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Introduction

The aim of the chapter is to examine approaches to leadership development in organisations,
drawing on theoretical and empirical literature, in addition to specific case based exemplars.
The chapter will begin by briefly considering the role of leadership theories in the
development of leaders. Next, we examine the factors that play a key role in developing
successful leadership talent. The concepts of what is means to be a /eader and what is
regarded as leadership development (Day, 2000; Hanson, 2013; Clarke, 2013) are explored.
The need for the interface between individual leadership journeys and the development
opportunities offered by organisations is identified (Hanson, 2013) and a framework for
holism for leadership development (Drath et al., 2008; O’Connell, 2014) are discussed.
Overall, the prerequisite to go beyond a static list of leadership development activities to
developing learning interventions that address the needs, environment and context of

individuals and organizations (Petrie, 2011; Hanson, 2013) are deliberated.

Based on theoretical and empirical studies, the authors then present ways in which leadership
development emerges in organisations and identify the range of practices implemented to
facilitate effective leadership. The intrapersonal and interpersonal processes (Day et al., 2014)
of the interventions are considered. Methods of evaluating leadership development
programmes and assessing impact their on individuals and organisations are also presented.
Two case study exemplars are described as examples of leadership development practice. The

conclusion highlights the key themes and identifies future research directions.

Role of leadership theories in leadership development

Leadership development research and practice has continued to evolve as theories and
interventions to support individuals and organizations have been emerged in the quest to build

leadership capability (Hanson, 2013; Day et al., 2013). Conventionally, leadership and
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leadership development theory and research has focused on the individual, determining the
specific traits, personality, behaviours and competencies leaders need to be effective (Yukl,
2013; Hanson, 2013; Day et al., 2013). Considering a broader perspective, the concept of
leadership development is broader in nature, considering the development of leaders and

leadership in the context of change and growth of individuals.

The behavioral approach has been the focus of a number of studies (Tannenbaum, Weschler
and Massarik, 2013). Although it can be argued that behaviors can be learned, it is suggested
that primary interventions for the development of leadership behaviors tend to be based on
short-term training interventions (Day et al., 2013). But as challenges facing contemporary
leaders are ill-defined and leadership work is reliably subject to unpredictable and unforeseen
outcomes, especially in environments characterised as ‘volatile, uncertain, complex and
ambiguous’ (VUCA) ( Johnson, 2012) such training interventions which present leadership
as a set of positive, individual skills and competencies are inadequate for the messy realities.
The contingency and situational leadership theories emphasis this context as the main
dimension in leadership i.e. it is not just about who the leader is, or what the leader does but
about the context in which the leader works. These theories have helped to inform the
relational aspects of leadership development which was previously overlooked. The leader-
member exchange theory (Uhi-Bien, 2006) and the theory of shared leadership (Hillier, Day
and Vance, 2006) has shifted the emphasis from traditional individualistic focus to collective
and social aspects of leadership. More recently, Hanson (2013) highlights the need to explore
the relational aspect of leadership beyond the leader—follower dyad to consider individual and

organizational contexts.

Thus, leadership development appears to be iterative, multi-relational and contextual (Osborn,
Hunt and Jaunch, 2002) and leaders and organizations need support and guidance to navigate
leadership development as a connected and multifaceted frame and not simply as linear
processes (Lowe and Gardner, 2001). Vince and Pedler (2018) therefore strongly argue
against leadership development that only emphasizes the positive and draws attention to the
contradictions inherent in leadership work. As a result of these challenges, more recent
research and practice of leadership has shifted the lens from leadership theories to

understanding and enhancing the developmental processes (Day et al., 2013).

Leader and leadership development



Although there are extensive theoretical and empirical studies on leadership theories, in
comparison, there is relatively limited scholarly theory and empirical research on leadership
development and the practice of leadership development (Day et al., 2014). The complexity
of leadership development requires more than the conceptual definition of leadership.
Identifying a suitable leadership theory is not sufficient to motivate effective leadership as
human development involves a complex set of processes that need to be understood and
addressed (Day, Harrison and Halpin, 2009; Day., et al, 2013; Day., et al, 2014). Also, as the
organizational context and nature of work has moved away from relying on a single leader to
provide leadership of a team, to collaborative and shared processes within an effective team
to constitute its collective leadership (Kozlowski and Bell, 2003; Pearce and Conger, 2003;

Day, Gronn and Salas, 2004), the approaches to leadership development have also evolved.

