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In this chapter, you’ll learn

P	The definition of leadership development
P	The relationship of leadership development to the strategic plan
P	Objectives and benefits of a leadership development program
P	Critical components of a leadership development program.

2

Filling the Need: Leadership 
Development Programs

n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n n

As noted in chapter 1, a gap in the leadership pipeline is a critical and growing 
challenge for organizations. Although the need for leadership talent is increas-

ing, many organizations have not responded accordingly. Often the reason for inac-
tion is not lack of desire but rather lack of understanding as to what leadership 
development is and how to do it. Leadership development has many definitions and 
can take many forms ranging from a casual ad hoc approach to a highly structured, 
multifaceted formal program.
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Leadership Development Defined
For our purposes, leadership development is a strategic investment in a structured 
process that provides individuals with the opportunities, training, and experiences 
to become effective leaders in their organizations. It is an integrated approach to 
developing their knowledge and skills to enable themselves and their organizations 
to succeed. Leadership is no longer confined to those with titles. Today, leadership 
applies to everyone throughout the organization regardless of rank, title, position, 
or job grade, and an organization’s leadership pipeline must start with people who 
are not leaders yet.

Creating an Organizational Context
Before implementing any program, it is important that those responsible for such 
implementation create a context in which leaders can be successful. The first place 
to start is to look at the organization’s strategic plan. Leadership development at all 
levels must be linked directly to the strategic objectives and challenges facing the 
organization.

Developing a Strategic Plan
Strategic planning is a process in which leaders of the organization imagine a pre-
ferred future and develop the processes, procedures, and operations that will enable 
them to achieve this future.

The strategic plan itself is the written analysis, objectives, goals, and steps that 
explain how an organization chooses to carry out its mission and fulfill its vision. 
For a strategic plan to have any value, implementation and follow-up also need to be 
part of the process. A strategic plan should have the following elements.

Vision

A vision is a wish or dream about how leaders would ideally like the organization to 
be; it is the preferred future. A vision is inspirational.

Basic Rule 2
Leadership can be learned by creating leadership opportunities and 

using those experiences as teaching points.
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Mission

A mission statement describes the purpose of an organization or a sub-group of it. 
It is a general description of what it is that the group is there to do. It grows out of 
the vision. It describes the purpose of the organization, what the organization does, 
for whom the organization works, and in what manner the organization works. It 
tends to be general, which then requires the accomplishment of many specific goals. 
The mission statement provides the broad framework for goals and objectives. It also 
provides guidance for the major decisions officers and managers need to make.

A mission statement is a concise summary of an organization’s reason for exis-
tence that everyone can understand and remember. It should be a single sentence of 
no more than 25 to 30 words.

Values

Values are the collective set of deeply ingrained beliefs, ethics, and priorities that 
guide organizational and individual behavior. An organization’s values should guide 
the identification, selection, training, and development of leaders at all levels.

Goals

Goals are more specific than the mission, may have a short or long timeframe in 
which they are carried out, may change over the years to reflect changes in need or 
demand for products or services, and provide the framework within which objectives 
can be set and measured.

Objectives

Objectives are most specific in scope. They are statements of outcome that describe 
certain conditions that must be met within a specified timeframe. Objectives may 
change within a short timeframe. They are measurable and expressed in quantities.

SWOT Analysis

SWOT is an acronym for strengths, weaknesses, opportunities, and threats. These 
categories of information are traditional bases for determining strategy.

Strengths—An organization’s internal capabilities or resources (within and 
largely controlled by the organization) that are better than those of its competi-
tors. They are areas of value in the organization and among the organization’s 
stakeholders.
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Weaknesses—An organization’s internal capabilities or resources (within and 
largely controlled by the organization) that are worse than those of its competitors.

Opportunities—Circumstances, usually outside an organization, that have 
potential benefit for the organization and provide the organization with the chance 
to explore new directions. They are positive influences over which the organization 
has no control.

Threats—Circumstances, usually outside an organization, that could harm the 
organization; they represent potential dangers that could prevent or inhibit the future 
success. They are negative influences over which the organization has no control.

Critical Success Factors

Critical success factors are the few high-priority areas the organization must manage 
to be successful. They are the characteristics, conditions, and variables that, when 
properly maintained and managed, can most positively affect an organization’s suc-
cess. Some examples are as follows:

P	 maintain financial performance that relates favorably to peer or industry 
norms

P	 develop and maintain high-quality sales and service programs and systems
P	 provide profitable, quality services designed to meet customer needs
P	 establish measurable and attainable growth goals and targets
P	 ensure compliance with applicable regulatory and legal issues
P	 strengthen and promote corporate image in the community.

