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Abstract 

This action research engagement project answered the following primary research question: How 

can Defence Research and Development Canada augment its existing leadership development 

efforts to improve leadership candidate effectiveness? Three senior managers were engaged in 

individual interviews and others in a focus group session to gain their experiential insight on the 

current learning and training efforts, and how each contributes to creating organizational 

leadership acumen. This collaborative approach to problem solving engaged those participants 

who are responsible to promote a learning culture and provide their support for employee 

development; study findings and the supporting research literature indicated a need for 

systematic clarity. The recommendations indicated the need to articulate the mandate for 

leadership development and its merit for stakeholders, to define holistic assessment in support of 

developmental decision making, and the creation of a programmatic structure to focus each 

opportunity toward sustainably creating future leaders. 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 5 

Acknowledgements 

Throughout the production of this thesis, I have profited greatly from the wisdom of 

talented researchers and authors, been generously supported and encouraged by my organization, 

expertly guided by sage mentors, and encouraged by my family. 

The literature in the domain of leadership is abundant, more so than I imagined, and I am 

humbled by the extensive wisdom that is available. I follow behind armies of these brilliant 

thinkers, and I found lifetimes of compelling thoughts that will feed my passion and curiosity for 

leadership long into the future. 

Defence Research and Development Canada has encouraged and supported advancement 

of my leadership skills throughout my career. Influential examples of leadership excellence and 

support were freely offered by my boss and friend, Mylène Ouellet, as well as Dr. David 

Pedersen, Dr. Cam Boulet, and Dr. Marc Fortin, each of whom contributed time and attention in 

offering their experience and providing stalwart encouragement. As an organization with a 

learning culture, DRDC has been my long-time home that has provided me extensive opportunity 

to explore leadership. 

I had the good fortune to have had Dr. Eileen Piggot-Irvine and Dr. Catherine Etmanski 

mentor my academic journey. Their expertise pushed me toward clarity and their experience was 

evident through the candour shown in promoting excellence and providing guidance, which was 

firm and just. 

I am deeply indebted to my dear wife and inspiring leader, Jennifer Beaulieu, for her 

unselfish and unwavering encouragement. Without hesitation she allowed me the room to 

embrace this season of life and freely welcomed any learning into our family. Our future success 

will have its roots in this shared experience. 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 6 

Table of Contents 

Creative Commons Statement..........................................................................................................3 

Abstract ............................................................................................................................................4 

Acknowledgements ..........................................................................................................................5 

List of Abbreviations .......................................................................................................................8 

Chapter One: Focus and Framing ....................................................................................................9 

Significance of the Inquiry .................................................................................................11 

Organizational Context ......................................................................................................13 

Systems Analysis of the Inquiry ........................................................................................17 

Chapter Two: Literature Review ...................................................................................................22 

Leadership Development Overview ..................................................................................23 

Leadership Development Programs ...................................................................................34 

Chapter Three: Inquiry Approach and Methodology .....................................................................42 

Inquiry Approach ...............................................................................................................43 

Project Participants and Recruitment Processes ................................................................47 

Inquiry Methods .................................................................................................................50 

Ethical Issues .....................................................................................................................56 

Chapter Four: Inquiry Project Findings and Conclusions .............................................................59 

Study Findings ...................................................................................................................59 

Study Conclusions .............................................................................................................71 

Scope and Limitations of the Inquiry.................................................................................80 

Chapter Five: Inquiry Implications ................................................................................................83 

Study Recommendations ...................................................................................................84 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 7 

Organizational Implications ...............................................................................................92 

Implications for Future Research .......................................................................................98 

Thesis Summary...............................................................................................................100 

References ....................................................................................................................................104 

Appendix A: Graphical Map of Defence Research and Development Canada Locations 

Across Canada .................................................................................................................112 

Appendix B: Letter of Invitation for Participation in an Interview .............................................113 

Appendix C: Informed Consent for Participation in an Interview ...............................................115 

Appendix D: Letter of Invitation for Participation in a Focus Group..........................................116 

Appendix E: Informed Consent for Participation in a Focus Group ...........................................118 

Appendix F: Confidentiality Agreements ....................................................................................119 

Appendix G: Interview Questions ...............................................................................................124 

Appendix H: Focus Group Questions ..........................................................................................125 

 

List of Figures 

Figure 1. Internal and external influences on DRDC output. ........................................................18 

Figure 2 Action research engagement model. ...............................................................................46 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 8 

List of Abbreviations 

ADM  .............Assistant Deputy Minister 

AR ..................Action Research 

ARE................Action Research Engagement 

CAF ................Canadian Armed Forces 

CIHR ..............Canadian Institutes of Health Research, Natural Sciences and Engineering 
Research Council of Canada, & Social Sciences and Humanities Research 
Council of Canada 

COS  ...............Chief of Staff 

DG ..................Director General 

DND  ..............Department of National Defence 

DRDC  ...........Defence Research and Development Canada 

KLCs ..............Key Leadership Competencies 

LDP ................Learning and Development Plan 

NCR  ..............National Capital Region 

OPI .................Office of Principle Interest 

PMA ...............Performance Management Agreement 

PSES ..............Public Service Employment Survey 

S&T ................Science and Technology 

 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 9 

Chapter One: Focus and Framing 

Senior leaders of Defence Research and Development Canada (DRDC) are charged with 

the responsibility to foster an ethical, productive and collaborative environment of scientific 

excellence toward the delivery of strategically relevant, timely, and accurate advice to the 

Department of National Defence (DND; Defence Research and Development Canada [DRDC], 

2014, p. 7). They are also required to demonstrate the effectiveness and efficiency of their 

operations against a management accountability framework (Treasury Board of Canada, 2014) 

and to leverage the governmental investment in science programs by collaborating with others 

(DRDC, 2014, p. 26). To do this, they support leadership development efforts to ensure 

organizational preparedness for the future (DRDC, 2014, p. 26). They also identify candidates 

who demonstrate potential to succeed into senior leadership positions and endeavour to meet the 

candidate developmental expectations through the implementation of talent management, 

mentorship, and leadership development efforts. In this context, candidates are defined as DRDC 

employees who have responsibility for both resources and the execution of programs, typically 

with a minimum of director’s level responsibilities. 

Anecdotally, the Director General of Science and Technology Corporate Services 

(DGSTCS) and sponsor for this study indicated that leadership candidates did not consistently 

develop effectiveness to the extent of their anticipated potential, which provided a critical insight 

on the need to consider the effectiveness of current leadership development programs (M. 

Ouellet, personal communication, January 28, 2015)1. The Assistant Deputy Minister (ADM) 

indicated that he wants DRDC to continually prepare for the “future demand on leadership roles 

which includes an increasing need to project an outward facing perspective with our leadership 

                                                 

1 All personal communications are used with permission. 
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and positions our work within the entire Department and within the whole of Government” (M. 

Fortin, personal communication, April 30, 2015). 

Further, results from the 2014 Public Service Employees Survey (PSES; Treasury Board 

of Canada Secretariat, 2015a) indicated a modest employee confidence in senior leadership and 

their communication effectiveness, which has caused a discomfort between the current and 

desired state, the sort of palpable creative tension that Senge (2006, p. 132) noted. The DGSTCS 

expressed the critical desire “to understand this notable lack of effectiveness” (M. Ouellet, 

personal communication, March 12, 2014). 

As a Corporate Services Business Manager, I lead a team that delivers administrative 

services in support of the science program and headquarters office in the national capital region 

(NCR). I conducted this research with the distinct advantage of having 27 years of experience 

with DRDC’s culture; being an insider researcher afforded me the opportunity to leverage trusted 

relationships to gain the insights of experienced DRDC senior managers. Specifically, I had 

consultation with an inquiry team of carefully chosen DRDC leaders to inform the development 

of the inquiry before its execution; this team will be described in Chapter 3. Synthesizing the 

research data with relevant literature developed a balanced perspective on current leadership 

development effectiveness in pursuing answers to the primary inquiry question: How can 

Defence Research and Development Canada augment its existing leadership development efforts 

to improve leadership candidate effectiveness? Subquestions solidified a framework for this 

inquiry in understanding the past, present, and creating a focus on shaping the future (Coghlan & 

Brannick, 2014, p. 7). Participants’ comments offered during the collaborative inquiry process 

were a powerful means of defining the desired future state (Coghlan & Brannick, 2014, p. 33; 

Goleman, Boyatzis, & McKee, 2013, p. 43; Stringer, 2014, p. 81), of DRDC having leaders have 
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been deliberately prepared to lead within the agency and represent its mandate externally. 

Therefore, to address the past, present, and future leverage opportunities and barriers to 

implementations, I utilized the following four supporting subquestions when conducting this 

research: 

1. What stories are told by employees about the effectiveness of their leadership 

development? 

2. How is leadership effectiveness defined for those who participate in the programs? 

3. What currently works in the leadership development programs that can be augmented 

and/or leveraged? 

4. What are the organizational challenges to implementing an augmented developmental 

program? 

Significance of the Inquiry 

DRDC’s science and technology (S&T) strategy (DRDC, 2014) clearly supported broad 

spectrum developmental opportunities for all employees and stated, “DRDC will build the right 

mix of skills and experience within the workforce, as well as optimal approaches to talent 

management, professional development and merit review to support the outcomes required” 

(p. 26). Further, during a presentation on DRDC’s S&T ethics, the Chief of Staff (COS) 

explained,  

It is every employee’s ethical obligation . . . to foster a respectful and productive 

workplace. . . . That senior leaders set the tone for the rest of the staff, . . . [and] that our 

reputation as a reliable and trusted world-class S&T organization is firmly rooted in the 

knowledge that the Agency promotes an impeccable standard of ethical conduct in all of 
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its research, programs, services and relationships. (C. Boulet, personal communication, 

March 5, 2014). 

As employees prepare themselves to succeed at higher levels of responsibility, they are 

required to examine and rebalance their specialist expertise with a diversity of leadership skills to 

respond to an ever-increasing complexity (Yukl, 2013, p. 154). They also need to demonstrate a 

mastery of the key leadership competencies (KLCs; Treasury Board of Canada Secretariat, 

2015b), and, as the literature confirmed, the necessity to conduct self-leadership within a team 

and then faithfully promote their collective work to external audiences (Cunningham, Jones, & 

Behrens, 2011, p. 77; DRDC, 2014, p. 21; Mintzberg, 1998). Representation to both internal and 

external audiences displays DRDC’s leadership capability and reputation and has led to the 

expectation that this representation be done consistently and with excellence, especially as the 

organization extends its future influence as outlined by the ADM’s vision above. 

With the demands on senior leaders in completing their mandated priorities and fostering 

their strategic relevance and reputation within DND, the available time for reflection and 

concentrated efforts to address this development concern is at a premium. The inquiry provided 

the opportunity for senior leaders to make a concerted and collaborative effort to express 

concerns and insights (Coghlan & Brannick, 2014, p. 47) related to the relevance of the current 

development programs and their potential to be more effective in the future given the changing 

context. 

“DRDC managers and staff must act as one unified organization” (DRDC, 2014, p. 26). 

The sentiment in this quote codifies the need for a strong relationship between the organization 

and all employees and recognizes the interconnectivity between individual and organizational 

performance. Suboptimal leadership produces organizational ineffectiveness (Allio, 2013, p. 12; 
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Burke, 2006, p. 97; Monarth, 2015, para. 1), such as loss of staff confidence, modest returns on 

investment for public fund usage, and the potential for tarnishing a reputation. These negative 

effects are to be avoided in building a reputation as a high-profile science organization (DRDC, 

2014, pp. 7, 15). 

The modest rating on leadership acumen and communication effectiveness reported in the 

PSES (Treasury Board of Canada Secretariat, 2015a) results provided a cue for action that 

leadership development efforts have not consistently produced a result that resonates with 

employees. Further, demonstrable consistency of leadership skills is now codified in all annual 

performance management agreement (PMA) objectives. Within those PMA documents, a 

learning and development plan (LDP) describes the training and development required to bolster 

employee skills for their current and their future roles; implicit is the need to prepare and 

demonstrate maturity against the KLCs for those same levels. These strong cues, both the PSES 

and the need for mandatory annual evaluation, provided a motivating push for executing this 

study and established areas in which changes can foster improvement to the extant processes. 

Organizational Context 

The section which follows describes the context within which DRDC conducts its 

mission from my knowledge gained over the course of a long term career, and supported by 

relevant references. Canada’s DND is the largest department in the federal government with 

some 90,000 members, 65,000 Canadian Armed Forces (CAF) and 25,000 civilians (Department 

of National Defence, 2014). The DND’s primary mandate is to implement “government 

decisions regarding the defense of Canadian interests at home and abroad” (Department of 

National Defence, 2014, Roles section, para. 3). 
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DRDC is an integral part of DND, with approximately 1,400 civilian employees in nine 

centres across the country, focussed in six geographic regions (DRDC, 2015a, 2015c; see 

Appendix A). The staff population is roughly divided between 1,100 scientific and technology 

workers, and 300 of whom are responsible for the delivery of administrative services support (M. 

Fortin, personal communication, January 11, 2014). Approximately 100 staff across both science 

and service sectors are considered to form the leadership cadre, and within those ranks there are 

10 senior leaders who have responsibility for the core operations of the agency, including the 

development of leaders and succession planning for future success (M. Fortin, personal 

communication, January 11, 2014). These include the ADM S&T, the COS, and eight director 

generals, seven of whom are charged with specific science portfolios and one whom addresses 

the administrative domains. The senior leadership cadre forms the majority of the senior 

executive team for the agency called the Research and Development Executive Committee. 

The DRDC mission directly supports the CAF mission by “providing the technological 

and knowledge advantage necessary to develop the right military capabilities and prepare for an 

uncertain and potentially dangerous future” (DRDC, 2014, p. 3). The S&T strategy provides 

details on how this mission is achievable by bolstering its own internal scientific innovations. 

DRDC leverages the work of key S&T organizations through contracts and collaborative efforts 

(DRDC, 2014, p. 8), commonly using the Canadian industrial base and key alliances with other 

countries to develop the best available technical solutions. The annual budget of approximately 

$350 million for DRDC, which represents less than 2% of the DND total budget, is leveraged 

strategically by collaborating with allied countries to provide a higher return on investment 

(DRDC, 2014). 
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The DRDC mission is enabled by a vision to be a catalyst for change in meeting 

challenges from emerging threats, technological advances, and enabling priority investments in 

delivering S&T for defence and security (DRDC, 2014, p. 9). Success toward the mission is 

fostered by adherence to the agency’s values of trust and respect, commitment, client focus, 

creativity and innovation, teamwork, leadership and professionalism, and integrity (DRDC, 

2015b). DRDC’s commitment and focus on learning is well founded, as it is a high-technology 

organization (DRDC, 2014, p. 26); in order to conduct its highly technical and intellectually 

focused work, the organization employs a large number of people with advanced degrees. 

Learning and the promotion of internal personal and professional development as preparation for 

succession into leadership is encouraged using annual cycles of PMAs and multiyear LDPs as 

described above. These plans are collaboratively developed between the employee and manager 

to cover four domains of training: mandatory, job specific, career development, and official 

languages. Further, developmental assignments, promotional acting appointments and on the job 

experiential development are also used extensively and have been generously funded. In 

addition, the average annual professional development training investment across the agency 

amounts to $1,500 per person (M. Fortin, personal communication, January 11, 2014). DRDC 

has historically invested time, money and effort in the development of its employees. 

Of the 1,400 employees, approximately 800 are highly trained scientific and technical 

workers possessing advanced degrees (M. Fortin, personal communication, January 11, 2014). 

Many scientific and technical employees are specialists in their area of study and occupy 

incumbent-based positions; their promotion to next level is based on merit measured against 

established criteria. The remaining 600 employees work within a position-based environment in 

which promotions are gained only through competitive processes (M. Fortin, personal 
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communication, January 11, 2014). Employees in both domains are provided developmental 

opportunities and are encouraged to expand and advance their skill sets according to their LDP. 

Notably, in concert with the discussion and approval of managers, DRDC employees manage 

their own career trajectory; a concept which Helsing and Howell (2014) refer to as “self-

authoring” (p. 188). Executing their approved LDPs enables employees’ readiness for the 

incumbent merit-based promotion system or to be competitive in staffing processes. All 

employees receive detailed annual reviews, which provide staff with a collaborative opportunity 

to have focussed discussions about career development and to review their performance against 

prescribed objectives including an evaluation of the development of their KLCs. 

In addition to the funded development that is business planned, as described above, the 

organization also provides opportunities for additional investments in the preparation of selected 

candidates. Examples include a mentorship and talent management programs, departmental 

executive training sessions, acting and assignment opportunities, and official language 

development. Each of these development opportunities requires organizational support, resource 

provision, and time allocation of key people to ensure successful execution, all of which are 

indicative of a culture that supports learning and development. 

The research project sought to inquire with members of the senior leadership cadre and 

other experienced managers to provide insight on the effectiveness of current leadership 

development program elements and their observational evidence of effective practices. The 

intent was to create a collaboratively derived understanding of the leadership development 

program elements to inform the type of augmentation that could be added to the extant 

developmental programs. As will be explained in Chapter 3, the research was conducted using an 

action research engagement (ARE) methodology which encourages participants, who are both 
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affected by the proposed inquiry question problem and are capable of implementing any derived 

solutions, to be involved in all stages of the inquiry process. Conducting this research allowed 

DRDC to advance toward meeting the expectations of individuals by preparing them for future 

senior leadership needs, making effective use of public resources when developing leaders, and 

ensuring those leaders are highly effective in leading and representing DRDC and DND. 

Systems Analysis of the Inquiry 

The purpose of this section is to provide a realistic overview of the influences on DRDC 

and their effect on this study. Peter Senge (2006) stated, “Business and other human endeavors 

are also systems . . . we tend to focus on snapshots of isolated parts of the system and wonder 

why our deepest problems never get solved” (p. 6–7), which highlights the need to understand 

the interconnectivity of system elements prior to making any adjustments. This section serves to 

heed this warning and characterize the system within which the inquiry took place. 

Figure 1 presents the interrelated nature of subsystems of internal and external influences 

that impact DRDC senior leaders. Notably, there are bilateral interconnections between the 

DRDC senior leadership and the federal government, employees, and the agency’s partners, each 

of which represents a relationship to be fostered. In a simplistic manner, for the context of this 

study, Figure 1 demonstrates the importance of the public influence on governmental policy, as 

well as the compliance requirements of those policies and the expectations that employees have 

on DRDC senior leaders. The expected outputs of this well-managed system are employees who 

are prepared to represent DRDC when interacting with others. The study was focused primarily 

on fostering the relationship commitment between the organization and its employees to make 

them both successful through improving leadership development effectiveness. 
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Figure 1. Internal and external influences on DRDC output. 

Note. DRDC = Defence Research and Development Canada. 

With that focused context, the macrosystemic influences that impacted this study are 

introduced. The system description focuses on four situation framing perspectives, political, 

human, structural and symbolic, that were described by Bolman and Deal (2008, p. 18). Each 

perspective will be introduced and then described in the context of this study. Framing helps 

negotiate this study by establishing the mental model of the system (Bolman & Deal, 2008, p. 

11; Senge, 2006, p. 188). 

The political perspective represents a scarcity mentality in which competition for 

resources could be influenced and won (Bolman & Deal, 2008, p. 21). Politically, Canadians 

provide the federal government’s resources through taxation and its mandate through the election 

of political parties. Public expectation of government effectiveness and efficiency is a critical 

driver for government policy and has a great influence on all departments (Treasury Board of 

Canada, 2014). 
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In response, the Government of Canada augmented the level of accountability for all 

departments and introduced the need for strategic review of all operations, a process in which 

10% of the total budget is reviewed for annual reduction, reinvestment, or growth based on 

higher level priorities (Treasury Board of Canada, 2011). Also introduced was Blueprint 2020 

(Government of Canada, Clerk of the Privy Council, n.d.), which requires that effectiveness and 

efficiency be proactively pursued across Canada’s Federal Public Service. 

DRDC is the sole suborganization within DND charged with the mandate of providing 

S&T advice and preparedness for the current CAF mandate, promoting the adoption of 

technology to proffer a decided technical advantage in future. Its S&T strategy (DRDC, 2014) 

specifically indicated that effectiveness and efficiencies are implemented with a three-pronged 

development strategy to (a) access world-class technical capability through contracts, (b) build 

in-house capability with employees and facilities, and (c) collaborate with allied nations to 

maximize the investment (p. 20). In each case, a conscious decision is made by senior leaders as 

to how best to effectively accomplish the mission while optimizing public investment.  

