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Introduction 
 
 

“Leadership and learning are 
indispensable to each other.” 

                                                                                                      ~ J. F. Kennedy, 35th President of the United States 
 
 
‘Leadership is key.’ This principle is one of the 
central pillars of governance in public service. 
Leadership is key because it is the component 
that unlocks the potential of other gears essential 
to driving good governance and organisational 
effectiveness. It has a multiplier effect. 
Leadership influences strategy, people and 
processes, and leadership practices create ripple 
effects throughout an organisation. The 
development of good leadership, at all levels, in 
the public sector is vital.  
 
In the past decade, there has been increasing 
importance placed on leadership development in 
organisations. This is reflected in the expansion 
of resources being invested in the development 
of leaders - increases in finances budgeted, 
dedicated headcount, and also training time set-
aside for leaders to attend programmes.  
 
In recent years, global human capital trends show 
that leadership and leadership development is a 
top concern for organisations. There are several 
reasons for this. First, it has become more 
obvious that there is a strong relationship 
between the quality of leaders and the 
effectiveness and health of organisations. 
Second, organisations have begun to realise that 
it is difficult to find enough qualified leaders 
needed to fill all the positions that need good 
leadership, and that it is vitally important to 
cultivate a strong pipeline of leaders within their 

organisations. Third, the increasing speed of 
global change and change within organisations 
has created massive shifts in the nature of work 
and of the workplace. Good leadership at all 
levels is needed to help navigate these changes 
effectively. This is true for all sectors – private, 
non-profit and government. Although a greater 
emphasis is being placed on the development of 
leaders, there is a wide range in the quality and 
effectiveness of leadership development 
interventions. Research has indicated that only a 
small proportion of organisations rate their 
leadership development programs as highly 
effective.1 
 
When leadership development is done poorly, 
leaders may leave programmes ‘satisfied’ with the 
experience, thinking that they now ‘know’ 
leadership because they have gained knowledge, 
but thereafter they show little evidence of 
behavioural change. Worse, leaders may be put 
off by the entire experience and feel that it was a 
waste of time without a specific work application 
or broader practical utility.  
 
When leadership development is done 
effectively, there is the real possibility of 
sustained personal change and a high probability 
of positive impact on colleagues and on the 
broader organisation. 
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This guide – intent and focus 
There is a broad range of methods that 
organisations can use to develop their leaders. 
Techniques range from how leaders are deployed, 
to how they are appraised, to the types of 
‘interventions’ that they are put through. Among 
these, formalized leadership development 
programmes are by far the most common method 
utilized by organisations to develop their leaders.  
 
Undoubtedly, programmes have the potential to 
effect growth and change in leaders, and indeed 
many do – research shows that 46% of senior 
executives experience these programmes as rather 
effective or extremely effective.2

 
However, positive leadership impact from a 
programme is not a given, and how effective 
programmes are depends on many of factors.  
 
This guide focuses on the use of leadership 
development programmes as interventions to 
develop leaders. Based on input from practitioners, 
practice experience, and supported by an extensive 
literature survey, CIG have developed a ‘Practice 
Guide’. This guide is specifically designed for 
practitioners (mainly in Human Resources and 
Organisational Development) and leaders heading 
up agencies that plan and implement programmes 
for the development of leaders.  
 
The guide is intentionally practical, and outlines a 
five-step process to implement a tailored approach to leadership development programmes within any 
organisation. We hope that senior leaders and those responsible for leadership development in 
organisations will find this a useful reference in at least two main ways:  
 
1. When organisations are considering introducing formal programmes to train and develop leaders, 

this guide will inform the thinking and planning process to provide guidance, specifically:  
 

a) For leaders sponsoring or heading up leadership development programme initiatives – it provides 
an overview of the strategic and practical issues of such an endeavour.  

 
b) For those directly involved in planning and execution – it provides a useful roadmap of the phases 

that are needed to bring such an initiative to fruition.  
 

c) For those engaging the services of consultancies for programme design and delivery, this guide 
helps navigate a tricky process. It is important to have sufficient understanding to be able to speak 
knowledgably with consultancies, to put together specifications for procurement, and to evaluate 
their offerings.   

 
d) For those starting up an institute or a department to provide leadership development programmes, 

this guide provides a good ‘lay of the land’. 
 
2. If organisations already have a programme or a set of programmes for the development of leaders, this 

may help them to review current practices, and consider possible enhancements.  

When leadership programmes succeed… 

1. Leaders become more aware of themselves and 
their impact on others 
“As I have a better understanding of my weaknesses as a leader, 
I am more aware of what I need to do or look out for in order to 
be balanced and effective.” 
 

2. Leaders gain clarity about their role and the impact 
they want to make 
“The real value for me was realising that there was value to 
invest time to think about my leadership focus, how to build the 
brand and identity of the organization, how to develop and 
engage the staff.” 

 
3. Leaders shift their mindsets 

“Being more positive and adopting growth mindsets amidst the 
challenges faced at workplace...” 

 
4. Leaders are more equipped and confident 

“…better at managing frustration levels… more confident and 
comfortable with some amount of disequilibrium and struggling 
during [the] change process” 

 
5. Leaders change their behaviors and that impacts 

work 
“I am more cognizant of the needs of the situation / persons 
involved and have consciously adjusted my style. I was able to 
observe improvements in efficiency in a number of instances.” 
 

