 2005).  Furthermore, competencies promoted an idealized view of leadership, 

creating unattainable expectations of perfection (Conger & Ready, 2004).  In reality, many 

effective leaders compensated for their lack of skill in some competencies in order to achieve 

results (Hollenbeck, et al., 2006).  Natural tensions often existed between competencies, creating 

conflicting definitions of organizational success (Conger & Ready, 2004).  Thus, an emphasis on 

obtaining results could lead to a decreased focus on teamwork and critics believed strengths 

could turn to weaknesses if certain competencies were over-used or utilized in the wrong 

contexts (Hollenbeck, et al., 2006).  Competencies focused too much attention on behaviours 

while neglecting the development of technical skills (Markus, et al., 2005).  Finally, although 

some merit was seen in using competencies to evaluate lower level positions, the complexity 
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needed at senior levels of the organization was inadequately captured through the use of 

simplified behavioural descriptors (Conger & Ready, 2004; Hollenbeck, et al., 2006).  Critics of 

competency models found many flaws in the use of competency frameworks.  

Those opposed to competency models also referred to the lack of practical application as 

being a barrier to widespread application of the framework.  While generic models eased the use 

and administration of the models, the practice resulted in reduced relevance for individuals 

(Conger & Ready, 2004; Markus, et al., 2005).  Even the adoption of contingency competency 

models was viewed as inadequately addressing leadership diversity (Hollenbeck, et al., 2006).  

However, Hollenbeck, et al. (2006), also countered:   

In a given situation, leaders with similar competencies handle situations in similar ways; 
the ways of dealing with a particular situation are not endless.  There seems to be types of 
leaders and within each type there are some similar behavioral patterns. (p. 411) 

 
Competency models were found to be overly complex, administratively cumbersome, inadequate 

in addressing differences in levels, lengths of service, and situational differences (Beinecke & 

Spencer, 2007; Conger & Ready, 2004; Markus, et al., 2005).  In order for competencies to be 

effectively integrated in organizational practices, they had to address the lack of practical 

application. 

 Some of the major criticisms of competency models were the lack of validity and 

unproven ability to get results (Hollenbeck, et al., 2006; Markus, et al., 2005).  Subjectivity of 

competency evaluation led researchers to question their validity in measuring leadership 

performance, potentially creating conflict when disagreements arose between employees and 

managers in assessing competencies (Markus, et al., 2005).  Researchers cited a lack of empirical 

evidence to support McClelland’s (1973, as cited in Markus, et al., 2005) claims that 

competencies were more effective at predicting job performance (Boyatzis, 2007; Hollenbeck, et 
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al., 2006; Markus, et al., 2005).  However, Boyatzis (2007) countered that consultants conducted 

most validation studies, not academics; therefore, positive results were obtained but not 

published.  Finally, the focus on behaviours was distracting and removed focus from results 

(Hollenbeck, et al., 2006).  The popularity of competencies caused many organizations to 

overlook the lack of validity and outcomes, preventing them from seeking more effective means 

of evaluating leaders (Hollenbeck, et al., 2006).  Those who opposed competencies, while not 

completely discouraging their use, cautioned the need to keep their value in perspective and 

appreciate the differences that made leaders unique (Conger & Ready, 2004; Hollenbeck, et al., 

2006).   Following the best practices provided in the following section could help to ensure the 

effective implementation of leadership competencies. 

Best practices in using competencies  

 

 Understanding best practices was important to evaluate the effectiveness of competency 

modeling structures in organizations.  In reviewing the literature, two categories emerged in 

regard to best practices:  the process of structuring competency models and the alignment of 

competency models with other human resources practices.  A discussion of best practices 

follows. 

 Much of the literature focused on the structuring of competency models within 

organizations.  Clear definitions with reference to observable and measurable behaviours were 

deemed important (Conger & Ready, 2004; Markus, et al., 2005).  These definitions minimized 

the opportunity for subjective interpretations and provided a method of uniform measurement 

(Conger & Ready, 2004).  Customization of competency models was also identified as a best 

practice (Alban-Metcalfe & Alimo-Metcalfe, 2013; Conger & Ready, 2004; Hollenbeck, et al., 
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2006).  Customization ensured competencies met the strategic needs and culture of the 

organization (Alban-Metcalfe & Alimo-Metcalfe, 2013; Conger & Ready, 2004; Hollenbeck, et 

al., 2006).  Some best practice organizations advocated the further customization of 

competencies to individual positions; however, there was caution that position requirements may 

frequently change, making individualized competency models difficult to maintain (Hollenbeck, 

et al., 2006).  Utilizing the knowledge and skill of internal leaders to identify and lead 

competency identification processes was deemed important to gain buy-in and support for the 

initiative (Conger & Ready, 2004).  Finally, creating simple processes was recommended in 

order to promote the regular use of competency models (Conger & Ready, 2004).  Adopting 

these best practices supported the sustained use of competency models. 

 Another key theme of best practices research surrounded the integration of leadership 

competencies in other human resources practices (Conger & Ready, 2004; Markus, et al., 2005).  

Utilizing competencies in recruitment and selection was referenced; evaluating employee 

competencies when making placement decisions, especially executive selection, was deemed 

valuable (Conger & Ready, 2004; Hollenbeck, et al., 2006).  Competencies were deemed 

important to use in leadership development and career planning systems (Conger & Ready, 2004; 

Hollenbeck, et al., 2006; Jantti & Greenhalgh, 2012).  By using competencies to identify 

leadership development opportunities, a financial services organization found employees were 

inspired and encouraged to grow (Hollenbeck, et al., 2006).  When used for development, it was 

important that competencies focused on behaviours that were future-oriented, not merely 

identifying current needs (Conger & Ready, 2004; Jantti & Greenhalgh, 2012).  When utilized in 

performance management, managers and employees were able to match competencies to current 

organizational strategies and discussed their performance in terms of how their competencies 
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interacted (Conger & Ready, 2004; Hollenbeck, et al., 2006).  By ensuring competency models 

were used to enhance human resources programming, organizations were able to create 

organizational alignment. 

 According to Conger and Ready (2004),  
 

The companies that are best at developing leaders know that leadership development is 
hard work and not a quick-fix, paint-by-numbers exercise.  While these organizations 
have long abandoned the view that competency frameworks alone will help them shape 
the perfect leader for their organizations, these models still are seen as having a critical 
and foundational role in their developmental efforts. (p. 41) 

 
By modeling best practices in regard to process and alignment of human resources practices, 

organizations used competencies to develop effective leaders.    

Effectively Implementing Leadership Development 

According to Goleman et al. (2002), implementing a wide-scale leadership development 

program needed careful planning in order to gain acceptance.  Understanding how individuals 

and groups learn assisted in developing programming that sustained development.  It was 

important to evaluate best practices when considering changes to ABC’s current leadership 

development program.  Ensuring programming aligned with best practices added credibility to 

the program within the organization and ensured leaders received quality education. Therefore, a 

review of the literature needed to be conducted regarding learning and best practices.  The 

review assisted in creating recommendations at the end of the inquiry. 

How individuals learn 

 In order to design an effective leadership development program, a thorough knowledge of 

how individuals learn was needed.  Adults learn in a variety of ways (Goleman, et al., 2002; 
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Schein, 2010).  However, as Kolb (1984, as cited in Goleman, et al., 2002) expounded, learning 

primarily occurs through a combination of experience, reflection, and practice.  To optimize the 

opportunities for learning, programs needed to match a person’s natural tendencies (Goleman, et 

al., 2002; Schein, 2010).  As Schein (2010) related, “The goals of learning are non-negotiable, 

but the method of learning can be highly individualized” (p. 305).  How experience, reflection, 

and practice influenced individual learning was reviewed. 

 Although formal training was cited as a relevant avenue for developing a theoretical 

framework from which to learn, experience was deemed the most important method for 

meaningful learning (Barnett & Davis, 2008; Elkjaer, 2004; Schein, 2010).  In order to learn, it 

was necessary for people to have experiences that created enough unease and discomfort to 

inspire change (Goleman, et al., 2002; Grint, 2005; Schein, 2010).  Lewin (1947, as cited in 

Schein, 2010) described this discomfiture as unfreezing.  Thus, formal education without the 

accompanying experience to frame the learning became irrelevant for learners. 

 Experience itself may not be sufficient to inspire learning.  According to Dewey 

(1933[1986], as cited in Elkjaer, 2004), knowledge was not gained until individuals reflected 

upon their experiences.  Through reflection, self-awareness emerged by identifying gaps between 

their ideal selves and their current state (Bushe, 2010; Goleman, et al., 2002; Senge, 2006; Short, 

1998).  Self-awareness could not be gained in isolation but only through relationship (Goleman, 

et al., 2002; Grint, 2005).  Feedback from others, “provide[d] the context for experimentation 

and practice” (Boyatzis, 1999, as cited in Goleman, et al., 2002, p. 111).  Despite the social 

aspect of learning, individuals needed time alone for deep reflection in order to develop true 

learning from the experience (Cain, 2012).  However, reflection itself was seen as insufficient to 

change behaviour; true learning required effort and self-motivation was a key variable in 
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determining whether an individual would act upon the new insights gained (Goleman, et al., 

2002; Schein, 2010).  Reflection was an important aspect of learning that required social 

involvement and solitary moments but action would only occur if the individual were motivated 

to change. 

 To sustain change, learners needed opportunity to practice as skill attainment first 

required conscious attention then gradually moved to subconscious control as repeated practice 

led to newly created habits (Goleman, et al., 2002; Schein, 2010; Senge, 2006). Although 

stimulating the area of the brain used in learning leadership skills required additional time and 

effort, if practice was provided in a psychologically safe environment learner anxiety was 

decreased, increasing the sustainment of learning (Goleman, et al., 2002; Schein, 2010).   

 For individuals to learn effectively, educators paid attention to individual learning styles, 

considered opportunities for individuals to reflect upon experiences, and allowed repeated 

practice of newly attained skills.  By incorporating these approaches in leadership development 

programming, theoretical knowledge became more relevant to the learner.  However, if the 

individual did not realize improved results from the changes made, refreezing (Lewin, 1947, as 

cited in Schein, 2010) would not occur and the new learning would be abandoned.  Thus, 

experience, reflection, practice, and results were deemed necessary components of individual 

learning.  However, individual learning did not automatically translate to organizational learning 

(Senge, 2006).  Therefore, an examination of organizational learning was necessary. 

How organizations learn 

 Many similarities were cited between individual learning and organizational learning, 

such as unfreezing, learning new methods, and sustaining or re-freezing the knowledge gained 
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(Lewin, 1947, as cited in Schein, 2010).  However, “A group of talented individual learners will 

not necessarily produce a learning team” (Senge, 2006, p. 240).  Developing organizational 

learning skills presented additional challenges and was considered much more difficult than 

developing individual skills (Senge, 2006).  An examination of the processes of organizational 

learning and the role of the leader in creating and sustaining an organizational learning 

environment was discussed in the literature.  

 Organizations also received disconfirming information at the personal, social, political, or 

economic level indicating organizational goals were no longer effective (Goleman, et al., 2002; 

Schein, 2010).  However, “It is our capacity both as individuals and as organizations to deny or 

even repress disconfirming data” (Schein, 2010, p. 302).  Thus, as group norms were deeply 

embedded in organizational cultures and difficult to overcome, individuals would not be spurred 

to learn together until they had an emotional connection to the disconfirming information and 

vision (Goleman, et al., 2002).  For organizations, creating a vision identifying the current state 

in contrast to the ideal state, although necessary, was not as motivating to employees because 

vision statements often appeared to be a distant concept and were not sufficient to motivate 

employees to learn (Goleman, et al., 2002; Schein, 2010; Senge, 2006).  For organizational 

learning to occur, disconfirming data had to be used to generate group self-awareness in order to 

challenge strongly held organizational norms (Goleman, et al., 2002).   

 Organizational learning was viewed as a social process (Bushe, 2010; Elkjaer, 2004; 

Goleman, et al., 2002; Senge, 2006).  Organizations learned primarily through interactions by 

utilizing dialogue and inquiry to gain knowledge of the perspectives of others (Argyris, 1985, as 

cited in Senge, 2006; Bohm, 1965, as cited in Senge, 2006; Bushe, 2010; Dewey, 1933[1986], as 

cited in Elkjaer, 2004; Schein, 2010; Short, 1998; Wheatley, 2005).  In such environments, 
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conflict was not feared but channeled productively in order to improve group function (Argyris, 

1985, as cited in Senge, 2006).  Some literature argued that individual learning was irrelevant 

and should be discarded in favour of utilizing communities of practice (Elkjaer, 2004). While 

participative learning was viewed as key to organizational learning, the need for individual time 

to reflect and gain deep understanding of the concepts learned in the group was still viewed as 

necessary (Cain, 2012; Elkjaer, 2004; Goleman, et al., 2002; Schein, 2010).  In order for 

organizational learning to occur - more important than formal learning - groups had to work 

together to improve the emotional intelligence of the team while still allowing individuals’ to 

learn in a manner they found most effective (Goleman, et al., 2002). 

 To sustain learning, effective organizations created conditions that supported the new 

knowledge.  Organizational systems and structures were integrated to support the environment 

conducive to promoting the desired learning and where employees had the opportunity to 

continually practice the new skills (Goleman, et al., 2002; Miller & Desmarais, 2007; Senge, 

2006).  Some theorists believed the entire group had to change their beliefs in order for 

organizational learning to create new norms (Schein, 2010); however, according to Wheatley 

(2006), “it’s never a question of “critical mass”.  It’s always about critical connections” (p. 45).  

Small efforts eventually influenced the whole (Wheatley, 2006).  Senior leaders improved the 

acceptance of new norms by actively demonstrating the skills necessary for learning and creating 

an environment of trust where employees felt safe to fail (Anderson & Ackerman-Anderson, 

2010; Covey, 2006; Goleman, et al., 2002; Kouzes & Posner, 2007; Schein, 2010; Senge, 2006).  

Learning could be sustained in many ways, but if the learning was to be viewed as beneficial, 

organizations had to realize improved results and other barriers to learning had to be identified. 
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Barriers to learning 

 Barriers to learning were identified in the literature.  Anticipating potential barriers to 

learning was important in order to maximize efforts in creating a learning organization because, 

“the world of tomorrow…will be different, more complex, more fast-paced, and more culturally 

diverse….This means that organizations, their leaders, and all the rest of us will have to become 

perpetual learners” (Schein, 2010, p. 365).  Potential individual and organizational barriers to 

learning were reviewed and presented in the following section. 

 Lack of self-awareness was identified as the primary barrier to an individual’s ability to 

learn (Anderson & Ackerman-Anderson, 2010; Bushe, 2010; Schein, 2010; Senge, 2006).  