The human framework is one in which people try to understand another individual’s 

motivation and desire (Bolman & Deal, 2008, p. 21). The human perspective indicates the 

expectations that employees have for the leadership development programs and how it positions 

them to be effective. The development of leadership is more than personal development. Rather, 

it is about how prepared one is to work within immediate systems and to interact within a larger 

system (Glick, 2011). The requirement for fostering relationships places a demand on the DRDC 

senior leaders to ensure that a leadership development programs is well considered and 

integrated into a culture of human capital advancement (i.e., development of an employee is tied 

to organizational success).  
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The structural perspective is a focus on the architecture of existing programs, reporting 

relationships and policies (Bolman & Deal, 2008, p. 21). From a that perspective, and although 

not specifically directed at leadership skills or maturing the KLCs, the combined use of PMAs, 

LDPs, and current programs (talent management, mentoring, etc.) create a suite of tools aimed at 

developing the capabilities of employees. Essentially, these elements have created the 

employees’ expectation for development to be well managed and that, as a result, could enable 

their preparation for being competitive when applying for promotional opportunities (DRDC, 

2014, p. 26). 

Finally, the symbolic perspective is a view in finding the meaning and traditions behind 

an activity (Bolman & Deal, 2008, p. 21). The DRDC tradition of supporting the CAF and 

protecting Canadian as a result, is a prevalent sentiment within DND. The development of 

DRDC employees and the resulting effectiveness of the organization enables this tradition to 

continue. Success in the mission and the celebration of excellence matters and implies, in the 

case of the study, that activities which develop leadership acumen and prepare senior leaders to 

be successful is important to be done well. 

In summary, DRDC senior leaders are placed between these internal and external 

influences as the agents capable of catalyzing required changes. For this reason, the inquiry was 

rooted in evolving leadership development effectiveness and was focused on the small cadre of 

senior leaders who had the best perspective on what would meet the expectations for 

effectiveness and efficiencies in the delivery of core mandate of DRDC (DRDC, 2014, p. 8). 

Chapter Summary 

In this chapter I provided the context from which the inquiry was founded by defining its 

significance within the organization under study and the systematic influences that could have 
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impacted its success. It has identified the support and willingness to implement 

recommendations that may arise as a result. 

With the inquiry now framed, the next chapter presents summative insights from selected 

relevant academic literature to inform the inquiry. Chapter 3 presents the inquiry methods that 

engaged DRDC managers in collaborative inquiry and which provided a forum for collecting 

their experiential insight on the effectiveness of leadership development. Chapter 4 presents and 

discusses the interpreted results obtained from those inquiries, and, finally, Chapter 5 presents 

the informed specific recommendations that provide actionable implementation schemes aimed 

at addressing the inquiry question. 
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Chapter Two: Literature Review 

Review of literature reveals philosophies, concepts, and vocabulary aimed at increasing 

awareness for leadership development and its components and relevant academic insights that 

respond to the inquiry question: How can Defence Research and Development Canada augment 

existing leadership development efforts to improve leadership effectiveness in candidates? The 

convergence of the inquiry findings and this literature are presented in Chapter 4. As a reminder 

to the reader I employed the following supporting subquestions regarding the past and current 

success, potential improvements, and barriers to implementing change, when conducting this 

research: 

1. What stories are told by employees about the effectiveness of their leadership 

development? 

2. How is leadership effectiveness defined for those who participate in the programs? 

3. What currently works in the leadership development programs that can be augmented 

and/or leveraged? 

4. What are the organizational challenges to implementing an augmented developmental 

program? 

Before presenting relevant literature to inform dialogue on these questions, it is worth 

pausing to remind ourselves of the gap between understanding that which exists and that which 

is desired which was initially mentioned in framing this inquiry, a sort of creative tension,  noted 

by Senge (2006, p. 132). Informing choices between multiple good options is a recurring theme 

throughout. The literature was used to both confirm elements of the current state, which was 

captured from the organizational inquiry itself, as well as provide compelling information to 

inform choices towards a more effective implementation of leadership development activities. 
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Two major underpinning literature topics create a foundation of leadership development 

awareness to compel collaborative and reflective discussions. The first topic, entitled leadership 

development overview, begins with an exploration of the benefits to all stakeholders in fostering 

a culture that supports learning, followed by supporting philosophies that can be used to structure 

leadership development. The second topic, entitled leadership development programs, explores 

some predominant programmatic leadership development elements and multiple effective 

program implementation strategies. 

Leadership Development Overview 

The following section provides a literature review which identifies the benefits of 

leadership development to stakeholders, namely individuals and organizations. I found limited 

agreement within the literature on what is specifically needed to develop a leader (Allio, 2014, p. 

11; Edmonstone, 2013, p. 149; Helsing & Howell, 2014, p. 186; Yukl, 2013, p. 135). In this 

section I chose to focus on the interconnection between individual benefits and those of the 

organization within which leadership development occurs. The individual exists in a nested 

system within the organization and the success of his or her independent welfare requires an 

interdependent relationship; there should be an aligned and mutual benefit to both the individual 

and the organization for participating in a developmental program (Hurwitz & Hurwitz, 2015, p. 

97; Kotter, 2014, p. 19; Senge, 2006, p. 184; Weisbord, 2012, p. 331). 

Benefits of leadership development to individuals. Development is an expectation of 

individuals as reinforced by the expressed organizational needs, such as in the S&T strategy 

(DRDC, 2014, p. 26). Those who participate in developmental activities become more engaged 

in the organization and develop capabilities that make them confident for succeeding in future 

roles (Edmonstone, 2013, p. 151; Kouzes & Posner, 2012, p. 202; Short, 1998, p. 27; Yukl, 
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2013, p.65). Increasingly, there is inherent merit in maximizing an individual’s value in the 

organization and for those participants to feel their contribution toward the organizational 

mandate is significant (Hurwitz & Hurwitz, 2015, p. 82; Senge, 2006, p. 256; Yukl, 2013, p. 68). 

The creation of a culture of continual learning and development fosters a psychological contract 

between an employee and the organization; it is within this relationship that the motivation to 

participate finds its roots (Kouzes & Posner, 2012, p. 204). The expectation of development is 

more than just a bottom-line investment in the future success of the organization; it is seen as an 

investment requirement of the relationship by the organization to the individual that activates 

strong emotional connectivity (Hills, 2014, p. 12). 

An emotional attachment to the value of the relationship is consistent with the manner in 

which the human brain functions (Goleman et al., 2013, p. 44; Hills, 2014, p. 14; Hurwitz & 

Hurwitz, 2015, p. 102). The need for good relationships has been shown to be received by the 

brain as strongly as the need for air and water; that is, relationships are of primary importance, 

and feeling vulnerable can initiate a strong perception of threat by the brain (Hills, 2014, p. 12; 

Sabourin, 2015). Those who master a certain level of competency as a result of training and 

experiential development in the organization enjoy a confidence from feeling highly capable. In 

contrast, those as the next promotional stage may lack confidence in a role of increased 

responsibility and an altered balance of skills, which may require additional development to gain 

competence. In this context, the brain’s reaction in the amygdala portion of the brain which 

perceives this lack of experience as a threat (Goleman et al., 2013, p. 28). To minimise the 

response, the development of skills and interpersonal maturity should already be well developed 

to limit the amount of stress. One can learn to control the reaction to this threat through practise 

but it takes energy and time to develop such control (Goleman et al., 2013, p. 40). The 
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development of the brain to respond positively to these situations is a measure of one’s 

emotional intelligence (Goleman et al., 2013, p. 30; Hills, 2014, p. 14), or what Senge (2006) 

referred to as psychological hardiness (p. 139) in being able to hold the creative tension between 

what you want and where you are currently at (p. 132). As resilience and emotional intelligence 

are fostered, individuals develop self-confidence and learn to calm the amygdala’s influence 

(Goleman et al., 2013, p. 41). Confidence is an important element to consider when asking 

people to pursue developmental challenges, as each situation brings new relationships, new 

environments, and the need for new skills. In discussing the concepts of self-determination and 

self-effectiveness, some authors noted that if individuals feel prepared by participating in 

learning and development within the relationship with the organization they will perceive 

themselves as successful and confident when engaging with others (Blanchard, Zigarmi, & 

Nelson, 1993, p. 6; Burke, 2006, p. 97; Goleman et al., 2013, p. 30). Individuals directly benefit 

when they become self-aware (Blanchard et al., 1993, p. 6; Hills, 2014, p. 13), have arrived at a 

certain career stage level, and have become very good at what they do (Furnham, 2010, p. 199; 

Helsing & Howell, 2014, p. 188). 

Benefits of leadership developmental to organizations. Given that less than half of all 

companies have programs to identify leadership development potential (Dries & Pepermans, 

2012, p. 361) and that more than half of leaders are performing at modest effectiveness (Burke, 

2006, p. 91), there is a critical need for organizations to mature their current leadership 

developmental efforts to assure adequate numbers of future leaders. With those large fractions 

describing the norm, even effective programs would benefit from augmentation to define the 

current environment, refine the definitions of leadership development skills, and revise methods 

of assessing candidate state and rate of development (Monarth, 2015). The elements to include 
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and potential implementation strategies are the context of the next section. In large measure, 

organizations should also conduct development in the face of increasing pressure from 

generational demographics and the need to have succession plans in place to address this demand 

(Edmonstone, 2013, p. 152; Monarth, 2015, para. 1). 

A skilled leader can foster tremendous good will for an organization, coach employees, 

and create a culture of learning (Senge, 2006, p. 160; Yukl, 2013, p. 65), which results in high 

levels of employee engagement and morale (Kouzes & Posner, 2012, p. 61). Creating a culture 

of trust (Goleman et al., 2013, pp. 51, 64; Lencioni, 2005, p. 51; Yukl, 2013, p. 80) fosters 

innovation and helps to retain talent within the organization (Kouzes & Posner, 2012, p. 205; 

Lencioni, 2005, p. 13; Yukl, 2013, p. 64), which helps the organization become a preferential 

employer. It is implied that refreshing key programs has potential for a high rate of return on the 

investment, and leaders are responsible for the interpretation of their own culture to find changes 

that are impactful (Burke, 2008, p. 743; Schein, 2010, p. 644). Organizations that fail to develop 

their high potential talent could see those individuals walk away to where they perceive they will 

be developed (Monarth, 2015, para. 10). With the requirements to develop people noted, an 

exploration of several philosophies which support the creation of a programmatic structure are 

presented. 

Leadership skill development programmatic structure. In this section five 

overarching philosophies highlight developmental considerations when establishing or enhancing 

a programmatic structure The philosophies are as follows: (a) address the complexity of human 

interactions, (b) proactive balance of developmental activity, (c) manage polarities and mature 

trust, (d) internal- and external-facing representation, and (e) leadership and followership,  
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Philosophy 1: Address the complexity of human interactions. The first philosophy is the 

foundational recognition of the complexity level implicit in any situation that involves human 

interactions so that all efforts and choices are aligned within the objective, optimized for their 

effect, and tailored as required. Snowden and Boone (2007) defined the domain of human 

interaction as complex (p. 71), noting that any person’s reaction may be neither predictable nor 

repeatable and, therefore, shows no linkage between the cause and effect (p. 75). Hurwitz and 

Hurwitz (2015, p. 64) concurred with Snowden and Boone’s (2007, p. 71) premise that the 

appropriate reaction to a complex situation is not to treat it as simple but rather embrace a 

complex solution. These characterization efforts and the resulting appropriate reactions were 

noted as critical to the success in resolving a situation (Snowden & Boone, 2007, p. 73; Sull & 

Eisenhardt, 2015, p. 9). In this complex paradigm, the appropriate leadership reaction is to adopt 

a continual series of trial and error experiments or implementation schemes to probe, sense, and 

respond, which quickly reinforces successes and eliminates failed efforts, thereby allowing the 

optimal solution to emerge (Snowden & Boone, 2007, pp. 74–75). 

Adding to this experimental approach to ensure the best solutions emerge is the inherent 

need to define boundaries to understand when an activity should be eliminated or reinforced 

based on the performance. Sull and Eisenhardt (2015) promoted the development of simple rules 

that provide boundary conditions for complex situations and facilitate the decision making on 

eliminating or reinforcement of a choice. These simple rules, named such for their ease of 

implementation, actually capture the complexity required in aligning all actions to the strategies 

and maintaining flexibility for changes in the situations (Sull & Eisenhardt, 2015, p. 44). These 

boundary rules allow for the best choices to be retained and those that are less effective to be 
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eliminated, which confirms Johnson’s (1996) counsel that when managing polarities it is wise to 

retain the best elements of each choice in finding an overall best solution.  

Applying sense-making frameworks to the complexity of leadership development implies 

that each prescribed element, either training or developmental efforts, (a) will not have a 

predictable or repeatable developmental outcome for each person, (b) should have a degree of 

tailoring required to respond to individual situations and the changing organizational needs, and 

(c) must be assessed for their efficacy to determine if the desired effect being achieved (Snowden 

& Boone, 2007, p. 75). 

Philosophy 2: Proactive balance of developmental activity. As employees develop in 

their careers, they become proficient in certain specialist skills defined by their roles and look to 

advance to next levels by showing increased capacity and interest (Yukl, 2013, p. 148). Those 

advancements normally involve more interaction with others, requiring a refinement of people’s 

overall personal skills repertoire over time to find the correct balance between those specialist 

and the requisite leadership skills (Allio, 2013, p. 5), both interpersonal and conceptual (Yukl, 

2013, p. 154). Being “self-aware” (Goleman et al., 2013, p. 30) of this need to find balance of the 

employer “defined leadership competencies” (Monarth, 2015, para. 4) is at the root of this 

philosophy and should become part of one’s dedication to “personal mastery” (Senge, 2006, p. 

131). Having this awareness cues the development of skills in advance to meet the needs of the 

environment (Burke, 2006, p. 97; Yukl, 2013, p. 154). Those who do not heed this notion of 

discovery and proactive preparation may struggle with the demands of their new role (Allio, 

2014, p. 11), resulting in marginal effectiveness and, unconsciously limiting their potential career 

success (Yukl, 2013, p. 137). Awareness provides the individual and the organization a chance to 

learn from errors and deliberately plan for revised development and avoid lost opportunity. 
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Notably, a lack of effectiveness can be considered a result of a lack of preparation or competence 

and not necessarily due to an individual’s motivation (Blanchard et al., 1993, p. 8). 

Although Yukl (2013) discussed an awareness of the need to alter and mature the balance 

between specialist and leadership skills, he noted it is difficult to prescribe when and how the 

specialist skills might be overtaken, so it is wise to continually focus on leadership skills that are 

transferable (p. 155). The implication is that there are indeed certain high-level leadership skills 

that could be developed in preparation for leadership roles (Aung San Suu Kyi, 2007). Senge 

(2006) instructed these skills could become evident by accurately assessing the current reality of 

this skill balance and to commit to resolving the creative tension by insightfully looking at 

projecting the end state to find logical elements to be pursued in between (pp. 131–132). 

Developing these new skills in the context of an individual end state that align with the 

organizational direction is a sign of systems thinking, which permits benefits to be derived at 

both levels (Hurwitz & Hurwitz, 2015, p. 10; Senge, 2006, p. 218). 

Balanced implementation also refers to the need to consider organizational context and 

time scales for development (Murphy & Johnson, 2011, p. 459), as well as how each personal 

situation and career transition affects the candidate’s preparedness to engage in the necessary 

development (McDermott et al., 2011, p. 372). High demands on a leader in development creates 

tension between the employee’s work and personal life that manifests as a stress to be managed 

(McDermott et al., 2011, p. 374). Candidates often feel as though one demand is a trade off 

against another. To reduce the risk of burn out, flexible scheduling and alternate timelines can 

mitigate the emotional demand on candidates (McDermott et al., 2011, p. 361). A further stress 

can come at the transition points between promotional levels when leaders are challenged to 
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continually adjust the well-known balance of specialist and leadership capabilities, which 

requires predominance toward leadership skills (Cunningham et al., 2011, p. 77). 

Murphy and Johnson (2011) suggested the need for development is not a “campaign” 

(p. 460) of preparation for the next level, rather it is a long-term developmental process. Amagoh 

(2009, p. 990) endorsed that this long-term perspective be applied to the individual as well as the 

organization to ensure future adequate leadership availability toward organizational 

effectiveness. Murphy and Johnson (2011) further suggested that becoming a leader is a self-

reinforcing process, noting that if leadership recognizes someone’s previous life experience in 

the context of his or her development, the organization can shorten the overall development 

(p. 460). Effectively, leadership development is effective if tailored specifically for the 

individual (McDermott et al., 2011, p. 374). 

The wisdom of a quote attributed to Abraham Lincoln (as cited in Goodreads, 2016), “I 

will prepare and someday my chance will come” (para. 1), is accurate in this context, as it 

captures the philosophy of preparing in advance (lifelong learning) across a broad and often 

unknown spectrum (a balanced perspective that prepares people for an unknown need). The 

second philosophy recognizes the need to continually rebalance the ratio between specialist and 

leadership skills as a career progresses and to prepare for the future in a proactive manner. 

Philosophy 3: Manage polarities and mature trust. Returning to the notion of polarities 

introduced earlier, the utilization of well-honed specialist skills and the adoption of leadership 

skills are not mutually exclusive (Johnson, 1996, p. 77) and represent a polarity to be managed in 

avoiding a primary focus on one at the expense of the other. An individual’s level of maturity in 

leadership skills has certainly been developed even as a specialist, but as a career develops, the 

way one utilizes those specialist skills needs to take a different priority. The desired overall 
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balance can be accomplished with a higher reliance on others to provide that specialist expertise, 

by relying upon relationships developed through a maturing of emotional intelligence and trust 

(Goleman et al., 2013, p. 40; Hills, 2014, p. 11; Johnson, 1996, p. 103). These relationships 

leverage the awareness of specialist expertise in drawing out the best from those who now 

support the individual as an emerging leader and allow him or her to confidently mine for 

exactness in the dialogue, much like being an informed consumer (Schein, 2008, p. 642). A shift 

in perspective can be difficult for people who define their value to the organization through their 

specialized skills, and find themselves in situations in which leadership skills are required and 

they have not sufficiently developed these skills ahead of time to take advantage of trusted 

relationships (Coghlan & Brannick, 2014, p. 23). The third philosophy is summarized as the need 

to trust the specialist skills of others through the early development of collaborative leadership 

skills. 

Philosophy 4: Internal- and external-facing representation. Distilling those leadership 

skills a bit further, Mintzberg’s (1998) foundational work also indicated, at certain levels, the 

leader should have the ability to both lead the team’s operations (management of specialized 

skills) as well as be able to represent them as a statesman (leadership skills; Helsing & Howell, 

2014, p. 188; Mintzberg, 1998, p. 146) by communicating a vision and representing their efforts 

to other stakeholders with the goal of influencing their support and garnering resources 

(Mintzberg, 1998, p. 146). The duality of both managing a team and then communicating 

influence to external stakeholders represents another duality of need that is a key tenant of 

leadership development and provides some fidelity on the required leadership skills presented 

above (Allio, 2014, p. 12). Mintzberg (1998) found, although this duality is critical, it is actually 

very rare to find these capabilities in a single person, and proposed the concept of comanagement 
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(p. 146), in which two singularly focussed and expert people collaboratively provide the entirety 

of the  requirement. Pragmatically, most organizations find it difficult to endorse that a single 

leadership function be addressed by more than one person, which implies that leaders should 

gain an awareness of this dual role need as being critical. More simply, the senior leaders ensure 

that a bilateral alignment of messages, resources, and ideas exists and that both collaboration and 

communication are necessary 

Others concurred with the need for communication as a development skill in being able 

to succinctly frame an issue (Helsing & Howell, 2014, p. 188), articulate a specific need 

(Hurwitz & Hurwitz, 2015, p. 55), and celebrate any successes as they arise (Buus, 2005, p. 187). 

In order to articulate complex subjects in a concise and readily implementable manner, authors 

identified articulation with “simple rules” (Sull & Eisenhardt, 2015, p. 4) to help guide decision 

making for complex situations (Snowden & Boone, 2007, p. 70). Simple rules provide easily 

remembered guidance for complex situations in which consistency in decisions that heed the 

strategic intent can be made even in the absence of full information and where alignment to 

broader vision is required (Sull & Eisenhardt, 2005, pp. 5, 122). . The fourth philosophy requires 

an awareness of the need to facilitate in both the internal and external systems and communicate 

broadly to leverage all stakeholders. 