Over the years, researchers have also sought to distinguish between the concepts of leader
(leader within) and leadership development (leadership in action) (Day, 2000; McCauley and
van Velsor, 2004; Clarke, 2013). McCauley and van Velsor (2004:2) define leader
development as being about ‘the expansion of a person’s capacity to be effective in leadership
roles and processes’ and is therefore concerned with the development of an individual’s skills,
knowledge and competencies associated with formal leader roles (Clarke, 2013). Day (2000)
makes a clear distinction between leader development and leadership development and
suggests that leader development focus on developing individual leaders whereas leadership
development focuses on a process of development that inherently involves multiple
individuals (e.g., leaders and followers or among peers in a self-managed work team). Hanson
(2013: 108) suggests that this distinction is important ‘because leading is both an internal
process of personal discovery of values and beliefs and an external action of influencing,
directing, and building teams and organizations’. He argues that in the plural nature of
developing leaders, the leader and leadership development is also an important construct as
both are interconnected and essential aspects of building leadership talent (Hernez—Broome

and Hughes, 2004).

Thus, leadership development activities cannot continue to be offered without first
understanding and evaluating the interfacing relationship with the individual, their needs and
as well as the organizational context in which they operate. In essence, Hanson (2013:107)
suggests that we need to consider ‘the whole leadership development system before we “do”
leadership development, so both leaders and organizations can map their development effort

in an aligned and supported wapy...... and move away from isolated methods toward an
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interconnected process of personal and organizational discovery and learning’. Through his
research Hanson (2013) has developed the Leadership Development Interface Model which
offers an interconnected perspective of leadership development and explores a “whole
system” view so both leaders and organizations can engage, plan, and evaluate their

development effort in an aligned and supported way.

Thus, overall to address leader development with the individual level focus a set of intra-
personal competencies and skills such as self-awareness, self-regulation and self-motivation
(Day, 2000) have to be addressed through the development process. More recently, it has been
recognized that with increasing unpredictability and contradictions in leadership work (Vince
and Pedler, 2018) a deeper-level personal transformation and self —awareness associated with
leader identity (Nicholson and Carroll, 2013) may also need to be considered in developing
today’s leaders. Research into leader development has therefore focused on understanding
and evaluating formal and informal learning and development process that can contribute in
this regard and how organisations can engage in a collaborative way to support this process
(Day, Gronn, and Salas 2004; Dragoni et al. 2009; Orvis and Ratwani 2010; Reichard and
Johnson 2011; Clarke, 2013). Next, to address leadership development which as seen is a
dynamic process the focus of leadership development shifts towards building social capital,
with emphasis on inter-personal skills development for both the leader and the follower
focusing on relational, collective and social concepts to build trust and respect (Day, 2000;

McCallum and O’Connell 2009).

Developing the ‘leader’ — intra-personal learning content

Research suggests that leading starts with individuals developing intra-personal perspective
in building self-awareness around values, beliefs, character, spirit and personality (Tichy,
1997). In developing the individual leader, focus has to be placed on his or her life experience,
the conscious or unconscious philosophy of life which impact on the values, beliefs and
leading authentically (Avolio and Luthans, 2006; Hanson, 2013). Bennis (1995) suggests
that if the leader is to be effective attention must be given to the leader within. Leaders that
are able to see their whole life as a part of the leadership journey is crucial as building
relationships and trust comes from a leader’s self-orientation (Green and Howe, 2012;
Hanson, 2013). This enables leaders to fully understand their own mind-set and attitude in

relation to why and how they lead (Ready and Conger, 2007).