Admitting one’s shortcomings was difficult and people often protected themselves from 

experiencing feelings of incompetence by avoiding self-reflection; alternately, many felt they 

could not change, so gaining self-awareness served no purpose except to enhance feelings of 

inadequacy (Goleman, et al., 2002; Schein, 2010).  Lack of self-awareness and avoidance of self-

examination often led to defensive routines (Argyris, 1985, as cited in Senge, 2006), which 

protected the individual from discomfort, but further prevented the acquisition of self-knowledge 

and learning (Argyris, 1985, as cited in Senge, 2006; Bushe, 2010; Schein, 2010; Short, 1998).  

However, Argyris (1985, as cited in Senge, 2006) argued that defensive routines could be used 

positively by signaling learning was not occurring.  Other training programs would have little 

effect on learning until issues of self-awareness were addressed (Bushe, 2010; Goleman, et al., 

2002). 

 The challenges associated with developing self-awareness affected an individual’s self-

motivation, which was also identified as a key barrier to individual development (Goleman, et 

al., 2002; Schein, 2010).  Learning as adults was more challenging than when people were 
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younger and required more perseverance (Goleman, et al., 2002).  Therefore, mandatory training 

for individuals was largely unsuccessful as, “people learn what they want to learn.  If learning is 

forced on us, even if we master it temporarily…it is soon forgotten” (Goleman, et al., 2002, p. 

99).  For learning to be sustained, the individual had to be self-motivated and engaged in the 

topic. 

 At the organizational level, providing little psychological safety for employees was an 

important barrier to learning (Bushe, 2010; Goleman, et al., 2002; Kotter, 2001; Schein, 2010).  

In order to develop, individuals had to feel safe to make mistakes but most high-performing 

organizations were intolerant of a perceived lack of competence, preventing individuals from 

initiating learning (Bushe, 2010; Kotter, 2001; Schein, 2010).  In contrast, some literature 

proposed that a focus on employee development was evident and encouraged in high performing 

organizations because engaged employees promoted financial performance and created an 

avenue for internal promotion (Bagorogoza & de Waal, 2010; Collins, 2001; de Waal, 2007; 

Kaliprasad, 2006).  However, pace-setting leadership styles were particularly detrimental to 

learning organizations as these leaders demanded high performance of themselves and others 

while providing little direction (Goleman, et al., 2002).  The stress created from these 

environments produced the secretion of sustained cortisol levels that killed brain cells in the 

hippocampus, further hindering the ability to learn (Goleman, et al., 2002).  Employees who 

worked in fear and stressful environments were less likely to learn and develop. 

 Organizational processes and norms were often identified as creating barriers to learning 

(Bushe, 2010; Cain, 2012; Goleman, et al., 2002; Miller & Desmarais, 2007; Schein, 2010; 

Senge, 2006; Wheatley, 2005).  First, many organizations did not have systems and processes in 

place to support learning and senior leaders did not model desired behaviour by actively seeking 
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learning opportunities themselves (Miller & Desmarais, 2007; Goleman, et al., 2002; Schein, 

2010).  Second, organizational defensiveness was often identified as a barrier as many 

organizations were reluctant to admit that issues with learning arose from their own policies and 

procedures instead of outside forces (Senge, 2006).  These organizations were often seen as so 

focused on action and results, they did not provide the time and opportunities required for 

inquiry and reflection in order to learn (Cain, 2012; Schein, 2010; Wheatley, 2005).   Therefore, 

an examination of best practices in leadership development programming was necessary to 

ensure a quality program was developed at ABC. 

Best practices in leadership development programming 

 In reviewing the literature, several best practices became evident such as alignment with 

organizational strategy, the need to provide a variety of channels for development, and program 

evaluation and integration with other human resources initiatives were identified.  A review of 

these best practices was conducted.     

 Creating alignment with organizational strategies was identified as an important best 

practice in designing leadership development programming (Bennett, 2004; Hayward, 2011; 

Miller & Desmarais, 2007; Moore, 2004; Weiss & Molinaro, 2006).  The organizational culture 

and desired outcomes of programming influenced the approach to leadership development 

undertaken by the organization (Moore, 2004; Schein, 2010).  Active support from senior 

managers was important to create buy-in and ensure alignment with strategy (Anderson & 

Ackerman-Anderson, 2010; Goleman, et al., 2002; Kotter, 2001).  While some theorists 

advocated that programming had to also align with the individual’s personal goals and 

aspirations, others indicated that personal developmental needs should only be considered if they 
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matched business needs (Bennett, 2004; Goleman, et al., 2002; Moore, 2004).  Individual 

learning theory supported the need to meet personal goals as a source of motivation (Goleman, et 

al., 2002; Schein, 2010).  Therefore, best practice in creating leadership development 

programming would indicate that learning supported both organizational and individual goals to 

be effective.   

 Providing a variety of development opportunities that extended over time to sustain 

learning was identified as an effective means to develop leaders (Goleman, et al., 2002; Weiss & 

Molinaro, 2006).  An integrated approach that involved individual development plans, stretch 

assignments, mentorship, or group learning in the form of communities of practice was deemed 

important (Barnett & Davis, 2008; Bennett, 2004; Cain, 2012; Elkjaer, 2004; Goleman, et al., 

2002; Kotter, 2001; Schein, 2010; Weiss & Molinaro, 2006).  Assessments that focused on 

development rather than deficiencies played an important role in raising the self-awareness 

necessary for learning (Goleman, et al., 2002; Kotter, 2001; Schein, 2010; Weiss & Molinaro, 

2006).  Finally, the idea that, “Learning can be structured…but not controlled” (Bennett, 2004, p. 

6) was important in the literature, identifying the need to provide opportunities for self-directed 

learning, allowing individuals to control the style, timing, and content of their education 

(Bennett, 2004; Goleman, et al., 2002).  Through the provision of many channels for 

development, programming that allowed individuals to meet their own learning needs was 

identified as being most effective.  

 Program evaluation and integration with other human resources practices was deemed a 

best practice in developing leadership development programming (Hayward, 2011; Miller & 

Desmarais, 2007; Weiss & Molinaro, 2006).  Collecting baseline data before initiating the 

programming was important so organizations could track progress (Hayward, 2011).  Metrics 
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such as growth in market share, return in sales, staff retention, internal promotions, and 

performance improvement were identified as potential ways to measure program effectiveness 

(Hayward, 2011; Miller & Desmarais, 2007).  Using the results of these metrics to modify 

programming as needed was important; however, it was cautioned against focusing exclusively 

on the bottom line as a metric for measuring program effectiveness as many results were 

qualitative in nature (Hayward, 2011).  Finally, integrating leadership development with other 

human resources practices such as reward and recognition programs and succession planning 

was important to ensure consistent messaging was maintained (Miller & Desmarais, 2007; Weiss 

& Molinaro, 2006).  By connecting leadership development to organizational outcomes and 

integrating it to other human resources initiatives, organizations maximized the potential results 

of programming. 

Chapter Summary 

 An examination of the literature surrounding the research questions was important.  The 

literature review assisted in identifying how leadership was defined, compared and contrasted 

leadership and management, and barriers to effective leadership.  An examination of leadership 

competencies also defined competencies, discussed advantages and disadvantages of using 

competencies, and related best practices in competency development.  Finally, in determining 

leadership development programming, a review of how individuals and organizations learn, 

barriers to learning, and best practices in designing leadership development programming was 

conducted.  The literature was utilized to provide recommendations for the inquiry.  Once the 

literature review was conducted, an explanation of the research inquiry approach and 
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methodology was necessary to communicate the efficacy of the research.  The explanation of the 

inquiry and methodology utilized is provided in the following chapter. 
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Chapter Three:  Inquiry Approach and Methodology 

Determining a systematic approach and methodology lends credibility to the inquiry of 

the following research question: 

How can ABC Financial expand leadership development within its management group? 

Sub-questions: 

1.  How does ABC define leadership? 

2.  In what ways are managers currently demonstrating leadership competencies? 

3.    How can current leadership development programs be enhanced to increase the development 

of leadership competencies among ABC’s management team? 

4.  What resources, support, and strategies are required to create such enhancement? 

A discussion of the inquiry approach, project participants, inquiry methods, and ethical issues 

demonstrates the integrity of the research conducted within ABC and is presented in chapter 

three. 

Inquiry Approach 

An action research approach was adopted for this inquiry.  Action research applied an 

interpretivist epistemology to problem solving - advocating customizable solutions to issues 

affecting the daily activities of an organization (Glesne, 2011; Stringer, 2007).  The focus of 

action research was to enable change in a practical, meaningful manner (Glesne, 2011; Stringer, 

2007).  Therefore, “The research process is collaborative and inclusive of all major stakeholders 

with the researcher acting as a facilitator who keeps the research cycles moving” (Glesne, 2011, 

p. 23).  The research project adopted an appreciative stance, focusing on positivity and 

concentrating on what worked within the system in order to affect change and increase 
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organizational support for the initiative (Coghlan & Brannick, 2012).  Through these activities, 

the organization maintained ownership of the recommendations resulting from the research 

process. 

  The scope of the inquiry project was to engage in the observing and reflecting pieces of 

the action research model (Glesne, 2011). Recommendations were created upon which the 

organization would implement the suggested solutions.  Creating customized recommendations 

was important to ensure the solutions were meaningful and relevant to the organization, making 

them more likely to be accepted and adopted (Anderson & Ackerman-Anderson, 2010; Glesne, 

2011).  The collaborative and inclusive nature of action research was important as it gave voice 

to members of all new organizational partners in the change initiative and assisted in creating a 

shared understanding.   

 In reference to the OAR Model (Appendix C) of action research, this inquiry followed 

the first five phases of the model by creating the context and working collaboratively with the 

sponsoring organization, gathering and analyzing data, engaging key stakeholders to interpret 

findings and providing recommendations, and provide results to the organization (Rowe, Agger-

Gupta, Harris, & Graf, 2011).  At that point, the ownership of the project transitioned back to the 

organization (Rowe, et al., 2011). 

A multi-method inquiry approach was utilized in order to gain a broad appreciation for 

differing perspectives within the organization (Glesne, 2011).  Initially, a survey was conducted 

with the organization’s management and employee groups to gauge how leadership was defined 

within the organization and how effectively leaders demonstrated leadership competencies.  

Subsequent to the survey, interviews were conducted with three members of the senior executive 
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team to identify whether the definition of leadership was aligned between the employee group 

and senior management. 

Project Participants 

 Participants across the organization were included in the research.  All 876 employees 

and managers were invited to participate in a voluntary survey in order to ensure a wide 

representation of cultural, geographical, and experiential differences were captured.  As a 20 to 

30 percent response rate was deemed acceptable for survey analysis, surveying a large group of 

people helped to ensure a good sampling of information was captured (Adams, Khan, Raeside, & 

White, 2007; Lefever, Dal, & Matthiasdottir, 2007).  Three of the eight members of the senior 

executive team were interviewed as it was important to understand if there was an aligned vision 

of leadership within the senior ranks of the organization and if that vision was shared throughout 

the rest of the organization.  ABC’s Chief Operating Officer, Senior Vice-president of Human 

Resources and the Senior Vice-president of Marketing and Community were interviewed.  These 

participants represented a purposive sampling (Adams et al., 2007), as they were selected based 

on positional power, formal, and informal influence within the organization.  They represented a 

cross-section of executives from among the merger partners, with varying lengths of 

employment and represented both our retail and non-retail areas.  As leadership affected 

everyone in the organization, it was important that all groups were represented in the research.  

 Ethical concerns needed to be acknowledged.  Because the survey inquired about 

leadership competencies within the organization, some employees might have been reluctant to 

respond to the survey in fear of retribution (Glesne, 2011).  Senior executives may have been 

reluctant to state their true feelings about leadership within the organization due to political 
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concerns and fear their thoughts may be made public.  Transparency of the process, a guarantee 

of confidentiality and anonymity, and assurance of voluntary withdrawal was important to allay 

concerns (Coghlan & Brannick, 2012; Glesne, 2011; Stringer, 2007).  As I had management 

responsibilities, an indirect reporting relationship with one of the interviewees, and was 

responsible for leadership development within the organization, processes needed to be in place 

to mitigate perceived conflict of interest. 

 Several participants had a role in the implementation of the recommendations arising 

from the research.  The Vice-president of Human Resources was responsible for approving the 

recommendations, and as the Learning and Development Manager, I was directly responsible for 

project implementation.  The Senior Vice-president of Human Resources was ultimately 

responsible for the outcomes of the project.  As key influencers within the organization, the 

Chief Operational Officer and Vice-president of Human Resources needed to support 

recommendations in order to ensure a successful implementation of enhanced leadership 

development processes within the organization. 

 To enhance the collaborative and inclusive nature of action research, an inquiry team was 

formed to assist with the inquiry project, helping to ensure rigor in research was maintained 

(Stringer, 2007).  The inquiry team comprised 10 members. Three members of the Human 

Resources team, representatives from each of the merger partners, were asked to participate.  A 

cohort member and an external consultant were included on the team.  ABC’s Communications 

Manager was asked to launch the electronic survey to ensure separation of researcher and 

employee duties as organizational surveys were usually launched from my office.  The Vice-

president of Human Resources, the Chief Operating Officer, and the Vice-president of Sales and 

Development were included on the team as they were key influencers within the organization.  
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The project sponsor was the Senior Vice-president of Human Resources as she was able to 

provide access to the executive suite and promoted the inquiry and recommendations within the 

organization.  Appendix D contains copies of the inquiry team confidentiality agreements. 

Inquiry Methods 

Data collection tools 

 

First, an online survey was conducted.  The purpose of a survey was to collect 

information in order, “to describe, compare, or explain individual and societal knowledge, 

feelings, values, preferences, and behaviour” (Fink, 2009, p. 1).  Thus, surveying was 

appropriate as the inquiry sought to determine the demonstration of leadership behaviours among 

ABC’s managers.  Utilizing an online survey provided several benefits:  it allowed a large, 

geographically dispersed group to participate; it allowed for a quick, efficient response time; an 

ease of data analysis; protection against the loss of data; and it allowed convenient times for 

respondents to participate, encouraging participation (Lefever et al., 2007).   

Respondents were asked to rate their manager’s demonstration of leadership 

competencies based on existing competency models.  The survey represented a cross-sectional 

study as questions were compared and contrasted among various groups within the organization 

to gain a fuller appreciation of perspectives (Adams et al., 2007).  Survey questions contained a 

mix of rating response and open-ended questions to allow employees the ability to express their 

thoughts more fully (Stringer, 2007).  Questions were created with the assistance of a cohort 

member and piloted with members of the inquiry team.  The sample survey questions can be 

found in Appendix E. 
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Next, interviews were conducted with three members of the senior executive team.  The 

goal of the interviews was to gain a richer understanding of how leadership was defined by 

senior executive, to identify the level of alignment among the senior leadership team, and with 

the employee group.  Interview questions were open-ended to encourage rapport and allow 

others to express their thoughts and feelings (Glesne, 2011; Stringer, 2007).  Some research 

questions mirrored the survey questions and some were developed utilizing the survey results.  