6. Leaders champion the development of other leaders 
“I discussed with my team leader on how best I can complement 
him in leading our team. That openness…helped me to 
understand my team leader better. I was able to motivate him, 
giving him space to develop his team.” 
 

* The above are examples taken from the programme impact 
evaluation responses of participants of first line, mid-level and senior 
public sector leadership programmes. 
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Philosophy, concepts and principles 
of leadership development 
 
Before diving into the pragmatics of implementing any leadership development programme, it is 
worthwhile to step back and ask ourselves some fundamental questions:  
 

‘What is leadership development?’ 
‘If we are putting leaders through a development programme, what changes are we hoping to see?’  
‘What is needed to bring about those changes?’ 

 
Without clarity on these issues, there is a danger that any programme intervention becomes a shot in the 
dark. If we understand what leadership development is, and what develops when leaders develop, we have 
a better idea of what a leadership development programme is meant to achieve and what desired outcomes 
it should be targeting. If we understand what specifically enables the development of leaders, then we are 
able to design progammes that include or influence those elements that encourage leadership growth. 
Therefore, this guide dedicates a little time to introducing key concepts in the field of leadership 
development. 
 

What is leadership development? 
Traditionally, leadership development has been equated with the development of individuals who hold 
some position of authority. This is because leadership was viewed as an individualised capability, where 
individuals in positions of authority led, while others followed. In that context, people looked to individual 
leaders to set the direction, create alignment, and motivate commitment towards that direction.   
 
However, in recent years, greater emphasis has been placed on leadership as the capacity of a group, where 
instead of individuals creating direction, alignment and commitment, it is more realistic to see it as an 
outcome of collective, interactive activity.  
 
A distinction can therefore be made between leader development and leadership development. Leader 
development has been defined as the ‘expansion of a person’s capacity to be effective in leadership roles 
and processes. In contrast, leadership development is ‘the expansion of the organisation’s capacity to enact 
the basic leadership tasks needed for collective work: setting direction, creating alignment, and maintaining 
commitment’3. Leader development is focused on the growing of individuals’ intra-personal capacities and 
competencies. Leadership development involves building and strengthening the interpersonal connections 
between people, leaders, or leadership teams so that the collective capacity of the group to lead together is 
enhanced. In a way, leader development is about human capital while leadership development is 
about growing social capital.4

 
It is important to be clear about these distinctions, because depending on the target objective of 
development – leader or leadership – interventions should be designed differently, even though the generic 
term ‘leadership development programmes’ may be used. While it is more common for programmes to be 
used for the purpose of leader development, there are times where the primary purpose is the development 
of a group’s leadership capacity, rather than the development of individual skills and capacities. This is 
especially so at senior levels and with intact leadership teams.  
 
At the same time, leader development actually does form one aspect of the broader concept of leadership 
development. To develop a group’s capacity to lead together, it is still necessary to have group members 
who already have the capacity to exercise individual leadership. Thus, in leadership development 
programmes, the focus on junior level programmes is usually on leader development and less on 
leadership development. For senior programmes, the reverse is true, where more might be done to develop 
the collective, by how the leaders can lead together.   
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Leader development  
What develops when leaders develop?  
In the Lessons of Experience studies conducted by the Centre for Creative Leadership (CCL), two main 
research questions were asked: “what are the leadership lessons that leaders learn through their 
development journey as a leader?” and “how did they learn them?”. Figure 1 shows the top lessons learned 
by organisational leaders in China, India and Singapore.  
 
When leaders expand in their capacity to be effective in leadership, they develop in a variety of ways that 

may be grouped into three main 
categories:  
 
First, and most obviously, they grow in 
their skills and capabilities. At 
different levels of leadership, individuals 
learn and master new skills to handle 
various situations relevant to their 
formal roles as managers. Examples of 
these skills include delegation, giving 
feedback, listening, questioning, and 
coaching. 
 

Second, leaders grow in their knowledge and appreciation of context. Leadership is highly contextual, 
and a leader needs to be able to sufficiently understand a particular context in order to lead well in it. That 
is why each time a leader moves into a particular organisation or sector, time must be invested for them to 
gain a minimal appreciation of the 
operating context, in order to lead 
effectively. This is important for a 
leader’s effectiveness and is why, 
for instance, that the Singapore 
Public Service dedicates a 
significant amount of training 
time to ensure that leaders at 
various levels understand the 
issues related to the context of 
governance, such as the business 
of government. Contextual 
knowledge may also include 
functional or technical skills 
needed by leaders to perform 
managerial responsibilities. 
Examples include budgeting, 
procurement, and sector-specific 
policy issues.  
 
Third, when leaders develop, they 
also experience personal change 
in deeper ways. These changes 
include shifts in ways of thinking, 
assumptions, mental models, and 
self-identity. Often these changes 
are transformative in nature, in 
that they alter how a leader sees 
and processes situations, and how 
he or she would respond.  
 