Philosophy 5: Leadership and followership. Knowing that leading requires both an 

internal and external perspective, the fifth philosophy addressees the practical limitation 

proposed by coleadership being a single person’s role and the leader’s need to leverage 

stakeholders. Several authors have addressed this issue with the concept of assigned leadership 

or, more succinctly, leader–follower relationships (Allio, 2013, p. 7; Allio, 2014, p. 11; Hurwitz 

& Hurwitz, 2015, p. 9). In each case, the delegated leader for an issue has the responsibility to 
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frame the point of concern (Hurwitz & Hurwitz, 2015, p. 55), communicate guidance, and then 

guide or support by following the leadership actions of an emergent leader who takes 

responsibility for the task (p. 64). The recognition of this need for support permits a guarded 

development opportunity for the emergent leader and provides additional time for the balancing 

of internal and external focus by the primary leader (Hurwitz & Hurwitz, 2015, p. 69), akin to 

Mintzberg’s (1998) duality of team leader and statesman described earlier. The implication is 

that leaders should develop their own staff by providing employees with safe opportunities to 

develop and liberate themselves to lead in another area of higher importance. In this dynamic 

assignment of the leader role, it is notable that all people involved tend to thrive, as followers are 

more prepared to step forward and leaders are more confident to press further, each knowing 

they are well supported (Hurwitz & Hurwitz, 2015, p. 44). The dynamic leader assignment 

develops generative partnerships, which have greater influence than synergistic ones; they 

actually press people to be more than they would be by simply working together (Hurwitz & 

Hurwitz, 2015, p. 21). Although Mintzberg (1998) also referred to the notion of leader–follower 

relationships (p. 143) in his concept of co-management, Hurwitz and Hurwitz’s (2015) 

generative leader-follower concept describes the necessary degree of self-awareness for the 

leader to know that to lead and follow is each a distinct role (p. 54). The fifth philosophy then is 

to delegate (lead) and support (follow) leadership to the right level to create and develop 

generative learning environment. 

Summary of leadership skill development philosophies. In summation, five philosophies 

for consideration when designing a leadership development program are as follows: 
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1. Human interactions are complex and can be addressed with deliberate, tailored 

actions that are quickly reinforced or dissolved as they show their effectiveness. 

There is no singular formulaic solution for leadership development. 

2. The balance of developmental needs is ever changing between the specialized and 

leadership skills and requires advance preparation at each career step. 

3. The balance of those skills development can be leveraged by collaboration and 

learning to trust others. 

4. A leader’s communication role matures in context to both guide a team of experts and 

also represent them in seeking resource support for their continued efforts. 

5. Leadership requires the framing of issues and then supporting others through strong 

followership so as to create generative partnerships. 

These philosophies provided a basis for grounding discussions about leadership 

development efforts and how they help to create sense making for the creation of a programmatic 

structure. With a foundation of the mutual benefit and these philosophies outlined, I turn to the 

second topic of this literature review to bring focus to leadership development constructs as well 

as examine some core programmatic elements and implementation concepts. 

Leadership Development Programs 

Leadership development programs represent the embodiments of a culture of learning 

and provide managers with an effective means to address individual and organizational needs. 

The need to be systematic or deliberate about how a candidate is developed is essential to 

optimizing the return on investment. Therefore, a high-level understanding of what makes a 

successful program is required. From selected literature, I synthesized several programmatic 
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elements that should be embodied in a developmental program, followed by strategies for the 

implementation. 

Leadership development programmatic elements. Leadership development programs 

exist to both establish and improve the quality of leadership within individuals and the 

organization (McDermott, Kidney, & Flood, 2011, p. 359). Although it is necessary for each 

organization to establish an appropriate return on its investment, the specifics on the content and 

effectiveness measures are illusive in the literature. However, there is a great degree of 

convergence on the following two high-level constituent elements that make leadership 

development programs successful. The philosophy behind those are notably; (a) the requirement 

to assess a candidate’s state of development and capacity for leadership (Cunningham et al., 

2011; Groves, 2007; Helsing & Howell, 2014), and (b the requirement for developmental 

activities to be consciously chosen and tailored for organizational relevance (Amagoh, 2009; 

Cunningham et al., 2011; Groves, 2007; McDermott et al., 2011). Those high-levels themes are 

now explained in further detail. 

Assess candidates’ development and capacity for leadership. Firstly, the literature 

reviewed suggested leadership candidates should be assessed in a conscientious manner to 

maximize the probability that their development will succeed in meeting organizational needs 

(Buus, 2005, p. 186; Cunningham et al., 2011, p. 78; Groves, 2007, p. 247; Helsing & Howell, 

2014, p. 190). Specific test results can be correlated to an individual’s potential capability and 

can assist in identifying areas for specific development in the future (Helsing & Howell, 2014, 

p. 191). Amagoh (2009) suggested the processes of assessment itself increases a candidate’s self-

awareness (p. 993); furthermore, Helsing and Howell (2014) added it also motivates a conscious 

desire for the development, a state of maturity called a “self-authoring individual” (p. 187). 
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Helsing and Howell (2014) asserted screening tests to assess psychological capacity to lead are 

essential, to which Cunningham et al. (2011, p. 80) concurred and added that testing to determine 

a candidate’s executive-level skills should also be employed (p. 80). While Cunningham et al. 

(2011) noted an appreciation for the objectivity and consistency that standardized testing 

provides in removing manager bias from candidate selection (p. 82), Helsing and Howell (2014) 

added that the abstract nature of the testing provided valuable insight into how a candidate thinks 

and would react in realistic situations, which provides an assessment of the level of leadership 

maturity and preparedness to represent the organization. 

Consciously choose and tailor developmental activities. Secondly, executives should 

seek to be deliberate in implementing learning activities towards  creating a culture of learning 

(Amagoh, 2009, p. 997). Specific developmental opportunities should be chosen based on the 

assessed individual needs or upon organizational requirements in which the development is more 

experiential, such as an assignment to another part of the organization or with an action learning 

project (Amagoh, 2009, p. 996; Groves, 2007, p. 251). The intent is to be conscious about how 

all activities in the organization contribute to the development of leaders (McDermott et al., 

2011) and to demonstrate how these skills are translatable into an effective behaviour that is 

useful by the organization (Amagoh, 2009, p. 990; Cunningham et al., 2011, p. 79). Groves 

(2007) added these well-chosen developmental activities place candidates under modest stress 

and allow an assessment of candidates’ natural capabilities, observation of any gaps, and 

increase the visibility of future leaders (pp. 249–250). 

Strategies for effective implementation. Development programs are conducted to 

accomplish the net effect of improving the quality of leadership (Groves, 2007). From a review 

of literature describing leadership development program practices that have generated marked 
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positive results, three general implementation strategies emerged: (a) an effective program 

requires pervasive presence from the leadership cadre of the organization (Amagoh, 2009, p. 

997; Edmonstone, 2013, p. 155; Groves, 2007, p. 254); (b) synergistic (Amagoh, 2009; Groves, 

2007; Murphy & Johnson, 2011); (c) holistically inclusive (Mabey, 2013); and (d) specific 

deliberate, experiential and tailored development of candidates is required to assess and fine tune 

leadership skills (Kotter, 2104, p. 10) . These strategies are not mutually exclusive, but rather can 

be combined in a conscious decision-making process of ensuring program effectiveness. 

Pervasive presence from the leadership cadre. Firstly, existing leaders should be fully 

engaged in a developmental program to provide vision on the importance of the process as a 

strategic investment in meeting the mandate of the business and supply the suitable resources 

(i.e., time, people, and money) to allow individual and organizational development (Edmonstone, 

2013, p. 155; Hills, 2014, p. 12). Further, this group should also be invested in teaching, 

mentoring, and selecting candidates (Amagoh, 2009; Groves, 2007). Leaders are also responsible 

for defining expected competencies (Monarth, 2015, p. 4). 

Groves (2007) suggested leaders establish networks of well-matched mentor partnerships 

(p. 244), which allow for unguarded inquiry and collaborative development between experienced 

leaders and carefully selected candidates (Amagoh, 2009, p. 992). These trusted and mutually 

beneficial relationships provide a key means of improving people’s self-awareness and 

encouraging self-reflection (Amagoh, 2009, p. 993). Leaders should also be directly involved as 

teachers in providing insight and unique experiences from the organizational context to provoke 

reflection in a collaborative learning environment (Groves, 2007, p. 252). The holistic 

investment of leadership effort provides a sense for the cultural importance of development 
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programs, and leaders should feel responsible for providing a constancy of motivating 

encouragement for all stakeholders (Buus, 2005, p. 187). 

Programs should be synergistic. Next, synergistic implementation is the conscientious 

choice of development activities that address multiple individual requirements for learning new 

skills and attributes concurrently (Buus, 2005, p. 188). Mentoring is a good example of 

synergistic learning and at these partnerships at the appropriate level integrate the opportunity to 

probe for organizational clarity, challenge or validate personal perspectives, and encourage 

others to pursue a changed future (Amagoh, 2009, p. 992). Although Groves (2007) noted 

mentoring is difficult to measure in its effectiveness (p. 247), he insisted that its perceptible 

benefits were evident and that all executives should avail themselves to connect with candidates 

(p. 244). 

Programs should be holistically inclusive. Holistic implementation involves employees’ 

inclusion to value their experience when promoting leadership development programs and 

creates transparency on the requirements to participate as a candidate (Groves, 2007; Murphy & 

Johnson, 2011). Adopting this practice helps employees self-assess in their level of preparedness 

when considering forms of personal development (Murphy & Johnson, 2011, p. 464). Those who 

are actively participating in the development program should be promoted broadly across the 

entire organization to increase the awareness of the state of development of these aspiring leaders 

(Groves, 2007, p. 251). 

Lastly, Mabey (2013) concurred on the need for being holistic, as it applies to designing 

and reviewing leadership programs and their effectiveness. Mabey recommended that given the 

complex nature of an organization, which has a host of political, financial, and cultural issues, a 

review of program be taken regularly to assess what has changed in the internal environment as 
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well as what kind of impact the program has on developing leaders. Essentially, Mabey stated 

the need to holistically review the assumptions made when the program was designed and to 

assess their relevance for the current situation. It is essential that the senior executives in the 

organization be open to making changes as required (Mabey, 2013, p. 362). 

Programs should allow focussed time for development. Lastly, to develop leadership 

skills through realistic opportunities, a developmental environment should be created that 

permits focussed concentration on personal development and the autonomy to concentrate on the 

same. Kotter (2014) suggested organizations in today’s complex world must have a duality of 

organizational systems in place that complement each other, in order to be successful and thrive 

in the market place (p. 10). Kotter suggested that traditional hierarchical structures with their 

known operations and processes should be complemented by an agile network populated with 

fully autonomous employees who are capable of quickly resolving immediate needs and issues 

so they might be rolled into the more traditional hierarchical organization (pp. 6–7). The 

traditional hierarchy provides consistency in processes, well-known decision making, and 

predictable returns in investments, but does not consistently provide the well-considered and 

deliberate opportunities for the development of leaders (Kotter, 2014, p. 14). The network offers 

these opportunities in an environment of agility (experimentation) and autonomy in providing 

responsive solutions to the hierarchical structure, moving both toward a common goal (Kotter, 

2014, p. 23). Implied is a form of prototype capability in which the process of concept to 

implementation is focussed, rapid, and effective because of the freedom of movement permitted. 

Notably, the hierarchical organization benefits from this agility and rapid response once the 

solved problem is transitioned back into the hierarchy for implementation (Kotter, 2014, pp. 25–

34). The resulting linked network is deliberately populated from existing employees who 
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understand the rationale for the developments, are highly connected within the hierarchical 

structure, and know the system-level requirements (Dries & Pepermans, 2012, p. 362; 

Edmonstone, 2013, p. 149; Kotter, 2014, p. 19). 

Considering the concept of linked networks and applying this same philosophy to the 

leadership development of employees, an organization requires that structured development 

occur across the hierarchical agency, but that certain high-value development happens within an 

agile network environment. The opportunities of challenging assignments is an example of a 

specific development tailored for particular organizational and individual needs creating a well-

connected environment to ensure effective and demonstrable development occurs before 

returning the candidates back to the hierarchical structure (Edmonstone, 2013, p. 154; Menkes, 

2005, p. 107; Sabourin, 2015, p. 40). The process of assigning people to conduct personal 

developmental activities is not uncommon in many organizations, but the refinement of the intent 

is to be very deliberate and tailored with those chosen and what is developed. Lessons learned 

from these high-value investments can then be applied as required into the more normal 

hierarchy. 

Chapter Summary 

This chapter provided an overview of selected literature to inform the inquiry process on 

the benefits of leadership development, discussed key philosophies that guide the developmental 

activities, and summarized programmatic elements and implementation strategies. In total, the 

literature provided a foundation of insight that served to inform the choices of inquiry methods 

and the question posed in seeking the collaboration of participants in answering the research 

question. The literature presented also connects to the findings obtained the inquiry and informed 
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the conclusion that are presented in Chapter 4.What follows in Chapter 3 is a description of the 

chosen methods and how I conducted this inquiry. 
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Chapter Three: Inquiry Approach and Methodology 

As the senior leaders within organizations consider their own changing environments, it 

is clear they should understand the nature of the change process itself, learn to respond quickly 

and effectively (Burke, Lake, & Paine, 2009, p. 65), and develop leaders capable of 

implementing the same (Bolman & Deal, 2008, p. 438). The ARE model (Rowe et al., 2013) as 

depicted in Figure 2, represents an iterative and collaborative manner to address this demanding 

need for continual organizational and leadership development. In this section, I present Rowe et 

al.’s (2013) ARE model, introduce the supporting inquiry methods, and describe aspects the 

overall design of the inquiry. The choices of methodology, data collection methods, participants, 

analysis and so forth are interrelated in accomplishing the inquiry’s objective of answering the 

research questions (Salmons, 2015, p. 146). In its totality, the ARE approach represents a means 

to perform ethically sound, collaborative, insider research towards answering a question and 

providing a holistic positive organizational benefit (Canadian Institutes of Health Research, 

Natural Sciences and Engineering Research Council of Canada, & Social Sciences and 

Humanities Research Council of Canada [CIHR], 2014, p. 5; Rowe et al., 2013). 

As previously stated, the inquiry question addressed through this ARE was as follows: 

How can Defence Research and Development Canada augment its existing leadership 

development efforts to improve leadership candidate effectiveness? Four supporting 

subquestions were also used in this research: 

1. What stories are told by employees about the effectiveness of their leadership 

development? 

2. How is leadership effectiveness defined for those who participate in the programs? 
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3. What currently works in the leadership development programs that can be augmented 

and/or leveraged? 

4. What are the organizational challenges to implementing an augmented developmental 

program? 

More specifically, and as the nature of the subquestions suggested, this AR project was 

conducted to gain an understanding of the current leadership development efforts. The proactive 

perspective recognizes that the effectiveness of existing leadership development can be improved 

by implementing strong points revealed in the inquiry results.  

Inquiry Approach 

As a practically oriented scientific organization within which S&T advances are 

integrated into human systems, DRDC routinely conducts both quantitative and qualitative 

research. As such, the sponsor organization viewed qualitative research methods as 

commonplace, respected, and appropriate for inquiries into systems that involve humans. 

Furthermore, qualitative research is appropriate for exploring complex issues in which the 

researcher seeks to determine participants’ personal state of development, biases, and 

perspectives to collect qualitative data sets with outcomes are not directly attributable to the root 

causes (Snowden & Boone, 2007). In hindsight, although the outcomes of situations that involve 

humans could be perceived as predictable, the reality is that such research is not repeatable 

because of the free will of humans to act with autonomy in making choices and sharing their 

personal biases and perspectives. Due to this lack of predictability, the issue was defined as 

complex. Further, the methods permitted opinions to be expressed that were meaningful to the 

participants in their context (Coghlan & Brannick, 2014, p. 27), implying any data collected were 
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truly qualitative in nature and  not directly applicable outside of this research context (Stringer, 

2014, p. 55). 

The chosen methodology for this study was ARE, which is a refinement of the more 

generalised social research process of action research (AR) and will be described in further 

detail. The AR study methodology allows stakeholders to develop an understanding of an issue’s 

complexity (in this case, augmenting leadership development efficacy) toward mutually 

formulated recommendations (Burke et al., 2009, p. 65; Stringer, 2014, p. 40). AR leverages 

insider relationships and promotes “participative collaboration” (Piggot-Irvine, 2012, p. 93) and 

learning toward answering an inquiry question that has a broad and lasting impact on the 

organization (Coghlan & Brannick, 2014, p. 27). By its nature, AR seeks to find solutions to 

issues and provide benefit to all those who participate (Stringer, 2014, p. 15).  

The choice of using AR for discussions within this inquiry was based upon a desire to 

create a collaborative and participatory experience (Glesne, 2011, p. 23; Stringer, 2014, p. 23). 

To generate the required solid understanding of the problem (Coghlan & Brannick, 2014, p. 48; 

Stringer, 2014, p. 15), broad-spectrum inclusion enabled the collaboration of participants and 

allowed for the emergence of sophisticated explorations of the issues. The effect was the creation 

of what Stringer (2014) summarized as an “equitable” (p. 23) learning environment in which 

each opinion was valued and given equal status (Coghlan & Brannick, 2014, p. 56; Stringer, 

2013, pp. 13, 25). The learning value in the organization from using AR comes from the cyclical 

nature of articulating an issue, discussing that issue, taking action to address concerns, and 

finally reflecting on the outcome before entering a subsequent cycle, albeit at a more informed 

level (Coghlan & Brannick, 2014, p. 11). The ongoing process of refined discovery inherent in 

AR implied that collaboratively planning the inquiry process itself would lead to increased 
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engagement of the organization (Wicks & Reason, 2009, p. 244). The nuanced refinement of the 

methodology is represented by ARE and is described next. 

Building on that foundation, the value of specifically adopting the ARE model was that 

stakeholders were integrated into each stage of the inquiry process to ensure that the issue was 

well defined and grounded in reality (Rowe et al., 2013, p. 19). As Rowe et al. (2013, p. 19) 

described, at each stage, stakeholder participation was created to provide insight in framing the 

issue correctly, ensure that all viewpoints were considered, and specifically to establish an 

engagement toward action for change. Holistic engagement developed what several authors 

called buy-in (Goleman et al., 2013, p. 57; Lencioni, 2005, p. 51), which was critical to the 

change being implemented and positioned the change initiative for transition into the 

organization for implementation and ownership in future, as shown in Rowe et al.’s (2013) ARE 

model in Figure 2. Stakeholders’ reflection at each stage of the process helped strengthen the 

buy-in to a degree of responsibility to implement this well-founded change (Rowe et al., 2013, 

p. 23), a concept of pulling them into action; Hurwitz and Hurwitz (2015) defined this stronger 

connotation as “join in” (p. 110) to reflect researchers’ desire to have people choose to engage 

rather than making a concession to do so. ARE was undertaken to allow participants to express 

their perceptions, experiential evidence, and capture latent unexpressed thoughts.  
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Figure 2 Action research engagement model. 

Note. From Action Research Engagement, by Rowe, Graf, Agger-Gupta, Piggot-Irving, & Harris, 
2013, ALARA Monograph Series No. 5, p. 20 Copyright 2013 by Rowe et al. Reprinted with 
permission. 

In summary, the use of Rowe et al.’s (2013) ARE model was an appropriate choice to 

capture both the expressed and latent needs of the organization related to leadership effectiveness 

and to build awareness and momentum toward making desirable changes, which could then be 

evaluated for their effect. “Collaborative problem-solving relationship between researcher and 

client” (Coghlan & Brannick, 2014, p. 43) allowed a honing of personal perspectives and the 

challenging of ideas towards a convergence of thinking across all individuals involved in the 

inquiry (Rowe et al., 2013, p. 25). To encourage the desired degree of candour, the selection of 

the qualitative methods for data collection provided an environment in which people were 
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comfortable in providing their perspectives. A staged multimethod qualitative approach was used 

across two distinct participant communities. Personal interviews were conducted with senior 

leaders within DRDC who had succeeded through the ranks of the organization or, at the time of 

this research, were responsible for large portions of the organization’s resources and by default 

its effectiveness. I then conducted a large-group process designed to permit a cross section of the 

next generation of potential leaders to share their experiences and perspectives, the details of 

which are exposed in the following sections of this chapter. 