Questions were created with the assistance of a cohort member and piloted with one vice-

president.  As I had existing relationships with each interview participant, the utilization of a 

skilled, experienced, neutral third party to conduct the interviews was necessary (Glesne, 2011). 

Sample interview questions can be found in Appendix F.  

Study conduct 

 

 Upon receipt of thesis approval, the organizational sponsor shared information regarding 

the purpose and process of the research with her colleagues at the senior executive level to assist 

with gaining support from key stakeholders (Glesne, 2011). 

The first research method to be employed was the online survey, utilizing 

fluidsurveys.com.  Once the cohort member assisted with reviewing and revising the survey 

questions, a pilot survey was conducted to test question effectiveness (Glesne, 2011; Stringer, 

2007).  Three members of the Human Resources team participated in the pilot survey.  In 

launching the survey, the Communications Manager provided a survey invitation to include in 

the email outlining consent, which was acknowledged through survey participation.  The survey 

was open for eight days with a reminder email sent after four days.  Once the survey closed, I 

collected the results and housed them on my personal computer to ensure data protection.  I 
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analyzed and reviewed the data with a cohort member.  A sample of the survey invitation and 

consent form can be found in Appendix E.  

 Utilizing the survey results, questions were crafted with the assistance of the cohort 

member for the planned interviews.  A pilot interview was held with the Vice-president of Sales 

and Development as she was close in positional power and stature to the interview participants 

and could provide sound feedback into the process (Glesne, 2011).  Electronic invitations and 

consent forms were sent to the senior executives.  Samples of the interview invitations, 

information letters, and consent forms can be viewed in Appendices F, G, and H respectively.   

Interviews were conducted in-person and a local consultant conducted and audio-

recorded the interviews.  Due to the potentially sensitive nature of the data collected, I 

transcribed the interviews, which were returned to each participant to confirm accuracy (Glesne, 

2011; Stringer, 2007).  I analyzed the data and asked for it to be reviewed by a cohort member to 

gather another perspective. 

Through data analysis, findings were drawn in regard to leadership development within 

ABC.  Utilizing theory provided in the literature review and the findings of the research, 

conclusions were drawn and recommendations were made.  The Vice-president of Human 

Resources and the Chief Operating Officer were asked to provide input into the 

recommendations to ensure the organization takes ownership going forward.  Regular 

communication with the project sponsor was maintained throughout the process to ensure 

commitment to the project:  she was shown the final survey questions; participated in the 

interview process; and she was made aware of findings and recommendations. 

Throughout the process, it was important that validity and trustworthiness was 

maintained as:  
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Rigor in action research is based on checks to ensure that the outcomes of research are 
trustworthy – that they do not merely reflect the particular perspectives, biases, or 
worldview of the researcher and that they are not based solely on superficial or simplistic 
analyses of the issues investigated. (Stringer, 2007, p. 57) 

 
Multi-methods of data gathering were utilized, ensuring varying perspectives were heard and 

increasing the validity of the research through triangulation (Glesne, 2011; Stringer, 2007).  

Providing a detailed description of the research process maintained transparency and allowed for 

process verification and increasing dependability (Glesne, 2011; Stringer, 2007). Asking a cohort 

member to review questions provided a neutral review of materials, narrowing the chance of 

researcher bias, thus increasing the trustworthiness of the research process (Glesne, 2011; 

Stringer, 2007).  Allowing participants to review their raw data allowed for further verification of 

information provided, thereby increasing validity of the data (Glesne, 2011; Stringer, 2007).  

Journaling thoughts and feelings throughout the process allowed me to challenge perceptions and 

gain insight – increasing authenticity (Coghlan & Brannick, 2012).  The research process had 

been planned to incorporate many elements of trustworthiness and authenticity.  

Data analysis 

 

 Several methods of data analysis were utilized.  First, data from the survey and interviews 

were pawed; key phrases were highlighted in separate colours in order to become familiarized 

with the text and to begin to identify themes from the data (Ryan & Bernard, 2003).  Once 

superficial patterns emerged, more intensive data analysis occurred (Ryan & Bernard, 2003). 

 Word-based data analysis techniques were used in the research.  Word repetition was a 

relatively quick, simple, and effective method and was used to code data from open-ended 

questions in both the survey and the interviews utilizing a computer program called Wordle, 
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capitalizing on the concept that participants tended to repeat words that had importance to them 

(Ryan & Bernard, 2003).  Data was also analyzed using the key-word-in-context method.  

Analyzing how the word leadership was used in the texts provided a deeper understanding of 

how leadership was viewed within the organization (Ryan & Bernard, 2003).  Individual 

interviews were examined as well as the aggregate of all interviews to compare and contrast the 

views of individual participants from the group as a whole. 

 The comparing and contrasting method was also used with the survey data (Ryan & 

Bernard, 2003).  The survey information was filtered by management/non-management status.  

The data was compared and contrasted across the sub-sections to identify any differing patterns 

within the data.   

  Integrity of the research process had to be maintained.  Reliability, meaning the ability to 

replicate results (Stringer, 2007), was enhanced through the maintenance of a code book which 

outlined the process taken for coding data, allowing an independent third party to audit the 

analysis process (Glesne, 2011).  Allowing a neutral cohort member to review the data analysis 

narrowed the chance of researcher bias and increased the trustworthiness of the process (Glesne, 

2011; Stringer, 2007).  By conducting the above-mentioned activities, rigor was maintained.      

Ethical Issues  

 As a qualitative researcher, it was imperative that the standards set by the Tri-Council 

Policy Statement were upheld (Tri-Council Policy Statement, 2010).  To ensure the research was 

conducted ethically, attention was paid to the three core principles of ethical research as outlined 

by the Tri-Council Policy Statement (2010):  respect for persons; concern for welfare; and 



                                                                                
 
   Leadership Development 
 

54

justice.  A discussion of these principles, potential researcher bias, and conflict of interest is 

provided. 

 Adherence to the three core principles was met through many methods.  Autonomy was 

demonstrated by allowing research participants the freedom to choose whether or not to 

participate in the research through informed consent (Tri-Council Policy Statement, 2010).  All 

research data was retained for audit purposes as a commitment to transparency and 

accountability (Tri-Council Policy Statement, 2010).  Concern for welfare was demonstrated 

through maintenance of participant privacy (Tri-Council Policy Statement, 2010).  The use of 

encrypted USB keys and password-protected computers ensured data was kept confidential (Tri-

Council Policy Statement, 2010).  Research data was stored in Canada to avoid the consequences 

of the Patriot Act (Tri-Council Policy Statement, 2010).  References that could be attributed to 

individuals were coded in the final report and the codes were kept locked (Tri-Council Policy 

Statement, 2010).  To maintain justice, participation was based on inclusion criteria as opposed 

to exclusion criteria (Tri-Council Policy Statement, 2010).  By addressing these issues, ethical 

conduct was maintained throughout the research process.     

 Researcher bias, the inherent subjectivity of the researcher, was almost inevitable in 

qualitative research (Glesne, 2011).  Competency development was within my professional 

portfolio and preconceived beliefs about the effectiveness of leadership competencies within 

ABC were held.  I designed and delivered the current leadership development program.  These 

potential areas of bias could be mitigated through reflective journaling where assumptions were 

challenged, asking a cohort member to review the data analysis, and asking other members of the 

inquiry team to assist in making recommendations (Glesne, 2011).  
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 Conflict of interest, as defined by the Tri-Council Policy Statement (2010), occurred, 

“when activities or situations place an individual or institution in a real, potential, or perceived 

conflict between the duties or responsibilities related to research, and personal, institutional, or 

other interests” (p. 89).  Some perceived conflicts of interest existed within this project.  If I 

launched the survey, employees may have felt a heightened sense of obligation to respond as 

surveys were usually launched from my area.  Asking someone else to launch the survey 

mitigated this risk.  I had collegial relationships with the interview participants.  Asking a third 

party to conduct the interviews mitigated these risks.  Through awareness and by taking action to 

lessen potential conflict of interest, I maintained a heightened sense of rigor.  

Chapter Summary 

 Chapter three has outlined the approach, method, and ethics involved in the inquiry.  A 

discussion of the use of the action research approach to examine leadership development focused 

on the need to provide practical, meaningful recommendations to ABC.  The chapter also 

provided information regarding the methods used to conduct and analyze the research data 

collected.  The rationale for using survey tools and interviews was provided as well as an outline 

for data collection and analysis.  Thoroughly outlining the way the study was conducted should 

have increased the validity and rigor of the research, ensuring ethical obligations were followed 

and led to increased credibility of the findings provided in chapter four. 
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Chapter Four:  Action Inquiry Project Results and Conclusions 

 An analysis of the research data obtained through a survey conducted with employees at 

ABC and interviews held with members of the senior executive team is documented in chapter 

four.   The intent of the research is to help inform solutions to the following inquiry topic and 

sub-questions: 

How can ABC Financial expand leadership development within its management group? 

Sub-questions: 

1.  How does ABC define leadership? 

2.  In what ways are managers currently demonstrating leadership competencies? 

3.  How can current leadership development programs be enhanced to increase the development 

of leadership competencies among ABC’s management team? 

4.  What resources, support, and strategies are required to create such enhancement? 

Through an analysis of the data collected, research findings, conclusions, and a discussion 

regarding the scope and limitations of the inquiry is provided in chapter four. 

Study Findings 

 To gain an understanding of how leadership was defined and how competencies were 

demonstrated at ABC, a survey was conducted and open to all employees.  Response rate to the 

survey was satisfactory with 32% or 274 employees providing their opinions regarding 

leadership at ABC.  Managers demonstrated the highest response rate with 72% participation 

while employee participation rates were much lower at 26%.  Overall, response rates were 

sufficient to indicate an accurate representation of leadership at ABC. 
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 In order to triangulate the data (Glesne, 2011; Stringer, 2007), interviews were conducted 

with three of the eight senior executives.  The intent was to determine if the view of senior 

executives aligned with other mangers and employees in the organization and to gain an 

understanding of how senior leaders viewed leadership.  Their information was incorporated into 

formulating findings and conclusions. 

 Through analysis of the data collected from the survey and interviews, themes developed 

which provided insight into the inquiry questions.  A coding system was utilized to protect the 

identity of inquiry participants (Stringer, 2007).  Verbatim comments from survey participants 

were coded according to survey question and the comment number assigned by the survey tool.  

For example, the 120th comment to question 14 would be coded 14:120.  Interview participants 

were identified with I and a number assigned to the interview, such as I1, I2, or I3.  From the 

data, the following themes emerged: 

1. Definition of leadership; 

2. Demonstration of leadership competencies; and 

3. Resources, support, and strategies that support leadership development. 

An analysis of each finding follows. 

 

Definition of leadership 

Leadership at ABC was defined in a variety of ways.  Of the 178 participants who 

provided definitions of leadership, only 1% spoke of leadership solely in terms of management 

while 12% spoke of both leadership and management characteristics; respondents demonstrated 

a good understanding of leadership versus management.  One senior executive spoke primarily 

of management, defining leadership as having, “a task and your job is to work with others to 
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accomplish that goal or task” (I3).  When describing leadership, participants referred to 

relationship, action-driven results, morality, and change.  Despite the differing views of 

leadership, concepts of relationship appeared in an overwhelming 81% of the verbatim 

comments defining leadership, followed most closely by a focus on results, which were 

mentioned 39% of the time.  Morality appeared 10% of the time with seven people referring to 

fairness, four discussing integrity, and three speaking of honesty; others mentioned work ethic, 

values, professionalism, and genuineness as being important concepts related to morality.  

Despite constant change in the organization, participants defined leadership in terms of change 

only 4% of the time.  Despite various definitions of leadership, relationship emerged as the 

primary concept associated with leadership. 

Key relationship themes emerged from the data.  Of the 144 participants who viewed 

leadership as a relationship with others, 38% believed managers led by example.  One individual 

elaborated on that theme by defining leadership as, “Leading by example.  Culture must be 

implemented using a top-down approach, so leaders within the organization should consistently 

demonstrate the attitudes and behaviours that they would like to see in [ABC’s] employees” 

(14:23).  Developing others was identified as a defining characteristic of leaders by 33% of 

respondents who spoke of leadership.  In terms of developing employees, one respondent 

commented, “I believe leadership is the will and ability to engage others to not simply follow, 

but lead” (14:120).  Supporting and encouraging was named by 29% of question respondents 

while inspiring and positivity were both mentioned by 18% of the participants.  Other 

relationship attributes identified were communicating, collaborating, engaging, compassion, and 

influencing.  One participant summarized leadership as,  



                                                                                
 
   Leadership Development 
 

59

Leading with Heart.  Leadership is a relationship with oneself and with others.  A leader 
needs to be compassionate, be present in the moment, see the good, honesty, grateful, 
keep your word, accountable for all decisions, lifelong learning, truth, and take time to 
pause and reflect.  Never forget your own inner beliefs, values, ideas, way of life and 
viewpoint. (14:141) 

 
Similarly, two of three senior executives interviewed spoke of relationship in regard to 

leadership, referring to creating a vision, coaching, guiding, and influencing (I1; I2; I3).  The 

majority of employees and leaders at ABC primarily defined leadership through the relationship 

the leader had with followers. 

 

Demonstration of leadership competencies 

The following table reflects the results of survey participant rankings of leadership 

competencies demonstrated by their manager in terms of most frequently demonstrated to least.  

Competencies were drawn from ABC’s current leadership competency framework.  An analysis 

of the data follows.   

