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THE FUTURE OF LEADERSHIP DEVELOPMENT 

Developing leadership competencies still matters. Businesses and organizations that emphasize 

leadership development see a positive impact across their respective organizations as compared to peers 

that do not. This creates as much as a 30% increase in employee engagement, 23% in innovation, 20% in 

customer/client satisfaction, and 12% in revenue (CEB, 2015). These are significant results that provide 

an advantage for organizations committed to leadership development. However, many organizations fail 

to achieve these results. The landscape of leadership is changing in organizations and determining the 

most effective developmental approaches is increasingly difficult as the level of complexity in information, 

technology, change, and globalization expands.  

The Challenge 

Leadership development needs are rapidly changing and it can be difficult to know what 

trainings/development opportunities will bring a strong ROI. Traditional leadership development models 

such as instructor led trainings, conferences, and technical trainings still provide 

positive outcomes and are relevant, however they are no longer enough on 

their own to provide the leadership background necessary to traverse the 

complexity of current work environments.  With the increased complexity, 

uncertainty, speed of technology, and shifting scopes, the role of the single 

heroic leader is no longer effective (Arseth Insights, 2012). It is increasingly 

difficult to solve these complex challenges singlehandedly.  

What’s Needed 

As the landscape continues to get more complex, leadership development models need to adapt and 

adjust to the shifting context. Leadership development needs to shift focus from individual leadership to 

a model that promotes network leadership, in particular adaptability, flexibility, and system learning. This 

generates leaders that find solutions through network processes, adapt to shifting environments and 

needs quickly and effectively, and utilize their skills in relationship to others.  
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The New Path for Leadership Development  

There are four key findings emerging from research and practice in leadership development fields that 

provide a foundation for next steps in leadership development. The four central areas are:  

1)   Learning from current work challenges. Development today means providing people 

opportunities to learn from their work rather than taking them away from their work to learn. 

This means that leadership development needs to be relevant and applied to current challenges 

and situations in the learner’s current job (Hernez-Broome, G. & Hughes, R., n.d.). Another way 

to frame this is “problem based” learning that is integrated into current work responsibilities.  

2)   Increased focus on “Vertical Development.” Two types of development exist – 

vertical and horizontal. Horizontal development emphasizes competencies and technical skill, 

while vertical development utilizes adult developmental models. Vertical development advances 

beyond just technical skill in recognition that leadership in today’s world is challenged by the 

complexity of relationships, information, technology, and change that takes place around us. 

Vertical development involves engaging the “whole person” and all aspects required of leaders in 

the modern leadership landscape (Petrie, N., 2014).  

3)   Greater focus on collective rather than individual leadership. As the leadership 

landscape changes, the need for “leaders at the top” is shifting to a view that leaders exist at all 

points in the organization. This involves two fundamental 

paradigm shifts: 1) that leadership development looks less like the 

“sage on the stage” form of teaching and learning towards a 

network based learning model; that learning is a collective 

endeavor, and 2) the vital questions are changing from “who are 

the leaders?” to “what are the conditions needed for leadership 

to flourish?” (Petrie, N., 2014). 

4)   Experience-based learning. In order for learning to be ingrained in current work 

responsibilities, learners need to be able to practice and apply concepts and theories. Leadership 

development needs to provide opportunities for the learner to experience and practice in real-

life situations. This can include case-studies, role play, and real life application of theory into 

current work settings.  
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THE EVOLVE DIFFERENCE FRAMEWORK 

One difficult aspect of leadership is that it is so definable it is hard to define. The truth is, if you have a 

definition of leadership, it’s probably right for you and your context. What is known for certain is that 

leadership is about choices. It’s about the choices made at each moment of everyday. As author Chris 

Lowney (2003) wrote, “We are all leading all the time, either well or poorly.” This statement highlights 

the fragility that is leadership. Either the leader is leading well or they 

aren’t. Both are true all the time. Many have experienced the fluctuation 

from individuals they look up to as leaders and have even experienced it 

themselves. Some days we’re on, and some we aren’t. So the question 

becomes, “how can I be the best leader for myself and others the most 

often?” Or, what we call, “making positive leadership choices.”  

In response to the call for leadership development to change and the need for many to make the best 

leadership choices, Evolve Consulting developed the following framework for leadership development 

that emphasizes the “whole person” for developing competencies in emerging leaders. The framework 

involves 3 key areas: Ways of “Being,” Ways of “Seeing,” and Ways of “Doing.” These lenses represent 

the three main aspects of leadership - self, others, and action - and provide a framework for bringing the 

best leadership in any given situation.  