Project Participants and Recruitment Processes 

In this inquiry, I conducted individual interviews with three participants and then 

facilitated a focus group activity with another set of seven. In this section, I will describe the 

means used to select these participants. 

Given that there is some 500 DRDC staff in the NCR, DRDC operates freely across 

numerous locations and delivery domains, and people are generally mobile in their careers, I 

utilized this population as the selection pool. Participants in the data collection phase were 

selected from two distinct groups within the entire organization. I selected Employees at the 

higher levels of the organization, as those individuals have the most influence on resources and 

the organizational output and they all have diverse and abundant experience related to the 

development of future leaders. Potential future leaders were also included to provide validation 

of the expectations and perceptions that would be required to succeed at higher levels. 

Firstly, there are 11 senior leaders who are responsible for the entire agency’s operations; 

these individuals all sit on the Research and Development Executive Committee. The committee 

is comprised of nine people at the senior level of director generals (DGs) and two at the next two 

higher incremental levels of the COS and the ADM respectively. The ADM is the most senior 
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level and provides a departmental perspective on leadership requirements from exposure to more 

senior levels and how the executive leadership is informed by a whole of government 

perspective. The COS provides oversight to all DGs, as informed by the ADM, and provides a 

liaison role for levels as well as ensuring balance between all staff. The DGs are responsible for 

the formulation and the delivery of the scientific and administrative programs, and interact with 

both clients and employees from across the agency. Based on their positions and experience with 

leadership development, both personally and as senior leaders assisting others, the senior leaders 

collectively represent a very balanced insight on the leadership characteristics and what has been 

demonstrated to be effective or not. I chose to conduct three interviews with members from this 

entire group. The ADM and COS were “purposefully” (Tracy, 2013, p. 136) selected and one 

DG was randomly (p. 133) selected for interview. I intentionally selected the ADM and COS as 

interviewees because they possess unique and specialized perspectives (Stringer, 2014, p. 77), 

and, as a result of their experiences and positions, provided “rich information” (Patton & 

Cochran, 2002, p. 10) to the inquiry. The random selection of the last interviewee, whose name 

was drawn from a hat without criteria other than the luck of the draw, permitted the inclusion of 

the unique perspective from the population of the nine DGs. A third-party inquiry team member 

randomly selected this interviewee by writing all the DG names on individual slips of paper and 

then hand drew one from a hat. A full list of potential DG participants was retained in the event 

that the selected DG withdrew from the study and had to be replaced by the next name on the 

list. I ensured all selected participants for the interview method were provided with a letter of 

invitation and an informed consent form (Appendices B and C. 

Secondly, within DRDC there is a large population of some 140 director-level staff (and 

equivalents) as well as scientific leaders who represent future senior leadership candidates and 
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are responsible for both their own development and that of numerous members of their staff. 

From this community in the NCR, a third-party member randomly selected (Tracy, 2013, p. 154) 

40 names to participate in a group method draw of. I sent the first 12 potential participants an 

invitation and an informed consent form for them to consider their participation and to respond 

directly back to me by a specific date (Appendices D and E). Any invited individual who 

signalled that the timing would not work was thanked for considering the study and an alternate 

name from the ordered list was pursued for participation up until 1 week prior to the advertised 

event.  

Inquiry Team. As noted in Chapter 1, I enlisted three DRDC colleagues to voluntarily 

serve as my inquiry team and assist in this study. Two of them were asked to provide mentorship 

to facilitate the focussing of my inquiry, data collection methods, analysis and conclusion in the 

context of DRDC, and to challenge my thought processes. Specifically, the team included a 

senior scientific researcher as a logic mentor and another senior manager as my project sponsor. 

For transparency, based on the selection described criteria above, both the mentor and sponsor 

were members of the sample population for the interview and group method, respectively. 

Therefore, I excluded both individuals from the random draw of participants. A third person 

provided logistic support in randomly drawing the participants’ names. I did not compensate 

these team members for their time and our discussions were conducted both in and outside of 

work hours; their time invested was solely at their discretion and I accommodated their schedules 

for our interactions. In addition, and in agreement with the project sponsor, DRDC contracted 

transcription services for the audio recordings obtained in the methods. All team members 

completed confidentiality agreements in advance of taking part in the inquiry (see Appendix F 

for their individual agreements). 
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Inquiry Methods 

In this section, I provide an overview of the methods chosen for the inquiry, how they 

were conducted, and the subsequent data analysis. As stated previously, the engagement of 

participants throughout the entire process was considered crucial to implementing desired change 

in the future. The overview describes the care and attention that was taken to ensure participants, 

as described previously, were well informed and allowed to exercise their free will relative to 

their engagement in the inquiry. 

Data collection. As previously stated, I conducted this AR inquiry with multimethod and 

complementary methods; a set of interviews with the most senior levels were followed by a 

singular focus group at a somewhat lower level. The methods were intentionally nested 

(Salmons, 2015, p. 115), allowing for preliminary insights of the first set of participants to 

inform the latter. In each case, I chose a subset of the entire DRDC population because of their 

experiences at levels of the organization provided, as Tracy (2013) discussed, both broad and 

specific perspectives not commonly found at other levels (pp. 153–156). The choice of 

participants population suggested that the data collection conducted at the highest levels of the 

entire DRDC population provided insight on the most taxing of situations in the agency. As Berg 

and Lune (2012) pointed out, a general application of the high level findings would be suitable to 

the less complicated and broader context (p. 50). 

Firstly, three individual interviews were conducted with senior leaders in the 

organization. I chose to conduct interviews in order to permit candour in the exchange and 

because they offered the opportunity to probe deeper into participants’ latent and unexpressed 

concerns (Rubin & Rubin, 2012); this enabled an attempt to create a trusted and cogenerative 

environment (Piggot-Irvine, 2012, p. 94). I pilot tested the “open-ended questions” (Roulston, 
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2010, p. 12) for the interviews with the inquiry team to test the effectiveness of the wording and, 

as Glesne (2011) pointed out, to gauge the correct order and interactivity for each (p. 109). 

Further, the pilot testing provided a chance to practise my interview technique so that I could 

avoid potential pitfalls (Roulston, 2011, p. 92) (Please see Appendix G for a list of the final 

interview questions). 

The interviews, in particular, allowed for the use of probing-style questions, which 

clarified, expanded, and confirmed the data (Patton & Cochran, 2002, p. 11; Roulston, 2010, 

p. 10). The interview data were used to inform the questions used in the subsequent focus group 

method, which dove deeper into relevant themes that arose from the interviews (Liljestrom, 

2010, p. 35). 

The second of the two methods chosen was a focus group (Liljestrom, 2010, p. 35; 

Marrelli, 2008), which involved a selection of seven director-level employees who, as described 

in the section on participants above, are examples of the next generation of senior leaders that 

have current high levels of responsibility for both program executions and employee 

development. In this context these individuals served to provide well-informed and valuable 

perspectives on how the DRDC leadership development efforts prepared people for current and 

future leadership roles (Tracy, 2013, pp. 153–156). Their alternative perspective provided 

validation or not of the more senior level perspective and offered a collated view of effectiveness 

of leadership development (Liljestrom, 2010, p. 38; Marrelli, 2008, p. 43) across their level of 

the agency. With this being a facilitated discussion, it was possible to balance the airtime 

between the questions and participants when they provided their opinions and recounted 

experiences to inform the inquiry (Liljestrom, 2010, p. 47). Finally, the group method also 

provided a means of creating buy-in and, when combined within Rowe et al.’s (2013) ARE 
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process (See Figure 2), allowed participants to see the effectiveness of their efforts, which turned 

into tangible and cohesive results (Marrelli, 2008, p. 43). 

Study conduct. Upon receiving clearance to proceed with the inquiry from Royal Roads 

University (n.d.) on July 27, 2015, and subsequently from the DND (2015) Social Science 

Research Review Board on October 7, 2015, I commenced implementation of research efforts, 

beginning with issuing invitations to participate in an interview and then sending invitations for 

the subsequent focus group (see Appendices B and D for copies of the invitation letters). 

For the semistructured interviews (Glesne, 2011, p. 102; Salmons, 2015, p. 9), A letter of 

invitation (Appendix B) and an informed consent form (Appendix C) was delivered to each of 

the potential participants who were selected either purposefully or by random draw, as described 

in the Project Participants section of this chapter. These documents were hand delivered to the 

purposefully selected individuals to provide a personal touch and make the invitation standout 

from the ever-burdensome email system. In both cases, the individuals replied personally and 

delivered signed informed consent forms prior to the interviews. Had these individuals declined 

or chosen to withdraw, they would not have been replaced due to their unique positions. Due to 

circumstances at the time of invitation, the same documents were sent to the randomly selected 

participant via email. The interviewee also returned a signed consent form prior to taking part in 

the inquiry. In the event that this individual had declined the invitation or chosen to withdraw 

from the study, they would have replaced by randomly selecting another participant from the DG 

population utilizing the same selection criteria and process as specified in the Project Participants 

section of this chapter. All proposed interviewees responded back to me directly and subsequent 

meeting times were established. 
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At the conclusion of each of the three audio-recorded interviews, transcriptions of the 

dialogue were rendered, and I personally verified the documents for accuracy. Based on the 

transcripts, I formed a cursory set of themes in an effort to inform the second of the two methods, 

the focus group. The specifics of the data analysis for both this cursory data analysis and the 

detailed analysis that followed are detailed in the next section. 

The second of the two methods was the focus group activity. As described earlier, the 

entire NCR population of director-level and equivalents were considered as potential participants 

in the focus group centred on the inquiry topic. A full list of this participant population was 

developed from the most current organizational charts. Of those 140 individuals, the third-party 

inquiry team member individually entered all names into a draw and randomly selected 40 

people. The first 12 of individuals selected were sent an individual email invitation and an 

informed consent form (Appendices D and E) and asked them to confirm their attendance for the 

event; ample lead time was given. The remainder of the names were held in order as substitutes; 

these individuals were contacted as needed when an invited individual had not provided a 

response by the given time line or had declined the invitation to participate. The process was 

repeated up to one week prior to the event, seeking the maximum number of 12 participants. 

Although the event was planned for 12 participants, their voluntary participation resulted in the 

potential for fewer people to show up on the day of the event. I decided that the event would 

proceed with the number who presented themselves; on the day of the focus group session seven 

people attended. All confirmed participants read and signed the provided informed consent letter 

prior participating in the method (see Appendix E for a copy of the focus group consent form). 

I facilitated the focus groups activity using a guiding set of questions (Appendix H), and 

the session was audio recorded for transcription and data analysis, as described in the following 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 54 

section. The questions posed were informed by the thematic elements extracted from the 

interview method. The large-group method permitted a frank discussion on the issues at hand. As 

each person involved was at an organizationally equivalent level, participants had little inhibition 

in expressing their thoughts with candour, a notable element affirmed by literature (Liljestrom, 

2010, p. 40). 

As the researcher, I was the facilitator for both methods and used members of my inquiry 

team to provide feedback on my questions during the pilot test stage. In both methods audio 

recorders were used, and the resultant transcriptions formed the primary data source. I utilized 

two digital recorders in each method to ensure data collection, one as a primary and one as an 

alternate. 

Data analysis. All data and assumptions were validated and connected in the 

organizational context to ensure authenticity and promote further insights (Coghlan & Brannick, 

2014, p. 29). Having defined the manner in which the inquiry was conducted, the focus now 

turns to the acquisition of inquiry data and how information was stored, analyzed, and disposed 

throughout its life cycle (Library and Archives Canada, 2015). A third-party source who was 

well known to DRDC researchers, who was a service provider under contract with a pre-

negotiated agreement, transcribed the data. The individual created electronic transcripts, and I 

personally validated the information for accuracy. I ensured all data were rendered anonymous 

and I was the only point of retention for data (CIHR, 2014, p. 58). I retained all data in a locked 

cabinet under my control, and the information will remain as such until it is deemed appropriate 

to conduct a disposition effort; the total destruction of records will occur no sooner than August 

31, 2018. 
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I analyzed the transcribed electronic documentation line by line, annotating recurring 

information for high-level thematic elements (Glesne, 2011, p. 188; Saldaña, 2011, p. 108; 

Stringer, 2014, p. 139). I further annotated specific data with a set of heuristic codes to signify 

the relevance to the each theme (Saldaña, 2011, p. 95). The theming and coding process was 

iterative (Glesne, 2011, p. 195; Saldaña, 2011, p. 90), and, as insights were gained, patterns of 

similarity, difference, and relationships began to emerge through careful interpretation 

(Alvesson, 2011, p. 40; Tracy, 2013, p. 204), which I then applied consistently through all the 

data (Glesne, 2011, p. 195; Neuman, 2011, p. 507; Saldaña, 2011, p. 92). I numerated each 

thematic element to look for frequency of mention and all data were coded electronically using 

the tagging function resident in Microsoft© OneNote©. The process permitted automated sorting 

of thematic elements determined if some themes were more prominent amongst participants and 

to investigate differences and similarities by using a force-field analysis (Schwering, 2003) and 

the automated graphical, albeit nonscientific tool Wordle© (Feinberg, 2014). Each method of 

analysis provided a means of better understanding the data when communicated and created buy-

in amongst organizational stakeholders (Lencioni, 2005, p. 53; Weisbord, 2012, p. 47). 

Data analysis was conducted so as to be an accurate portrayal of the views from the 

interview and focus group participants, noting that every decision I made to omit or relocate data 

was a personal judgement subject to bias (Coghlan & Brannick, 2014, p. 17; Glesne, 2011, p. 

197). The use of audio records allowed me to listen to the recordings multiple times in an effort 

to improve my understanding of the expressed opinions, as well as assure myself that the 

transcripts had been faithfully completed. I also took field notes during and immediately after 

conducting the method, which facilitated sense making of data and inference. 
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Trustworthiness is the overt demonstration that the researcher’s interpretation is credible 

and representative of the data, requiring that, as the researcher, I had to be aware of my personal 

bias (Glesne, 2011, p. 49). For this reason, I addressed the issue of trustworthiness through the 

use of several strategic decisions. To accomplish this I conducted research within my own 

organization which provided a familiar environment and subject which aided in participant 

comfort level, utilized multiple methods of interview and focus groups which served to remove 

my personal facilitation style from the data collection, and used my inquiry team members to 

pilot test questions to validate both their logic and flow. Finally, I proactively worked to be 

aware of and to remove my researcher bias through journaling, methodical coding, and 

personally reviewing transcribed documents (Glesne, 2011, p. 49; Tracy, 2013, p. 233). 

Ethical Issues 

The research followed the Tri-Council Policy Statement (CIHR, 2014), which provided 

guidance on the requisite research ethics (pp. 3–4). When applied, this policy ensures the highest 

ethical standards regarding the humanistic and ethical obligations of the researcher around 

protecting human dignity, which is represented by three core elements: respect for persons, 

concerns for welfare, and justice (CIHR, 2014, p. 6). Each are described and addressed herein. 

Respect for persons. The necessity to respect a person’s right to independence and to act 

autonomously without influence was provided through the use of letters of invitation and 

informed consent to participants (Appendices B to E). These documents included sufficient 

project detail; in addition, I reviewed all project information with participants directly to ensure 

they were able to make informed decisions about whether or not they would participate in the 

inquiry process (CIHR, 2014, p. 6). The documents provided overt statements regarding their 

freedom to participate or to withdraw without prejudice. Finally, the participant community was 
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potentially bilingual, and all employees of the Government of Canada have the right to be able to 

express themselves in the official language (French or English) of their choice. While it was 

clear that the methods were to be conducted in English, I possess a bilingual capability and 

encouraged participants to express themselves in French if that helped to make a specific point. 

For the group activity, I would have translated for the benefit of other had the need arisen.  

Concerns for welfare. Research efforts are bound to demonstrate the elimination of, or 

at least minimize the negative impact of the method on participants and ensure an outcome 

relative to the risk that is perceived to be beneficial (CIHR, 2014, p. 7). The ability to choose to 

participate or to withdraw from the inquiry served as the mechanism that allowed individuals to 

control their perceived risk-to-benefit ratio. The letters of invitation (Appendices B and D) 

outlined the benefits to those invited to participate to aid in their assessment of the risk versus 

benefit. I safeguarded privacy and confidentiality of personal data as described in the invitation 

to participate as well as the codification of participants’ particular input (CIHR, 2014, p. 57). 

Justice. Participants must be treated in a fair and equitable manner, and the balance of 

risk and benefits should be reasonably distributed across the population (CIHR, 2014, p. 8). 

Individuals who participated in the inquiry, and those who did not, derived equitable benefits as 

a result of the research and the recommendations derived therein (CIHR, 2014, p. 8). The issue 

was addressed by the dissemination of the documentation in a public manner, through the 

presentation of the inquiry results and supporting literature within DRDC as desired by the 

sponsor and the chain of command, and the eventual implementation of any resulting 

recommendations. I did not provide any incentives for participation in the methods, and I 

ensured no undue hardships resulted from stakeholders’ participation. 
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Conflict of interest and power-over issues. I proactively addressed conflicts of interest, 

both real and perceived, through demonstrating transparency (CIHR, 2014, p. 93). The inquiry 

was conducted with participants who had equal or higher-level positions to my own; therefore, 

no power-over issues resulted from my conduct of this inquiry (CIHR, 2014, p. 97). 

My employees provide extensive administrative services to all inquiry stakeholders, 

placing me in a dual role conflict (CIHR, 2014, p. 99). I addressed any perceived or real neglect 

or favouritism as a result of individuals’ decisions through the language provided in the letters of 

invitation and informed consent (Appendices B to E), which stated that their decision to 

participate or not would have no influence on our relationship into the future. 

Chapter Summary 

In this chapter I described the inquiry methodology and exposed the careful thought 

required to gain critical participant insight on the inquiry questions while protecting their human 

dignity. The ARE methodology provided a rich and intimate dataset, which represented the 

reality of the organization under study. The opportunity provided the chance to blend the 

collective organizational context with relevant literature and informed helpful recommendations 

as a result of the data analysis. The following chapter provides insight into this rich data set 

gathered from the two methods. 
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Chapter Four: Inquiry Project Findings and Conclusions 

The objective of this chapter is to present findings extracted from the participant data 

obtained during the inquiry methods described in the previous chapter. Further, conclusions are 

drawn from those findings and substantiated by referencing the relevant literature first presented 

in Chapter 2. Finally, the scope and limitations of the study are discussed to ground the 

applicability of those conclusions. 

As a reminder and prior to the presentation of the inquiry findings, the inquiry question 

that was pursued was as follows: How can Defence Research and Development Canada augment 

its existing leadership development efforts to improve leadership candidate effectiveness? I also 

explored four supporting subquestions through this research: 

1. What stories are told by employees about the effectiveness of their leadership 

development? 

2. How is leadership effectiveness defined for those who participate in the programs? 

3. What currently works in the leadership development programs that can be augmented 

and/or leveraged? 

4. What are the organizational challenges to implementing an augmented developmental 

program? 

Study Findings 

The study findings presented in this section were based on a set of three individual 

interviews followed by a focus group activity within which seven participants offered their 

insights. I posed questions in each method to gather data covering participant perceptions on 

leadership development in DRDC, to gauge their understanding and utility of any current 

developmental efforts and what might be improved, and finally to highlight any barriers or latent 
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opportunities which might affect implementation. I assured the anonymity of the participants 

herein by using the following coding references when citing data: I1, I2, and I3 for each of the 

three interviews and FG for all responses from the focus group. In the focus group method it was 

not possible to identify and attribute a separate code to each of the various speakers in the audio 

recording, so a single code was used for all. 

Using the transcripts, some 271 discrete data points were extracted from the complex 

responses of participants across all questions. In some cases multiple data points were extracted 

from each verbal response and each was paraphrased and grouped into four themes and further 

supporting subthemes. I conducted several recursive reviews, including finding trends using 

quantitative measures, to ensure a high degree of inclusivity and triangulation of the data until a 

set of high-level themes emerged. Specific quotations that underpin the findings are 

representatively cited. Four specific themes emerged from the analysis of the data. These themes 

are presented with a brief description and followed by an expansion of each with its associated 

findings  

1. Awareness – It is not clear that current training and advancement activities contribute 

to developing leaders. 

2. Assessment – Participants expressed a desire to use assessment criteria to optimize 

development. 