 

Table 1:  Survey Data Table tabulated from the ABC Leadership Survey 

Related 
Competency 

Question Response 
Categories 

All Respondents Managers Employees 

Organizational 
Awareness 

My manager 
demonstrates an 
understanding of 
the 
organization’s 
culture 

Always/Often 
 

83% 86% 82% 

Sometimes 
 

15% 10% 17% 

Seldom/Never 
 

2% 4% 1% 

Results 
Orientation 

My manager 
focuses on 
improving 
departmental 
performance and 
meeting 
organizational 
goals 

Always/Often 
 

83% 88% 79% 

Sometimes 
 

15% 7% 19% 

Seldom/Never 
 

3% 5% 2% 

Team 
Leadership 

My manager 
creates an 
environment 
where people can 
work together 
effectively 

Always/Often 
 

76% 81% 74% 

Sometimes 
 

18% 14% 20% 
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Seldom/Never 5% 5% 5% 
Conceptual 
Thinking 

My manager 
explains complex 
ideas and issues 
in a way that the 
team can 
understand 

Always/Often 
 

76% 81% 73% 

Sometimes 
 

17% 12% 19% 

Seldom/Never 
 

8% 7% 8% 

Strategic 
Orientation 

My manager 
links 
branch/departme
nt activities to 
the 
organizational 
strategy 

Always/Often 
 

75% 82% 71% 

Sometimes 
 

17% 11% 21% 

Seldom/Never 
 

7% 6% 8% 

Change 
Leadership 

My manager 
effectively 
models desired 
behaviours 
through his/her 
own actions and 
attitudes 

Always/Often 
 

74% 83% 72% 

Sometimes 
 

19% 11% 22% 

Seldom/Never 
 

5% 5% 6% 

Listening, 
Understanding, 
and Responding 

My manager 
effectively 
responds to the 
feelings and 
concerns of 
others 

Always/Often 
 

72% 75% 69% 

Sometimes 
 

24% 19% 26% 

Seldom/Never 
 

5% 6% 5% 
 
 

Impact and 
Influence 

My manager 
effectively 
influences others 
to accept change 

Always/Often 
 

69% 79% 64% 

Sometimes 
 

24% 19% 27% 

Seldom/Never 
 

6% 3% 9% 

Developing 
Others 

My manager 
helps me to grow 
and develop my 
effectiveness 
within my 
position 

Always/Often 
 

68% 70% 67% 

Sometimes 
 

22% 25% 21% 

Seldom/Never 
 

10% 5% 12% 

Holding People 
Accountable 

My manager 
addresses poor 
performance 
effectively 

Always/Often 
 

56% 53% 56% 

Sometimes 
 

32% 36% 31% 

Seldom/Never 
 

12% 10% 13% 

Average Response Rates for all 
Questions 

Always/Often 
 

73% 78% 71% 

Sometimes 
 

20% 16% 22% 

Seldom/Never 
 

6% 6% 7% 

 

Leaders at ABC demonstrated many leadership strengths in relation to leadership 

competencies.  Respondents identified leaders as demonstrating 7 of the 10 competencies 

always/often over 70% of the time (see Table 1).  The data also indicated that leadership 

competencies in general were demonstrated on average always/often 73% of the time (See Table 
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1).  One participant reflected that sentiment by stating leadership at ABC, “is everywhere.  It 

starts at the top with Senior Executive and flows down to the front line.  [ABC] is a great place 

to be.  People care and are empowered” (15:114).  A senior executive concurred, stating, “I 

would say it’s [leadership] very strong.  Pound for pound, person for person, there’s a lot of 

talent” (I1).  Clearly, leadership was present and active at ABC. 

Upon closer analysis of the data, some discrepancies surfaced when comparing the 

manager and employee responses.  Managers consistently reported higher results, overall 

indicating their leaders always/often demonstrated competencies 78% of the time, while 

employees indicated their managers effectively demonstrated leadership competencies 71% of 

the time (see Table 1).  When examining individual competencies, responses between managers 

and employees differed between 3% and 15% (see Table 1).  Three competencies reflected 

double digit differences between management and employee responses:  impact and influence 

(15%); change leadership (11%); and strategic orientation (11%).  Results indicated that senior 

managers tended to demonstrate more leadership strength than front line managers as managers 

ranked their managers higher in demonstrating these competencies.  Senior executive also 

identified change leadership and strategic orientation as two competencies most in need of 

development within the organization, supporting the data presented.  As one survey participant 

explained, “At the high level the leadership displayed is wonderful however as moving down 

there is a huge gap pending the individual in the leadership role” (15:104).  Another respondent 

indicated that leadership, “has provided a consistent message from the top but as we move down 

toward the branch, what is being said and what is being done isn’t always the same” (15:27).  

Senior managers appeared to demonstrate competencies more effectively than their more junior 

counterparts.  
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In analyzing the verbatim comments provided in the survey around the effectiveness of 

leadership at ABC, more inconsistencies emerged.  Of the 152 respondents to the question, 51% 

of the participants spoke of leadership effectiveness while 47% identified areas of leadership 

ineffectiveness.  The majority of the 78 individuals who identified leadership at ABC as being 

effective referred to the state of leadership.  Of the 39 people who spoke positively about the 

state of leadership, the following descriptors appeared most often:  effective (36%); strong 

(31%); excellent (18%); positive (10%); and due to effective training (8%).  In describing 

effective leadership, 36 respondents spoke of relationships that existed:  17% referring to shared 

leadership; 14% identifying a caring environment; and 11% speaking of leading by example.  An 

individual new to the organization related, “Coming from one of the new partners into [ABC], 

my first impressions of the leadership, including my new manager are very positive.  There 

appears to be a large collection of very intelligent and caring people” (15:72).  Another 

participant agreed, stating, “The leadership at [ABC] is amazing!!  I am always given the tools I 

need to get me where I want to be.  We have great leaders, great support staff and updated 

information at our finger tips” (15:128).  Conversely, of the 71 respondents who spoke of 

ineffective leadership, 39 spoke of a less than ideal state: 36% mentioned inconsistencies; 23% 

indicated leadership needed improvement; 15% identified leadership as improving; 15% referred 

to leadership as being in a state of transition; and 8% said leadership was lacking.   As one 

participant stated, leadership, “is seen in some managers and clearly not seen in others.  Just 

because you are a Manager doesn’t make you a strong leader” (15:120).  Another offered that 

leadership, “varies significantly between departments and individuals and is inconsistent” 

(15:68).   Providing further support for these comments, poor individual leadership skills was 

identified by 14 respondents as a reason for ineffective leadership.   Although leadership 



                                                                                
 
   Leadership Development 
 

63

competencies were highly ranked in the quantitative data, participant perception was more 

variable in the verbatim comments. 

Survey participants and the senior executives interviewed identified the five 

competencies they believed were most critical for leaders at ABC to demonstrate.  The table 

below lists the results of the data collected. 

Table 2:  The Five most Critical Leadership Competencies as identified by stakeholders 

Ranking All Survey Respondents Managers Employees Senior Executive 
1 Listening, Understanding, 

and Responding 
Listening, 
Understanding, and 
Responding 

Listening, 
Understanding, and 
Responding 

Change 
Leadership 

2 Developing Others Developing Others Team Leadership Results 
Orientation 

3 Team Leadership Team Leadership Developing Others Team Leadership 
4 Impact and Influence Change Leadership Impact and Influence Impact and 

Influence 
5 Holding People 

Accountable 
Holding People 
Accountable 

Organizational 
Awareness 

Several 
competencies 
named only once 

 

Several competencies were identified in the data as leadership strengths.  Organizational 

awareness, results orientation, team leadership, conceptual thinking, and strategic orientation 

were identified as the five leadership competencies most frequently demonstrated by managers at 

ABC (see Table 1).  With the exception of team leadership, four of the five competencies 

identified previously were more cerebral or operationally focused in nature.  In particular, the 

theme of results orientation repeatedly appeared in the data.  Although relationship was 

overwhelmingly identified as the defining characteristic of leadership, 39% of employee 

comments describing leadership included action-driven results as part of their definition.  Of the 

participants who identified results orientation as defining leadership, 36 discussed working 

toward a common goal, 15 referred to helping others achieve success, 10 spoke of achievement 

and others commented on taking action, getting results, and being first.  Furthermore, two of the 

three senior executives interviewed referred to goal accomplishment as part of their definition of 
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leadership.  As a senior executive related, “Leadership to me is really coaching, providing 

guidance, influencing others to achieve common goals” (I2).  When noting effective leadership, 

nine respondents referred to ABC and their leaders being dedicated to success.  When asked 

about the state of leadership development at ABC one senior executive discussed the need for 

improved performance management and goal setting (I1), clearly linking leadership to results.  

Furthermore, senior executive was the only group to identify results orientation as one of the five 

most critical competencies for leaders at ABC to demonstrate (see Table 2).  ABC’s leadership 

competency strengths tended to be more operationally aligned with a specific focus on goal 

accomplishment.   

A different view of leadership at ABC emerged when reviewing the data in Table 2.  

With the exception of organizational awareness and results orientation, which appeared on the 

list in one area each, all competencies listed were relationship-based behaviours aligning with 

how employees at ABC previously defined leadership (see Table 2).  Coincidently, with the 

exception of team leadership and results orientation, all other competencies listed in Table 2 fell 

within the lower half of the most frequently demonstrated competencies at ABC (see Table 1).  

Three of the competencies, listening, understanding, and responding, developing others, and 

holding people accountable did not appear on the list identified by senior executives, further 

indicating a gap in priorities between employees and senior executive (see Table 2).  Developing 

others, although rated high on the critical behaviours list (see Table 2) and one of the main 

characteristics named in defining leadership, was listed as the second least frequently 

demonstrated competency (see Table 1).  However, as one senior executive stated, 

We are so results oriented –we are and we have very patient staff, but there is a time 
where we need to provide what they are looking for –not just what the organization is 
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looking for but provide what they are looking for in their career.  So they can enhance 
their skill sets and we have to listen to that and help them develop those skills. (I2)   

 
Another senior executive added, “I don’t think we take the time to develop people…because 

people are always too busy….We have the systems to enable that, but I don’t know if managers 

place the importance on it that they should” (I3).  Impact and influence appeared on all but the 

managers’ lists as being a critical competency (see Table 2); however, it also reflected the 

highest differentiation between management and employee scoring in the frequency of 

demonstration at 15% indicating that it is one of the weakest competencies of junior managers, 

and further, they do not view it as being critical to their success (see Table 1).  Finally, holding 

people accountable scored much lower than any other competency in the frequency of 

demonstration with junior managers seen as slightly stronger than their senior counterparts (see 

Table 1).  Despite inconsistencies in leadership, one participant suggested  

[ABC] is in a stage of building great leadership.  These relationships need time to 
develop as many staff have new leaders.  In order for the leaders to have followers they 
need to believe in the …principles of a relationship.  Once you have that your leader will 
have many followers which equals success. (15:132) 
 

Team leadership remained strong at ABC, indicating that despite these inconsistencies, the 

organization was effectively able to create teams; organizational leaders still demonstrated many 

leadership strengths.   

Resources, support, and strategies to support leadership development 

 When speaking of leadership, 12 participants commented on the state of training and 

learning at ABC with nine people referring to the effectiveness of current programming.  One 

respondent commented, “There are many strong leaders in the organization mainly due to the 

training and development efforts that are in place” (15:36).  Three respondents spoke to 
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enhancements needed to current programming, speaking of the need for increased mentoring, the 

ability to groom future leaders, and the need for more experiential learning.  One senior leader 

related, “lifelong learning is important and our world is changing so fast that we need to all do 

this” (I3).  Yet, this same executive member stated that ABC’s training budget was never fully 

utilized.  Another senior executive spoke of the support ABC provided for employees to take 

courses, but another related that learning was not often shared and employees were often too 

busy to fully take advantage of available opportunities.   

Survey participants identified organizational barriers to leadership development at ABC.  

Of the 34 respondents who spoke of barriers, 10 stated that recent restructuring was momentarily 

weakening ABC’s leadership ability.  Organizational restructuring was mentioned by three 

individuals, one of whom stated that leadership, “continues to improve, but has been hampered 

by the constant reorganization.  Some consistency/stability is required as we move forward” 

(15:85).  One participant thought ABC was, “doing the best they can under difficult 

circumstances with the recent two large partnerships, and all the changes that has brought on” 

(15:61).  Four people referred to conflicting priorities as interfering with leadership development 

as reflected in the following comment:  “We have some excellent people in place to lead but then 

so many other new responsibilities and expectations get thrown on them that they cannot 

possibly do their job effectively” (15:115).  Another employee expanded,  

At [ABC], effective leadership is stifled due to the ‘other duties as assigned’ component 
of every manager’s job description.  If you are a new employee (to the organization or the 
position) you tend to be left to your own devices because your manager is frequently out 
of the office.  It is very frustrating, and hard for managers to demonstrate good leadership 
when they are not around.  Also, how are they supposed to effectively lead their group 
and develop talented employees if they never have the opportunity to be in the office and 
observe their employees working?  This has been an issue for a number of years, and as 
the organization grows, I notice that this issue is becoming worse, not better. (13:26) 
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Three individuals also mentioned distance management, one of whom stated, “My manager lives 

very far from me and I see him only several times per year” (13:11).  Differing cultures, the size 

of the organization, departmental silos, and an excessive focus on results were also mentioned as 

barriers.  One employee relayed, “I had a very driven manager but sometimes the behaviour 

displayed was not one of a leader but a bully” (13:7).  When asked to identify barriers to 

leadership development, only one senior executive directly mentioned the restructuring and 

spoke in terms of loss of leadership advancement opportunities; the other two identified change 

as a constant in our new environment.  One executive also referred to a focus on results by 

stating, “we are so goal oriented, results oriented, we have very high expectations of our 

organization which then translates to our people.  Are we allowing necessary time for the proper 

development?” (I2).  Removing organizational barriers to leadership development was important 

to respondents.  

In summary, findings of the data analysis provided insight into the state of leadership 

development at ABC.  Although leadership was effectively demonstrated, areas for improved 

performance were identified.  In the following section, conclusions based on those findings are 

discussed in order to provide effective recommendations to enhance leadership development 

practices at ABC. 

Study Conclusions 

Through analysis of the research findings, five conclusions were reached regarding the 

question of how to enhance leadership development programming at ABC.  The following 

conclusions were identified: 

1. Leadership was defined in a limited manner; 
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2. Competencies most frequently demonstrated by leaders did not align with competencies 

identified as most critical for success; 

3. ABC’s focus on results orientation might hinder leadership development;  

4. Leaders at ABC had individual development needs; and 

5. Systems and support structures at ABC may not fully support leadership development. 

Each of these conclusions is discussed in detail below. 

Leadership was defined in a limited manner 

An analysis of the data indicated that leadership at ABC was viewed overwhelmingly as a 

relationship between managers and employees.  Attaining results factored into participants’ 

definition of leadership while a sense of morality appeared to a lesser degree.  However, despite 

ongoing, significant organizational change within ABC, very few research participants identified 

change as a key component of leadership.  Having role models who supported and inspired 

development was seen as an important method for attaining strategic goals, yet without a 

comprehensive definition of leadership that addressed leading change ABC might lack the vision 

to effectively guide leadership development. 

 The literature review supported relationship as a key component in defining leadership.  

According to Scott (2002), the relationship between an employee and their direct supervisor was 

the most reliable predictor of employee engagement.  Anderson and Ackerman-Anderson (2010) 

supported the need to lead by example, commenting, “Leaders who do not align their walk and 

talk, and consistently say one thing and do another, establish a predictable path to failure.  This 

breeds distrust and dissention” (p. 182).  By focusing on long-term aspirations rather than short-

term goals, Goleman, et al. (2002) promoted developing others through coaching as a method for 
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establishing positive relationships and building trust. Goleman et al. (2002) and Schein (2010) 

related that when environments of trust existed, individuals experienced a sense of psychological 

safety that enabled them to learn and develop.  A strong relationship between employees and 

managers increased engagement and created a positive learning environment but was not the 

only factor in defining leadership. 

