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Part One: Leadership is a Process, Not a Position
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⚫ Chapter Two: Leader Development

⚪ Leadership is learned from experience.  

About 70 percent of a person’s effectiveness in a leadership role    
is due to the results of their experience.

Certain experiences have greater developmental impact than 
others in shaping a person’s effectiveness as a leader.



Action-Observation-Reflection Model
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⚫ Leadership development depends not just on the kinds of experiences 
one has but also on how one uses them to foster growth.
⚪ A key quality that characterizes successful executives is an 

“extraordinary tenacity in extracting something worthwhile from  
experience and seeking experiences rich in opportunities for growth”

People learn more from their experiences when they spend time 
thinking about them.



Spiral of Experience
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⚫ Leadership development is enhanced when the experience 
involves 3 different processes: Action, Observation, & Reflection.

⚪ The most productive way to develop as a leader is to travel along the 
“Spiral of Experience: A-O-R”

Action
What did you do?

Observation
What happened?
• Results
• Impact on others

Reflection
How do you look at it now?
How do you feel about it now?



Spiral of Experience
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⚫ Experience is not just a matter of what events happen to 
you; it also depends on how you perceive those events.

⚪ Perception affects all three phases of the 
Action-Observation-Reflection model.

Human beings are not passive recorders of experiences that 
happen to them; rather, people actively shape and construct their 
experiences.



Perception and Observation
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⚫ We do not see everything that happens in a particular 
leadership situation, nor do we hear everything.  

⚪ Instead, we are selective in what we attend to and, in turn, 
what we perceive.  Any of our senses can be influenced by these 
“Perceptual Sets”, thus causing a tendency or bias to perceive 
one thing and not another.

Many factors can trigger a Perceptual Set, such as feelings, needs, 
prior experience, and expectations.



Perception and Observation
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⚫ Stereotypes about gender, race, and the like present 
powerful impediments to learning because they function as 
filters that distort one’s observations.

⚪ Unfortunately, we all have similar biases, although we are 
usually unaware of them.

Often we become aware of our Perceptual Sets only when we spend 
time reflecting about the content of a leadership situation.



Perception and Reflection
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⚫ Perceptual Sets influence what we attend to and what we 
observe.  In addition, perception also influences the next 
stage of the Spiral of Experience – Reflection – because 
reflection is how we interpret our observations.

⚪ Perception is inherently an interpretive, or a meaning-making, 
activity.  We develop explanations for the behaviors or actions 
we attend to through a process called Attribution.

For example, we often attribute causes of another’s failure to 
dispositional factors within that person, such as, intelligence, 
personality, physical appearance, or some other factor even though 
factors beyond their control could have played the part.



Fundamental Attribution Error
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⚫ The tendency to overestimate the dispositional causes of 
behavior and underestimate the environmental causes 
when others fail is called Fundamental Attribution Error.

⚪ People prefer to explain others’ behavior on the basis of 
personal attributions even when obvious situational factors 
may fully account for the behavior.  

On the other hand, if it was our failure under 
observation-reflection, we would be more likely to blame factors in 
the situation for failure, rather than make personal attributions.



Self-Serving Bias
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⚫ The tendency to make external attributions                   
(blame the situation) for one’s own failures yet make 
internal attributions (take credit) for one’s success is 
referred to as a Self-Serving Bias.



Actor-Observer Difference
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⚫ People who are observing an action are much more likely 
than the actor to make the Fundamental Attribution Error.

⚪ An observer tends to attribute another person’s failure to 
internal characteristic; whereas, the person himself is more 
likely to attribute their own failure to external factors.

Each of us tends to see our own success as due to our intelligence, 
personality, or physical abilities, but others’ success as more 
attributable to situational factors or to luck.



Perception and Action
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⚫ Perception influences both the Observation an Reflection 
stages in the Spiral of Experience.  Perception also affects 
the Actions we take.

⚪ Managers are typically biased toward making dispositional 
attributions about subordinate’s substandard performance 
and, as a result of these attributions, often recommend that 
punishment be used to remedy performance deficits.