3. Amelioration – Participants identified the need to articulate the developmental 

requirements and assure the sustainability of leadership training and enhancement 

efforts. 

4. Implementation – Commitment to pursuing opportunities impacts the effectiveness of 

leadership development efforts. 
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Prior to presenting the findings in each of these four thematic elements, the overall 

quantitative data distribution is described. Across the four themes presented, the percentage of 

total responses, from the interviews and the focus group, of the 271 data points was 27%, 26%, 

28%, and 19%, respectively; the responses were indicative of balanced participation with a slight 

emphasis of expression related to the amelioration of the leadership development efforts. 

Notably, the questions posed in the interviews were improved for the focus group method to be 

more succinct and in one case, to probe for more details about that group’s awareness of the 

present state of developmental elements and their perceived effectiveness. To that end, the focus 

group showed an inclination to favour the first three themes of 30%, 24%, and 33%, with just 

13% of their thoughts on implementation, perhaps indicating a need for overall understanding 

prior to considering how programs are implemented. Lastly, of the three interviewees, who 

represented a selection of the most senior levels of the agency, two had a response rate 

percentage emphasis directed toward the second theme on assessment of 31% (I1), and of 50% 

(I2), and the third had 36% (I3) related to amelioration. Combining all responses, regardless of 

their source, allowed the four themes to emerge and are treated equitably in the findings. 

Finding 1: Awareness – It is not clear that current training and advancement 

activities contribute to developing leaders. Participants offered 73 of the 271 responses 

relating to a lack of clarity of how current development efforts contributed to creating leaders 

and agency effectiveness as noted in the Chapter 1 on the significance of the inquiry. Requisite 

awareness improvement was evident across discrete subthemes, including the mandate and merit, 

the operational framework guiding development, and the relationship between the individual and 

the organization throughout a candidate’s evolving development. 
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Mandate and merit. The confusion on the mandate and merit of leadership development 

efforts was evident within the 22 responses that described a need for clarity on the end state (I1, 

I2, FG) and that a clear, concise, compelling vision (I1, FG) was required to establish a program 

mandate. Diametrically opposed perspectives were evident related to the agency’s commitment 

to defining the mandate, with members of the focus group questioning, “Would the organization 

really commit to something like this? . . . How are you going to convince the employees that it’s 

valuable to them to spend their time doing it?” (FG). In contrast, interviewees indicated that the 

trust and desire for the development of leaders exists (I1, I2, I3), and “[We are] investing time 

and effort” (I3). These interview excerpts are representative of a fully supportive organization. 

Defining the merit of conducting training which improves leadership development was 

highlighted by the following interviewee comment: “We need to make the experience . . . 

meaningful enough that people will pay attention, . . . [not see it] as a distraction from their day 

job versus a learning experience, a learning opportunity” (I3). The interviewee also indicated that 

providing the necessary clarity would create buy-in for leader candidates (I3). Other respondents 

cautioned that the desire to develop skills existed, but questioned if this development would 

make a notable difference in the career development of candidates: Participants expressed 

frustration “when people [who] finish don’t get any further ahead than a person who didn’t do 

any of that training at all” (FG). Overall, participants’ responses indicated a collective will to 

develop leadership capability, but the mandate and the merit of the leadership development 

program has neither been well articulated nor disseminated. 

Operational framework guiding development. A cursory assessment of the interview 

data indicated that some leaders assumed leadership skills to be implicitly developed through the 

assignment of higher levels of responsibility and by being exposed to varied experiences (I1). 
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The notion promoted a subsequent examination of the general awareness of a framework that 

guides the current learning activities, and by extension leadership development. Focus group 

participants expressed appreciation for the learning environment that exists within DRDC, but 

struggled to point to a framework that guided leadership development (FG). Members of the 

focus group expressed “confusion about whether we have a [leadership development] program, 

how many programs we have . . . people can’t make use of something they don’t understand or 

they’re not sure how to access, or manage or deliver” (FG). Further, on the expectations and 

interrelatedness of the current efforts such as the mentoring program, talent management efforts, 

and the use of the KLCs, respondents suggested, “Awareness is low to non-existent” (FG), and 

“there is a fundamental disconnect” (FG) in expressing that each element of leadership 

development seemed to have a discrete purpose, but it was unclear how each deliberately 

contributed to overall leadership development. 

Relationship between the individual and the organization. The data showed that 

developmental programs foster trust-based relationships and facilitate alignment of employees’ 

developmental choices and the organization’s needs. Participant responses indicated personal 

engagements, such as meeting face to face and getting a relationship going (I2, FG) were 

essential for creating self-awareness and allowing employees to express their developmental 

desires (FG). These relationships require candour in creating trust, which was declared as critical 

to success (I2, FG), so leaders can “get someone to be open to look into their weaknesses . . . if 

there’s no trust . . . you’ll never get through” (I2). 

The trust relationship allows the necessary discussion to tailor an individual’s 

development toward his or her specific needs versus following a predetermined formulaic 

program (FG, I3). Participants placed value on this developmental choice customization (I1, I2, 
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I3, FG) and further offered ideas related to the value of meeting individual needs, stating, “Each 

has a different [career] path or a different tempo” (I2), as well as building transferable skills, 

stating, “[Developmental choices should] open up every opportunity, not just . . . tailor you for 

the one next slot” (I1). The participants showed awareness that the complexity of each 

individual’s state and rate of development and that the tailoring of employee development efforts 

were decidedly beneficial in providing continual growth toward their successes, and by extension 

the organizational effectiveness (FG). 

Finding 2: Assessment – Participants expressed a desire to use assessment criteria to 

optimize development. All respondents mentioned the necessity for assessment to be included 

within a leadership development program and provided 71 comments, 46% of which came from 

the focus group. The responses were grouped into three subthemes: fostering self-assessment to 

create individual personal awareness, defining criteria for leadership candidate selection, and 

communicating criteria to create implementation transparency. 

Fostering self-assessment. The participants confirmed that the responsibility to manage 

their own careers and to accurately assess opportunistic developmental choices rests with each 

employee (I1, FG). Proactivity looking for challenges when considering the future choices can 

expand the perspective of available options (I1), noting that each may have differing 

developmental needs (FG). Self-awareness of development needs and potential opportunities can 

be gained by diligently using the existing formal feedback mechanisms such as the PMA and 

assessment against the KLCs (I1), as well as the informal dialogue with trusted colleagues and 

mentors (I1, I2, I3, FG). Participants considered trusted relationships to be critical in providing 

an objective perspective on the current state of an employee’s development (I2, FG) or assessing 

the merit of seizing a challenging developmental opportunity (I2). Candour allows staff to 
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“accept direct feedback and change . . . their behaviour” (FG) and encourages them to take time 

for reflection (I2), both requisite in developing self-awareness. Gathering multiple perspectives 

permits accurate self-assessment, which enables self-awareness and the authoring of informed 

developmental choices. 

Defining criteria for leadership candidate selection. Participation in leadership 

development activities should be fully inclusive of all staff who seek such development (I1, I2). 

Participants recognized the intake for development should be always available for those 

individuals who have completed a process of self-awareness on their developmental needs (I1), 

as well as for directed intake when the organization is able to “recognize and evaluate emergent 

leadership” (I1) in an individual. 

The counterpoint to inclusivity was also valued, as participants noted the need for 

selection of specific individuals. It was clear that current developmental efforts have largely 

focussed on management skills and that no deliberate selection criteria exists to choose people to 

participate in focused leadership development (I1). Further, if a staff member did not display 

demonstrable progress in development, an assessment could be made regarding that individual’s 

retention in those activities (I2, FG). Pragmatically, the need to make these crucial selections was 

also due to resources considerations (I3), with participants noting that not everyone would be 

able to assume the fewer numbers of positions available within an organizational structure or can 

occupy leadership positions (I1, I3). The data indicated participants’ strong desire to be inclusive 

and that deliberate assessment for retention decisions based on demonstrated leadership potential 

would ensure effectiveness of the investment and performance of the program. 

In addressing how the selection assessment should be done, interview respondents 

understood that the current selection process involved a reliance on manager insights gained 
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from experience in working with people (I1, I2, I3). The focus group members generally 

supported this approach, appreciating that they do not always need full information on decisions, 

but offered the counterpoint that handpicking without consideration for broader implications was 

a notable problem (FG). Respondents also offered that demonstrated transparency in these 

decisions was valued and, overall, decisions were thought to be just (FG). The, the current 

selection process was neither evident nor applied in a consistent manner and seemed wanting of 

established and well-known criteria. 

Communicating criteria to create transparency. With the confusion and complexity of 

assessment, as indicated in these findings, participants noted the need to define and communicate 

the various selection, retention, and exclusion criteria. One interviewee indicated a necessity to 

openly publish the requirements for each level to permit the accurate self-evaluation and provide 

context for developmental discussions (I1). Another interviewee reinforced the same point and 

further offered that transparency would improve the accountability of practices and process (I2). 

Being transparent in communicating the outcome of selection decisions made would foster trust 

between individuals and the organization. 

Finding 3: Amelioration – Participants identified the need to articulate the 

developmental requirements and assure the sustainability of leadership training and 

enhancement efforts. In total, 75 of the 271 participant responses indicated three key areas for 

improvement related to communications, clarification of leadership skills definitions, and the 

need for sustained program stewardship. Each area is discussed in turn in the subsections that 

follow. 

Communications. Participants projected that deliberate and sustained promotion of the 

merits of leadership development activities might improve engagement and foster trust. 
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Communication that promotes the value of leadership development activities can incite curiosity 

(I3, FG), provide employees with the desired understanding of the mandate (FG), and highlight 

individual successes for self-comparison and inspiration (I3). 

The two touchstones of successfully promoting leadership efforts were stated as a “clear, 

concise, compelling vision, and clear . . . sustained communications with people” (I1). The latter 

provided insight that continual and deliberate communication creates trust by removing doubt 

(I3). One interviewee captured this notion eloquently: “[If] things are changing, we need to 

communicate; [if] things haven’t changed, we need to communicate” (I3), demonstrating the 

need for candour at all times and exercising the leadership reflex to communicate often (I1, I3, 

FG). Participants recognized the responsibility to engage people and mature this skill as notable 

priorities (I3, FG). 

Clarification of leadership skills definitions. Participants offered 52 responses regarding 

what leadership skills they valued and should be developed. I grouped their responses into three 

broad categories: the ability to take decisive action, even in the absence of full information 

(31%); the need for continual maturation of communications intelligence (44%); and the mastery 

of facilitation skills (35%). All participants valued the flexibility to tailor their development 

activities to address the high-level requirements that would be eventually defined (I1, FG), 

confirming most development being largely focussed on mandatory managerial skills versus the 

modest efforts being made in defining and developing demonstrable leadership skills (I1). 

Further comments offered were descriptive on the manner in which leadership-specific 

skills needed to evolve as a career matures to support increasing complexity that comes from 

interdependence (I1, I3, FG), to embrace leadership skills in preference to technical skills (I1, 

I2), and to continually pursue their appropriate balance (I3, FG). Respondents clearly indicated 
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the role of a leader evolves over time (I1), and leaders must mature in their ability to make 

decisions that are not necessarily in their own self-interest and adopt a broader perspective of the 

organizational needs (FG). Essentially, the maturing leader becomes attuned in determining the 

role to be played in any situation to best support the priority: “To be a good leader, you have to 

be a good follower” (FG). I summarize this subtheme as a need for clarity on what skills are to 

be developed and how their relevance is maintained over time. 

The need for sustained program stewardship. The third and last subtheme was the 

focussed attention to the sustained stewardship of all of the training and enhancement activities 

themselves and any resources required to deliver the mandate of developing leaders. Sustainment 

efforts such as defining development criteria and monitoring the current program elements, as 

was noted earlier, were deemed to be critically important for organizational effectiveness, yet not 

assigned to anyone in particular (FG). In their discussion, focus group participants made 

numerous implementation comments in an effort to understand how a move toward deliberate 

development of tailored leadership skills would be possible without focussed attention (FG). 

Other respondents expressed the need to rely on experts and consultant assistance (I3, FG) to 

make the program of high quality (I3), but noted the difficulty of engaging the same in a 

sustainable manner (I3). Participants also presented a counter argument that consultants were not 

invested in DRDC’s long-term success, nor do they understand the degree of programmatic and 

individual tailoring desired (I3, FG). 

Although, the current resource investment appeared to be sufficient, the segregation of 

investment for leadership versus ongoing managerial and mandatory development was not 

readily apparent (I1, FG). An emerging change in this deliberate investment philosophy was 

notable when an interviewee stated, “I’m not sure we’ve invested enough. . . . We should have a 
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more sustained and a more intensive effort at developing leaders” (I3). The comment expressed 

the need for connectivity between the current efforts and a future state for a development 

program from which leadership candidates would be identified and supported for more focussed 

development. 

Finding 4: Implementation – Commitment to pursuing opportunities impacts the 

effectiveness of leadership development efforts. Respondents provided 52 statements related to 

the pursuit of implementation opportunities for leadership development effectiveness across 

three categories: expansion of the current perspective, the requirements for experiential 

developments to create demonstrable skills, and fostering a leadership developmental 

environment. A further five responses related to the realities of working within a publically 

accountable government institution were obtained. 

Expansion of the current perspective. The first subtheme supported the expansion of 

leadership development programs to be broadly inclusive (FG) to increase external interactions 

“with completely different organizational structure and peers” (I1), foster extensive support 

networks (I2), and challenge personal biases (I2). The notion of broad-reaching development 

requires a mature perspective and extensive collaboration in allowing deliberate movement 

between organizations (I1, I2) and in valuing external experiences equitably (I1). 

Requirements for experiential developments to create demonstrable skills. Secondly, all 

study participants unanimously agreed there is a need for the developmental program to be 

experiential; this topic garnered 16 supportive responses. The experiential nature requires the 

support for the developing candidate through coaching and mentoring (I2, I3) to ensure that 

appropriate objectives are established (I1, I2). Participant responses indicated the value of 

development in realistic settings in which conditions are unknown and create a reliance on a 
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network of advisors (I2, I3). An important aspect of experiential activity was the organizational 

collaboration related to enforce retention time in leadership positions to allow a full 

demonstration of relevant learned experience (I2), “where you have that ability to see your own 

feedback and have to be making changes on your own [initial] decisions” (I1). That 

demonstration of experience was thought to be obvious when “you see whether or not they’re 

building consensus, whether they’re bringing people along, whether the outcome is a positive 

one, or in fact it’s led to a lot of negativity in the organization” (I1). 

Fostering a leadership developmental environment. Thirdly, 16 responses defined the 

support requirements needs for the program. Respondents’ agreement was notable that leadership 

development programs should allow leadership candidates to segregate their developmental 

efforts from the routine of other work with the full support by the organization (I1, I2, I3, FG). 

Respondents felt this segregation would permit focus on the developmental goal and time for 

reflective practice (I2, I3) without the normal routine impinging (I1, I2, FG). The importance of 

leadership development and the merit that is placed on investing in a leadership candidate was 

seen as an overt demonstration of what the organization values (I2), with learning being key (I3). 

The realities of working within a publically accountable government institution. Lastly, 

participants noted a leadership development program within the Canadian Public Service has 

implementation realities. Although selection can be made by managers for inclusion into 

leadership development, the ability to appoint leadership candidates to leadership positions does 

not exist (I1), implying that development programs can only focus their intent on preparing 

people to be competitive for future roles, which must then be achieved through competitive 

processes. Further, reminders were made on the need for candidates to meet mandatory 
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requirements for bilingualism and that candidates must be mindful and take time to address this 

requirement in concert with any other preparatory development (I1, FG). 

Summary of study findings. The study findings represent the faithful synthesis of a rich 

data set offered from an engaged and passionate group of participants. The summation of their 

thoughts into the preceding four findings on the themes of awareness, assessment, amelioration, 

and implementation captured an overview of their obvious wisdom gained from their experience 

and provided a concise perspective of the current state of leadership development activities 

within DRDC. The study conclusions provided in the next section and the subsequent 

recommendations drawn in the final chapter were both deeply rooted in this foundational data. 

Study Conclusions 

The following conclusions were derived by making connections between the key insights 

of the AR findings with relevant supporting research literature from Chapter 2. The four 

conclusions are as follows: 

1. The benefits to the stakeholders of a leadership development program are elusive, 

resulting in confusion about its purpose. 

2. The integration of skill development philosophies and existing development efforts 

are not integrated into a cohesive programmatic structure rendering assessment of 

effectiveness difficult 

3. The key program element of assessment would support objective and informed 

decision making toward improving individual and organizational effectiveness. 

4. The implementation of a leadership development programs requires sustainable 

organizational support to ensure effectiveness. 
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Conclusion 1: The benefits to the stakeholders of a leadership development program 

are elusive, resulting in confusion about its purpose. The conclusion responds to the first 

subquestion: What stories are told by employees about the effectiveness of their leadership 

development? Findings indicated that DRDC leaders and leadership candidates have a collective 

will to leverage the current learning culture by promoting the development of individual 

leadership skills, which would be refined, exercised, and continually augmented in improving 

organizational effectiveness and creating sustainable leadership. Although participants’ 

collective will was evident, the mandate and the merit for a leadership development program 

have neither been articulated nor disseminated, and a lack of understanding about the desired end 

state persists, creating confusion about the absolute value placed on leadership development. 

What follows is a comparison of this conclusion with selected literature presented in Chapter 2. 

Benefit to the individual - the mandate and the merit of participating in a leadership 

development program. Firstly to address the end-state benefits, literature noted that leadership 

programs foster an environment of learning (Senge, 2006, p. 160; Yukl, 2013, p. 65), which 

creates trust (Goleman et al., 2013, pp. 51, 64; Yukl, 2013, p. 80) and helps retain talented 

employees (Amagoh, 2009, p. 994; Monarth, 2015, para 10). These benefits improve overall 

effectiveness and are considered by authors to be a high-value activity (Amagoh, 2009, p. 990; 

Groves, 2007, p. 240; McDermott et al., 2011, p. 359; Monarth, 2015, para. 1; Yukl, 2013, p. 4). 

The establishment of sustainable leadership development elements helps to initiate as well as 

foster career preparedness (Hurwitz & Hurwitz, 2015, p. 10; McDermott et al., 2011, p. 359). 

From a high-level perspective, investments in fostering leadership skills assist in 

maturing employees’ emotional intelligence to be more collaborative and trusting of the 

contributions of others (Goleman et al., 2013, p. 40). Importantly, these investments in people 
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are part of the relationship transaction that builds trust (Hurwitz & Hurwitz, 2015, p. 134). 

Investing in staff is considered to be of primary importance to employees (Hills, 2014, p. 12; 

Sabourin, 2015, p. 40), producing increased loyalty and buy-in from those included (Hills, 2014, 

p. 11), and is partially the reason why people stay committed to an organization (Hurwitz & 

Hurwitz, 2015, p. 130). It follows that those investments should be well considered and 

connected to purposes that bind individual desires and organizational needs (Weisbord, 2012, 

p. 37). 

Benefit to the organization - the collective will to leverage the current learning culture. 

Secondly, in addressing the responsibility and motivation to create a strong leadership 

development program, some authors reviewed in Chapter 2 agreed that it is a requirement of 

leaders to define improvements within the existing developmental environment in order to make 

the most impactful future changes (Burke, 2008, p. 743; Schein, 2010, p. 644). Other authors 

suggested reviewing and improving leadership development efforts, particularly in an 

environment of high complexity that results from continual change and unpredictable human 

interactions (Snowden & Boone, 2007, p. 74), serves to improve the ability to identify future 

leaders (Dries & Pepermans, 2012, p. 361) as well as mature the overall organizational 

effectiveness (Amagoh, 2009, p. 990; Burke, 2006, p. 91). Further, literature indicated strongly 

that leaders should obligate themselves to articulate carefully and clearly (Buus, 2005, p. 187; 

Helsing & Howell, 2014, p. 188; Mintzberg, 1998, p. 146), issue messages that resonate with all 

stakeholders (Goleman et al., 2013, p. 31), accurately characterize the full complexity of the 

issue (Snowden & Boone, 2007), and align all factors that influence the effectiveness of a 

situation (Kouzes & Posner, 2012, p. 122). Lastly, literature further supported the need for 

pervasive organizational engagement by senior managers in providing resources and these 
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guiding efforts in fostering program effectiveness (Amagoh, 2009, p. 997; Edmonstone, 2013, 

p. 155; Groves, 2007, p. 254). 