Thus, in exploring intra-personal aspects of developing a leader, researchers have examined
cognitive and meta-cognitive skills to assessed leadership potential (Marshall-Miles., et al,
2007); the role of personality (Day., et al, 2009; deVries, 2012); leader performance (Strang
and Kuhnert, 2009); experience (Lord ad Hill, 2005; Day., et al, 2009) and leader identity
(Lord ad Hill, 2005; Ibarra et al, 2010; Vince and Pedlar, 2018). Common to the
aforementioned research is the idea that leaders who are able to learn from their experience
are able to enhance their leadership facilitative skills. Specific intra-personal skills which can
be acquired through learning and development processes include complex problem solving,
creative thinking, social judgement skills and solution construction skills (Mumford, Marks
et al, 2000; Mumford, Zaccaro et al., 2000). Mumford et al., (2007) have presented four
leadership skills — cognitive, interpersonal, business and strategic as a conceptualised
strataplex (layered) across the organisation and show that specific skills requirements vary by
organisational level. Mumford et al., (2000) in their extensive research based on U.S. military
leaders also affirm that training assignments to be more effective needs to be tailored to
development needs of individuals. Strenberg’s (2008) suggests the WICS approach to leaders
and leadership development which entails developing and integrating skills of wisdom,
intelligence and creativity are essential for effective decision making. Thus through a planned
process of skills development a leader advances from a novice (i.e. less experience) to an

export (i.e. highly experienced) leader (Lord and Hill, 2005).

Leader development also requires the input from others through feedback and observation
(Hanson, 2013). Leaders require guidance and coaching to consider multi-perspectives and
understand internal motivation (London and Smither, 2002). Introspections of self and others
can help to make personal shifts leading to change in behaviour (McCauley and Van Velsor,
2005; Kegan and Lahey, 2009). Leader development therefore occurs when an individual is
receptive and fully engages with the organisational feedback loops and are committed to
acting on them to improve and enhance the way he or she leads (Alldredge and Nilan, 2000,
Hanson, 2013). However, facilitation and support is required of the organization in this
process to ensure that the feedback is appropriately interpreted and acted on (Rosti and

Shipper, 1998; Goldsmith, Lyons and Freas, 2000).

Another aspect of leader development is the ‘it is ultimately about facilitating an identity
transition’ to create new leadership options (Ibarra et al, 2010:673). Nicholson and Carroll
(2013) establish that ‘identity undoing’ (addressed through moments of being destabilised,

unravelled and deconstructed in leadership development) through exploration of the role of
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power in identity construction using planned and initiated interactions can enable sense
making, learning and relational development. Thus, although starting with the individual
leader, this developmental aspect takes on a multi-level perspective, shifting the focus from
intra-personal to inter-personal content in leadership development. This aspect is explored in

the next section.

Developing ‘leadership’ in organisations — inter-personal learning content

In developing leadership, the emphasis moves from building human capital, which focus
primarily on individual leader attributes (i.e. knowledge, skills and attitude) to social capital
which is about making connections and interactions within a social context (Day., et. al,
2013). Thus, to develop leaders in organizations it is important to understand the development
of social interactions that occur within the leadership process and build those interactive,
technical and connective skills required in the process of leading organizational strategy and
operations as well as leading people and teams (Kaplan and Kaiser, 2006; Hanon, 2013).
Research on leadership development has established that certain psychological processes
(such as self- knowledge, interpersonal skills, communication competence, and cultural
competence) and contextual influences (such as organisational climate group/organisation
composition, economic environment and organisational support for diversity) moderate the
development of high quality relationships in diverse leader-member dyads (Boyd and Taylor,
1998; Scandura and Lankau, 1996).

It has been argued that aspects of leadership development can be built into formal and
informal learning interventions (Hernez-Broome and Hughes, 2004). Gold, Thorpe and
Mumford (2010) suggest that leadership and management development can be both a planned
and deliberate process as well as an emergent one where the process of learning for leaders
and managers takes place through recognised opportunities. A range of interventions can be
developed and initiated to support leaders within this process: strengthen contact within the
workplace through building networks, off-site activities and mentoring; assimilate learning
and insight through leadership training and 360 degrees feedback and improve identification
through job assignments and action learning (Day et al., 2013). Hanson (2013) observes that
such leadership development initiatives can either be stand alone or a menu of connected
interventions. His overview of the mainstream thinking and literature on how leadership

development is approached in organisations includes development of leadership through



leadership competencies or capability indictors, traditional class room based leadership
training, action learning which involves working on real organization issues, 360degree
feedback and executive coaching. These interventions address the role of process in leadership

development.