Self-Fulfilling Prophecy
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⚫ Another perceptual variable that can affect our actions is 
the Self-Fulfilling Prophecy, which occurs when our 
expectations or predictions play a causal role in        
bringing about the events we predict.

⚪ A person’s expectations about another may influence how he 
acts toward her, and in reaction to his behavior she may act in 
a way that confirms his expectations.

Merely having expectations (positive or negative) about others can 
subtly influence our actions, and these actions can, in turn, affect 
the way others behave.



Reflection and Leadership Development
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⚫ Reflection is important because it can provide leaders with 
a variety of insights into how to frame problems differently, 
look at situations from multiple perspectives, or better 
understand subordinates.

⚪ However, most managers spend relatively little time on this 
activity, even though the time spent reflecting about leadership 
can be fruitful.



Archetypes of Leadership
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⚫ Teacher-Mentor
⚪ One who cares about developing others and works beside them as a 

role model.
⚫ Father-Judge

⚪ One who provides oversight, control, moral guidance, and caring 
protectiveness.

⚫ Warrior-Knight
⚪ One who takes risks and action in a crisis.

⚫ Revolutionary-Crusader
⚪ One who challenges the status quo and guides adaptation.

⚫ Visionary-Alchemist
⚪ One who imagines possibilities that can benefit all members and 

brings them into reality.



Belief System
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⚫ Most people interact with others and the environment on the 
basis of a belief system geared to manipulate or control others, 
and to minimize one’s own emotionality and the negative feelings 
elicited from others.
⚪ This belief system tends to create defensive interpersonal 

relationships and limits risk taking.  

People “programmed” with this view of life (as most of us are, according to 
Argyris) produce group and organizational dynamics characterized by 
avoidance of conflict, mistrust, conformity, intergroup rivalry, 
misperceptions of and miscommunications with others, ineffective 
problem solving, and poor decision making.



Single-Loop Learning
17

⚫ This belief system generates a certain kind of learning called 
Single-Loop Learning.  

⚪ A kind of learning between the individual and the environment 
in which learners seek relatively little feedback that may 
significantly confront their fundamental ideas or actions.

Consequently, an actor’s belief system becomes self-sealing and 
self-fulfilling, and little time is spent reflecting about one’s beliefs.



Double-Loop Learning
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⚫ It is difficult for leaders to fundamentally change their 
beliefs without engaging in some kind of reflection.

⚪ A constructive way to reflect is through Double-Loop Learning.

A kind of learning which involves a willingness to confront one’s 
own views and invites others to do so, too.

It springs from an appreciation that openness to information 
and power sharing with others can lead to better recognition 
and definition of problems, improved communication, and 
increased decision-making effectiveness.



After Event Reviews (AFRs)
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⚫ Learning can be enhanced through a practice of systematic 
reflection or After Event Reviews (AERs).

⚪ AERs involve reflection and facilitated discussion on personal 
leadership experiences, such as, what the potential impact of 
alternative leadership behaviors might have been and how 
individuals believe they might behave differently in the future.

Individuals who participate in AERs will improve the effectiveness 
of their leadership over time.



Learning
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⚫ To be successful, learning must continue throughout life, 
beyond the completion of one’s formal education.  

⚪ The end of extrinsically applied education should be the start 
of an education that is motivated intrinsically.  

At that point the goal of studying is no longer to make the grade, earn a 
diploma, and find a good job.  Rather, it is to understand what is 
happening around one, to develop a personally meaningful sense of what 
one’s experience is about.

This applies to the specific challenge of becoming and remaining an 
effective leader, too.



Leader Development
21

⚫ Leadership programs should be multi and interdisciplinary.
⚪ The field of Leadership encompasses a broad range of disciplines 

including psychology, organizational behavior, history, education, 
management, and political science, ethics, etc.  

⚪ Another important feature is that leadership programs need to 
deliberately cultivate values and learning opportunities.

⚪ An understanding of group dynamics is critical to effective 
leadership, and its development requires student experiences 
interacting with others.

As implied, by the interdisciplinary nature of leadership studies, a variety 
of faculty from many different departments and disciplines should be 
involved in the program.