Skills and Capabilities

Appreciation of Context

Personal Change

 Fig. 1: Centre for Creative Leadership, Lessons of Experience Research (2008-9) 
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Effectively, development is an expansion of the leader’s ‘container’ of leadership – the ‘person’ of the 
leader. In a way, this ‘container’ determines how he/she uses his/her knowledge and skills in the moment. 
Sometimes it is not a lack of what knowledge and skills prevent leaders acting best in a situation, but how 
they see things or perceive themselves. Conversely, when leaders develop their capacity to lead more 
effectively, it is not because they are more knowledgeable or skillful, but because they have changed in who 
they are as a person. In the past decade, leadership development researchers and practitioners have focused 
on this foundational aspect of development. This is because a leader who first shifts in this aspect, will then 
exhibit an increased drive to attain and apply the relevant skills and knowledge in order to lead well. 
 

When do leaders need to develop? 
While it is it more and more true that learning 
and development needs to be happening all the 
time, there are crucial points in a leader’s 
journey where development is more important, 
and if leaders do not develop at these points, 
there is a danger that they might become 
ineffective and their careers may be derailed.  
 
Ram Charan5 saw these points to be key 
transitions in a leadership journey, occurring 
when a person first takes on the supervision of 
another person for the first time, or when they 
move from leading a team to leading a 
department, where they are leading several 
leaders of teams. Figure 2 shows the transitions 
common to most organisations. While the 
career transitions are universal, the timing 

and nature of these transitions would naturally differ from organisation to organisation, or profession to 
profession. For each of these transitions, the changes in role and responsibilities mean that leaders will need 
to develop new skills, expand their understanding of their operating context, and challenge their existing 
mindset in order to be effective. Not only do leaders need to adopt new perspectives and develop new 
capabilities, they will probably also need to ‘unlearn’ some habits they have picked up along the way. They 
have to take on, but they also have to let go. 
  

What enables the development of leaders? 
As much as this guide is focused on programmes as leadership development interventions, it is important 
to recognize that a large proportion of leader development can be attributed to other factors. Being aware 
of this helps us better appreciate the role that programmes play and how to better design programmes so 
that they integrate with and add value to the entire development process.  

Fig. 2: Six Leadership Passages - Ram Charan 

Fig. 3: 70-20-10 Ratio of Development Factors 
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Research has shown that a leader’s development can be attributed to three major sources: on-the-job 
experiences, developmental relationships, and formal training. From 30 years of their Lessons of 
Experience research, which explores how executives learn, grow, and change over the course of their 
careers, the Centre for Creative Leadership (CCL) suggests a 70-20-10 ratio, where successful leaders learn 
within three clusters of experience: challenging work assignments (70%), developmental relationships 
(20%), and coursework & training (10%). Figures 3 and 4 expand on these factors.  

 
Generally, researchers and practitioners agree that these proportions are not to be taken rigidly, and more 
importantly, the three developmental experiences act interactively and complementarily. Often, leadership 
programmes play an important catalytic role in this development process. For example, a leader may be 
challenged by a framework introduced in the programme to re-examine how she handles meetings and the 
team conditions that she creates at work. She later seeks feedback from a colleague and tries something 
different in meetings, resulting in her learning a different way of leading. This represents an expansion of 
her leadership capability.   
 
 

Source: Centre for Creative Leadership. Lessons of Experience Research, 2008-9 

Fig. 4: Experiences Leaders Cite as Critical in Developing their Managerial and Leadership Skills 
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Implications of these concepts for practice 
All these concepts have direct implications for leadership development practices. Knowing and 
understanding these concepts helps to clarify:  
 

1. The general growth areas that development programmes should target 
2. How a programme’s impact on leadership growth should be evaluated 
3. The strategic points in a leader’s career or developmental journey where programmes should be 

inserted, to catalyse leadership growth and learning 
4. How to position leadership development programmes among other influences (i.e. work 

experiences and relationships) for a leader’s development 
5. How to design a programme so that it brings these other influences into play.  
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Leadership development programmes – 
Guiding Principles 
We have identified a number of key principles that should be considered in order to reap the full benefits 
of leadership development programmes. These principles guide the conceptualisation, planning, designing, 
and implementation of programmes, and provide markers by which activities can be judged.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 Aligning leadership development with strategy 
 
In creating the ONE Healthcare Leadership Framework, Dr. Bernard Lim shared that the starting 
point was understanding how the Singapore public healthcare system needed to transform.  The 
transformation was encapsulated in the ‘3 Beyonds’ - Beyond Hospital to Community, Beyond 
Quality to Value, and Beyond Healthcare to Health.  It was against this backdrop that further 
conversations with over 100 leaders across all levels, professions, and clusters were held, to 
engage them on the organisational and leadership shifts that were needed to enable this 
transformation to take place. Three important paradigm shifts were identified, along with a set of 
values and qualities that leaders in healthcare need for the future. The three important leadership 
shifts are: 
  
1. Shifting from expert as leader to expert leader 
2. Going beyond developing leaders to developing collective leadership 
3. Moving from leading institutions to leading in healthcare ecosystems 
  
This leadership framework provided a common vision and language as well as strategic and 
directional clarity to guide the identification and development of leaders within the healthcare 
family. Leadership development is not done in a vacuum but rather remains strongly grounded to 
organisational vision and purpose; it is seen as an important pillar to the strategy for making 
vision for change an everyday reality. For Dr Bernard Lim, the process through which this 
framework was created was as important as the outcome itself.  The high level of engagement 
and consultation with senior leaders across diverse parts of the organisation gave this legitimacy, 
relevance, and ownership. In many ways, the organisation development and transformation work 
began during those early conversations as leaders got together to share their vision for 
healthcare, to explore what it would take to grow into that vision, to discuss what the 
opportunities and challenges would be, and what leadership actions and capabilities would be 
needed. 
 