Some researchers have specifically highlighted the importance of values and emotions in
developing leadership, particularly to develop authentic leadership (Avolio and Gardner,
2005). Feedback as a process of development has been particularly identified as a way of
ensuring longitudinal evaluation at multilevel focusing on intrapersonal and interpersonal
changes to facilitate leadership development. This includes self-assessment not only of how
a leader may view himself or herself, and how others view them but also how individuals
thinks others view him or her (Taylor and Hood, 2011; Day., et al, 2013). This helps a leader
to gain understanding of expectations at various levels within the organisations. This useful
insight can be applied effectively within leadership development to support an individual to
enhance their areas of strength and build of areas of lesser strength. However, individuals
need to be supported through the 360 degree process to ensure that ‘self-and other agreement’
(i.e. how leaders rate themselves and how others rate them) is interpreted appropriately to
maximise learning and development of the leader. Finally, literature suggest that self-narrative
as a method in which leaders’ self-stories also contribute their on-going development (Shamir

and Eilam, 2005).

There also appears to be shift or at least blending of non-cognitive learning with cognitive
learning methods in leadership development to access intuition, feelings, emotions, stories,
active listening, empathy, and awareness in the moment (Taylor and Ladkin 2009). These
authors identified four processes that are particular to the way in which arts-based methods
contribute to the development of individual managers and leaders: through the transference
of artistic skills, through projective techniques, through the evocation of “essence,” and
through creating, which they refer to as “making” of artefacts such as masks, collages, or
sculpture. Other art-based methods and creative techniques introduce leaders to forms of art
such as literature, drama, music and drawing (Springborg, 2012; Sutherland, 2013) to provide
an experiential learning opportunity through which leaders can learn by ‘transforming
aesthetic experiences to develop non-rational, non-logical capabilities and self~knowledge

(Sutherland, 2013:25). These experiences have the potential to connect cognitive and



emotional processes which challenges underpinning assumptions and highlights the relational

and subjective aspect of human experience (Taylor and Ladkin, 2010).

There are also more recent examples of leadership development that look beyond building
capabilities, knowledge, behaviour and performance to focusing on coping with resilience
(Romanoska et al,. 2013) and improving health and wellbeing (Holmberg, Larson and
Backstrom, 2016) that has relevance for leadership roles in turbulent organisations and
fluid work situation in current times. Use of mindfulness practice in leadership
development is another method to enhance managerial leaders’ capacity for self-care and
resilience (Sanyal and Rigg, 2017) and build capabilities of collaboration, resilience and

leading in complexity (Olivier et al., 2016).

Consequently, leadership development is more dynamic than liner and the leader can be
supported through more than one interrelated learning interventions to build knowledge,
engage in sense making and to create shared meaning within his or her context to lead
effectively. There are a number of studies that have adopted a complexity perspective which
require leaders to develop skills in developing and managing networks effectively, engage in
sense making with teams to promote shared understanding, counteract barriers to knowledge
exchange and foster the positive value of tension to build social capital ( Umble et al, 2005;
Bovaired, 2008; Clarke, 2013). Thus the discourses of leadership development now
encompasses not just the functional discourse with emphasis on building and retaining
leadership capabilities for optimum performance but also interpretive discourse to enable
social construction and understanding of lived experiences within the context of work, the
dialogic discourse through activities to explore identity and relational aspects of leadership
which can be liberating and challenging at the same time and the critical discourse which
emphasised value of the ‘whole experience’ engaging with the emotional and moral issues

inherent is leadership practice (Mabey, 2013).