  The need to obtain results was also supported in the literature but how results were 

obtained was an important distinction.  Wheatley (2005) spoke of influencing people to 

accomplish their goals through engagement and connection; however, choosing power over the 

best interests of the organization was a trend in modern organizations.  Leveraging relationships 

to influence acceptance of change was also important (Anderson & Ackerman-Anderson, 2010; 

Bridges, 2009).  Furthermore, Grint (2005) cautioned that an over-reliance on results as a 

measure of success could lead to manipulation of outcomes.  To help ensure results were 

obtained in an ethical manner, Secretan (2004) suggested leaders had to hold strong values.  

Communicating and modeling values assisted leaders in demonstrating commitment to change, 

encouraging buy-in (Alban-Metcalfe & Alimo-Metcalfe, 2013; Anderson & Ackerman-

Anderson, 2010).  A sense of morality could aide leaders in building relationships and making 

strong, ethical decisions when striving to attain organizational goals and manage change 

initiatives.  

 Although relationship was the primary way in which participants identified leadership in 

this study, a narrow definition of leadership could negatively affect leadership development as 

“how we define what leadership is can influence how leaders are selected and advanced in 

organisations, so exploring these differences has practical implications for how effective 

organisations are” (Grint, 2005, p. 1).  As Grint (2005) related, how leadership was defined had 
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larger organizational implications and could not exist separately from other organizational 

systems, structures, and initiatives.  Building relationships was critical, but leaders were most 

effective when they were guided by their principles to guide change and obtain results. 

Competencies most frequently demonstrated by leaders did not align with 

competencies identified as most critical for success 

Overall, competencies were demonstrated frequently by leaders in the organization, 

indicating that leadership within ABC was mostly effective.  However, the research data 

revealed that managers at ABC demonstrated leadership strengths primarily in competencies that 

were operationally focused, reflecting traditional views of management.  However, research 

participants identified relationship-based competencies as most critical to success although these 

were also demonstrated least frequently, indicating an inverse relationship between competencies 

most valued and those most frequently demonstrated by leaders.  Paired with a focus on 

relationship as defining leadership, the research participants indicated that leadership practiced at 

ABC might not align with its values, creating conflicting messaging and potentially decreasing 

leadership effectiveness. 

 A review of the literature revealed a distinction between management and leadership 

activities.  Kotter (2001) referred to management as creating order out of complexity and 

ensuring, “plan accomplishment by controlling and problem-solving” (p. 86).  Mintzberg (1998) 

agreed that traditional views of management focused on control and the creation of structures 

and systems to support order.  ABC’s operationally focused competencies supported these views 

of management.  In contrast, Kotter (2001) defined leadership as inspiring and motivating others 

through effective visioning while Mintzberg (2009) primarily viewed leadership as coping with 
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change.  The competencies most closely aligned with these definitions would be the relationship-

based competencies that were demonstrated less frequently at ABC.  However, Kotter (2001), 

Mintzberg (2009), and Toor and Ofori (2008) all advocated for a balanced approach between the 

demonstration of management and leadership competencies to attain organizational 

effectiveness.  While both operational and relationship competencies were necessary to 

effectively lead organizations, leaders had to ensure a balanced approach was utilized. 

 Rationale was provided in the literature to explain the misalignment discovered in the 

research analysis.  A difference between espoused values and values in action as discussed by 

Argyris (1978, as cited in Schein, 2010) and Schon (1996, as cited in Schein, 2010) could 

account for the finding.  Members of ABC said they valued relationships, but in actual practice, 

operationally driven behaviours were most frequently demonstrated and potentially valued.  

According to Schein (2010) an organization’s culture, systems, and structures supported the 

values practiced within the organization not those proposed.  Conger and Ready (2004) identified 

natural tensions that might exist among competencies, leading to conflicting priorities.  

Hollenbeck, et al. (2006) indicated that competency strengths could become weaknesses if used 

too frequently and that, “effectiveness depends on how various combinations of strengths are 

used” (p. 399).  Therefore, when particular competencies received too much focus, an imbalance 

could occur and decrease leadership effectiveness.  Furthermore, according to Schein (2010) 

organizations socialized and embedded accepted behaviours that became part of the group’s 

identity.  Goleman, et al. (2002) concurred by relating, “we learn by absorbing day-to-day 

interactions and…we automatically adopt so they can fit in smoothly” (p. 175).  Valued 

behaviours were automatically passed to new employees, embedding group norms (Goleman, et 
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al., 2002).  If the misalignment between espoused values and values in action was not 

recognized, development and growth within the organization might be hindered. 

ABC’s results-oriented culture might hinder learning 

An analysis of the research indicated that ABC might focus too strongly on results at the 

expense of employee relationship and development.  Research participants mentioned a lack of 

time and patience for learning and employee development.  These characteristics indicated a 

pace-setting leadership culture could exist at ABC.  The current research findings were 

consistent with analysis provided from a previous employee engagement survey and feedback 

provided from recent change leadership sessions referenced in chapter one indicating concerns 

regarding a perceived pace-setting leadership style (ABC Financial, February, 2013; ABC 

Financial, November, 2013).  An over-reliance on results orientation could severely hinder 

individual and organizational learning, neutralizing the effectiveness of leadership development 

programming. 

  Lack of time and patience was addressed in the literature as being detrimental to 

learning.  Argyris (1985, as cited in Senge, 2006) and Bohm (1965, as cited in Senge, 2006) 

spoke of inquiry being an integral method for learning in organizations, yet according to 

Wheatley (2005),  

Questions require discipline in asking them, a discipline we seldom practice.  No matter 
how simple the questions, we most often rush past them.  We feel compelled to act rather 
than to inquire….that leads to no learning and so much wasted energy. (p. 98) 
 

Furthermore, Cain (2012) and Schein (2010) indicated that time for reflection was necessary in 

order to analyze and assimilate new learning, with Goleman, et al. (2002) indicating the time 

needed for learning was longer and took more effort for adults as unlearning ingrained patterns 
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of behaviour took continual practice.  In order to aide learning in organizations, senior leaders 

were expected to play a critical role in developing their people, which took prolonged time and 

effort (Kotter, 2001).  Yet, according to Goleman, et al. (2002), pace-setting leaders rarely took 

the time to develop their employees as they expected employees to follow their lead with 

minimal explanation.  Without inquiry and time for reflection, learning could be hindered.  

According to Goleman, et al. (2002), a lack of patience was also indicative of a pace-setting 

leadership style that could also hinder learning.  In high pace-setting organizations employees 

became overwhelmed by the leader’s demands for excellence, which decreased morale and 

raised stress (Goleman, et al., 2002).  Goleman, et al. (2002) further elaborated that prolonged 

stress levels decreased brain function and further hindered learning.  In such an environment, 

people might be reluctant to learn because according to Bushe (2010), 

When people are learning, they do not perform very well.  When people are performing 
very well, they probably aren’t learning much….it is one of the reasons why really 
efficient, high-performance organizations have such a hard time learning, adapting, and 
innovating.  People who can’t tolerate poor performance are allowing no room for 
learning. (p. 178) 
 

Schein (2010) indicated that fear of perceived incompetence while learning new skills might 

create learning anxiety so high that individuals refused to open themselves to new experiences, 

as they feared punishment for mistakes.  A lack of time and patience had implications for 

organizational learning and results.   

According to Senge (2006), if individuals do not learn, organizations will not learn.  In 

their study of high performing financial institutions in Uganda, Bagorogoza and de Waal (2010) 

argued that investment in employee development was critical to achieve high performance while 

Kaliprasad (2006) claimed high performance organizations demonstrated, “a concern for 

individuals over rules, policies, procedures, and adherence to job duties” (p. 28).  Grint (2005) 
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cautioned that focusing too closely on results and performance metrics could lead organizations 

to ignore other less tangible measures of organizational health.  However, Schein (2010) 

advocated that learning systems balanced concern for people and results.  Although attaining 

goals was critical to organizations, focusing too highly on results over relationship could lead to 

decreased development within the organization. 

Leaders at ABC had individual development needs 

Research analysis depicted inconsistencies in leadership at ABC.  Verbatim comments 

spoke of varying skill levels among leaders.  According to the inquiry research data, junior 

managers demonstrated leadership competencies less frequently than their more senior 

counterparts.  The data revealed that junior managers demonstrated less skill in impact and 

influence, indicating a potential over-reliance on positional power as opposed to using influence 

to gain buy-in, decreasing employee motivation.  Furthermore, leaders in lower-level 

management positions might be less experienced and possess less flexibility in effectively 

adjusting their leadership style to suit the situation, creating lower morale and increased stress.  

Relationship competencies were demonstrated less often than operationally focused 

competencies, indicating some managers might need relationship-building skills.  Development 

needs varied from leader to leader. 

Evidence from the literature reviewed supported these conclusions.  According to  

Alban-Metcalfe and Alimo-Metcalfe (2013), a leader’s actions had, “a significant effect on the 

attitudes to work and the well-being at work of her/his direct reports” (p. 67).  When researching 

new managers, Hill (2003, as cited in Mintzberg, 2009), found that most new managers adopted 

an autocratic approach to management, relying on formal authority to get results with little 



                                                                                
 
   Leadership Development 
 

75

success.  Other theorists found reliance on positional power had detrimental effects on 

organizational effectiveness; Wheatley (2005) believed such an environment decreased 

employee engagement and loss of creativity, while Grint (2005) found reliance on positional 

power decreased employee risk-taking and initiative.  In advocating against authoritarian 

approaches to leadership, Bolman and Deal (2008) stated, “People choose to obey authority so 

long as they believe it is legitimate.  Authority and leadership are both built on voluntary 

compliance.  Leaders cannot lead without legitimacy” (p. 343).  Kouzes and Posner (2007) 

demonstrated similar sentiments by claiming leadership was about developing relationships and 

credibility rather than gaining power and authority.  Goleman, et al. (2002) also claimed a 

reliance on one or two leadership styles were ineffective and strong leaders varied their styles 

throughout their interactions.  New and less experienced managers might have specific 

developmental needs based on specific leadership competencies. 

 With a potential over-reliance on results-based leadership, some managers may lack skills 

in relationship building – particularly in listening, understanding, and responding, change 

leadership, and developing others.  Wheatley (2005) believed focusing on relationship built 

innovation and creativity in organizations.  According to Goleman, et al. (2002), coaching and 

affiliative styles promoted a positive climate, improving employee engagement.  Without 

demonstrated skill in building relationships, leaders might stifle creativity and learning. 

Systems and support structures at ABC may not fully support leadership 

development 

 Research participants commented on the current state of leadership development at ABC.  

Although effective programming and course offerings were identified, employees spoke of the 
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need for further learning and development opportunities.  Participants identified developing 

others as one of the most valued competencies, yet it was one of the least demonstrated.  With 

the organizational restructure and new partnerships came new reporting relationships, new 

expectations, and a blending of different organizational cultures.  Developing trust with new 

employees required time and distance management might hinder the process.  Conflicting 

priorities led managers to spend even less time with employees, creating a barrier to building 

relationships.  Without proper support systems in place, leadership development programs might 

be less than effective. 

 A review of the literature provided support for the conclusions reached in the inquiry 

regarding the current state of existing training programs.  Developing internal talent was critical, 

as Mintzberg (1999) related, “Show me a chief executive who ignores yesterday, who favors the 

new outsider over the experienced insider, the quick fix over steady progress, and I’ll show you a 

chief executive who is destroying an organization” (p. 27).  Schein (2010) and Anderson and 

Ackerman-Anderson (2010) discussed the benefits of formal training programs but cautioned 

against relying exclusively on such programs to develop leaders.  Goleman, et al. (2002) claimed 

although performance might initially improve, lasting change was rarely sustained without 

opportunities for developing self-awareness and repeated practice.  However, Bennett (2004) and 

Goleman, et al. (2002) advocated that leadership development had to extend beyond career 

aspirations in order to be fully effective; employees’ personal needs had to be considered in 

order to fully engage them in learning.  Learning was also viewed as a social process (Bennett, 

2004; Bushe, 2010; Goleman, et al., 2002; Grint, 2005; Senge, 2006); individuals taking courses 

without sharing their knowledge with others was not seen as a way to transfer individual 

knowledge into organizational learning (Bennett, 2004; Goleman, et al., 2002; Senge, 2006).  
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Barnett and Davis (2008), Botha and Claassens (2010) and Schein (2010) called for multiple 

methods of learning in order to optimize development, advocating that experiential learning be 

used to supplement formal training as an important component for leadership development.  

Although formal training programs provided a good foundation for learning, organizations that 

relied solely on training decreased their chances to realize sustained development. 

 Managing from a distance also created barriers to learning at ABC.  Mintzberg (2009) 

argued against leaders who were so focused on strategy that they managed, “by remote control, 

disconnected from everything except ‘the big picture’” (p. 9).  Furthermore, Wheatley (2005) 

claimed that many organizations created cultures that deliberately distanced management from 

employees to make it easier to make difficult business decisions.  However, these practices did 

little to develop trust and create a sense of psychological safety (Schein, 2010).  Furthermore, 

Schein (2010) identified lack of face-to-face contact as being a primary hindrance in establishing 

trust.  Wheatley (2005) supported those sentiments by indicating that a leader’s function was to 

bring people together to clarify expectations, provide access to marginalized employees, and 

create connections across the system.  Wheatley (2005) claimed, 

There is no substitute for direct, personal contact with employees.  Even though 
managers are more stressed and have less time, it is crucial to pick up the phone and 
connect with those you want to retain…[employees] need to know that their leader is 
thinking about them.  When people feel cared for, their stress is reduced and they 
contribute more to the organization. (p. 122 – 123)   
 

Without creating meaningful connections with employees, learning would not thrive.   

 Although the research provided many important findings and conclusions, no inquiry is 

without limitations.  The next section outlines limitations to the scope of the inquiry into 

leadership development at ABC. 
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Scope and Limitations of the Inquiry 

 Several items were noted that potentially limited the scope of the inquiry.  As these issues 

or circumstances could reflect potential discrepancies in the results of interpretation of the data, 

they were reviewed.   

 Although the survey participation rate was acceptable at 32%, participation rates varied 

considerably between management and non-management employees at 72% and 26% 

respectively.  Consequently, management data could be said to accurately reflect the viewpoint 

of that stakeholder group, while the data obtained for the employee group might not be as 

reliable due to lower participation rates.  The reasons for lower employee participation in the 

survey were unknown and may require further investigation. 

 Three of eight senior executives were interviewed for the inquiry.  Although this group 

represented a sampling of the stakeholder group, results may have varied if the whole group was 

included in the interviewing process.  Furthermore, a fourth executive interview was scheduled 

but was cancelled due to a conflict in the interviewee’s schedule.  Another interview would have 

expanded the sampling and further enhanced the reliability of the data received from that group. 