 - Dr. Bernard Lim, Director, Leadership and Organisational Development Division, MOH Holdings (MOHH) 
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There are 7 principles in total. For programmatic interventions to be maximally effective in developing 
leaders, they ideally need to be: 
 

1. Supported from the top and from key stakeholders 
2. Aligned with organisational strategy and business context 
3. Coherent with the rest of the system’s processes  
4. A collaborative effort 
5. Part of an integrated leadership development architecture  
6. Tailored to the organisation’s participant profile  
7. Designed with a clear evaluation philosophy and approach. 

 

Principle 1: Support from the top and from key stakeholders 
Ideally, leadership development in an organisation should be owned and driven from the top. Even if the 
initial impetus does not come from senior leaders, successful and sustainable leadership development 
programmes need their support. They should have sight of the programme’s objectives, awareness of the 
profile of participants, an overview of the programme design and be kept informed of outcomes. The future 
of the organisation and the cultivation of its future leadership talent pool are inextricably linked. This means 
that, preferably, leadership development programmes should not only have the passive support of senior 
management but also their active interest and involvement. Beyond getting support from senior leaders, 
the other key stakeholders that may need to be consulted include the HR department of the organisation, 
the participants and their supervisors. Table 1 shows various groups of stakeholders and their perspectives 
and concerns.  
 

Principle 2:  Alignment with organizational strategy and business 
context 
For leadership development programmes to be relevant, the focus and content needs to be aligned with 
organisational strategy. What is the environment of today, and tomorrow, that the entity needs to function 
in? What is its strategy for relevance? What leadership is needed to bring that strategy to reality? For any 
organisation to succeed, it must have leaders with the right capabilities, who believe in its direction, and 
who hold values that are in step with the organisation. This means that leadership development 
interventions have the potential to be a vital factor in the organisation’s long-term success.  
 
Conversely, leadership development 
programmes can be also be seen as irrelevant 
if they are not perceived to be contributing to 
the contextual reality of the organization. To 
remain relevant, programmes need to support 
the development of leadership capabilities that 
are not only necessary for today, and are 
possibly absent in the organization, but they 
also need to target capabilities that would be 
needed in the future.  Moreover, apart from playing a developmental function, leadership programmes are 
often important vehicles for values cultivation, culture-building and vision alignment. The explicit 
articulation of these intentions allows for clarity of purpose and the appropriate designing of programmes.  
 
In recent years, due to a rapidly changing environment (e.g. a shifting government-citizen compact, 
demographics, digital disruptions, the rise of social media, etc.), the public sector in many countries has had 
to undertake massive transformation initiatives. At the heart of these transformations is the need to address 
and challenge ingrained culture and practices.6 Rapid environmental change requires the public sector to 
build critical new capabilities such as collaborative leadership, engagement, change leadership, and 
facilitative leadership. These needs have rightfully shaped the substance and form of leadership 
development for the public sector. 

“A programme floating in a void, 
that is not tethered to purpose, is 

consigned for oblivion.”                                                                                                    
 

~ Michael Jenkins, CEO Expert Humans 
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Table 1:  Stakeholders and their Concerns 
 
There are multiple stakeholders for any leadership development programme - each offering 
important perspectives to consider in the design of the programme. 
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Principle 3: Systemic coherence  
Many organisational factors affect the 
development of leaders. Figure 5 shows the 
various organisational processes that have an 
impact on a leader’s growth. Formal 
programmes are only one of several 
interventions that organisations can utilise to 
develop leaders. Given that a leader’s 
development is also enabled by work 
experiences and relationships (the 70:20:10 
framework), there are many other factors that 
play a part in determining how leaders grow in 
their capacity to lead, such as the roles they are 
placed in, how their performance is managed, 
what they are rewarded for, how they are 
supervised, what resources they have to 
develop themselves, and the kind of leadership 
culture they experience.  
 
Those leading the conceptualisation and design 
of programmes need to ask questions such as:  
 

1. What are other parts of the system doing to develop leaders, and how do programmatic 
interventions fit in?  

2. What information or data from other processes (e.g. selection data, employee engagement survey 
information, aggregated performance data, etc.) could be useful and needs to be considered? 

3. How can programmes enhance what is already being done? For example, how can we build the 
right leadership culture through the programmes?  

4. How can we better integrate programmes with other processes? For example, how can we facilitate 
the involvement of supervisors in the development of leaders in programmes? 

 

Principle 4: A collaborative effort  
Apart from the involvement of senior leaders, collaborative effort helps make leadership development 
programmes work. Following on from the first three principles, it is clear that a successful programme 
needs to have inputs from different parts of the system and draw from a variety of professional domains. 
For instance, leadership involvement is needed to help provide context and to identify needs. Human 
Resources needs to be involved in the identification and nomination of potential participants. Meanwhile 
direct supervisors should be involved in the preparation of and follow-up with programme participants. To 
design and deliver programmes, programme designers, facilitators and possibly leadership coaches need to 
be deployed, and be aligned in their approach. Finally, leadership development is always a collaborative 
partnership between the participants and the programme deliverers. Because there are so many moving 
parts in a leadership development intervention, and because leadership development is not always well 
defined (unlike more ‘concrete’ training subjects), greater effort needs to be put into collaborative 
conversations, rather than simply informing and disseminating information.  
 