A ‘whole system approach’ to leadership development

The significance of the organizational context, its purpose for leader and leadership
development and the interfacing relationships between the organization and the leader are key

dimensions within leadership development (Olivares, Peterson and Hess, 2007). Hanson



(2013) has developed a four quadrant leadership development interface model that connects
leaders and leadership development with individuals and organisations for which they work.
Through his empirical research he presents ‘an aligned systemic view of the leadership
development interface [which] will lead to more effective and measurable leadership
development outcomes’ (2007:108). His model consists of the leader development at
individual level through the leader reflection and discovery i.e. leader’s own understanding
of how they view themselves and the world around them and how this impacts on the way
they lead. Self-assessment, personality diagnostics, personal narrative, mind mapping can
be used as development tools for leaders to ascertain and challenge their values, personality,
personal well-being, authenticity, character/ qualities ad personal goals/vision.  Second,
leader development at organizational level can be best achieved through leader multi-level
feedback i.e. formal assessment, 360 degree feedback, uncovering multi-stakeholder
perspectives, measuring ability/ potential and coaching to ascertain how they are doing and
to highlight areas of development as mentioned earlier. Third, leadership development needs
a learning place that is real and supported, and has a context and purpose and is fit both for
the individual and organizational performance. This can be addressed through performance
expectations, providing an appropriate learning space, succession planning, action learning
and ability to work within the organisational leadership culture. This can add a critical aspect
to leadership development. Finally, leadership development can build skills and behavior that
lead to effective leadership learning as an outcome and action. This can be achieved through
competence/ skills training, building networks and connections within the organisation,
formal and informal life-ling education, team and hierarchical interactions. Here, appropriate

interventions and processes can be mapped and implemented.

These four aspects within Hason’s (2013) model offer classification of development activities
and processes. However, although leaders may spend some time of their leadership journey
in each of the quadrants, the alignment and interconnectedness of these four aspects provide
a holistic framework for both leader and leadership development ‘offering opportunity
towards more meaningful, measures and successful leadership improvement for both

individuals and organizations’ (2013: 113).

Another simplified framework for development of both intrapersonal and interpersonal
leadership capacities across the individual’s career and life span is offered by O’Connell
(2014) which incorporates key capabilities required for 21% century leaders. He offers five

‘web of belief” synthesised from established and emerging leadership scholarship — learning
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(creativity/expertise), reverence (rational/ collective), purpose (self-regulation), authenticity
(self-awareness/ positive moral perspective) and flaneur (balance / reflexivity) as constructs
as a guide for leaders to adapt to new information, new experiences, new levels of
complexities and new context over the course of the life the career spans. These ‘webs of
beliefs’ with their associated behavioural practices create a doctrine for holism for leadership
development. (Drath et al, 2008; O’Connell, 2014). This framework also offer a basis for
mediating shared meaning and developing common understanding between the leader and
groups with diverse ideas and orientations with possibilities for interpretative, dialogic and

critical leadership development discourses (Mabey, 2013).

Evaluating leadership development

As leadership development continues to be redefined in the changing context of the
organization and work, new approaches and models of evaluating leadership development
interventions have been considered both in research and practice. Taking into account content,
process and outcome, few studies examine the behavioural, psychological and financial
impact of leadership development. Traditionally, evaluation approaches tend to focus
primarily on the individual leader (Belling, James and Ladkin, 2004; Holton and Baldwin,
2003; Kirkpatrick, 1998). However, in light of recent trends in relation to leadership
development investment there is an increased emphasis on the return on investment and
impact evaluation. Identifying appropriate markets and proxies to track over time has received
increased attention. Consequently, the long-term impact of leadership development at the
organizational level has become an important consideration (Collins, 2001). It is also
suggested that leadership development can achieve community-wide goals such as
improvements in health and public welfare (Martineau and Patterson, 2010), extending the
evaluation of leadership development beyond the organizational level to encompass and

community and social perspective.

Day’s (2000) review of effectiveness of popular leadership development practices makes a
distinction between leader development (human capital) and leadership development (social
capital). Gardner et al., (2005) have offered a model of authentic leadership evaluation that
includes cognitive elements focusing on leader and follower self-awareness, individual
leader-follow behavior, the historical and proximal contexts, taking into account previous

experiences of individuals as well as the organizational climate. Here, the primary evaluation
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criteria was at the individual level. Ely et al, (2010)’s evaluation model is an integrative
framework for evaluating leadership coaching based on Kirkpatrick’s four-level taxonomy
which takes into account the factors that bring about positive coaching outcomes such as
rapport, trust and collaboration in the relationship as well as the challenges and support as a
part of the process. Orvis and Langkamer (2010) also focus on both the process and the
outcomes in their model for evaluating leader self-development with specific emphasis on
content relevancy, learner engagement, challenge, structure and experiential variety. Hoppe
and Reinelt (2010) shifted the focus of leadership evaluation to impact on leadership

networks, highlighting the need for evaluation at community level.