Participant responses in this study showed a willingness to implement leadership 

development programming, but indicated that the organization currently lacked a clear indication 

of the desired end state and the realizable benefits. Senge (2006) noted that working to determine 

a vision of the end state of leadership development while being frank about the current state 

establishes a creative tension (p. 132). Frank dialogue relieves the tension and allows insights 

from personal experiences to inform an improved understanding, a process endorsed by multiple 

authors as the correct mechanism from which clarity of individual and organizational benefit 

would be derived (Hurwitz & Hurwitz, 2015, p. 97; Kotter, 2014, p. 19; Senge, 2006, p. 256; 

Weisbord, 2012, p. 331). 

Conclusion 2: The integration of skill development philosophies and existing 

development efforts are not integrated into a cohesive programmatic structure rendering 

assessment of effectiveness difficult. The conclusion answers the second research subquestion: 

How is leadership effectiveness defined for those who participate in the program? Relevant 

findings indicated (a) no evident operational framework exists to connect current well-funded 

developmental efforts with the desired state of consciously developing leadership acumen, 

(b) opportunities exist but have not been pursued to leverage a broader spectrum of experiential 

activities, and (c) that developmental activities should be tailored for an individual’s state and 

rate of development and chosen deliberately toward increasing personal and organizational 

effectiveness. These three issues are now compared with selected literature that was presented in 

Chapter 2. 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 75 

No evident operational framework exists to foster leadership development. Literature 

proposed that this clarity of the program construct should be addressed so that benefits from 

leadership development can be understood and derived (Groves, 2007, p. 251), yet only half of 

all organizations invest in such frameworks (Dries & Pepermans, 2012, p. 361). These 

frameworks provide implementation guidance by proactively preparing knowledgeable 

employees for potential succession into leadership positions (Edmonstone, 2013, p. 152; 

Monarth, 2015, para. 1), which is key to improving leader effectiveness (Burke, 2006, p. 91; 

McDermott et al., 2011, p. 359). A deliberately developed leader (Groves, 2007, p. 250; 

McDermott et al., 2011, p. 361) is one who then coaches others to create a culture of learning 

(Amagoh, 2009, p. 997; Yukl, 2013, p. 65) and fosters overall engagement and morale (Kouzes 

& Posner, 2012, p. 65) in developing trusted relationships (Goleman et al., 2013, pp. 51, 64), 

both of which assist the organization to retaining its employees (Amagoh, 2009, p. 994; Kouzes 

& Posner, 2012, p. 61; Lencioni, 2005, p. 13; Yukl, 2013, p. 64). 

Opportunities exist to leverage a broader spectrum of experiential activities. Secondly, 

the expansion of the existing developmental efforts to include others was shown as important in 

this study. Notably, the focus group respondents especially valued the notion of tiger teaming, a 

colloquial term used to describe people autonomously focusing on a specific mission and 

leveraging networks of people and resources to deliver highly effective solutions back into the 

organization. 

Literature supported this inclusivity both for content and enriching the perspectives of 

participants. Snowden and Boone (2007) suggested that complex issues are solved through trial-

and-error experiments (p. 74) and advocated for seeking and supporting the most relevant 

emergent solutions (Hurwitz & Hurwitz, 2015, p. 64; Snowden & Boone, 2007, p. 75). Similarly, 
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Buus (2005) suggested pursuing many potential options to discover what develops leaders most 

effectively (p. 188). Further, working in a deliberately chosen networked manner, or tiger team, 

allows the rapid creation of effective ideas for inclusion into the existing structure (Dries & 

Pepermans, 2012, p. 362; Kotter, 2014, p. 19). Segregation provides an ideal environment for 

effective and demonstrable development (Menkes, 2005, p. 107; Sabourin, 2015, p. 40).  

Developmental activities should be experiential. Lastly, participants in this study viewed 

the value of tailored experiential learning and the demonstration of those skills in an applied 

setting as essential to illustrate a maturing leadership capability. The reviewed literature in this 

regard was very aligned, noting the organization was responsible to express the “defined 

leadership competencies” (Monarth, 2015, para. 4) and provide an agile and holistic environment 

for their development (Edmonstone, 2013, p. 155; Kotter, 2104, p. 14; Mabey, 2013, p.362) , 

including feedback mechanisms to increase “self-awareness” (Goleman et al., 2013, p. 30; see 

also Amagoh, 2009, p. 993) such as through mentoring relationships (Amagoh, 2009, p. 992; 

Groves, 2007, p. 244). Burke (2006) confirmed that experiential development was beneficial as it 

applies the appropriate stress (p. 95), which helps determine if the newly developed skills have 

translated into effective behaviours (Amagoh, 2009, p. 990; Cunningham et al., 2011, p. 79). 

Conducting development in realistic situations exposes the developing leader to potential future 

suitors (Groves, 2007, p. 249). The realism promotes self-awareness of how leadership and 

followership skills develop effective collaborative behaviour and measurable overall 

organizational effectiveness (Hurwitz & Hurwitz, 2015, pp. 44, 54, 64). To address the 

complexity of human relationships that arise for leaders as they accept higher-level leadership 

roles (Snowden & Boone, 2007), the literature further confirmed the need for continual 

development (Amagoh, 2009, p. 990; Murphy & Johnson, 2011, p. 460; Yukl, 2013, p. 382), 
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proactive and individually tailored development to support career progression (Aung San Suu 

Kyi, 2007; Burke, 2006, p. 97; McDermott et al., 2011, p. 374; Murphy & Johnson, 2011, p. 460; 

Yukl, 2013, p. 154), and shifting balance toward the need for specific leadership skills (Allio, 

2013, p. 5; Cunningham et al., 2011, p. 77; Furnham, 2010, p. 252; Yukl, 2013, p. 155). 

Conclusion 3: The key program element of assessment would support objective and 

informed decision making toward improving individual and organizational effectiveness. 

This conclusion addresses the third subquestion: What currently works in the leadership 

development programs that can be augmented and/or leveraged? As noted in the findings, 

participants detailed the need for holistic assessment to support self-awareness toward tailoring 

developmental choices and the selection and sustainability of candidates. Further, assessments 

would complement the existing practice of manager evaluations and provide a degree of 

objectivity and transparency to the decision making process. The relevant literature from Chapter 

2 is now presented to compare and contrast this conclusion. 

Need for holistic assessment of candidate’s development. Lastly, the findings in this 

study indicated that the current accepted assessment for development was based on manager 

insight and their experiences with the employees. Literature suggested that assessment of 

leadership capacity through the use of facilitated testing, removes manager bias and reliance on 

past performance (Dries & Pepermans, 2012, p. 362; Edmonstone, 2013, p. 148), and provides 

objective insight on a candidate’s state of development (Helsing & Howell, 2014, p. 187). 

Helsing and Howell (2014) also indicated that suites of psychological assessment tools are 

complementary to personal selection and can measure mental capacity, how the candidate makes 

sense of a situation, and the individual’s level of maturity toward being capable of self-directing 

in his or her own reactions (p. 188). Cunningham et al. (2011) further stated that executive skills 
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were also measurable and indicative of potential leadership capacity (p. 80). In addition to 

discrete tools, the use of integrated models that assess the balance of intuition versus analytical 

decision making and the desire to put oneself ahead of the organization are indicative of 

leadership potential and complementary (Dries & Pepermans, 2012, p. 364). With thousands of 

assessment tools capable of providing repeatable and validated results (Furnham, 2010, p. 201; 

Gray, 2014, p. 23), leaders should first determine what needs to be measured (Dries & 

Pepermans, 2012, p. 375; Monarth, 2015, para. 4). 

Assessment for deliberate choice and tailored development. Within the literature, 

assessment was considered an essential part of a developmental program (Amagoh, 2009, p. 996; 

Buus, 2005, p. 186; Cunningham et al., 2011, p. 78; Groves, 2007, p. 247; Helsing & Howell, 

2014, p. 190; Weiss & Molinaro, 2006, p. 5), and authors indicated it should be done in a 

continual fashion to increase self-awareness in a leadership candidate (Amagoh, 2009, p. 990; 

Helsing & Howell, 2014, p. 187; Murphy & Johnson, 2011, p. 460). The continual evaluation 

recognizes the complexity of a situation (Edmonstone, 2013, p. 149; Snowden & Boone, 2007, p. 

70), allowing the rapid elimination or reinforcement of developmental activities (Snowden & 

Boone, 2007, p. 74; Sull & Eisenhardt, 2015, p. 5). The process of trial and error allows for the 

emergence of a solution that is tailored for each person (Johnson, 1996, p. 107). Self-awareness 

was noted as a fundamental step in identifying developmental gaps and creating candidate buy-in 

(Amagoh, 2009, p. 993; Blanchard et al., 1993, p. 6; Hills, 2014, p. 12; Sabourin, 2015); 

furthermore, self-awareness enables individuals to “self-author” (Helsing & Howell, 2014, p. 

187) their developmental plans and enables their overall effectiveness (Blanchard et al., 1993, 

p. 6; Burke, 2006, p. 97; Furnham, 2010, p. 199; Goleman et al., 2013, p. 30; Helsing & Howell, 

2014, p. 188; Schein, 2008, p. 642). Authors also confirmed assessment to be beneficial for 
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defining criteria for participation and retention, the kinds of skills that require development 

(Amagoh, 2009, p. 997; Helsing & Howell, 2014, p. 191; McDermott et al., 2011, p. 374; 

Menkes, 2005, p. 107), and when skills are required developed (Allio, 2013, p. 5; Burke, 2006, 

p. 97; Yukl, 2013, p. 154). 

Conclusion 4: The implementation of a leadership development programs requires 

sustainable organizational support to ensure effectiveness. This conclusion addresses the 

fourth and final subquestion: What are the organizational challenges to implementing an 

augmented developmental program? Study findings indicated (a) an absence of sustained efforts 

in providing development and stewardship of leadership programs; (b) both individuals and the 

organization should become aware and develop collective communications intelligence; and (c) 

participants valued broad-spectrum, focussed development for career readiness, which is not the 

current practice. 

Pervasive and sustained efforts in providing leadership programs. Supportive literature 

on the need for sustaining the development and stewardship of leadership efforts identified that 

effective programs require a pervasive presence from the senior managers to appropriately 

resource the program (Amagoh, 2009, p. 997; Edmonstone, 2013, p. 155; Groves, 2007; Yukl, 

2013, p. 382), actively participate through teaching and mentoring (Amagoh, 2009, p. 997; 

Groves, 2007, p. 252), and define program requirements and communicate the program’s merit 

(Hurwitz & Hurwitz, 2015, p. 97; Kotter, 2014, p. 19; Senge, 2006, p. 184; Weisbord, 2012, p. 

331). Although literature clearly identified the responsibility and importance of senior 

management engagement, pragmatically, this effort could be done via a trusted agent to preserve 

valuable senior leader time (Schein, 2010, p. 644). 
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Broad-spectrum, and focussed development for career readiness. Lastly, the study 

findings also revealed participants’ strong need for the provision of organizational support to 

facilitate developing leaders. Support includes, but is not limited to, the establishment of 

including mentoring partnerships, time, and resources specifically dedicated to the experiential 

development of skills. 

Kotter (2014) confirmed the benefits relevance of having segregation of duties from the 

organizational demands and promoted the notion of a segregated networked organization in 

which leaders are given resources and autonomy to concentrate on their development (pp. 7, 14), 

returning to the organization better prepared (Edmonstone, 2013, p. 154). Several authors 

indicted that this separation for development was very effective for candidates who have been 

carefully selected and understand the developmental context and its requirements (Dries & 

Pepermans, 2012, p. 362; Edmonstone, 2013, p. 154; Kotter, 2014, p. 19). 

Summary of study conclusions. The four conclusions offered addressed the four 

subquestions of the study by the distillation of findings from the engaged participants 

synthesized with relevant literature. In Chapter 5, these conclusions form the basis for the 

proposed recommendations for consideration within DRDC to address the primary research 

question. The following section provides a perspective on the general applicability of these 

conclusions. 

Scope and Limitations of the Inquiry 

The findings and conclusions from this inquiry were a result of a snapshot in time within 

DRDC in the autumn of 2015 and are therefore not intended to be fully applicable, even in a 

more generalized form, outside of the context of the study and timing, as is normal for an 

organization-specific action research project. A significant amount of data from three interviews 
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and a focus group method resulted in the findings presented; this section provided the contextual 

insight to characterize the use of these results. The broad limitations of this ARE inquiry relate to 

the demographics of the participants, the obviousness of definitions pertaining to the subject 

matter, and the tenure of participants. 

I made no overt attempts to deliberately consider demographic data or geographic 

location as limitations to the quality of the data received. Demographic data such as gender, age, 

or other elements of diversity were not considered due to limitations imposed by the random 

participant selection method I chose to employ. I also assumed that participants were typical 

examples of the entire agency’s perspective at the chosen management levels. For convenience, I 

also chose to conduct a focus group session in the NCR, and considered participants’ responses 

to be typical examples of the perspectives of any similar level manager across the six geographic 

Canadian locations within which the DRDC operates. While these may be perceived as 

limitations, I suggest that the data were fulsome in magnitude and triangulated well across all of 

the participants’ responses. In future inquiries, these parameters could be investigated and will be 

included in Chapter 5 as a potential area for refinement. 

Secondly, the subject area under study, leadership, has a history of lack of consensus on 

defining terminology. In this study, I intentionally made no effort to preposition the questions 

with provided definitions to see where the respondent data would reside. The study was broadly 

focused on getting personal perceptions of the DRDC’s current state of leadership development 

awareness; this was not a limitation, but rather considered a realistic assessment of the current 

state. 

Finally, I assumed that members of the focus group had exposure to elements of resource 

management, including responsibility for the supervision and career progression of employees in 
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addition to their own personal developmental experience. Given the random selection for this 

method, it was not possible for me to quantify participants’ specific level of experience and 

exposure to the leadership domain. Again, I did not consider this to be a limitation, given that 

staff members at this chosen level would typically have broad experience inside of the 

government system as well as personal experience with developmental activities. 

Chapter Summary 

In this chapter, I have presented the summary of the study’s AR findings and compared 

and contrasted these with carefully selected literature from Chapter 2 to derive four study 

conclusions that then formed the basis of final implementation recommendations discussed in the 

next chapter. DRDC has maturely and willingly invested in this inquiry to gain understanding on 

how the organization might augment its leadership development efforts. In general terms, the 

conclusions showed a lack of articulation of the benefits to conducting leadership efforts, the 

existing efforts are neither assessed nor clearly aligned to developing leaders, and the current 

state could be readily improved with some focussed investment. The limitations of the study 

were also presented to bracket the context for which these results should be deemed as valid. 
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Chapter Five: Inquiry Implications 

The inquiry was based on the primary research question: How can Defence Research and 

Development Canada augment its existing leadership development efforts to improve leadership 

candidate effectiveness? Further, I included the following four supporting subquestions when 

conducting this research: 

1. What stories are told by employees about the effectiveness of their leadership 

development? 

2. How is leadership effectiveness defined for those who participate in the programs? 

3. What currently works in the leadership development programs that can be augmented 

and/or leveraged? 

4. What are the organizational challenges to implementing an augmented developmental 

program? 

This final chapter presents four implementable recommendations supporting the 

augmentation of DRDC’s current leadership development efforts. These recommendations 

provide solutions which when implemented, could reduce the gap between the current situation 

and the desired end state; the notion of creative tension that was presented in Chapter 1 in the 

formation of the inquiry. The chapter then continues with potential organizational implications 

that may result from the implementation of each recommendation and also presents thoughts on 

future research and inquiry that have arisen during the conduct of this work. Finally, the chapter 

concludes with a project summary to complete the thesis storyline and highlight what the 

organization is considering as a result of this ARE. 
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Study Recommendations 

I derived the following recommendations from the study’s findings and conclusions 

presented in Chapter 4. I based the proposed actions on individual interviews, a focus group 

activity, and a literature review; this series of methods utilized a collaborative inquiry approach 

involving those people implicated by the original issue (Glesne, 2011, p. 23; Stringer, 2014, p. 

6). The process permitted participants to gain “increasingly sophisticated understanding of the 

problems and issues that confront them” (Stringer, 2014, p. 15) and for the emergence of tailored 

and sustainable solutions for their environment (p. 16). The resulting recommendations to be 

considered for implementation within DRDC are as follows: 

1. Articulate the mandate and merit of leadership development efforts. 

2. Define how assessment could support transparent and consistent programmatic 

delivery of leadership development. 

3. Enhance cohesion of existing developmental opportunities in a programmatic 

structure. 

4. Describe the sustainable support for an integrated developmental program. 

Recommendation 1: Articulate the mandate and merit of leadership development 

efforts. DRDC’s primary mandate of scientific delivery was clearly articulated and disseminated 

in its strategic documentation (Department of National Defence, 2014, Roles section, para. 3), 

but no overt connection was made between the output of the agency and the need to develop 

leaders. From the findings and conclusions presented in Chapter 4, it was clear that the reason for 

conducting leadership development program had not been overtly articulated nor disseminated 

and that this was required as a foundational underpinning of the relationship in motivating 

employee engagement. In some regard, the findings also implied the mandate and its merit were 
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inherently understood as part of all activities, but the overall lack of clarity in that regard was 

notable. Inquiry participants considered the value of a well-defined mandate for developing the 

leadership acumen in the agency to be fundamental in supporting the primary role of the agency. 

Although employee preparedness, which includes leadership capability, was deemed a 

requirement by this inquiry, it necessitates a focused effort to establish the required foundation.  

To that end, I suggest the senior most leadership cadre of the organization undertake an 

initiative to define the mandate for leadership development, specifically in the context of 

DRDC’s environment, as an organizational requirement to foster the preparedness and 

effectiveness of individuals and, by extension, that of the organization. In that refinement, I 

suggest the merit to the individual be highlighted and promoted to increase confidence in the 

value of their participation. More specifically, a document that prescribes the value placed on 

gaining leadership development acuity across all activities, and that captures the executive intent 

of defining the implementation of the desired culture, might bring focus to all decisions made in 

the development of employees.  

Cited authors concurred that the definition of the high rate of return changes must be 

clearly articulated by senior leaders (Burke, 2008, p. 743; Schein, 2010, p. 644). Specific issues 

like the definition of the mandate and merit are the responsibility of senior managers who have 

the longest horizon on their perspective as a result of their positions and experience (Kouzes & 

Posner, 2012, p. 110). Some authors promoted that the creation of a mandate binds the 

perspectives of senior managers and provides a touchstone for others to aid in their decision 

making and interpretation of the cultural expectations (Goleman et al., 2013, p. 57; Kouzes & 

Posner, 2012, p. 116; Senge, 2006, p. 162; Yukl, 2013, p. 83). Literature also supported the 

requirements for this same leadership cadre to adopt a pervasive posture in defining and 
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communicating the correct context for the mandate (Buus, 2005, p. 187; Helsing & Howell, 

2014, p. 188; Mintzberg, 1998, p. 146). Investment of senior manager time serves as an overt 

demonstration that initiatives, such as leadership development program, have a positive 

organizational impact (Kouzes & Posner, 2012, p. 122). Lastly, this articulation of the mandate 

and merit serves to clearly indicate senior leaders’ desire for engagement and the value they 

place on the relationship between the organization and the individual (Hurwitz & Hurwitz, 2015, 

p. 134). Researchers noted the importance of this relationship as being an essential investment in 

fostering employees’ motivation (Hills, 2014, p. 11; Sabourin, 2015, p. 40). 

Recommendation 2: Define how assessment could support transparent and 

consistent programmatic delivery of leadership development. The need for assessment arose 

frequently in the findings and manifested in one of the conclusions as an important role across all 

elements of leadership development programs. Current assessments by managers for participant 

selection were widely used and largely accepted, yet complementary assessment tools were not 

utilized to objectively make decisions. This included selection for participation, retention, state 

and rate of development, as well as fostering trust that the selection decisions were being 

equitably made. Further, participants expressed the need to create accountability across all 

activities to remove any perceptions of favouritism or bias and recommended a form of evidence 

building to transparently demonstrate equity. In large measure, assessments by a manager serves 

as an investment in the relationship that participants deemed as critical, however, these 

assessments may not provide the required fidelity to determine specific developmental needs. 