Critical success factors also apply to the competencies of high-potential employ-
ees. Examples include versatility, flexibility, and initiative.

Determining Leadership Competencies
Once the organization is clear about its strategic direction, including its vision, mis-
sion, and values, the next step is to identify the leadership competencies needed to 
take the organization where it wants to go. The business strategy must drive the com-
petency model, and the competencies must be tied to the desired business outcomes. 
How do you determine the desired competencies? You first determine the business 
requirements that will in turn determine the leadership competencies. Then you 
determine the business challenges and competencies needed to meet those challenges. 
The identification of leadership competencies should be part of the strategic planning 
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process, and one of the best ways to approach the process of identifying leadership 
competencies is to revisit the SWOT analysis that was part of the strategic plan.

If the organization’s top leaders do not want to reinvent the wheel, numerous 
studies have identified many examples of leadership competencies. The most com-
mon examples are listed in chapter 1. However, just identifying the desired com-
petencies is not enough. It is critical that they be further refined by defining them 
in performance-based behavioral terms followed by “so that” and then stating the 
benefits or outcomes. Let’s take a look at the following example:

Competency: Leading Change
Behavioral Description: The ability to lead and manage change within the orga-

nization and help others cope with and manage change (behavior) so that the orga-
nization can respond rapidly and effectively to a changing business environment 
(benefit/outcome).

By stating the competency in behavioral terms, everyone is clear as to what is 
expected as well as the business reason for it. It is also a starting point for identifying 
the metrics or other indicators to measure the competency. You also have a consistent 
set of criteria on which to base selection, development, and leadership assessment. It 
also ensures strong strategic alignment and consistent behavior among leaders at all 
levels. Although senior leaders will ultimately make the decision on the competen-
cies as well as critical success factors, they should first seek input from other leaders 
at various levels throughout the organization.

Once the competencies have been determined and clearly communicated and 
embraced throughout the organization, the logical next step is to equip the organiza-
tion’s leaders with the behaviors, knowledge, and skills to be more effective in serv-
ing their clients and employees. This is accomplished by providing a comprehensive 
and structured leadership development program consisting of competency-based 
learning modules.

Basic Rule 3
Developing a leadership infrastructure will attract and retain top talent 

and can position companies for future success.



n n n n n n n n n n n n n n n n n n n nFilling the Need: Leadership Development Programs      

14

Objectives and Benefits of a Leadership Development 
Program
First and foremost, a leadership development program must focus on business results. 
It must have an integrated approach with a strategic focus that addresses key busi-
ness challenges.

A successful leadership development program must change and adjust to the new 
competitive environment. It must be both company focused and industry specific.

Finally, comprehensive leadership development communicates vision, values, 
and strategy throughout the organization.

The implementation of a well-designed, integrated leadership development pro-
gram will result in tangible benefits for the organization. A successful program will 
enable the company to

P	 develop better leaders
	 Managers will develop a strategic and more global perspective. They learn 

how to become transformational rather than transactional leaders.

P	 create a talent pool
	 A leadership development program will help create a pool of leadership talent 

as well as a cadre of executives who can implement strategy and get results.

P	 preserve corporate culture
	 Participants begin to identify themselves with the organization. They 

embrace wholeheartedly the organization’s vision, mission, values, and goals 
and are committed to creating and maintaining a dynamic, supportive, and 
team-oriented culture.

P	 attract and retain talent.
	 Successful organizations attract successful people. Organizations that value 

Basic Rule 4
Leadership development is a process, not a series of events.
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human capital recognize that investing in high-potential managers is the key 
to maintaining a competitive advantage in the marketplace.

Leadership Development Practices
“Leader Machines,” an article in Fortune by G. Colvin (2007), identified nine prac-
tices shared by those ranked as the “Top Companies for Leaders”:

  1.	Invest time and money. In addition to allocating the necessary financial 
resources, all leaders from the CEO on down must promote and participate 
in leadership development programs.

  2.	Identify promising leaders early. Due to increasing labor shortages, compa-
nies must assess potential leaders earlier in their careers than has been the 
practice in the past. There simply are not enough Gen Xers available to take 
the place of retiring baby boomers.