Several authors advocate a layered approach to evaluation of leadership development. For
example, the EvaluLead Framework (Grove, Kibel and Hass, 2007), offers a comprehensive
methodology that advocates evaluating four parameters of leadership training and
development — the context (purpose), results types (forms/ depth of change required), domains
of evaluation (personal growth, job/career performance, social systems change, organisational
outputs and values, community norms) forms of inquiry (approaches to collecting data).
Similarly, Clarke (2012) put forward a multilevel evaluation model following calls from the
practitioner and academic community for more integrated approaches to theory building in
leadership. His model consists of five levels of analysis — individual (leader/ follower), dyad
(leader-follower), team, organisation and community. Here, at individual level, the leader’s
knowledge, skills, behaviours, identity and self-awareness is assessed alongside the follower
motivation, trust, organizational commitment and performance. The relational quality and
building of social capital is analysed at the dyad level. The leadership impact at the team and
organisational level is evaluated through its effectiveness and performance at these levels.
This model recognizes the need to shift the emphasis of evaluating leadership development
from individual level to analysing patterns of relationships and overall impact at team and
organizational levels. This is taken a step further by Edwards and Turnbull (2013) who
advocate that the cultural context in which leaders are developed must be integrated within
the evaluation process. They suggest a cultural approach to evaluating leadership
development involving multiple stakeholders with multiple perspectives across the

organization and community.

Thus, overall the impact of leadership development in today’s organizations needs to be
considered at individual, organizational and community levels (Clarke and Higgs, 2010;

Clarke, 2012) and take into account content, process and outcomes.
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Examples of leadership development practice

There are numerous examples the authors can draw on in relation to the own experience of
leadership development in practice, as both lead, manage and teach a number of work-based
leadership programmes for senior practitioners in their role as Academic Practitioners. In this
section, the authors outline two case exemplars, illustrating different approaches to bespoke
partnerships between a Higher Education Institution in the United Kingdom and two large

public sector and private sector organisations.

The Postgraduate Certificate in Strategic Leadership is a one-year work-based learning
programme specifically designed by Middlesex University Business School in collaboration
with an English NHS Mental Health Trust to develop the skills and strategic capability of
leaders and managers in the Trust. The aim of the programme is to enable senior leaders to
address the challenges facing them in the context of the organizational changes and to enhance
their leadership skills for meeting these challenges successfully within a strategic context. The
programme has been validated in partnership with the organization to a postgraduate level

academic qualification.

The programme consists of four dedicated leadership development workshops incorporating
content on understanding leadership strategy, leadership style and impact, leading quality
improvement and transformational change in organisations. These workshops are designed in
partnership with the organisation and delivered jointly by Middlesex tutors and key personnel
from the Trust. A key component of the programme is action learning which takes place in-
between these workshops. Peer learning is key to the action learning process and each of the
three ‘set’ is facilitated by experienced tutors from Middlesex University to support the set
members to think and reflect together on the practice of leadership. Each participant is
support to undertake a 360 degree feedback, including one-to-one support to interpret the
feedback and act upon them. Assessment comprises a reflective review of professional
learning and literature on leadership and critical reflection of their personal leadership journey
in the implementation of a ‘stretch-project’ within their workplace. The overall programme
starts and ends with two conferences which is aimed at the beginning to embed the
organisational strategies within the leadership development practice and at the end to

showcase key learning from individual leadership projects and share learning journeys stories
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with peers and other organisational stakeholders. The impact of the programme, both for
individual participants and the Trust is evaluated through a pre-and post-evaluation
questionnaire, including self-assessment on personal and organisational impact and a focus

group is structured to capture participants’ experiences of this programme.