 The nature of the survey questions may have limited the scope of the inquiry.  ABC’s 

behavioural competency framework was more robust than the single statement used to define the 

competency in the survey.  The questions were intended to be representative of the competency 

and may not have fully encompassed the richness of behaviour reflected in each individual 

competency, potentially affecting the answers provided.  The questions also asked employees to 

rate the frequency of competency demonstration but did not evaluate the leader’s effectiveness 

when demonstrating the competencies.  Furthermore, as competency application varied across 

the organization, there was no way to gauge whether a consistent understanding of competencies 
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existed.  Each senior executive had to ask the interviewer to confirm a competency definition at 

some point in the interview.  Although the competencies were evaluated, a common 

understanding was not determined and could have affected how employees answered questions. 

 The question related to impact and influence referenced how the manager influenced 

change.  As the organization was going through tremendous change at the time of the inquiry, it 

was difficult to determine if the employees were referencing influencing abilities themselves or 

change management abilities in the question.  As the question elicited a wide variance between 

management and employee answers, it would be advised to apply caution to the results of that 

particular question. 

 The survey was conducted in English only.  Approximately 15% of ABC’s employees 

spoke English as a second language and it was possible some employees misinterpreted the 

questions asked in the survey or that the intent behind some verbatim responses may have been 

misunderstood.  Although every caution was taken to conduct the research in an ethical manner, 

some limitations to the research occurred and were noted. 

Chapter Summary 

 In chapter four, an analysis of the research data was provided with the intent of creating 

findings and conclusions to the inquiry question:  how can ABC Financial expand leadership 

development within its management group?  The findings revealed how employees at ABC 

viewed leadership, leadership strengths, the level of alignment between competencies practiced 

by managers and those valued by employees, and barriers to leadership that existed within the 

organization.  From the findings, conclusions were drawn discussing the potential damage the 

results-oriented culture might bring to leadership development, the need to develop a shared 
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vision of leadership, create a formal leadership development program, and the need to address 

barriers to leadership within the organization.  Finally, limitations and the scope of the inquiry 

were presented.  From the findings and conclusions addressed in chapter four, recommendations 

were made to the organization and are outlined in chapter five. 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



                                                                                
 
   Leadership Development 
 

81

Chapter Five:  Inquiry Implications 

 In chapter four the research data was analyzed with findings and conclusions provided.  

Drawing on the information relayed in those chapters, Chapter five provides recommendations 

for ABC in response to the following inquiry question: 

How can ABC Financial expand leadership development within its management group? 

Sub-questions: 

1.  How does ABC define leadership? 

2.  In what ways are managers currently demonstrating leadership competencies? 

3.  How can current leadership development programs be enhanced to increase the development 

of leadership competencies among ABC’s management team? 

4.  What resources, support, and strategies are required to create such enhancement? 

In chapter five, study recommendations are discussed with consideration of organizational 

implications; topics for further inquiry are detailed to provide insight into future organizational 

research and the method for communicating the inquiry results with ABC are provided. 

Study Recommendations 

 Upon review of research findings, conclusions, and related literature, the following 

recommendations for implementation are suggested: 

1. Developing a shared definition of leadership may enhance commitment to leadership 

development; 

2. Assessing its current leadership culture may provide direction for leadership development 

programming at ABC; 
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3. Incorporating flexibility into a formal leadership development program may enhance learning 

effectiveness; and 

4. Integrating leadership development programming with other organizational initiatives may 

increase organizational effectiveness. 

Elaboration of these recommendations is provided in the following pages. 

Developing a shared definition of leadership may enhance commitment to 

leadership development 

An analysis of the research data revealed that employees defined leadership in a variety 

of ways and the actual practice of leadership within ABC had little correlation to how leadership 

was defined within the organization.  Developing a shared definition of leadership could provide 

a vision around which leadership development programming and other organizational initiatives 

could be centred.  Building on its values of an open, inclusive, honest, and committed culture, 

ABC could develop a definition of leadership centred on the principles of authenticity.  

Employees identified leading by example as an important aspect of leadership. When defined in 

behavioural terms and modeled by senior management, a shared definition of leadership could 

motivate others, increase trust, and create a sense of psychological safety thereby enhancing a 

learning environment.  Furthermore, an aligned leadership philosophy based on values may 

promote a balanced approach to leadership and avoid an over-reliance on result-orientation that 

might exist at ABC.  By creating a shared vision, ABC could encourage change and create an 

environment conducive to learning, reducing the issues identified in the systems analysis 

provided in chapter one. ABC’s expectations of leaders could be clarified, helping to align words 

and actions.   
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The creation of an aligned vision to motivate and inspire was supported by the literature.  

Goleman, et al. (2002), Kouzes and Posner (2007), and Senge (2006) promoted the creation of a 

shared vision as a method of aligning actions, building commitment, and creating a sense of 

purpose.  Aligning a vision of leadership was a method of ensuring a balanced approach to 

leadership, discouraging an over-reliance on results (Goleman, et al., 2002).  Bushe (2010), 

Kouzes and Posner (2007), and Scott (2002) discussed the increased commitment and trust that 

resulted from leading authentically through the demonstration of shared values.  According to 

Goleman, et al. (2002) and Schein (2010), strong relationships between leaders and employees 

created a sense of psychological safety, enhancing a learning environment.  Utilizing a shared 

definition of leadership to enhance leadership development was supported through the literature. 

Assessing its current leadership culture could provide direction for leadership 

development programming at ABC 

 Once a shared definition of leadership is created, comparing the actual demonstration of 

leadership within the organization to the ideal might be beneficial. 

Assessing leadership culture may provide verification of the research results indicating a pace-

setting culture may actually exist at ABC and if so, assist in developing strategies to improve the 

leadership culture to enhance a learning environment.  Furthermore, as the research data 

demonstrated, the lack of alignment between the competencies viewed as critical for success and 

the competencies practiced by the organization could indicate a potential lack of group and self-

awareness.  Assessing the leadership ability of managers may increase awareness.  Utilizing the 

shared definition of leadership created by the organization, an assessment could compare the 

ideal state identified in the shared definition and the current state of leadership identified in the 
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assessment results.  Leaders may gain recognition of their own leadership style and how their 

individual behaviour contributes to the collective leadership identity of the organization.  

Assessment results could provide direction into the design of formal training and the 

development of individual learning plans.  Involving ABC’s board and senior executive in the 

assessment process could help to ensure a consistent approach to subsequent planning, aligning 

leadership development with the strategic direction of the organization.  

 Assessing the organizational leadership culture at ABC could provide an important 

metric, ensuring employee engagement and leadership effectiveness contribute to defining 

organizational success along with quantifiable results.  The assessment results could also provide 

baseline data at the individual and group level.  Utilizing assessment results as a metric may help 

to ensure the focus on leadership development is an ongoing process and maintains focus on the 

shared vision of leadership. 

 The preceding recommendations are supported by the literature.  Armenakis, et al. 

(1993), Argyris (1985, as cited in Senge, 2006), Goleman et al. (2002), and Schein (2010) 

promoted the practice of measuring the current reality to an ideal vision as an impetus for 

development while Hollenbeck, et al. (2006) encouraged the use of individual development 

plans.  Allowing leaders to create self-directed learning plans could allow learners to develop 

their own developmental solutions, potentially enhancing engagement according to Bennett 

(2004), Goleman, et al. (2002), and Schein (2010).  Utilizing assessments as a tool for gaining 

awareness and inspiring change was an approach favoured by Goleman, et al. (2002), Kotter 

(2001), Schein (2010), and Weiss and Molinaro (2006).  Bennett (2004), Hayward (2011), Miller 

and Desmarais (2007), Moore (2004), and Weiss and Molinaro (2006) supported aligning 

development with the strategic direction of the organization while Grint (2005) cautioned against 
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focusing solely on results as an evaluation tool for measuring leadership development 

effectiveness.  Finally, Hayward (2011) advocated utilizing assessment as a baseline 

measurement against which growth can be measured.  Utilizing assessments as a tool in ABC’s 

leadership development programming is well supported by the literature.    

Incorporating flexibility into a formal leadership development program may 

enhance learning effectiveness 

 Developing a curriculum of leadership development courses delivered by internal and 

external providers as the basis of its formal leadership development program is recommended.  

Research participants indicated the current restructuring and conflicting priorities were creating 

stress for managers, potentially increasing their anxiety and decreasing feelings of psychological 

safety.  Incorporating courses into the organization’s existing training delivery model could 

allow for ease of integration into existing structures without creating added strain on 

organizational systems.  With the existing model, courses could be offered several times a year 

in different locations of the province, potentially easing the strain of geographical challenges 

faced by the organization.  With the current restructuring and constant change, providing a 

structure that is familiar may ease potential resistance to the introduction of another new 

initiative, thereby increasing the potential for learning.   

 The recommended approach to formal leadership development is supported by the 

literature.  Goleman, et al. (2002), Miller and Desmarais (2007), and Senge (2006), advocated 

that creating integrated systems and structures enhanced the potential for learning.  Supporting 

the approach of easing program integration into existing structures, Choi and Ruona (2011) 

recommended that individuals needed to feel capable of change before they would engage.  
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Bushe (2010), Goleman, et al. (2002), Kotter (2001), and Schein (2010) supported the need to 

decrease learning anxiety by increasing psychological safety in order to promote learning and 

growth.  The structure of the program could decrease resistance to the introduction of leadership 

development.  

Based on the research inquiry, it is recommended that courses be offered on a voluntary 

basis, allowing managers to customize their training to meet individual needs.  Through 

evaluation of leadership competencies, managers could create individual learning plans and 

participate in courses accordingly.  As the research determined, managers at ABC demonstrated 

varying leadership skill levels with junior managers potentially in need of more development 

than their more senior counterparts.  Allowing choice in programming may enhance motivation 

and increase the possibility of sustained learning.  By selecting courses focused on experiential 

learning and assessment learners could continue to grow their awareness and satisfy the social 

needs of learning while working on individual development plans could provide the time needed 

for reflection. The proposed program could provide a structured approach to leadership 

development but allow the flexibility needed to meet individual learning needs and maximize the 

potential for learning.  

Allowing individuals to control the direction and content of their learning was promoted 

as a best practice in leadership development by Bennett (2004) and Goleman, et al. (2002) and 

supports the proposed structure of the program.  Goleman, et al. (2002) further elaborated that 

choice enhanced motivation and improved the opportunities for sustained learning while learning 

together was promoted as increasing the potential for learning by Bushe (2010), Elkjaer (2004), 

Goleman, et al. (2002), and Senge (2006).  By also incorporating experience, assessment, and 

reflection into learning experiences, Kolb (1984, as cited in Goleman, et al., 2002) determined 



                                                                                
 
   Leadership Development 
 

87

potential for learning would be maximized.  Dewey (1933 [1986], as cited in Elkjaer, 2004), 

Cain (2012), Goleman, et al. (2002), and Schein (2010) also advocated for the need for reflection 

in order for learning to occur.  The proposed approach would meet many best practices in 

designing leadership development programming. 

Offering a curriculum of courses internally to leaders could allow course content to be 

focused on strategic objectives.  To meet current needs, as identified through the research 

findings, it is recommended that the content of leadership development programming focus on 

relationship building competencies.  As related in the research conclusions, demonstration of 

relationship competencies lags behind operationally focused competencies.  Building effective 

relationships with employees could increase levels of trust and improve employee engagement, 

assisting to increase overall organizational effectiveness.  Building on their strengths while 

focusing on areas for improvement could allow ABC to achieve higher levels of performance.  

The structure of the program could allow for regular evaluation of programming and could easily 

accommodate changes in programming to ensure leadership development continues to meet 

organizational and personal needs. 

 Ensuring leadership development aligns with strategic objectives could help to ensure 

programming meets desired organizational outcomes, according to Bennett (2004), Hayward 

(2011), Miller and Desmarais (2007), Moore (2004), and Weiss and Molinaro (2006), and 

focusing on relationship building could meet current organizational needs. Maccoby (2000, as 

cited in Toor & Ofori, 2008) proposed that relationships could energize organizations through 

building trust by nurturing and coaching employees.  According to Covey (2006) and Schein 

(2010), building trust increased feelings of connection between employees and their managers, 

which was especially important when managing from a distance (Schein, 2010). Providing 
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formal training in areas of building trust, communication, building teams, and coaching could 

build relationships and increase effectiveness within the organization because as Goleman, et al. 

(2002) stated, “Collective emotional intelligence is what sets top-performing teams apart from 

average team” (p. 177).  Despite its benefits, formal learning itself may not fully meet the needs 

of leadership development.  How programming could be integrated with other initiatives to 

strengthen leadership development is discussed in the next section. 

Integrating leadership development programming with other organizational 

initiatives may increase organizational effectiveness 

 Formal training is one method of developing leaders but may be insufficient as a 

development strategy unless it is supplemented with other performance improvement systems.  

Using ABC’s existing competency models may help identify critical leadership behaviours that 

could form the basis for program content development. As the research findings demonstrated, 

enhancing relationship-building competencies may be important.  Additionally, according to the 

research conclusions, current demonstrated competencies may be unaligned to ABC’s 

organizational values and further development could be needed.  Continuing to incorporate 

competencies and individual development plans into ABC’s current performance management 

process could assist in creating alignment among employee performance, development needs, 

and organizational strategy. Developing others was identified in the research findings as one of 

the least frequently demonstrated competencies, but also one of the most critical to success.  To 

maximize the potential for learning, teaching managers to coach to leadership competencies may 

be critical in developing skills and allowing time for reflection.  Through dialogue and 

questioning, coaches could encourage new ways of thinking and allow time for reflection and 
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practice of learned skills.  Utilizing organizational competencies, development plans, and 

coaching to enhance learning could provide the potential for growth in leadership development. 

Utilizing the above-mentioned development tools was supported in the literature.  Schein 

(2010) supported the inclusion of multi-methods for leadership development, indicating, “What 

must be avoided in the learning culture is the automatic assumption that wisdom and truth reside 

in any one source or method” (p. 368).  Conger and Ready (2004), Hollenbeck, et al. (2006), and 

Jantti and Greenhalgh (2012) recommended using competency models to help identify 

behaviours that were considered important for leaders to demonstrate, while creating an 

alignment between employee performance, development needs, and organizational strategy was 

supported by Conger and Ready (2004) and Hollenbeck, et al. (2006).  Argyris (1985, as cited in 

Senge, 2006), Bohm (1965, as cited in Senge, 2006), Bushe (2010), Dewey (1933[1986], as cited 

in Elkjaer, 2004), Short (1998), Schein (2010), and Wheatley (2005) advocated using dialogue 

and questioning to encourage new ways of thinking. Wheatley (2005) elaborated, “As leaders, 

hopefully we can be patient guides and coaches so that people discover their own experience” (p. 