Ways of Being: 

There is no one type of person (personality, strengths, etc.) that leads better than another. 

Each person has a set of strengths, challenges, values, and obstacles to bringing their best 

leadership at any given time. However, knowing how to maximize your talents, gifts, skills, 

underlying motivations and values offers a “leg up” in leadership and provides more context 

and awareness for making positive leadership choices. Ways of Being emphasizes three aspects of self:  

1)   Commitment to authenticity 

2)   Knowing and utilizing strengths 

3)   Leading from values 
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Ways of Seeing: 

Leadership takes place in a context and is entirely situational. This is what makes leadership 

so hard to define effectively. What works for some doesn’t work for others. However, we 

can apply basic human knowledge to most situations and have success. The important step is 

making the connection between Ways of Being – your self-awareness, values, and strengths 

– and how that applies to the contexts in which you lead. From the lens of seeing, we can 

examine how one utilizes their respective strengths and self-knowledge to the context around them. 

Ways of Seeing offers a look at leadership from four relational aspects: 

1)   Interpersonal  

2)   Team/group  

3)  Organizational/systems 

4)   Cultural 

Ways of Doing: 

When most people think of leadership, this is what comes to mind; getting things done. 

There is no doubt that action is a key component to any leadership model or practice, but 

emphasizing action alone is a dangerous way to approach leadership. Understanding Being 

and Seeing provides the necessary context and awareness in which to determine “the best 

actions.” “Doing” just for the sake of “doing” isn’t good leadership. When actions are determined with 

an awareness and through the lens of self and situation, the action ultimately becomes a positive 

leadership choice. Important questions to ask are: “For the sake of what?” and “What’s at stake?” These 

questions engage leaders in determining action that will provide the greatest benefit to the most people. 

An additional key element is having the skills, knowledge, and competencies to carry out effective 

actions. Through the lens of “Doing,” the three main concentrations are: 

1)   Commitment to excellence  

2)  Advancing technical skill 

3)   Goal setting and achievement  
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IMPACT 

Leadership development is only as good as the outcomes it produces for the learners. Overall, the 

impact of the Evolve Difference Leadership Program framework and model increase participant’s 

awareness of their gifts, talents, values, and strengths, increases participant’s capacity to identify and read 

their situation and context, and develop the competencies and commitment to excellence needed to 

lead others. Specifically, impact on the individual in the utilization of the Being, Seeing, Doing leadership 

model materializes in 4 vital capacities:  

Problem Solving – Increased ability to identify problems and root causes, determine an appropriate 

path forward, and develop effective solutions 

Strengths – Increased understanding of strengths and how to effectively apply strengths in changing 

and challenging situations.  

Excellence – Increased capacity to create challenging goals, build accountability, learn new 

information, and achieve identified outcomes 

Communication – Increased aptitude in persuasion, influence, and engaging others effectively in 

interpersonal relationships, team/group settings, organizations/systems, and culturally.   

How an Individual’s Impact Affects the Organization 

Beyond the individual, significant benefits exist for organizations that invest in their employees. 

According to Arseth Insights (2012), companies that prioritize leadership development are 84% more 

effective at raising quality and bench strength of their leadership pipeline, they see a 73% increase in 

employee retention, a 67% increase in leaders’ ability to engage and work collaboratively, and a 66% 

improvement in overall business results. By building leaders throughout the organization, companies 

ultimately foster a culture that is more adept at handling and navigating the rapid change and complexity 

faced today.  
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REVIEW 

With the rapid change in information, technology, innovation and increased 

complexity, the need to develop leadership competencies throughout an 

organization is now more important than it has ever been in history. The 

horizontal development model and heroic leadership is no longer enough to 

handle the complexity of the challenges facing individuals and organizations 

today (Hernez-Broome, G. & Hughes, R., n.d.). Leadership development 

needs to advance into problem-based, integrated, and experiential 

development opportunities that emphasize the “whole person.”  

The Evolve Difference Leadership program offers the opportunity for 

participants to enhance their capacities in navigating complexity through 

learning and applying the framework of Being, Seeing, and Doing. The 

framework builds on the three foundational aspects of leadership which are 

understanding self, engaging others, and action. Through this framework, participants will learn how to 

make “positive leadership choices” in any given scenario that will result in stronger engagement in their 

work, relationships, and ultimately an increase in the value they bring to the organization.  
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