Leadership Development
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⚫ Methods beyond Service Learning should include: 
Individualized Feedback, Case Studies, Role Playing, 
Simulations or Games.

⚪ All these methods contribute to development in a variety of 
ways, including providing opportunities for self-discovery, 
practice, and generalization of behaviors to multiple contexts 
and groups.  As a methodology they share a capability to move 
learning from the purely cognitive domain to affective, social, 
and behavioral ones as well.



Leadership Development
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⚫ Leadership programs can work, and work well, if they use a 
multi-tiered approach.
⚪ Effective training depends on the combined use of four different 

teaching methods:

Personal Growth
Emotionally intense experiences (i.e.) river rafting, 
wilderness survival, etc.

Skill Building
Structured activities to practice leadership skills.

Feedback
Indentify “blind spots” and prioritize area for improvement.

Conceptual Awareness
Emphasis on theory and case studies, etc.



Leadership Development
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⚫ Arts-Based Approaches
⚪ Visual images (i.e.) photographs or artwork can provide a stimulus for a person 

to elaborate when describing a leader ship theme                               (i.e. 
citizenship in community, nation, and the world).

⚪ Simple building materials (Lego) or theatrical training can help participants 
create a depiction of or demonstrate some emotion or empathy relating to the 
“state of the union or corporation.”

⚫ Technology-Based Approaches
⚪ Video games and virtual reality simulations share several distinctly 

advantageous characteristics for training and development (i.e.) speedy 
thought and action, risk taking, and leadership roles.

⚫ Adventure-Based Approaches
⚪ Organizations such as the National Outdoor Leadership School and Outward 

Bound use the unfamiliarity and inherent challenges of outdoor wilderness 
experiences as a laboratory for leadership development.



Action Learning
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⚫ Action Learning is the use of actual work issues and challenges 
as the developmental activity itself.  

⚪ The basic philosophy of Action Learning is that for adults in 
particular, the best learning is learning by doing.  

The members of Action Learning Teams are placed into problem solving 
roles and are expected to reach team decisions concerning the challenge 
or problem, and formally present their analysis and recommendations 
to others.
Importantly, Action Learning also improves built-in opportunities for 
feedback and reflection for the participants about the perceived quality 
of their analysis and recommendations, as well as, ideally, about aspects 
of their respective individual strengths and weaknesses as leaders 
working on the collaborative project together.



Development Planning
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⚫ Some managers change once they gain insight, others 
change with social or organizational support, and some may 
not ever change.
⚪ Below are 5 critical behavioral change questions, in which 

positive answers must be reached in order to maximize the 
odds of enduring behavior change taking place in leaders:

1. Do leaders know which of their behaviors need to change?
2. Is the leader motivated to change these behaviors?
3. Do leaders have plans in place for changing targeted behaviors?
4. Do leaders have opportunities to practice new skills?
5. Are leaders held accountable for changing targeted behaviors?



Development Planning
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⚫ Development planning is more than a plan, it is really a process.
⚪ Good development plans are constantly being revised as new skills 

are learned or new opportunities to develop skills become available.

Development plans tend to be self-focused; leaders and followers 
use them as a road map for changing their own behaviors.
When trying to change the behavior of followers, however, leaders 
can often do more than review followers’ development plans or 
provide ongoing feedback.

The next step in followers’ development often involves coaching.



Coaching
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⚫ Coaching is a key leadership skill that can help leaders 
improve the strength of agroup, which in turn should help 
the group accomplish its goals. Coaching can also help to 
retain high-quality followers.

⚪ Coaching is the “process of equipping people with the tools, 
knowledge, and opportunities they need to develop and 
become more successful.”  

In general, there are two types of Coaching: Informal and formal.



The         Steps of Informal Coaching
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1. Forge a Partnership
⚪ Coaching works only if there is a trusting relationship between the leader and his or her 

followers.  In this step leaders also determine what drives their followers and where they 
want to go with their careers.

2. Inspire Commitment
⚪ In this step leaders help followers determine which skills or behaviors will have the 

biggest payoff if developed.  Usually this step involves reviewing the results of 
performance appraisals, 360-degree feedback, values, personality assessments, reports, 
etc.