127).  Furthermore, Senge (2006) suggested that coaches created the space for employees to 

learn and reflect.  Utilizing organizational competencies and coaching to enhance learning may 

provide the potential for growth in leadership development. 

 As the research findings indicate, junior leaders may be less skilled at demonstrating 

leadership competencies; therefore, tying leadership development to succession planning could 

also enhance leadership development.  ABC is currently evaluating a succession planning 

strategy that recommends the identification of a talent pool utilizing behavioural competencies.  

In addition to the creation of development plans intended to build their formal learning skills, 

ABC proposes to actively work with members of the talent pool to create experiential learning 
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opportunities and provide mentorship opportunities for senior leaders.  Supplementing formal 

training with experiential learning opportunities such as stretch assignments and special projects 

could develop the skills of young leaders. 

The review of the literature supported the integration of succession planning and 

leadership development.  Barnett and Davis (2008) and Kotter (2001) supported the use of 

succession planning to identify a talent pool of young, high potential employees.  Barnett and 

Davis (2008) also supported creating experiential learning opportunities for talent pool members 

that Barnett and Davis (2008) and Goleman, et al. (2002) felt was necessary for the attainment of 

leadership skill development.  Furthermore, Barnett and Davis (2008), Elkjaer (2004), and Kotter 

(2001) identified using stretch assignments, new and expanded job responsibilities, and exposure 

to other career experiences designed to develop leadership capacity as methods of providing 

learning from experience. Succession planning and experiential learning opportunities were 

identified as providing a solid basis for leadership development. 

 Communities of practice could also provide a strong avenue for developing leaders, 

meeting the individual learning needs identified through the research.  Several communities of 

practice currently exist or have been proposed at ABC.  The new manager leadership 

development program is important and allows new leaders to share their experiences.  A group of 

young leaders within ABC has also proposed the formation of a young leaders group focused on 

leadership development and may comprise members of the succession planning talent pool.  

Finally, several training initiatives have been ongoing with small, intact teams, forming several 

communities of practice throughout the organization.  However, geographical issues were 

identified in the research data.  Technology features prominently at ABC with video meeting 

capability available and used readily.  Managers and employees will need to become comfortable 
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using technology to connect with each other, bridging the geographical challenges within the 

organization.  Through communities of practice, individual and organizational learning can be 

optimized. 

Communities of practice were strongly supported in the literature.  Bennett (2004) and 

Goleman, et al. (2002) promoted communities of practice as an avenue for dialogue, challenging 

each other’s thinking, and for sharing and learning.  In addition, Bushe (2010), Goleman, et al. 

(2002), and Senge (2006) felt communities of practice took advantage of the social nature of 

learning to enhance leadership development.  According to Schein (2010), “The learning culture 

must be built on the assumption that communication and information are central to 

organizational well-being and must therefore create a multichannel communication system that 

allows everyone to connect” (p. 369).  Creating conditions where communication and 

communities of practice could thrive may support further leadership development.    

Finally, incorporating metrics into the development of the leadership development 

program could increase the validity and acceptance of the initiative.  As the research conclusions 

demonstrated, results orientation appears to be a priority at ABC and providing an evaluation 

method for the leadership development program may assist with gaining support from senior 

leaders.  The leadership culture assessment could provide baseline data that could be re-

evaluated at pre-determined intervals to measure progress.  Working with senior leaders to 

identify other metrics tied to organizational priorities can also be used to gauge the effectiveness 

of the program.  Identifying which metrics provide the most value for ABC is an important step 

in developing an effective leadership development program.   

Hayward (2011) promoted utilizing metrics as a method of tracking progress.  Hayward 

(2011) and Miller and Desmarais (2007) also supported the use of other metrics such as growth 
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in market share, return in sales, staff retention, internal promotions, and performance 

improvement as methods for providing feedback to the organization as to the effectiveness of the 

program.  However, Hayward (2011) also cautioned against the sole reliance on quantifiable data 

as a tool for measuring success.  Metrics could provide a valuable tool for measuring the 

progress of development, but should be balanced with other approaches. 

 Several recommendations have been provided for increasing leadership development 

within the organization.  However, if the recommendations are to be successfully implemented, 

an examination of organizational implications needs to be conducted. 

 

Organizational Implications 

To successfully lead the expansion of leadership development within its management 

group, ABC may need to carefully manage the change process.  How the change could be 

implemented, changes required of leaders within the organization, and organizational 

implications if the change does not occur will be examined. 

Presenting the research study findings, conclusions, and recommendations to senior 

executive at ABC could provide an important first step in the change process.  The current 

inquiry findings and conclusions could provide disconfirming data that ABC’s leadership 

effectiveness may be increased with a renewed focus on relationship, positive leadership styles, 

and development initiatives.  Relaying the positive aspects of leadership within the organization 

as well as the areas for improvement could provide a balanced approach and ease potential 

defensiveness that might result from examining the research conclusions. Inviting discussion 

regarding the potential focus on results over relationship could increase executive buy-in for the 

proposed recommendations.  Combining the results from the current study with similar findings 
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from the previous engagement survey and change leadership feedback could provide increased 

support for the study recommendations and increase the validity of the research.   

The steps outlined in the previous paragraph are supported by the literature.  Lewin 

(1947, as cited in Schein, 2010) indicated that individuals and organizations were willing to 

change if presented with disconfirming information, indicating their current practices were no 

longer effective. Argyris (1985, as cited in Senge, 2006) argued that decreasing defensiveness 

was important for gaining self-awareness.  Schein (2010) and Senge (2006) felt it was important 

to gain buy-in to change because organizational norms were clung to despite potential 

dysfunction and it was natural for organizations to repress disconfirming data.  Involving 

stakeholders in the change process and creating support at the executive level were important 

pieces in initiating change initiatives according to Anderson and Ackerman-Anderson (2010) and 

Bridges (2009).  Recognizing the need to change was an important first step. 

To combat the potential resistance to change, presenting a vision of the ideal state along 

with the current state could provide motivation and inspiration for employees at ABC. Working 

with senior executives to develop a shared vision of leadership that aligns with organizational 

values may assist in engaging employees and aligning leadership with organizational strategy.  

Communicating the vision of leadership to employees could provide a creative tension between 

the current reality and the future.   The involvement of senior executive could demonstrate 

commitment to the process and inspire others to adopt the new vision. 

 The role of creating a vision was supported by the change literature.  Armenakis, et al. 

(1993), Schein (2010), and Senge (2006) referenced the benefits of creating of a shared vision to 

motivate followers.  Furthermore, communicating the difference between the current state and 

ideal state may provide disconfirming data, which according to Goleman, et al. (2002) and 
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Schein (2010) provided motivation for change.  However, Goleman, et al. (2002), Schein (2010), 

and Senge (2006) believed that an organizational vision alone might be too abstract to inspire 

individuals to change and learn.  Despite the benefits of creating a vision, it might not be 

sufficient to spark change. 

Implementing the leadership development initiatives and conducting the leadership 

culture assessments could provide the feedback necessary to spur movement toward the ideal 

vision of leadership.  The assessment could provide feedback at not just the organizational level, 

but at the team and individual levels as well.  Providing results to management groups and 

individuals could personalize the data and provide the emotional connection necessary to inspire 

change at ABC.     

The use of the cultural assessments served an important purpose and was supported by 

the literature.  According to Schein (2010), organizations were as likely as individuals to deny 

disconfirming data.  Goleman, et al. (2002) indicated that individuals would not change until 

they had an emotional connection with the disconfirming information and learning could not 

occur until individual and group self-awareness was generated.  The assessment could be an 

avenue through which self-awareness was generated and influenced change. 

Creating systems and structures that support the desired outcomes is important.  

Developing leadership development programs for managers could provide an avenue for learning 

and skill development at ABC.  Ensuring leadership competencies emphasize desired behaviours 

could promote leadership effectiveness.  Finally, aligning performance management systems, 

recruitment practices, and succession planning strategies with other leadership development 

practices and metrics could provide a cohesive strategy for development and promote the 

sustainment of the initiatives. 
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Reference is made in the literature regarding the alignment of systems and structures in 

enhancing leadership development.  Bandura (1982, as cited in Armenakis, et al., 1993) 

promoted the need to create readiness for change by assisting individuals in developing their 

ability to change; people were willing to change if they felt the change was relevant and 

manageable.  Furthermore, Schein (2010) believed that providing training could ease learning 

anxiety and increase acceptance of disconfirming data.  Botha and Claassens (2010), Conger and 

Ready (2004), Markus, et al. (2005), and Hollenbeck, et al. (2006) promoted the use of 

leadership competencies as a means to identify behaviours required of leaders.  Finally, 

evaluating a leadership development program and integrating leadership initiatives with other 

human resources practices were identified by Hayward (2011), Miller and Desmarais (2007), and 

Weiss and Molinaro (2006) as a best practice in leadership development.  Integration of 

leadership development within other systems and structures could assist in sustaining 

development initiatives.   

To effectively inspire change, organizational leaders need to examine their role in the 

change initiative.  In the past, senior leaders at ABC have inconsistently participated in 

performance management and competency initiatives, resulting in inconsistent adoption 

throughout the organization.  Senior leaders will need to become actively involved in leadership 

development initiatives if they wish for their managers to follow suit.   Modeling desired 

leadership behaviours, demonstrating a willingness to be vulnerable, admitting their own 

weaknesses, and actively participating in learning activities could create an environment of 

psychological safety for employees, leading to more acceptance of change.  Utilizing coaching, 

affiliative, and visionary leadership styles to acknowledge and reward new behaviours could 

encourage continued development among their employees and promote a positive culture.  
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Through inquiry and dialogue, leaders could increase the effectiveness of their relationships and 

address the emotional needs of their employees to help guide them through the changes imposed 

by the leadership development initiative. 

The role of leaders in change initiatives is well addressed in the literature.  Anderson and 

Ackerman-Anderson (2010), Kouzes and Posner (2007), and Senge (2006) advocated the need 

for leaders to model the desired change through their own active participation as learners.  

Schein (2010) admitted it could be difficult for leaders to develop self-awareness and admit their 

own vulnerabilities, but Wheatley (2005) insisted, “the higher you are in the organization, the 

more change is required of you personally” (p. 72).  According to Anderson and Ackerman-

Anderson (2010), when leaders humbly admitted their own imperfections, it established 

organizational norms that encouraged self-reflection, learning, and trust that increased 

organizational effectiveness.  Furthermore, Schein (2010) stated that building relationships could 

assist in developing an environment of psychological safety, encouraging individuals to learn, 

whereas Goleman, et al. (2002) promoted the building of relationship through positive leadership 

styles.  Argyris (1985, as cited in Senge, 2006), Bohm (1965, as cited in Senge, 2006), Bushe 

(2010), Dewey (1933[1986], as cited in Elkjaer, 2004), Schein (2010), Short (1998), and 

Wheatley (2005) promoted the use of inquiry and dialogue to build relationship.  Finally, 

Anderson and Ackerman-Anderson (2010), Bridges (2009), and Choi & Ruona (2011) believed 

assisting employees in identifying their emotional needs could assist them in managing the 

transition of change efforts.  Focusing on relationship skills could allow leaders to build 

credibility and trust with followers, increasing motivation and decreasing resistance to change. 

If the change initiative is not successfully undertaken, the organization could be 

negatively affected.  Complicating the proposed changes to leadership development is the 
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complexity of the current organizational restructuring.  Many people are still coming to terms 

with their personal reactions to the current change which, according to Anderson and Ackerman-

Anderson (2010) and Bridges (2009) could lead to increased frustration and anger, temporarily 

lessening organizational effectiveness.  Furthermore, several employees are learning new 

positions, temporarily decreasing their effectiveness.  However, the results of the current inquiry 

indicate leaders are not providing the time and patience necessary for learning.  If employees 

worry they will be punished for mistakes or disciplined for not learning quickly enough, they 

may refuse to participate in learning, reinforcing old behaviours (Goleman, et al., 2002).  The 

conflict between the need for learning and pace of work, accompanied with other conflicting 

priorities mentioned in the verbatim comments, are critical barriers to be addressed.  In the 

current environment, learning may be hampered, leading to decreased effectiveness and 

engagement.  Without addressing leadership development, organizational growth may be 

hindered. 

Implications for Future Inquiry 

 Through the examination of the research question, several topics for future inquiry 

became apparent.  Suggestions for further investigation will be presented to provide ABC insight 

into other potential areas for development. 

 It is recommended that ABC consider reviewing their existing competency framework.  

The current inquiry sought to understand the frequency of competency demonstration, but did 

not examine how well employees understand the competency framework.  In my experience with 

the organization, competencies are applied inconsistently and understanding could vary 

considerably throughout the organization.  Further, although each merger partner utilized the 
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same competency framework, interpretations may have varied, leading to differing 

understandings.  In every research interview, participants asked for clarification as to a definition 

of a competency.  An examination of whether the current competency model still meets the 

needs of this ever-growing, increasingly complex organization is important to ensure they meet 

organizational strategies (Conger & Ready, 2004; Jantti & Greenhalgh, 2012).  Re-examining 

our existing competency model can help to ensure ABC is developing the behaviours necessary 

to build future leaders in the organization. 

 Although the inquiry suggests ABC assesses its leadership culture, a deeper examination 

of organizational culture is recommended.  Several partners have joined the organization in the 

past several years, blending many different cultures.  The organization recently introduced new 

values and understanding how well ABC is currently demonstrating those values provides a 

means to identify any gaps between the organization’s current state and ideal state, providing 

impetus for change (Anderson & Ackerman-Anderson, 2010; Schein, 2010).  Furthermore, 

research participation rates differed tremendously between management and non-management 

employees, mirroring results seen in a previous engagement survey.  An organizational culture 

assessment may provide insight into whether the lack of participation is cause for concern.  In 

theory, improved leadership should increase employee engagement (Kouzes & Posner, 2007), 

but the assessment may identify any organizational barriers that exist.  A deeper examination of 

organizational culture may lead to further alignment between behaviour and values, increasing 

organizational effectiveness (Kouzes & Posner, 2007).  By building on the current inquiry 

results, ABC may further investigate some potential topics of inquiry to further strengthen their 

organizational effectiveness. 
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Report Summary 

 In chapter five, recommendations were made based on organizational needs that emerged 

from the research and best practices identified in the literature review.  Recommendations 

included the creation of a shared definition of leadership, an assessment of the current leadership 

culture at ABC, the creation of a formal leadership development training program supplemented 

by other avenues of development through succession planning initiatives, communities of 

practice, and coaching.  Additionally, suggestions for evaluation of program effectiveness were 

provided to ensure the program met organizational strategies.  Following the recommendations, 

an outline for how the change could be effective implemented and sustained was provided and 

suggestions for future inquiry topics were suggested with the intent of furthering organizational 

effectiveness. 