The conclusion drawn related to assessment was informed by insights in the literature 

which described the spectrum of reasons and tools that could be deliberately and sustainably 

applied to augment decision making and improve the efficacy of any investments (Amagoh, 
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2009, p. 996; Buus, 2005, p. 186; Cunningham et al., 2011, p. 78; Groves, 2007, p. 247; Helsing 

& Howell, 2014, p. 190; Weiss & Molinaro, 2006, p. 5). Assessment can also be used to 

objectively and continually gauge an individual’s state and rate of development or to measure the 

employee’s inherent leadership capacity, as recommended in some authors (Cunningham, 2011, 

p.80; Helsing & Howell, 2014, p. 190).  

Participants in this study expressed a desire for leadership development to be available to 

all and also noted that refinement of the assessment criteria would be necessary to channel fewer 

numbers of qualified employees into more refined levels of development. The clarity would 

allow assessment to be used for participation selection, retention, and to deliberately choose 

activities in support an of an individual’s development. To this end, assessment would contribute 

to matching the developmental goals of an individual with the needs of the organization. Finally, 

the consistent usage of assessment tools and the refined criteria could provide evidence of 

transparency in decision making related to choice of participation, their state and rate of 

development and the choices of tailored activities. 

As was noted previously, some authors indicated that the senior managers of an 

organization are obliged to find and implement activities that have the potential for a high rate of 

return (Burke, 2008, p. 743; Schein, 2010, p. 644). In the literature, there was a high degree of 

concurrence indicating that an assessment was an essential part of a leadership program 

(Amagoh, 2009, p. 996; Buus, 2005, p. 186; Cunningham et al., 2011, p. 78; Groves, 2007, p. 

247; Helsing & Howell, 2014, p. 190; Weiss & Molinaro, 2006, p. 5). Further, managers with the 

responsibility for the preparation of employees are well positioned to define the important 

elements to be assessed (Dries & Pepermans, 2012, p. 375; Monarth, 2015, para. 4).Agreement 

existed amongst some authors that assessment offers an objective means of validating decision 
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making and provides a contextual basis for fairness to be demonstrated and trust be developed 

(Dries & Pepermans, 2012, p. 362; Edmonstone, 2013, p. 148). Once a candidate demonstrates 

interest and becomes self-aware, assessment criteria enables the application of investment 

decisions to foster each individual (Helsing & Howell, 2014, p. 187). 

Recommendation 3: Enhance cohesion of existing developmental opportunities in a 

programmatic structure. Findings and conclusions that support this recommendation indicated 

that the current training and learning efforts within DRDC do not have an obvious lineage 

toward the development of leaders. Inquiry participants noted that all activities within the 

organization provide opportunities for developing leadership capability. Currently, mentoring, 

individual learning activities, and developmental assignments are not deliberately selected nor 

tailored for an employee’s assessed leadership needs, and thus the effectiveness of each choice 

toward conscientiously developing leadership skills is ad hoc. Current practices have assumed 

that employees’ leadership skills are implicitly learned from the addition of responsibility 

without a conscious choice being made for closing a developmental gap. Further, inquiry 

participants noted that a leadership program structure can permit the adoption of any learning 

opportunity that fosters the development of effective leadership behaviours.  

Literature supported the notion for developmental activities to be chosen deliberately and 

that it was desirable that the learning be conducted in a realistic setting to indicate how a 

candidate had adopted the transferable skills (Edmonstone, 2013, p. 152; Groves, 2007, p. 251; 

Monarth, 2015, para. 1). Furthermore, a programmatic structure provides an effective means of 

utilizing the investment and helps to portray a demonstration of the values placed on learning 

(Amagoh, 2009, p. 997; Kouzes & Posner, 2012, p. 65; Yukl, 2013, p. 65). Each new activity 

offers additional insight on what works in a particular situation (Buss, 2005, p. 188). The 
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emergent structure then becomes a suite of well-founded opportunities from which a tailored 

program can be developed for each individual case (Burke, 2006, p. 97; McDermott et al., 2011, 

p. 374; Murphy & Johnson, 2011, p. 460; Yukl, 2103, p. 154). 

The recommendation alerts the need for DRDC to pursue a well-defined developmental 

structure and liaison between all potential activities in the promotion of leadership skills. This 

higher level of abstraction addresses the need for systematic thinking that Senge (2006) insisted 

was critical to solving problems versus discrete elements (p. 184). All business elements, 

existing or future, would benefit from the development terms of reference to create a linkage 

between participation and the skill development toward effective leadership development. These 

elements include learning and training activities, developmental assignments, as well as the 

existing awareness, planning and reporting tools such as PMAs, LDPs, and KLCs. 

Recommendation 4: Describe the sustainable support for an integrated 

developmental program. Inquiry participants noted the need for a dedicated person assigned 

with the conduct of leadership development program as a requirement to ensure effectiveness of 

its implementation efforts. The need for support was found to be true in both the need to fully 

define the leadership program, as noted in the first three recommendations, as well as assuring 

the program’s effectiveness in the long-term implementation. Extensive consultation will be 

needed to inform discussions required to define the intricacies of a leadership development 

program toward positioning the agency with the appropriate awareness, assessment, and 

implementation schema. Lastly, participants considered the promotion of the program’s 

implementation through deliberate and continual communication to be essential. Communication 

capability were notably present across all findings as both a required personal skill to facilitate 
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internal engagement and represent DRDC to external audiences and well as to broadly promote 

leadership development successes to encourage participation.  

To that end, I recommend that the DRDC pursue establishing an office of principle 

interest (OPI) represented by a person tasked with the stewardship of the leadership development 

program. This person would assume the primary ownership of all leadership development 

activities to facilitate the required discussions with all stakeholders and provide the extensive 

effort needed to the implement the preceding three recommendations into practice and to 

proactively communicate the new developmental processes. Furthermore, the OPI would provide 

sustainability to the program implementation effort and actively promote merit of the leadership 

development program. This persistent activity requires concentrated and continual efforts at the 

correct level of expertise to offload the burden from busy executives implicated in the first three 

recommendations, preserving their time for the strategic vision and high-level resourcing that 

will be required. 

Cited literature in this inquiry confirmed the necessity of a pervasive management 

presence to promote, resource, and participate in a leadership development program, and stressed 

the importance of this activity (Amagoh, 2009, p. 997; Edmonstone, 2013, p. 155; Groves, 2007, 

p. 254; Yukl, 2013, p. 382). Given the demands on executives, engaging the expertise of others 

to perform tactical activities serves to preserve their time for strategic efforts and magnifies their 

effect (Goleman et al. 2013, p. 50; Schein, 2010, p. 644). In addition to their daily activities, 

these senior managers are tasked to actively promote and resource the program, select 

competencies, respond to the need for assessment, and establish criteria. In responding to the 

need to focus efforts in defining the program or participating in it as a candidate, Kotter (2014) 

explained the benefit of setting aside experts to work on problems that have organizational 
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benefit (p. 14). The scheduling of resources permits participants to have unencumbered time for 

development (Dries & Pepermans, 2012, p. 362; Edmonstone, 2013, p. 154; Kotter, 2014, p. 19). 

To aid in the promotion of the program, the use of simple rules and concise messages would help 

to greatly increase the awareness and benefits of the program (Sull & Eisenhardt, 2015, p. 4). 

Summary of the recommendations. I derived each of these recommendations as a result 

of a collaborative dialogue with the people most affected by the proposed changes (Stringer, 

2014, p. 15). In the spirit of ARE, the implementation of these actionable recommendations 

could provide an opportunity to improve the leadership development capability within DRDC as 

well as represent a chance to reengage stakeholders in assessing the efficacy of the change and 

form next steps for a future implementation cycle. With each cycle of planning, taking action, 

evaluating, and reflecting, it is hoped that the agency becomes more aware and increasingly 

engaged in the solutions. Being clear about the need, structure, assessment, and sustainability of 

leadership development provides the requisite evidence to foster stakeholder engagement and 

that DRDC is interested in aligning individual and organizational goals. The overt effort of 

investing in a relationship with employees and building leadership expertise could be interpreted 

as making DRDC a favourable employer and fosters its reputation of valuing excellence.  

The objectives of ARE is to find potential solutions to the original problem. In reflecting 

on the focus and framing section of Chapter 1, Bolman & Deal’s (2008) human, political, 

structural, and symbolic perspectives were utilized to frame the influences on the system within 

which DRDC operates. That section was also indicated that the best manner to solve problems 

was to consider all aspects of the system concurrently. To that end, the four recommendations 

presented can be shown to align with those perspectives and in their totality, are indicative of a 

systematic solution.  
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Recommendation 1 prescribed the need to define the mandate and merit of a leadership 

develop program which addressed the issues found in the human domain. Recommendation 2 

called for the creation of an assessment process which focussed on the political perspective and 

the need for creating transparency and equity. Recommendation 3 described an organizational 

structure requirement to bring cohesion to existing leadership development elements which 

aligns with the structural perspective. Finally, recommendation 4 highlighted the need for 

sustainable stewardship of the program which would establish consistency of the DRDC 

traditions and values, and closely aligns with the symbol perspective. What follows is a 

discussion on the implications of these recommendations. 

Organizational Implications 

In the preceding section, I identified specific actions that could be taken by the agency as 

they adopt ownership and implement any or all of the four recommendations. The organizational 

implications of not implementing the recommendations are now discussed. 

The project sponsor was actively engaged in the development of the inquiry subject, and 

both the sponsor and my inquiry team were consulted on the findings and conclusions and 

provided valuable feedback on the practicality and validity of these recommendations. More 

specifically, the sponsor of this inquiry has approved the conclusions as well as the derived final 

recommendations and has facilitated their dissemination. 

Within this inquiry, I engaged several managerial levels in the data collection methods in 

order to capture a broad perspective of the current DRDC reality regarding the inquiry question. 

These same managers also have certain responsibilities for the implementation of the 

recommendations, and their awareness of the project established some momentum in their 

personal investment toward seeing concrete actions taken. Stringer (2014) supported that 
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stakeholder buy in is created when they participate in forming solutions that “make sense” (p. 

168). Literature suggested that the implementation of a leadership development program requires 

a pervasive management presence across all aspects (Amagoh, 2009, p. 997; Edmonstone, 2013, 

p. 155; Groves, 2007, p. 254). 

During the course of this study, DRDC initiated several renewed efforts aimed at 

increasing the awareness of the need for leadership skills amongst its higher management levels. 

The outcomes of this inquiry and its recommendations join those developments in progress. To 

complement this effort, I will first present the conclusions and recommendations derived from 

this study to senior DRDC managers, including DGs and the ADM, to solicit their interest and 

engagement in their future implementation of the recommendations. The inquiry sponsor 

expressed an interest in arranging my presentation of the inquiry, in a contextualized form, to 

additional stakeholders group within DRDC to increase awareness and enlist their support in 

implementation planning. These groups include the Human Resources Management Council 

(HRMC), the human resources learning advisor and the manager charged with the development 

of defence scientists. Each of these entities can be considered influential players in DRDC’s 

implementation planning. I will offer to remain engaged and work with members of these key 

groups to develop a detailed implementation plan that provides the required resource and timing 

implications in an effort to better inform decisions related to DRDC adopting any or all 

recommendations. 

Returning to a notion that was first delivered in Chapter 1, DRDC operates within a 

system of relationships and expectations that should be considered when seeking the most 

effective solutions. In this context, and referring to Figure 1 (see Chapter 1), I had noted that the 

government had charged all public servants to enhance effectiveness and efficiency across all 
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activities. DRDC had also declared its intentions to develop its employees to maintain its 

organizational effectiveness, and that those employees had an expectation that they would be 

developed, all of which combined as systematic elements. I made the preceding 

recommendations within that system context, each being necessary but insufficient if 

implemented discretely. The collective implementation of the four recommendations is desirable, 

as each has an impact on the other, and a lack of diligence in implementing one might result in a 

lesser systematic result. What follows are specific implications actions related to each of the four 

recommendations. 

Articulate the mandate and merit for leadership development. Defining both the 

mandate and merit elements for leadership development is necessary to align with the stated 

strategic claim that DRDC will have well-prepared employees to respond to its primary mission 

of scientific delivery. The study demonstrated that clarity in this regard was desired, and as some 

authors noted, institutionalizing leadership development can lead to improved organizational 

effectiveness (Amagoh, 2009, p. 991; Burke, 2006, p. 91; Helsing & Howell, 2014, p. 187; Yukl, 

2013, p. 59). 

As previously noted, the implementation of this recommendation joins work in progress 

in which investments are being made in increasing the awareness of leadership’s development 

needs. At this time, the reflection on the effectiveness of those recent activities would provide 

additional data to inform the implementation of this recommendation. As Snowden and Boone 

(2007) noted, each experiment should be assessed for its value toward the desired end state 

(p. 74). Noting also that parallel efforts can be seen as confusing by employees, as the first 

recommendation is implemented, it will be essential for the senior managers to ensure 

connectivity to the vision and to communicate the linkage of these two complementary efforts. 
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DRDC has multiple locations across the country and depends upon on a network of 

managerial levels to conduct operations and provide consistency of delivery. Messages 

communicated in discrete form are often misunderstood, and the clarity of the mandate and merit 

for a pan-agency initiative, such as this, could greatly assist future efforts in developing the 

correct skillsets tailored for each individual’s needs in order to achieve organizational 

expectations. 

Without this articulation of mandate and merit, it could be difficult for employees to 

place a high priority on participation.  As some authors noted, the lack of clarity results in a level 

of buy-in that is limited (Lencioni, 2005, p. 53; Weisbord, 2012, p. 47). If the result is not valued 

and it is not clear what the organizational benefit will be, it would remain very difficult to 

discern if leaders are being deliberately developed.  

Deliberate use of assessment Building on the current practice of managerial decisions, I 

recommended the holistic usage of assessment to provide robustness and objective repeatability 

to decision making. This would include decisions for participation in certain activities in order to 

offer an objective means of changing the trajectory of someone’s development and provide a 

degree of transparency to those choices. In addition, alternative types of assessment could 

produce insight on leadership potential and fidelity on specific states of development. 

Assessment could also be engaged to provide continual accountability in evaluating the rate of 

development. Should the second recommendation not be implemented, the potential for these 

benefits will not be realized and stakeholders’ expressed doubts about transparency and equity 

might persist. The findings showed that participants desired assessment of some form to be 

implemented to increase the perceived level of trust in decision making.  
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To reduce the implication of a lack of trust, the implementation of assessment tools might 

readily be phased, inserting certain aspects early and determining what is effective. The stepwise 

approach reiterates the notion that complex situations are to be addressed with a series of trial-

and-error experimentation (Snowden & Boone, 2007, p. 73). Choosing the implementation of a 

specific introductory form of assessment, such as a tool to increase self-awareness, might 

provide a positive initial step. Common assessment tools which indicate personal preferences, 

multi- source feedback surveys, and increased awareness and explanation of the KLCs and 

diligent use of the assessment portions of PMAs, all represent mechanisms to increase self-

awareness. An initial foray could be followed by the selection of candidates for holistic 

assessment, evaluation for their retention in a developmental assignment, as well as determining 

the effectiveness of specific training courses taken. Each would increase the awareness of the 

need for assessment and accountability. 

Development of a cohesive programmatic structure. As with defining the mandate and 

merit of leadership development, the structure for the development program provides clarity in 

how to implement the mandate. Each programmatic element should be identified for its place in 

fostering leadership acumen and creating programmatic synergy and creating a pervasive 

presence of leadership development. In a global sense, the structure has to provide a contextual 

awareness of the end state, and everything from understanding of KLCs, PMA discussions, and 

implementation of LDPs and developmental assignment objectives must align with the collective 

organizational structure. DRDC has shown a tremendous interest in the development if its 

people, but has not specifically focused on developmental activities for future leadership 

positions. Without this clarity, the ad hoc approach, noted in Finding 3, of personal leadership 
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preparedness will continue and the desired state of producing intentionally developed leaders 

will not emerge. 

Structure provides the manifestation of a system to support leadership development. Such 

a programmatic structure is intended to provide clear guidance on which development activities 

should be conducted and how they fit into a larger individual and organizational mandate 

(Edmonstone, 2013, p. 154; Menkes, 2005, p. 107; Sabourin, 2015, p. 40). DRDC has many 

good program elements in place now which could become cohesive within an overarching 

structure. The creation of this structure would seek to bring alignment of those current 

established programs, and help identify any missing elements or critical gaps in the ability to 

create a succession of well-prepared leaders. Dedicated effort will be required to carefully assess 

the merit of any available elements and propose their implementation in an open ended program 

structure. Structure has the potential to bring rigour to the process of tailoring the most effective 

activities for each developing leader, and as Kotter (2015) noted, fosters the concentrated 

development of an individual for the greater benefit of the organization (p. 23). If this structure is 

not created, the organization could lack deliberate and overt evidence that organizational 

initiatives are aligned with developing leadership effectiveness.  

Definition of sustainable support. Employees at all levels of DRDC are busy with their 

primary activities and although there are great ideas to be implemented, the availability of time 

to create new programs is limited. The notion of limited time is especially true for senior 

executives who are deeply implicated in the implementation of the first three recommendations. 

The effort required in implementing these recommendations will remain in their control until 

otherwise arranged. The inquiry revealed employees have a passion and motivation to positively 

increase the focus on leadership development, and the efforts being made through ongoing 
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activities are notable. That said, the concentration of effort by senior managers based on their 

availability and the level of effort required engaging consultants, often results in slow overall 

efforts. Without a concentration of expertise to define the way forward on the recommendations, 

the progress could be limited which might potentially result in employees being hesitant to 

engage early in these organizational initiatives. As addressed in recommendation 4, a dedicated 

person could interview senior leaders to capture their thoughts and intent for the program and 

then produce documentation, facilitate dialogue with stakeholders and so forth for iterative 

review and refinement.  

The recommendations are interrelated and interdependent, and concentrated efforts 

toward their collective implementation could greatly leverage the wisdom of the findings 

presented here and that of senior managers. To maximize effectiveness, I advise that executives 

guard their time for deliberate facilitated dialogues to cast vision, portray the desired end state, 

and ratify the work of others to ensure compliance. Without this effort, the progress of 

implementation may remain slow, may not be fully formed in its perspective noting the 

complexity of the ideal end state, and communication of progress may be disjointed. A lack of 

communication can be seen as a sign of disinterest, and even if the implementation is slow, 

stakeholders welcome stepwise progress. The OPI could be charged with the responsibility to 

conduct, facilitate, and negotiate all the required elements within a well-constructed 

implementation plan. 

Implications for Future Research 

The study has sought to present the current state of leadership development within DRDC 

and provide findings, conclusions, and recommendations aimed at improving the entirety of 

those efforts. Throughout the course of this study’s conduct, additional topics have emerged that, 
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if pursued, could bring additional insight toward further improvements. Notably, those topics 

relate to the pervasive presence of senior managers, using leadership development to improve 

employee engagement, and the investigation of the effect of demographics on leadership 

development needs. The first relates to senior managers teaching and fostering leadership 

development and the others relate to the engagement of employees across the many locations of 

DRDC to bring further unity of purpose and directing a culture shift of an entire system. 

Pervasive senior management engagement. Future research could examine how 

successful leadership development programs were implemented and how senior leaders were 

engaged. Although staff members may perceive favouritism due to a senior leader’s personal 

participation in an individual mentoring role, their involvement in other elements, such as 

teaching specific topics or creating awareness to a select group, may be a strategic insertion point 

for their involvement. Without a doubt, there are examples where this pervasive presence has 

made a positive impact, and literature describing the large-scale executive investment in 

leadership development would be worth further investigation. It might be fruitful to engage in 

inquiry about the type of discussions that senior managers could have in the development of 

others outside of the normal business routine.  

The findings in this study showed the value of experiential learning, and the expertise and 

wisdom developed within the senior executives represents a rich source of contextually accurate 

insight that should be harvested.  

Engagement of distributed employees. The need to increase the engagement of DRDC 

employees in agency initiatives is an ongoing challenge due to the distributed nature of the 

organization. The use of a high value program as a catalyst, such as leadership development, may 

provide insight in understanding employee motivation to voluntarily participate and become 
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more engaged. At this point DRDC has made clear and regular attempts at increasing the unity 

across the geographic locations. These attempts at unity have involved normal business 

processes like widely distributed email messages, video conferencing, and personal visits. 