Thus this programme has been designed to fully address the leader and the leadership
development. The alignment between the individual participants and the organization has
been addressed by ensuing that key messages and expectations from the organization is
delivered within the workshop content to present a connected and meaningful understanding
of the topics covered within the programme. This aligned the theory and practice of leadership

so that participates could relate one to the other.

The Masters in Administration in Management International Payments Ecosystem is a two-
year work-based learning programme specifically designed by Middlesex University
Business School in collaboration with a Global Payment Company. The overall purpose of
the postgraduate programmes at Middlesex University is to develop professionals who can
manage ethically, sensitively and holistically in a range of organizations in an increasingly
global and rapidly changing environment. For the Global Payment Company the programme
enables the organization to attract, develop and retain talent to further strengthen its pre-
eminent position in the payments industry. More specifically, the programme aims to develop
industry-specific expertise, strategic thinking and leadership capability; to enable participants
to contribute to key strategic issues, to develop critical thinking and to drive networking and
exposure of participants across/within and beyond the organization. The programme also aims
to develop individuals to manage successfully and ethically across their organization(s) in an

increasingly global, diverse and dynamic business environment.

The programme is split into four interrelated phases. The first phase enables participants to
develop skills in reflective practice in order to distil their learning from their organization's
leadership development programme and to facilitate the application of this learning through
a leadership development project to enhance their practice in their organizational setting. This
phase provides participants with the opportunity to undertake and report upon a relevant
leadership and management project to reinforce and embed their understanding of their own
leadership practice. The second and third phases enables to participants to focus on specific
aspects of their leadership knowledge and behavior, including strategy, value creation and

ethics. In the final phase, participants engage in a research project of their own choosing,
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focusing on a particular organizational challenge, applying their knowledge and skills as
appropriate through an action research approach, to instigate, and in some cases, evaluate

change.

The impact of the programme is evaluated through a variety of methods which takes into
account content, process and outcomes. Questionnaires are various check-points assess
participants’ engagement with the programme. The module and phase assessment captures
the participants learning, the changes that occur at the individual, group, team and

organizational level, where applicable.

Currently neither the Postgraduate Certificate in Strategic Leadership or The Masters in
Administration in Management International Payments Ecosystem have longitudinal
evaluation methods in place at the University level. The Global Payment Companies tracks
retention and progress on an ongoing basis which provides an indication of the return on
leadership development investment. However, the degree to which retention and progression
can be attributed to the programme is questionable in the absence of the explicit alignment

between these measures and participant engagement with the programme.

Conclusion

Leadership development is both simple and complex (Edwards and Turnbull, 2013). At the
simplistic level, leadership development focuses on the interpersonal, the skills, experience,
learning, and personality of the individual leader. At a complex level, leadership development
encompasses the organization, community, and society, recognising that leadership is
dynamic and is present at all levels in the system; individuals work with groups, teams,
organizations and the wider context. For those engaged in leadership, the need to recognize
and work within a complex adaptive system with unpredictable with unforeseen outcomes, is
a necessity. We believe that in developing leadership talent in organizations today both the
leader and approaches to leadership development need to be aligned to achieve both
individual development as well as organizational impact. In practice, this will require a
blended learning approach using a range of interventions, both planned and emergent, offering
opportunities for interpersonal and intrapersonal learning. Thus, alongside workshops and
taught sessions, individual leadership development through coaching and/or mentoring,
action learning, organizational theme based conferences, networking opportunities and

project work will enable the exploration of leader identity, emotional and ethical issues as
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well as relational and social construction and interpretation of lived experiences within the

context of the work environment.

There are a number of future research directions; perhaps the most compelling is the need to
work with organizations’ agendas. Organizations primary concerns encompass how to
develop leaders and leadership effectively and efficiently, directing resources at the right time
and the right place. This is not without difficulties and challenges, hence the number of studies
undertaken over the last 25 years and the ongoing need to re-define and test models and
methodologies, underpinning the longitudinal nature of this subject area. In light of the
changing environment and the impact this has on business practices, future studies which can
provide a spotlight effect which illuminates the what (Ieadership theory) and how (approaches
to leadership development), defining primary concepts and distilling the evidence which

demonstrates effectiveness and efficiency will be a necessity.
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