  3.	Choose assignments strategically. Effective leadership development programs 
must employ a variety of methods, assignments, and activities that are tar-
geted to individual development needs and linked closely to the long-term, 
as well as the short-term, needs of the organization. These experiences must 
be chosen carefully to challenge individuals and force them out of their 
comfort zones so they can really stretch and grow.

  4.	Develop leaders within their current jobs. To counteract turnover and main-
tain stability within the department or business unit, leaders will need 
opportunities to take on short-term assignments and participate in activities 
in addition to their current job responsibilities.

  5.	Be passionate about feedback and support. Frequent, honest feedback coupled 
with a lot of support through coaching and mentoring must become part of 
everyday practice at all levels in the organization.

Noted
Issues of leadership are changing at all levels within organizations. According 

to the SHRM 2006 Talent Management Survey Report, talent management initiatives are a top 

priority in businesses.



n n n n n n n n n n n n n n n n n n n nFilling the Need: Leadership Development Programs      

16

  6.	Develop teams, not just individuals. To support and learn from each other, 
leaders should be put into learning teams to attend training events and 
work on group assignments.

  7.	 Exert leadership through inspiration. Leadership is about creating an environ-
ment in which people are not only motivated but also fully engaged in their 
work. Effective leaders know the difference between compliance and com-
mitment, and they use influencing behaviors to get employees to do what 
the leaders want them to do because the employees genuinely want to do it.

  8.	Encourage leaders to be active in their communities. When leaders get 
involved in their communities they have a greater understanding of the 
relationship between their organizations and the communities in which 
they work. Progressive organizations not only encourage their leaders to be 
actively involved in their communities, but also give them time off to do so.

  9.	Make leadership development part of the culture. Leadership development 
becomes a part of all organization decisions, practices, processes, and objec-
tives. Furthermore, learning leaders are seen as trusted advisers and strategic 
partners who help integrate leadership development into all aspects of the 
organization.

Critical Components of a Leadership Development Program
A successful leadership development program doesn’t just happen. It must be planned 
very carefully and reflect the following components:

  1.	The top leaders of the organization must demonstrate a strong commitment 
to the program.

  2.	The program must be linked to the vision, values, and strategies of the 
organization.

Think About This
As one who is (or will be) instrumental in driving the successful imple-

mentation of a leadership development program, you need to influence others to support 

the leadership development initiative and focus on building relationships throughout the 

organization.
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  3.	The program must be tied to succession planning.
  4.	The program must meet both individual and organizational needs.
  5.	Leadership competencies must be clearly identified, defined, and communi-

cated throughout the organization.
  6.	There must be a developmental assessment related to the leadership 

competencies.
  7.	 Individual development plans must be part of a leader’s performance 

objectives.
  8.	Leaders at all levels must be involved in teaching and coaching.
  9.	Educational activities must be linked to organizational and business issues.
10.	Senior management must monitor the program.

Getting It Done
To help prepare your organization for a comprehensive leadership devel-

opment initiative, complete the Organizational Readiness Checklist in table 
2-1 and then ask the key leaders in your organization to do the same.

Table 2-1. Organizational Readiness Checklist.

Use the following checklist to determine how ready your organization is to implement a 
leadership development program.

Yes No

The organization truly values its employees. q q

Senior management has clearly identified and communi-
cated the organization’s vision, mission, and values to all 
employees. 

q q

Some management development or supervisory skills pro-
grams are in place. 

q q

The organization has a structured performance management 
system that focuses on pay for performance. 

q q

Employees are encouraged to take advantage of educational 
and developmental opportunities. 

q q

continued on next page
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Managers are involved in coaching and giving feedback to 
their employees. 

q q

Managers encourage feedback from those they supervise. q q

Performance standards are in place and are clearly commu-
nicated to employees. 

q q

Employees are encouraged to be proactive and take risks. q q

Senior management is willing to allocate the necessary 
resources (time, money, people) to ensure a successful 
leadership development program. 

q q

Compare the responses. Note which items show a discrepancy in responses, 
then meet with all those involved to discuss their perceptions, the reasons for their 
responses, and identify any actions that need to be taken before you design the lead-
ership development program.

In the next chapter, you will learn about the first step in creating a leadership 
development program, the development of a comprehensive succession management 
system that reaches beyond the C-suite-level positions and includes leaders at all 
levels.

Table 2-1. Organizational Readiness Checklist (continued)