 
 

 
 

Fig. 5: Organisational Influences on a Leader’s Development 
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Principle 5: An integrated architecture  
Leadership programmes work best when they are 
not one-off injections. Even if they are already 
working as established and regular interventions, 
they are most effective when part of a larger 
architecture of programmes. A leadership 
development programme architecture provides an 
overarching frame for all leadership programmes 
to be anchored to. Having this architecture provides 
several benefits, ensuring that:  

1. A programme is not a stand-alone 
intervention but part of a series of catalytic 
injects along a leader’s developmental 
journey 

2. Programmes build on each other in a 
progressive way that is coherent and not 
repetitive  

3. Programmes add to a cohesiveness of 
leadership culture because leaders at 
various levels will be developed with 
reference to a similar ethos, values and 
language. 

A good strategy for deciding when leaders need to develop is to target leadership transition points (see the 
previous section on ‘When Do Leaders Need to Develop’). 

 
At these points, shifts in roles means that programmatic interventions are most effective for two reasons. 
Firstly, new mindsets and skills are required, and leaders would benefit from dedicated programme times 
to work on these. Secondly, during these transition points, leaders often feel less confident in themselves 

 
The difference between leadership 
development programmes for junior 
and senior leaders 

 
“If you are a junior leader, a lot of the 
programme might centre on helping people 
understand what is the context that we are 
facing today, and how to operate in that 
context. At the senior leadership level, it really 
starts helping people understand that they play 
an active role in shaping the context. You 
don’t just take context as a given and navigate 
within that context. You have an agenda-
shaping role, and the way that you think and 
respond to it can have a very powerful impact 
on changing that context.” 

  
Jill Wong, Director, Institute of Public Sector 

Leadership, CSC, Singapore 
 

Fig. 6: Example of a Leadership Development Architecture for an Organisation 
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and their capabilities. They are often very open to developmental programmes and are more ready for 
development. 
 
Organisations may differ in their leadership development programme architecture, but in essence, they 
articulate the following:   
 

1. An overview of what programmes are available for leaders 
2. The relevance of each programme at particular points of their careers  
3. A profile of the development needs of leaders at each transition 
4. The programme focus for each programme 
5. General intervals between programmes 
6. A brief description of each programme 

 
Figure 6 shows an example of a leadership development architecture design, with the intention of creating 
alignment and cohesion across all levels of leadership, building a strong leadership pipeline and 
strengthening leadership culture. 
 

Principle 6: Tailored to participant profile  
Leadership development programmes work best when they are tailored to the profile of the participants. 
Undoubtedly, each organisation (depending on culture, context and core work, sectors, vocations, etc.) 
would have leaders with unique profiles and needs. Leadership development interventions should always 
be tailored to take into account these characteristics. Adult-learner principles need to be applied to 
programme design. This means that 
programmes need to consider the following 
adult learner characteristics to ensure that 
they fully engage the experienced leader7: 
 

a.  Self-direction – leaders have a high 
need to direct their own learning. 
They tend to resent and resist 
situations in which they feel that 
others are imposing their wills on 
them.  

b. The role of experience - leaders are 
experienced in life and work. This 
means that the richest resources for 
learning reside in the leaders 
themselves, and that leaders learn 
best when learning is related to their 
experiences. 

c. Readiness to learn - Adult learners 
will have a desire and readiness to 
learn when the learning is highly 
relevant to real-life situations that 
they face. Specific events in work and 
life circumstances (e.g. changes in job 
role, challenging assignments) often 
trigger leaders to recognise the need 
for them to learn something new. 

d. Orientation to learning – Leaders have a more problem-focused orientation to learning, and are 
motivated to learn to the extent that they feel that learning will help them deal with issues 
confronting them. Thus, they develop leadership skills, values, and attitudes most effectively when 
they are worked through via the context of application to real-life situations.  

Characteristics of Hi-Po Public 
Sector Leaders and 
Implications for Programmes 
 
1. They are extremely strong cognitively, and 

therefore, can be fast and impatient 
learners. 

2. They have a bias towards action and 
have the tendency to jump quickly to 
solutioning. Thus, it takes longer for 
them to engage in reflection, which is a 
vital part of leadership development.  

3. They are strongly outcome-driven and 
therefore, it is important to be very 
clear about why a learning activity is 
being introduced. 

4. They learn best from each other and 
giving space and time for peer learning 
through focused dialogue is important. 

5. They have a high need to influence and 
so, allowing choice and co-creation in 
the learning process is vital.  

6. They are trained to think critically and 
rewarded for doing so. Thus, it is hard 
to move them from a performance 
mindset to a learning frame of mind.  

7. While they are strong cognitively, it is 
harder for them to assess and attend 
to emotions. 
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e. Motivation - While external motivators have some impact on a leader’s drive to develop, such as 
advancement, promotions, and higher salaries, the most powerful motivators are intrinsic, for 
instance, the desire for increased job satisfaction, self-esteem, and a sense of growth.  

f. The need to know – Contextual information is important to leaders, and they often need to know 
what they will be learning, why this learning is important, and how they will learn, before they will 
engage in developmental activities. 

Apart from considering the adult learner profile of leaders, it is useful to take special note of more specific 
learner profiles. For instance, high-potential (Hi-Po), fast-tracked leaders might need a different 
developmental approach (see above boxed list), and managerial leaders differ in their learner profile 
compared to specialist leaders. 
 