 As part of the inquiry process, engagement with organizational stakeholders is important 

in order to further the recommendations within ABC.  Upon completion of the research, I met 

with my sponsor to review the research.  Going forward, I will work with the vice-president of 

Human Resources to create a leadership development strategy based upon the findings, 

conclusions, and recommendations provided in this thesis. The strategy will detail the 

recommendations and provide a suggested implementation plan to our senior executive: 

outlining the phases of implementation; providing proposed timelines for implementation; and 

the possibility of incorporating other items referenced for consideration within this thesis.  The 

strategy document will be vetted at the senior executive level, and as with other organizational 

project proposals, the senior executive team will evaluate the leadership development strategy at 

their yearly operational planning meetings and decide whether to proceed with the project.  As 

the Learning and Development Manager for ABC, my role going forward will be to further 
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develop and implement the leadership development strategy within the organization upon 

approval by senior executive.  As a leader within my organization, through this project, I have 

endeavored to, “create time for people to remember why they’re doing this work” (Wheatley, 

2005, p. 128).  Ultimately, enabling the development of leadership at ABC will continue to be 

my passion. 
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Appendix A:  Draft Senior Executive Functional Structure 

The draft senior executive functional structure has been removed because of copyright 

restrictions.  The document outlined senior executive positions within ABC Financial and 

documented functional unit responsibilities. 

 

ABC Financial.  April, 2013.  Draft Senior Executive Functional Structure Document. 
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Appendix B:  ABC Financial Organizational Values 

This document has been removed because of copyright restrictions.  This document 

contained a visual outlining ABC Financial’s organizational values:  open, inclusive, committed, 

and honest.  

 
ABC Financial.  June, 2013.  ABC Financial Branding Strategy Document. 
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Appendix D:  Inquiry Team Member Letter of Agreement 

 
In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at 

Royal Roads University, Koreen Mak (the Student) will be conducting an inquiry research study 
at ABC Financial to examine how ABC can expand leadership development within its 
management group. The Student’s credentials with Royal Roads University can be established 
by calling Dr. Brigitte Harris, Director, School of Leadership or email.  
 

Inquiry Team Member Role Description 
As a volunteer Inquiry Team Member assisting the Student with this project, your role 

will include supporting the logistics of the data-gathering methods, including facilitating 
interviews and taking audio-recordings to assist the Student and the ABC organizational change 
process. In the course of this activity, you may be privy to confidential inquiry data. 

 
Confidentiality of Inquiry Data 

In compliance with the Royal Roads University Research Ethics Policy, under which this 
inquiry project is being conducted, all personal identifiers and any other confidential information 
generated or accessed by the inquiry team advisor will only be used in the performance of the 
functions of this project, and must not be disclosed to anyone other than persons authorized to 
receive it, both during the inquiry period and beyond it. Recorded information in all formats is 
covered by this agreement. Personal identifiers include participant names, contact information, 
personally identifying turns of phrase or comments, and any other personally identifying 
information. 
 

Bridging Student’s Potential or Actual Ethical Conflict 
In situations where potential participants in a work setting have a collegial relationship to 

the Student, you, as a neutral third party with no supervisory relationship with either the Student 
or potential participants, may be asked to work closely with the Student to bridge this potential 
or actual conflict of interest in this study. Such requests may include conducting the 4 interviews 
with the selected participants (without the Student’s presence) using the protocol and questions 
worked out previously with the Student.  

 
Inquiry Team members asked to take on such 3rd party duties in this study will be under 

the direction of the Student and will be fully briefed by the Student as to how this process will 
work, including specific expectations, and the methods to be employed in conducting the 
elements of the inquiry and will be given every support possible by the Student. 
 
Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 
retained, secured and destroyed as directed by the Student, under direction of the Royal Roads 
Academic Supervisor. 
 
Inquiry Team Members who are uncertain whether any information they may wish to share about 
the project they are working on is personal or confidential will verify this with Koreen Mak, the 
Student. 
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Statement of Informed Consent: 
 
I have read and understand this agreement. 
 
 
 
 
 
________________________ _________________________ _____________ 
 
Name (Please Print)   Signature    Date 
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Appendix E:  Survey Questions, Invitation, and Consent Form 

Koreen Mak is completing a research project, Examining Leadership Development at ABC 
Financial, which is part of the requirement for a Masters of Arts in Leadership at Royal Roads 
University.  Koreen’s credentials with Royal Roads University can be established by contacting 
Dr. Brigitte Harris, Director, School of Leadership Studies. 

 
The research will consist of this survey and is estimated to take approximately 20 minutes to 
complete.  The anticipated questions will refer to the demonstration of leadership competencies 
within the organization.  In addition to submitting Koreen’s final report to Royal Roads 
University in partial fulfillment for a Masters of Arts in Leadership, she will also be sharing her 
research findings with ABC Financial to further enhance leadership development programming 
within the organization.   

 
In order to provide fully informed consent, the benefits and risks, as well as how these risks will 
be mitigated, of participating in the study are provided.  Individually, this research project will 
enhance Koreen’s learning as a researcher and student.  Organizationally, this research will assist 
in identifying areas for improvement for developing leadership programming at ABC Financial.  
Strong leadership will enhance employee engagement, leading to an improved member 
experience.  Developing leaders will assist with succession planning within the organization.   
Although information will be provided anonymously and comments cannot be attributed to an 
individual, there is a risk that the data could be exposed.  To mitigate this risk, an online survey 
tool is being used which stores data within Canada, so it is not exposed to the United States’ 
Patriot Act.  Additionally, data will be kept on a password protected private computer and on an 
encrypted USB key. 
 
The survey results will not be shared with employees, but they will be used to determine research 
findings that will be used to inform recommendations for enhanced leadership development 
programming within the organization.  Thus, the information you share will lead to meaningful 
change within the organization 
 
Although leadership and competency development is part of Koreen’s portfolio as the Learning 
and Development Manager at ABC Financial, this research is being conducted separately from 
her professional duties.  Thus, the research questions, data analysis, and recommendations 
resulting from the research will be made with the assistance of members of an inquiry team in 
order to mitigate any perceived bias resulting from her professional role within the organization.  
This information is disclosed here so that you can make a fully informed decision on whether or 
not to participate in this study. 
 
The information you provide will be summarized, in anonymous format, in the body of the final 
report. At no time will any specific comments be attributed to any individual. All data received 
will be kept confidential.   
 
Please click on the following link if you choose to complete the survey. 
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1.  Please indicate the area in which you work: 
a. Retail 
b. Non-Retail 

 
2. I have people management responsibilities: 

a. yes 
b. no 

 
 
The following competencies are key leadership competencies within the organization.  You will 
be asked to comment on how effectively you see these competencies demonstrated by your 
manager on a regular basis.  If you have recently transitioned to a new reporting 

relationship, please answer the questions reflecting upon the behaviours of your 

previous manager.  The competencies are: 
 

Change Leadership Conceptual Thinking 
Listening, Understanding, and Responding Developing Others 

Results Orientation Holding People Accountable 
Team Leadership Impact and Influence 

Strategic Orientation Organizational Awareness 
 
Keeping these competencies in mind, please indicate on a scale from 1 to 5, with 1 representing 
never and 5 representing always, your level of agreement with each statement. 
 
Key:  
1 = never    4 = often 
2 = seldom    5 = always    
3 = sometimes     
 

3. My manager effectively models desired behaviours through his/her own actions and attitudes. 
 

4. My manager effectively responds to the feelings and concerns of others. 
 

5. My manager focuses on improving departmental performance and meeting organizational goals. 
 

6. My manager creates an environment where people can work together effectively. 
 

7. My manager explains complex ideas and issues in a way that the team can understand. 
 

8. My manager helps me to grow and develop my effectiveness within my position. 
 

9. My manager addresses poor performance effectively. 
 

10. My manager effectively influences others to accept change. 
 

11. My manager demonstrates an understanding of the organization’s culture. 
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12. My manager links branch/department activities to the organizational strategy. 
 
Please answer the following questions in the space provided below (open-ended questions). 
 

13. Please provide any further comments you may have on the above questions (open-ended): 
 

14. I believe leadership means…. 
 

15. I believe leadership at ABC…. 
 

16. From the list provided, please tick what you believe are the 5 most critical leadership competencies our 
managers need to demonstrate in order for the organization to be successful.   

 
Change Leadership Conceptual Thinking 

Listening, Understanding, and Responding Developing Others 
Results Orientation Holding People Accountable 
Team Leadership Impact and Influence 

Strategic Orientation Organizational Awareness 
 

17. Please list any other competencies or behaviours you feel are key for leaders at Affinity to display. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



                                                                                
 
   Leadership Development 
 

114

Appendix F:  Sample Interview Questions 

 

1. How would you define leadership? 
 

2. From the list provided, which do you believe are the 5 most critical leadership competencies our managers 
need to demonstrate in order for the organization to be successful? 

 
Change Leadership Conceptual Thinking 

Listening, Understanding, and Responding Developing Others 
Results Orientation Holding People Accountable 
Team Leadership Impact and Influence 

Strategic Orientation Organizational Awareness 
 

 
3. Are there any other competencies you would add to the list? 

 
4. Which competencies do you believe to be leadership strengths at ABC? 

 
5. What do you believe are the competencies that need the most development? 

 
6. How effectively do you believe managers perceive they demonstrate leadership competencies? 

 
7. Do you think employees share this perception?  Why or why not? 

 
8. Do you believe leadership development is needed at ABC?  Why or why not? 

 
9. If yes, how do you think leadership development could be improved? 

 
10. What barriers to leadership development do you think exist within the organization? 
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Appendix G:  Interview Invitation and Information L etter 

Dear [Prospective Participant], 
 
I would like to invite you to be part of a research project that I am conducting. This project is 
part of the requirement for my Master’s Degree in Leadership, at Royal Roads University.  
 
The objective of my research project is to examine leadership development at ABC Financial.   
 
Your name was chosen as a prospective participant because of your position as a senior leader at 
ABC Financial.  
 
This phase of my research project will consist of an interview and is estimated to last 
approximately one hour. [Also include date, time, and location if known.]   
 
The attached document contains further information about the study conduct and will enable you 
to make a fully informed decision on whether or not you wish to participate. Please review this 
information before responding.  
 
You are not required to participate in this research project. If you do choose to participate, you 
are free to withdraw [specify whether this is at any time or up until a specific date, e.g., when 
responses become part of an anonymous data set] without prejudice.  
 
I realize that due to our collegial relationship, you may feel compelled to participate in this 
research project. Please be aware that you are not required to participate and, should you choose 
to participate, your participation would be entirely voluntary.  If you do choose to participate, 
you are free to withdraw [specify whether this is at any time or up until a specific date] 
without prejudice. If you do not wish to participate, simply do not reply to this request. Your 
decision to not participate will also be maintained in confidence. Your choice will not affect our 
relationship in any way.   
 
Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes.  
 
If you would like to participate in my research project, please contact me at: 
Name: Koreen Mak 
 
 
 
Sincerely, 
Koreen Mak 
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Information Letter 
 

Examining Leadership Development at ABC Financial 
 
My name is Koreen Mak, and this research project is part of the requirement for a Masters of 
Arts in Leadership at Royal Roads University.  My credentials with Royal Roads University can 
be established by contacting Dr. Brigitte Harris, Director, School of Leadership Studies. 
 
Purpose of the study and sponsoring organization 
The purpose of my research project is to further enhance leadership development programming 
at ABC Financial. 
 
Your participation and how information will be coll ected 
The research will consist of an interview and is anticipated to last one hour.  The anticipated 
questions include questions examining leadership development at ABC Financial.   
 
Benefits and risks to participation 
 In order to provide fully informed consent, the benefits and risks, as well as how these risks will 
be mitigated, of participating in the study are provided.  Individually, this research project will 
enhance my learning as a researcher and student.  Organizationally, this research will assist in 
identifying areas for improvement for developing leadership programming at ABC Financial.  
Strong leadership will enhance employee engagements, leading to an improved member 
experience.  Developing leaders will assist with succession planning within the organization.  
Although information will be provided anonymously and comments cannot be attributed to an 
individual, there is a risk that the data could be exposed.  To mitigate this risk, an online survey 
tool is being used which stores data within Canada, so it is not exposed to the United States’ 
Patriot Act.  Additionally, data will be kept on a password protected private computer and on an 
encrypted USB key. 
 
Real or Perceived Conflict of Interest 
Although leadership and competency development is part of my portfolio as the Learning and 
Development Manager at ABC Financial, this research is being conducted separately from my 
professional duties.  Thus, the research questions, data analysis, and recommendations resulting 
from the research will be made with the assistance of members of an inquiry team in order to 
mitigate any perceived bias resulting from her professional role within the organization.  I 
disclose this information here so that you can make a fully informed decision on whether or not 
to participate in this study. 
 
In order to avoid any potential conflict of interest resulting from our collegial relationships, a 
neutral third party consultant will conduct the interviews and provide an audio-recording to be 
transcribed. 
 
 
Confidentiality, security of data, and retention period 
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I will work to protect your privacy throughout this study. All information I collect will be 
maintained in confidence with hard copies (e.g., consent forms) stored in a locked filing cabinet 
in my home. Electronic data (such as transcripts or audio files) will be stored on a password-
protected computer on my personal computer and on an encrypted USB key. Information will be 
recorded in hand-written format and, where appropriate, summarized, in anonymous format, in 
the body of the final report. At no time will any specific comments be attributed to any 
individual unless specific agreement has been obtained beforehand.  All documentation will be 
kept strictly confidential.  If you choose to withdraw from the survey at any time, the data you 
provided for the research will be destroyed. 
 
Sharing results 
In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
Masters of Arts in Leadership, I will also be sharing my research findings with ABC Financial in 
order to enhance leadership development programming within the organization.   A copy of the 
transcribed interview will be returned to you for confirmation of the accuracy of the data 
collected.  As a member of the senior executive team, a copy of the study recommendations will 
be shared with you upon completion of the research project. 
 
Procedure for withdrawing from the study  
If at any time you should decide to withdraw from the project, please contact me by phone or 
email by ________ date.  Your data will be removed from the research and destroyed 
 
You are not required to participate in this research project. By replying directly to the e-mail 
request for participation you indicate that you have read and understand the information above 
and give your free and informed consent to participate in this project. 
 
Please keep a copy of this information letter for your records. 
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Appendix H:  Research Consent Form 

By signing this form, you agree that you are over the age of 19 and have read the information 
letter for this study. Your signature states that you are giving your voluntary and informed 
consent to participate in this project.  
 

 I consent to the audio recording of the interview. 
  
 
Name: (Please Print): __________________________________________________ 
 
 
Signed: _____________________________________________________________ 
 
 
Date: ______________________________________________ 
 

 

 
 
 