Specific topics of interest that are not location specific, like leadership development and the 

promotions of investment in employees, can provide a continuity of messaging and be seen as a 

pervasive engagement. As participants noted in this study, the topic, the method of 

communication, timing, and duration of the message is not as critical as the perceived investment 

in the relationship that comes from engagement. It is for this reason that further study could be 

made to validate the notion of how of leadership development might increase engagement  

Impact of demographics on leadership development needs. A final topic for research 

is an investigation of the impact of DRDC’s demographics on leadership development needs. As 

noted, DRDC operates facilities across the nation and the deliberate inclusion of participants 

across multiple locations, gender and other equity factors was not made, as described in Chapter 

4. Further inquiry could be made to determine the effect of these demographic elements on the 

conclusions that were formed here. 

Thesis Summary 

The inquiry has provided a snapshot in time of DRDC’s leadership development. 

Throughout the study, it became evident that stakeholders are strongly supportive of enhancing 

the learning culture with a chance to increase the agency’s organizational effectiveness through 

the deliberate development of leaders. In very broad terms, the reason the gap exists between the 

current reality and the future desired end state is simply the concentration of sufficient effort to 

fully define the program and execute its mandate, as was captured in the inquiry findings, 

conclusions, and proposed recommendations. 
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I conducted this project with an ARE methodology, seeking the means to improve the 

existing leadership development efforts. Throughout the study, participants demonstrated a high 

degree of candour in describing both their own experiences as well as expressing the limitations 

of their understanding. They provided a rich data set that, when combined with relevant 

literature, provided the background for four implementable recommendations aimed at 

improving the effectiveness of DRDC’s leadership programs. The first three recommendations 

were indicative of the need for definition and suggested (a) the mandate and merit of leadership 

development programs should be clarified to foster employee buy-in, (b) a holistic 

implementation of assessment processes to support decision making around participation and 

retention in the programs, and (c) a programmatic structure be created to promote all 

developmental activities toward leadership development as a goal. The last recommendation 

indicated the merit of a sustained effort in fostering leadership development to continually 

define, develop, and evaluate the effectiveness of the program in place. Each recommendation 

was formed from the findings and conclusions garnered from personal interviews with 

experienced senior executive managers and a focus group activity with experienced operational 

managers. 

I intentionally designed this study to determine how to improve DRDC’s expenditures in 

developing its people to deliver effective end results and assess if the investment itself in 

employees was both a desire of managers and an expectation of employees. My role was to 

interpret the need and develop an inquiry that would provide an informed perspective on the 

current situation and, subsequently, faithfully report the results.  

This thesis marks the starting point in fully defining what leadership development means 

in today’s context for DRDC, and its ultimate implementation is for DRDC’s senior leaders to 
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decide. It is also a chance to enhance the existing learning culture within DRDC with a new 

approach to leadership development. It is a chance to foster existing relationships by knowing 

what is truly valued and proactively working together in defining the collective needs of all 

stakeholders. Each developmental opportunity should be viewed as critical to advancement of 

the stakeholder interest, assessing prior to implementation what is to be gained and how it will be 

evaluated, and at completion, with a new perspective, looking back to the cycle to repeat at a 

new state of enlightenment. In closing this forum, I am struck by the complexity of the system 

that would foster the future leadership development of DRDC and its more than 1,400 

employees. Each individual has his or her own reality, and clearly a common solution is not 

effective for all. By being aware of this vast complexity and following the council of Sull and 

Eisenhardt (2015) when addressing complex situations, I summarized the process of leadership 

development into a set of simple rules. In general, the rules follow the same cyclical nature of 

AR, in which each cycle brings increased understanding and establishes a new set point for 

subsequent engagements. The set of easy to implement simple rules permits me to a quickly 

assess a proposed opportunity. In reflecting on my personal learning during this inquiry process, 

it is my current perspective that to create leaders an organization could follow these simple rules: 

1. Foster trusted relationships and assess personal needs (i.e., become self-aware).  

2. Deliberately choose tailored developmental experiences (i.e., be self-authoring). 

3. Validate the evolved capability (i.e., pursue self-evaluation).  

4. Embrace the state of evolution (i.e., practise self-reflection), and return to the first 

rule. 

 I conducted this research in an effort to determine how DRDC could augment its existing 

leadership development efforts. It is my hope that the findings, conclusions, and 
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recommendations put forth in this thesis could inform dialogue and result in implementable 

actions that help the organization to improve its leadership candidate effectiveness. 
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Appendix A: Graphical Map of Defence Research and Development Canada Locations 

Across Canada 

 

Note. From Research Centres, by Defence Research and Development Canada, 2015, Ottawa, 
Canada: Queen’s Printer. © Her Majesty the Queen in Right of Canada, as represented by the 
Minster of National Defence (2015) Reprinted with permission. Retrieved from http://www.drdc-
rddc.gc.ca/en/research-centres.page 
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Appendix B: Letter of Invitation for Participation in an Interview 

Although you will know me as Chris Brosinsky, the Corporate Services Business Manager in the 
National Capital Region, I am also a Graduate student at Royal Roads University in the Masters 
of Leadership Program. I am currently undertaking an Organizational Action Research (OAR) 
project in support of my thesis, which is a requirement of the School of Leadership Studies at 
Royal Roads University. You may verify my credentials with the University by calling Dr. 
Brigitte Harris, Director, School of Leadership Studies at [telephone number] or by email at 
[email address]. 

My thesis research is focussed on how leadership development efforts might be augmented to 

improve leadership candidate effectiveness. My research submission has undergone an ethical 
review2 by both the Royal Roads University Research Ethics Board and DGMPRA Social 
Science Research Review Board. Part of my inquiry involves research within our organization 
(DRDC) consisting of both interviews and a focus group. With this letter, I am inviting you to 
participate in an individual interview based on your experiences within DRDC and your current 
position; both of which provide a unique perspective to this research. The total time including the 
logistics and pre and post interview discussions will be 45 minutes, the interview itself is planned 
for 30 minutes. 

During the interview, the dialogue will be audio recorded and complemented by some hand 
written notes. The information will be transcribed for data analysis purposes, and summarized in 
an anonymous format in the body of the final thesis. At no time will any specific comments be 
attributed to you unless your specific agreement has been obtained beforehand and all 
documentation will be kept strictly confidential. The audio recording and raw data will be stored 
securely throughout the project and destroyed by August 31, 2018. 

In addition to submitting my thesis to Royal Roads University, I will be sharing my full research 
findings and recommendations within DRDC for implementation as deemed appropriate and I 
may develop future presentations and written materials. The final approved thesis will be 
accessible publically and published through deposit with the Library and Archives Canada 
(LAC) through the Thesis Canada Portal, and the ProQuest/UMI database. 

If you choose to participate in this research project as an interviewee, you are free to decline 
answering individual questions or you may withdraw from the interview at any time without 
prejudice. If you withdraw, the audio file will be destroyed. Similarly, you are free to choose not 
to participate in the project. Please feel free to contact me at any time should you have questions 
regarding this project and its outcomes. I may be reached at [email address] or [telephone 
number]. 

Sincerely, 
Chris Brosinsky 

                                                 

2 The research submission titled, “Augmentation of Leadership Development Efforts to Improve 

Candidate Effectiveness” was approved by the Royal Roads University Ethical Review Board on July 
25, 2105 and by the DGMPRA Social Sciences Review Board (SSRRB) on October 7, 2015, in 
accordance with DAOD 5062-0 and 5062-1, approval #1490/15F. 
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Your Action: Please send an email response to [email address] at your earliest convenience if 
you are willing to participate and I will seek to make a timely appointment in your calendar. At 
the interview, I will provide a paper copy of the attached informed consent form which requires 
your completion and signature prior to your participation. 



AUGMENTING LEADERSHIP DEVELOPMENT EFFECTIVENESS 115 

Appendix C: Informed Consent for Participation in an Interview 

By signing this form, you agree that you are over the age of 19 and have read and understood the 
letter of invitation for this study. Your signature states that you are giving your voluntary and 
informed consent to participate in this interview activity. 

This interview is being used as a research method which allows you, as the participant, to engage 
in a facilitated dialogue on a specific theme of interest; in this case how leadership 

development efforts might be augmented to improve leadership candidate effectiveness. 
The discussion is audio recorded and transcribed to permit data analysis. All data collected will 
be de-identified. 

I realize that due to our existing relationship, you may feel compelled to participate in this 
research project but please be aware that you are not required to do so. Should you choose to 
participate, it will be entirely voluntary and you are free to decline answering individual 
questions or to withdraw from the interview at any time without prejudice. If you choose to 
withdraw; the audio file will be destroyed. Your choices will not affect our relationship in any 
way. 

 I have read and understood this document and the letter of invitation. 

 I consent to have my thoughts collected by audio recorder, transcribed and analyzed for 
the purposes of this study. 

Name: (Please Print): __________________________________________________ 

Signed: _____________________________________________________________ 

Date: ______________________________________________ 

The research submission titled, “Augmentation of Leadership Development Efforts to Improve 
Candidate Effectiveness” was approved by the Royal Roads University Ethical Review Board on 
July 25, 2105 and by the DGMPRA Social Sciences Review Board (SSRRB) on October 7, 
2015, in accordance with DAOD 5062-0 and 5062-1, approval #1490/15F. 
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Appendix D: Letter of Invitation for Participation in a Focus Group 

Although you may know me as Chris Brosinsky, the Corporate Services Business Manager in the 
National Capital Region, I am also a Graduate student at Royal Roads University in the Masters 
of Leadership Program. I am currently undertaking an Organizational Action Research (OAR) 
project in support of my thesis which is a requirement of the School of Leadership Studies at 
Royal Roads University. You may verify my credentials with the University by calling Dr. 
Brigitte Harris, Director, and School of Leadership Studies at [telephone number]. 

My thesis research is focussed on how leadership development efforts might be augmented to 

improve leadership candidate effectiveness. The research submission has undergone an ethical 
review3 by both the Royal Roads University Research Ethics Board and the DGMPRA Social 
Science Research Review Board. Part of my inquiry involves research within our organization 
(DRDC) consisting of both interviews and a focus group. With this letter, I am inviting you to 
participate in a focus group based on your experience and position within DRDC which is 
inclusive of managing resources including employees. I will facilitate the focus group dialogue 
which will have a maximum of 12 participants of similar experience from within DRDC in the 
NCR. For planning purposes, I anticipate your involvement including pre and post focus group 
discussion and logistics will take 90 minutes; the focus group activity itself is planned for about 
60 minutes. The focus group is planned for [date and time]. 

During the focus group, the dialogue will be audio recorded and complemented by some hand 
written notes. The information will be transcribed for data analysis purposes, and summarized in 
anonymous format in the body of the final thesis. At no time will any specific comments be 
attributed to an individual person unless your specific agreement has been obtained beforehand. 
As this is a group activity, it is not possible to provide confidentiality between participants but 
your comments will be anonymous in the summarized form. All documentation will be kept 
strictly confidential. All audio recording and raw data will be stored securely throughout the 
project and destroyed by August 31, 2018. At the focus group, I will provide a paper copy of the 
attached informed consent form which requires your completion and signature prior to your 
participation. 

In addition to submitting my thesis to Royal Roads University, I will be sharing my full research 
findings and recommendations within DRDC Leaders for implementation as deemed appropriate 
and I may develop future presentations and written materials. The final approved thesis itself will 
also be accessible publically and published through deposit with the Library and Archives 
Canada (LAC) through the Thesis Canada Portal, and the ProQuest/ UMI database. 

If you choose to participate in this research project, you are free to decline answering individual 
questions and can withdraw from the focus group at any time without prejudice. Please note, 
however, that any input you have shared up to the point of your withdrawal as part of this 
collective process is impossible to segregate and delete, and thus will form part of an anonymous 

                                                 

3 The research submission titled, “Augmentation of Leadership Development Efforts to Improve 

Candidate Effectiveness” was approved by the Royal Roads University Ethical Review Board on July 
25, 2105 and by the DGMPRA Social Sciences Review Board (SSRRB) on October 7, 2015, in 
accordance with DAOD 5062-0 and 5062-1, approval #1490/15F. 
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data set within my thesis submission and presentation with DRDC. Similarly, you are free to 
choose not to participate in the project. Please feel free to contact me at any time should you 
have questions regarding this project and its outcomes. I may be reached at [email address] or 
[telephone number]. 

Sincerely, 
Chris Brosinsky 

Your Action: Please send an email response to [email address] by [date] indicating that you 
wish to be included. No response by that date will be considered as a decline and I thank you in 
advance for considering this study. 
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Appendix E: Informed Consent for Participation in a Focus Group 

By signing this form, you agree that you are over the age of 19 and have read and understood the 
letter of invitation for this study. Your signature states that you are giving your voluntary and 
informed consent to participate in this focus group activity. 

A focus group is a research method which allows participants to engage in a facilitated 
collaborative dialogue on a specific theme of interest; in this case how leadership development 

efforts might be augmented to improve leadership candidate effectiveness. The discussion is 
audio recorded and transcribed to permit data analysis. All data collected will be de-identified. 

I realize that due to our existing relationship, you may feel compelled to participate in this 
research project but please be aware that you are not required to do so. Should you choose to 
participate, it will be entirely voluntary and you are free to decline answering individual 
questions and may withdraw anytime during the focus group activity without prejudice. Please 
note however, that any input you have shared up to the point of your withdrawal as part of a 
collective process is impossible to segregate and delete, and thus will form part of an anonymous 
data set within my thesis submission and presentation with DRDC. Your choices regarding 
participation will not affect our relationship in any way. 

 I have read and understood this document and the letter of invitation. 

 I consent to have my thoughts collected by audio recorder, transcribed and analyzed for 
the purposes of this study. 

 I commit to respect the confidential nature of the focus group by not sharing identifying 
information about the other participants. 

Name: (Please Print): __________________________________________________ 

Signed: _____________________________________________________________ 

Date: ______________________________________________ 

The research submission titled, “Augmentation of Leadership Development Efforts to Improve 
Candidate Effectiveness” was approved by the Royal Roads University Ethical Review Board on 
July 25, 2105 and by the DGMPRA Social Sciences Review Board (SSRRB) on October 7, 
2015, in accordance with DAOD 5062-0 and 5062-1, approval #1490/15F. 
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Appendix F: Confidentiality Agreements 

INQUIRY TEAM MEMBER LETTER OF AGREEMENT 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Chris Brosinsky will be conducting an inquiry research study at Defence 
Research & Development Canada to research how it can augment its existing leadership 
development efforts to improve leadership candidate effectiveness? My credentials with Royal 
Roads University can be established by calling Dr. Brigitte Harris, Director, School of 
Leadership, at [telephone number] or email [email address]. 

Inquiry Team Member Role Description 

I have chosen you specifically to provide your expertise and your demonstrated ability to provide 
sage advice as a member of my inquiry team as I pursue this research and subsequently write my 
thesis. As a volunteer Inquiry Team Member assisting me with this project, your role may 
include one or more of the following: providing advice on the relevance and wording of 
questions and letters of invitation, challenging my thought processes in regards to my analysis of 
data and the conclusions I will draw from both that data set and literature. Finally, I would solicit 
your advice and efforts towards assisting me with organizational change process that Defence 
Research & Development Canada may choose to implement from my recommendations. Please 
note that in the conduct of my research and our subsequent interactions, you may be privy to 
confidential inquiry data. This letter serves to invite your valuable assistance, establish an 
opportunity to provide further insight on the support requirements and solicit your acceptance of 
the same based on your schedule and availability. 

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 you as an 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. By signing and dating this form, you will be agreeing to this need for 
confidentiality. 

Bridging Student’s Potential or Actual Ethical Conflict 

In the conduct of this inquiry, I want to be clear that I do not have any power over issues with the 
participants; that is, none of the proposed participants are supervised by me and thus there is no 
ability to exercise influence on their participation through positional or perceived authority. To 
that end, there are no requirements of the inquiry team members in this regard. 

For transparency, I do manage employees who provide services to all of the proposed study 
participants. Participants are permitted to exercise their personal autonomy and can choose to 
participate in the study or withdraw at any time without prejudice. Their decisions are their own 
and the level of support services they receive in future will not be influenced by their choices. 
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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. 

Statement of Informed Consent: 

I have read and understand this agreement. 

_________________________ ____________________________ _____________ 

Name (Please Print) Signature Date 
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INQUIRY TEAM MEMBER LETTER OF AGREEMENT 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Chris Brosinsky will be conducting an inquiry research study at Defence 
Research & Development Canada to research how it can augment its existing leadership 
development efforts to improve leadership candidate effectiveness? My credentials with Royal 
Roads University can be established by calling Dr. Brigitte Harris, Director, School of 
Leadership, at [telephone number] or email [email address]. 

Inquiry Team Member Role Description – Administrative and Logistic Support 

I have chosen you specifically to provide your expertise and your demonstrated ability as a 
member of my inquiry team as I pursue this research and subsequently write my thesis. As a 
volunteer Inquiry Team Member assisting me with this project, your role may include one or 
more of the following: logistic and administrative support to the conduct of research methods. 
Please note that in the conduct of my research and our subsequent interactions, you may be privy 
to confidential inquiry data. This letter serves to invite your valuable assistance, establish an 
opportunity to provide further insight on the support requirements and solicit your acceptance of 
the same based on your schedule and availability. 

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 you as an 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. By signing and dating this form, you will be agreeing to this need for 
confidentiality. 

Bridging Student’s Potential or Actual Ethical Conflict 

In the conduct of this inquiry, I want to be clear that I do not have any power over issues with the 
participants; that is, none of the proposed participants are supervised by me and thus there is no 
ability to exercise influence on their participation through positional or perceived authority. To 
that end, there are no requirements of the inquiry team members in this regard. 

For transparency, I do manage employees who provide services to all of the proposed study 
participants. Participants are permitted to exercise their personal autonomy and can choose to 
participate in the study or withdraw at any time without prejudice. Their decisions are their own 
and the level of support services they receive in future will not be influenced by their choices. 

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. 
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Statement of Informed Consent: 

I have read and understand this agreement. 

_________________________ ____________________________ _____________ 

Name (Please Print) Signature Date 
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INQUIRY TEAM MEMBER LETTER OF AGREEMENT FOR  

TRANSCRIPTION SERVICES 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Chris Brosinsky will be conducting an inquiry research study at Defence 
Research & Development Canada to research how it can augment its existing leadership 
development efforts to improve leadership candidate effectiveness? 

Inquiry Team Member Role Description – Transcription Services 

Transcribe and verify recorded audio files into written form. In the course of this activity, you 
will made privy to confidential 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 you as an 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. By signing and dating this form, you will be agreeing to this need for 
confidentiality. 

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. 

Statement of Informed Consent: 

I have read and understand this agreement. 

_________________________ ____________________________ _____________ 

Name (Please Print) Signature Date 
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Appendix G: Interview Questions 

1. Very briefly describe the nature of your personal training, context and experience with 
regards to leadership development? 

2. Reflecting on your experiences where you personally experienced leadership development or 
fostered someone’s development, describe the key attributes of that process that made the 
greatest differences toward success? 

3. In the way you think about the development of a career, what would you consider the most 
beneficial competencies and capabilities? 

4. How do those change throughout a person’s career? 

5. In its end state, what does the ideal leadership development program produce that excites you 
as a leader? 

6. According to the literature, organizations that have successful implemented leadership 
development programs have conscientiously looked at personal development in a holistic 
way. In particular, programs include elements like experiential learning, mentorship, initial 
and ongoing assessment of capability, consideration of the requirements for each stage of 
career and position. From your experience what is currently working well within DRDC and 
where do you see room for improvements? 

7. What are the challenges that may be encountered to initiate changes in the current 
development program? 

8. In closing this interview, is there anything you would like to add or that has not been covered 
that you would like to share related to leadership development? 
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Appendix H: Focus Group Questions 

1. Reflecting on your experiences within DRDC where you successfully personally 
experienced or fostered someone’s development, describe the key attributes of that 
process that made the greatest differences?  

2. In the way you define leadership development, what would you consider to be the most 
beneficial skills?  

3. Referring to those skills you identified, how do those change throughout a person’s 
career?  

4. What do you think a leadership development program should produce? Capable people 
who . . . what does that like? What are the benefits to the individuals/organization? 

5. Describe your perception of the awareness within DRDC of: a) the expectations of 
developmental programs, b) the understanding of what it takes to get to the next level, 
c) the Key Leadership Competencies.  

6. From your experiences within DRDC in managing yourself and others, what is working 
with the current development programs?  

7. What challenges do you see to implementing leadership development programs?  

8. In closing this focus group, is there anything you would like to add or that has not been 
covered that you would like to share related to leadership development? 

 