Principle 7: A Clear Evaluation Philosophy and Approach 
Evaluation means measuring the value derived from a leadership development programme. This means 
value for the participant, the difference it makes to their behaviour in the workplace, and the impact on 
their work and the wider organisation. This is important because evaluating the impact enables the 
organisation to assess whether such programmes made the difference that was intended. Beyond measuring 
impact, the evaluation should examine the mechanics behind the impact, for example, what was it about 
the programme that facilitated leader development and what did not; what did people learn; what was 
relevant and what was not?  
 
Most leadership development programs can be assessed using a simple four-step framework. The following 
is based on Kirkpatrick’s four-level evaluation framework:  
 

• Level 1: Reaction and Satisfaction – How did the participant feel about the programme?  
• Level 2: Learning – Did the participant learn what was intended? 
• Level 3: Behaviour – Did the participant’s behaviour(s) change?   
• Level 4: Results Impact – Was there a real impact on work performance and organisational results? 

 
The evaluation principle brings us back full circle to the first principle of support from senior leadership. 
They want to know whether the time and money invested was worthwhile and whether to support future 
leadership development programmes. They will be looking for changes in the workplace in terms of 
behavioural and organisational outcomes, and these must be aligned to organisational strategy. 
 
The evaluation principle also helps ensure that leadership development interventions stay focused on intent 
and impact. Too often, projects or initiatives becomes the end instead of the means to an end. Along the way, 
the focus on desired impact can be eroded by new leadership fads, the demands of insistent stakeholders, 
or fancy new technology. Holding fast to what is going to be measured helps clarify intent from the start, 
and helps keep the process and programme on track.    
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The Five Steps of Implementing 
Leadership Development Programmes  
 
There are five steps for designing and delivering effective programmatic interventions for leadership 
development (LD). Each step builds on the foundation of the previous step. The steps are a practical and 
methodical application of the concepts and principles outlined in the previous section.  
 

Step 1: Diagnosis  
The Two Objectives of the Diagnosis Phase 
1. The first objective is to collect information that allows the team overseeing LD to gain a deeper and 

more nuanced understanding of the issues related to leadership in the organisation: This information 
will:   

a. Provide an understanding of the organisational context to ensure that the LD programmes 
are going to be relevant to the organisation’s purpose, mission and strategy, and will help 
the organisation achieve its ultimate objectives. 

b. Determine the main impact intent by assessing the leadership strengths and gaps present 
in the organisation.  

c. Facilitate the designing of the programme architecture to ensure that the programmes are 
targeted at the right points of a leader’s career journey, and are focused on developing the 
relevant leadership capabilities at those points. 

d. Be useful in the tailoring of specific programmes so that the content, frameworks and 
material, as well as facilitation approach, are sufficiently contextualised to reflect the 
organisation’s reality.  
 

2. The second objective is to create an early opportunity for the meaningful involvement of top leaders 
and other relevant stakeholders in the shaping of how leaders are developed in the organisation. 
This process of stakeholder involvement helps to establish and align priorities and expectations.  

 
A well-designed questionnaire helps guide this diagnostic phase. The questionnaire design should consider 
how data will be collected, whom to interview, and the appropriate questions to ask. 
 

Questions to ask 
1. What are the aspirations of the senior leadership for the organisation?  
2. What is the purpose, mission, vision and current strategic focus of the organisation?  
3. What is the current and future operational context of the organisation? What type of leadership is 

needed for the organisation to function effectively and stay relevant within that environment?  
4. What leadership strengths does the organisation possess? Where are the current gaps? What are the 

capacities and capabilities that are lacking in the different levels of leaders? 
5. What is currently being done to develop leaders? What are the HR policies and practices that 

intentionally help to develop leaders? 
6. What competency or capability frameworks exist? How current are they? How are they used for 

development and assessment? How consistently are they employed? 
7. What are the different levels of leadership in the organisation? How are transition points defined?  
8. What are the roles and responsibilities of leaders at the various levels of leadership? 
9. What organisational changes would the leadership want to see when leaders are put through a LD 

programme? What impact are they hoping for? 
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How data should be collected 
There are various ways and methods to collect data, but the key is to keep the earlier two objectives in mind 
and select the best method(s) to find the best information, in the most appropriate way, and involving the 
right stakeholders. Methods include interviews, focus groups, surveys, reviews of documents and 
observation. Meaningful involvement of stakeholders comes from seeking their input into the design of the 
questions, getting their input in the data collection phase, or in joint sense-making or interpretation of the 
information gained.  
 

 
 
 
 
 
 
 
 
 
 
 

The Importance of Involving Stakeholders 
 
Below is an example of “going slow to go fast”, in terms of having the right initial conversations 
with stakeholders so that the various expectations, interests and tensions are taken into 
consideration when designing a programme. 
 
“We were designing an emerging leaders programme for a Singapore entity and during our 
consultations with the client contact and other internal stakeholders, we became increasingly 
aware of the range of expectations that we needed to take into account in the design of the 
programme.  The L&D people had a particular framework and set of models that they wanted us 
not only to work with, but to integrate with “new stuff’ and to weave into the whole. And they 
also wanted the opportunity for the senior leaders to actively mentor and coach the emerging 
leaders.  
 