3. Grow Skills
⚪ Leaders work with followers to build development plans that capitalize on on-the-job 

experiences and create coaching plans to support their followers’ development.
4. Promote Persistence

⚪ Leaders meet periodically with followers to provide feedback, help followers keep 
development on their radar screens, and provide followers with new tasks or projects to 
develop needed skills.

5. Shape the Environment
⚪ Leaders need to periodically review how they are role-modeling development and what 

they are doing to foster development in the workplace.



Formal Coaching
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⚫ Formal Coaching programs are individualized by their 
nature, but several common features deserve mention.
⚪ The process usually begins with the manager’s completion of 

extensive tests of personality, intelligence, interests, and value; 
360-degree feedback instruments; and interviews by the coach 
of other individuals in the manager’s world of work. 

⚪ The coach and the manager meet regularly to review the 
results and work on building needed skills.

A valuable outcome of coaching programs can involve clarification 
of managers’ values, identification of discrepancies between their 
espoused values and their actual behaviors, and devising strategies 
to better align their behaviors with their values.



Formal Coaching
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⚫ The person being coached must want to change.
⚪ Coaches must clarify benefits of change and identify consequences of failure.

⚫ Assessments are important
⚪ Formal assessments involving personality, values, mental abilities, and 

multi-rater feedback are essential to understanding what behaviors coaches 
need to change, what is driving these needed changes, and how easy or difficult 
it will be to change targeted behaviors.

⚫ Some behaviors cannot be changed.
⚪ Some behaviors are so ingrained or unethical that the best option may be 

termination.
⚫ Practice is critical.

⚪ Good coaches not only discuss what needs to change, but also make coachees 
practice targeted behaviors.

⚫ There is no substitute for accountability.
⚪ Superiors must be kept in the loop about coachees’ progress and must hold 

them accountable for on-the-job changes.



Coaching
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⚫ A Summary of Most Useful Factors in Coaching:
⚪ Clear, Direct Feedback – 36%
⚪ A New Perspective – 23%
⚪ Advice on Handling Situations– 20%
⚪ Understanding Organizational Objectives – 7%
⚪ General Encouragement – 7%
⚪ Handling Organizational Politics – 7%



Mentoring
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⚫ In an organization, you can also gain valuable perspectives 
and insights through close association with an experienced 
person willing to take you under his or her wing.  
⚪ Such an individual is often called a “Mentor,” after the character in 

Greek mythology whom Odysseus trusted to run his household and 
see to his son’s education when he went off to war.

Now, 3000 years later, Mentor’s name is used to describe the 
process by which an older and more experienced person helps to 
socialize and encourage younger organizational colleagues.  



Mentoring
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⚫ Mentoring is a personal relationship in which a more 
experienced mentor acts as a guide, role model, and 
sponsor of a less experienced protégé.  
⚪ Mentors provide protégés with knowledge, advice, challenge, 

counsel, and support about career opportunities, organizational 
strategy and policy, office politics, and so forth. 



Mentoring
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⚫ Mentors who provided guidance and support to others 
throughout their career helped to develop the “three Cs” 
critical to advancement: 

⚪ Confidence – Competence – Credibility 

Mentors are always looking for talent, and they are unlikely to take 
someone under their wing who appears unmotivated or 
incompetent.



Questions
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⚫ If you were to design the perfect leadership development 
experience for yourself, how would you do so and what 
would you include?  
⚪ How would you know whether it was effective?

⚫ What would a leadership coaching or mentoring program 
for students look like?  
⚪ How could you tell whether the program worked?



Activity
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⚫ Divide yourselves into groups, and in each group contrast 
what attributions you might make about the leadership 
style of two different individuals. 

⚪ All you know about them is the following:

⚪ Item Person A Person B
Favorite TV Show 60 Minutes Survivor
Favorite Car Ford Mustang Volkswagen Beetle
Favorite Sport American Football Mountain Biking
Political Leaning Conservative Republican Liberal Democrat
Favorite Music Country and Western New Age
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