There were parallel objectives too - to build consensus around the Chief Executive’s direction, to 
give people the opportunity to bond together around a shared experience, and they wanted the 
programme to strengthen their leadership pipeline.  As we interacted with them, we also became 
more acquainted with the personalities and internal dynamics within the organisation.   The 
project required the designers to be sensitive to three things: the strategic; the pedagogic and 
the human relationships at play within the organisation. We took time not just to have 
conversations, but the right conversations. We took time to familiarize ourselves fully with the 
client’s preferred frameworks, and we ensured that there were regular updates to the HR 
director about progress. And we found ourselves having to manage the needs of the various 
stakeholders, as well as the tension between a desire on the part of the client to do something 
edgy and different (with an inherent reticence around being truly bold and mould-breaking 
because of the risk that it might all go horribly wrong) and the opportunity to do something with 
people that is truly life-changing and impactful”. 
 

Michael Jenkins, CEO, Expert Humans  
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Step 2: Leadership Development Architecture 
Building on the first diagnosis step, the second step lays out an overall framework, providing a strategic 
overview of how various programmatic interventions would be used to develop the organisation’s 
leadership capacity. There are various ways to do this, but the clearest frame to use is one that is based on 
the different levels of leadership, by targeting transition points where a leader’s role expands or changes 
qualitatively, as laid out in the section ‘When do leaders need to develop?’  
 

Laying out LD Programmes 
The architecture framework provides a strategic overview, reflecting the programmes at each level, and 
how they differ and relate to programmes at other levels. Information that was gathered during the 
diagnostic stage feeds into the design of the LD architecture, from questions asked such as:  

- What are the key transition points that a typical leader would experience in their career?  
- How do roles and expectations shift at these transition points?  
- What does leadership look like at a particular level? 
- What capacities and skills would a person need to acquire in order be successful at this level of 

leadership? What are typical derailing factors for leaders at this level? 
- What does the person need to stop doing or start doing in order to do well at this level of 

leadership? 
- How does each level of leadership differ from the others in terms of role, span of influence, 

accountability, main stakeholders, leadership capabilities, etc.? 
 
Aside from levels of leadership, LD architecture frameworks can also be built upon profiles of leaders. 
For example: fast-tracked high-potential leaders vs. normal-tracked leaders, specialist leaders vs. generalist 
leaders, etc. These profiles may be overlaid with levels to create a map across two dimensions. Table 2 
shows an example of a LD architecture that is designed for an organisation with a large number of specialists 
(e.g. healthcare, legal, etc.) for two groups of people (generalist and specialist leaders) and across several 
levels of leadership.  
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Table 2: Example of a Leadership Development Architecture for an organisation with two types of leadership track 
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Step 3: Programme Design 
The next stages are where real impact is created. Based on what has been gathered in the diagnosis phase, 
a design for a specific programme can be created. The programme design incorporates various learning 
strands and weaves them together around the programme’s objectives. Several broad steps are taken within 
this phase and these usually start off sequentially, but often become more iterative as the process goes on. 
The broad steps are as follows:  
 

1. Gain clarity of intent 
2. Articulate objectives and content coverage 
3. Create a high-level programme layout  
4. Progressively flesh out the details of the programme  

 
1. Clarity of Intent 
The first step of programme design is to achieve clarity about the programme’s intent. The intent is broader 
and less technical than the programme objectives. It captures aspects of impact in terms of changes in 
participants and their experience. A central guiding question to ask is ‘what are the hoped-for outcomes for 
this programme?’  
This would lead to various sub-questions:   
 

- What is the change that we want to see in the individual leader when he/she leaves the programme 
as compared to when the person first steps in? 

- What is the change we hope to see in the group of leaders as a programme cohort? 
- How do we want participants to experience the programme? 
- What is the vision for this programme’s ultimate impact – what difference do we hope to see in 

the larger system as a result of the programme? 
 
2. Objectives and Content  
From the intent, a set of objectives can be articulated for the programme, and this will usually spell out 
what participants should expect from taking part in the programme. Programme objectives could include:   

 
- Increases in awareness 
- Shifts in mindsets 
- Gains in knowledge  
- Deepening of understanding  
- Expansion of skill sets 

 
In support of these objectives, decisions need to be made about what content will be relevant - generally 
these would be aligned to the objectives. For example, if ‘gaining coaching skills’ is an objective, then it 
would be vital to consider what needs to be covered to achieve this objective, such as what information 
about coaching needs to be covered, which coaching frameworks to use, which skills underlying coaching 
should be practiced (listening, asking questions, etc.).  
 
3. High Level Programme Layout  
The creation of a high-level programme layout provides an overarching narrative for the flow of the 
programme, and a programme ‘windowpane’. This ‘windowpane’ outlines what might be covered in 
different segments of the day, and the learning methodologies and activities. Figure 7 shows various learning 
elements typically used in a LD programme. Creating this layout is both a science and an art, requiring 
imagination and also a good sense of how methodologies fit together and complement one another. Some 
useful questions to keep in mind when designing or assessing a programme layout:  
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- What is the intent of each 
segment? 

- How does each segment relate to 
the ones before and after? 

- How does the programme flow 
take into account? 

• how the content flows 
thematically?  

• the psychological 
progression of individual 
participants? 

• the development of the 
cohort? 

• the potential energy 
patterns of the individual 
and the group? 

- Do the timings make sense? 
- Is there sufficient variation in the 

learning methods and activities 
deployed?  

 
4. Fleshing out the details of the programme  
Once the broad level programme design is satisfactory, then detailed programme design work can take 
place. This includes facilitation guides, slides, handouts, and other necessary materials. Programme design 
should not be done independently. Involving the stakeholders (e.g. top leaders, sponsors, and participants) 
appropriately in the co-creation is an important tactic to help produce a relevant, workable, and impactful 
design. Their level of involvement will depend on factors such as availability, interest, and relevance. 
Nevertheless, some degree of stakeholder involvement in programme design is a key factor to ensuring the 
programme’s success.  
 

Step 4: Delivery  
There are critical considerations to note in the delivery phase: 
 

1. LD programmes need to be tailored to fit the profile of the participants; 
2. The profile of leaders as ‘adult learners with both life and organisational experience’ requires a 

stronger sense of partnership between the learner and the facilitator, and time should be invested 
by the facilitation team to build up that relationship; 

3. Peer learning and support should be emphasized to create a conducive learning community in 
the classroom, as well as the creation of a safe space; the learning environment should enable 
participants to feel secure enough to be challenged to think and feel a different way, and a chance 
to experiment with new behaviours, receive feedback, and reflect on what they have learned.   

 
While programme design plays a part in the creation of these conditions, how the programme pans out is 
heavily dependent on the facilitation philosophy and values, and the personal capacities and skill of the 
facilitators. The selection of appropriate facilitators is a critical step in this whole process.  The facilitation 
approach must be aligned to the intent and design of the programme, as well as the profile of the 
participants. Look for facilitators that are skilled in:  

- Process facilitation 
- Leadership understanding 
- Development and learning, and experience in coaching or training of leaders. 

 
Beyond the selection of facilitators, another vital part of ensuring good programme delivery is the 
onboarding of the facilitators. Facilitators need to get a good understanding of the programme’s context 
(its objectives and design) and the participants (their backgrounds and roles). Minimally, a thorough 

Fig 7: Learning Activities Fig.    
 



 24 

onboarding briefing should be given to facilitators. Ideally, they should have a chance to observe a prior 
programme, and have opportunities to meet and interact with participants before the programme.  
 
Even when a programme is well designed and skilled facilitators are deployed, it can be expected that the 
programme may not go exactly according to plan. Very often, to meet the needs of participants, the 
programme needs to flex, and some redesigning on the spot is required. To some extent, a level of trust 
has to be given to the facilitators, and the designed process to allow for adjustments that best serve the 
participants’ development. This is when having a good partnership between participants, facilitators, 
designers and stakeholders allows for the facilitators to have the bandwidth to make any necessary shifts in 
the programme for success. Good facilitators are able to constantly sense the group’s dynamics and adjust 
accordingly.   
 

Step 5: Evaluation 
As highlighted in the Principles section, programme evaluation helps define what impact the programme 
has made, and understand how the programme can be improved. It brings the process full circle and links 
the delivery outcomes to the intent and design of the leadership intervention.  
 

Guidance Questions 
Evaluations rarely follow a linear process, but some typical steps for programme evaluation are expressed 
here in the form of guidance questions:   
 

1. What is the purpose of the evaluation? Who would be interested in the evaluation results? 
2. What is the expected impact? What are the levels of impact to be evaluated (reaction, learning, 

application, behaviour change, performance or organisational impact)? 
3. When are the different kinds of impact expected to be evident? 
4. What questions should be asked and to whom for the evaluation?  
5. Which measures and methods are best to gather the information? 
6. How should the information be analysed, interpreted, organised and presented? 

 
Although the evaluation steps are expressed in a sequence here, they might not always flow like this in 
practice. An immediate post-programme survey, with initial feedback on how the programme was delivered 
and received, might need to be presented and discussed with various stakeholders before moving to the 
next evaluation phases.  
 
Evaluation of LD programmes is not always easy. This for two main reasons: 
 

1) It is hard to identify which impact factors to measure because it is difficult to identify 
observable outcomes. This can be for many reasons: 

- the opportunity for the leader to show what they have learned might not present itself 
- some changes may be hard to observe behaviourally (e.g. a systems perspective, a mindset shift, 

interpersonal understanding) 
- some changes take a long time to emerge - a sleeper effect of sorts - where learning remains 

dormant until activated by circumstances.8

 
2)  It is challenging to isolate the effects of the LD programme from other factors that may be 

influencing leaders. For instance, leadership occurs in the larger context of organisational life, so 
other factors such as personnel and organisational changes, shifting work conditions, and policy 
changes all affect a leader’s development.  

 
Nonetheless, leaders and organisations testify to the impact that many LD programmes can have, 
and so impact should be assessed by all stakeholders to keep refining these programmes
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Conclusion 
 
Good leadership development programmes support the immediate operational needs of the public sector 
and prepare leaders collectively for the sector’s longer-term transformation. Well-designed and 
implemented programmes support individual leaders and in turn have a positive impact on public service 
values, practices and outcomes. It is the quality and the capacity of leadership, within the public service, 
that will determine each nation’s future. Our hope is that the principles and steps put forward in this 
Practice Guide will be useful in creating leadership programmes that will make a difference – to leaders, 
their organisations and ultimately to the citizens that they serve. 
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