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Creating a Leader Development Framework within the Property Taxation Branch 

Executive Summary 

Introduction 

The Ministry of Finance has six strategic priorities that guide the Property Taxation 

Branch (PTB) in its strategic direction. A component of the fifth strategic priority, developing 

employees, provides the incentive for this project report. A framework for leader development 

meets the strategy to develop employees and provides leadership knowledge, skills and abilities 

to meet future leadership roles. 

The Property Taxation Branch does not currently have a framework for leader 

development. Since the British Columbia Public Service (BCPS) and the Ministry of Finance 

have identified leadership as a fundamental need, the client, Steven Emery, Executive Director of 

the Property Taxation Branch has endorsed a framework for leader development in alignment 

with the strategic direction of employee development. 

Leader development is an organizational objective to be woven into the fabric of the 

organization and can be enhanced by integrating the goals for leader development into existing 

employee development initiatives. Furthermore, leadership is a skill set to be developed in 

individuals within the organization.  

Leadership development means accounting for and improving leadership across the 

whole organization . On the other hand, individuals actually practicing leadership is a leader 

development issue. In order to develop employees, this requires the organization ensuring there 

are opportunities to practice leadership.  
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Methodology and Methods 

The research design uses a descriptive research methodology to gather qualitative data on 

leader development. McNabb (n.d.) informs us that descriptive research methodologies are 

effective when the research methods include questionnaires and/or interviews. The methods used 

in this project study include a review of the literature, structured interviews with managerial-

level employees, and a questionnaire with administrative-level employees in the Property 

Taxation Branch.  

The literature review defines leadership, leadership development, and leader 

development, and reviews leadership models, tools and approaches, as well as attributes, skills, 

competencies, and knowledge thought to foster leader development. Multiple authors define 

leadership as a process of influencing others toward achieving a shared goal; leadership 

development is defined as the “expansion of a person’s capacity to be effective in leadership 

roles and processes” that benefit the whole organization and “enable groups of people to work 

together in productive and meaningful ways” (McCauley, Moxley and Van Velsor. McCauley, 

Moxley and Van Velsor, 1998, p.4); and leader development is defined as the individual 

development of attributes, skills, competencies, and knowledge associated with formal or 

informal leadership roles to increase the “capacity to be effective in leadership roles and 

processes” (Van Velsor, McCauley and Ruderman, 2010, p. 2). 

Interviews were conducted at the supervisory, management, director, and executive 

director level. The questionnaire was distributed at the administrative staff level. Both focused 

on attributes, skills, and competencies thought to be important for leader development. Analysis 

of the study findings informs the subsequent sections of the report and a proposed framework for 

leader development for the Property Taxation Branch.  
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A potential limitation of the research study considered in the design phase was the choice 

of purposive sampling. Research findings based on purposive sampling may not be generalizable 

to the greater population. 

A second limitation lies with qualitative research. Qualitative research is an exploration 

of what people think, feel or do. It helps in understanding why people behave as they do and 

what barriers there may be to changing that behaviour. A limitation with qualitative research is 

that it does not give statistically robust findings. 

Another limitation is that the research data may not be representative of expert 

knowledge. Expertise “refers to knowledge in or about a particular field” or in “domains of 

demonstrable skills” (Weinstein, 1993, p. 58). Therefore, the researcher cannot confidently state 

the research population are experts in leadership or leader development.  

Findings and analysis 

Analysis of the research data shows key areas of focus for leader development are 

attributes, skills, and competencies, leadership experience, and an understanding of leadership 

based on competencies. Participants expressed leader development was influenced by a 

combination of what they described as good leadership, individual attributes, and skills and 

competencies.  

Using content analysis and a categorical summarization, the research findings are similar 

to the literature as well as to those skills and competencies identified by the client (PTB) and the 

BCPS. An exception found in the research data was emotional intelligence, which is identified as 

a component of leadership in the literature but which is not an identified competency for the PTB 

or BCPS. Of interest is the large number of respondents who identified emotional intelligence as 
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being important for leader development more than any other skill or competency. Other skills 

and competencies identified were communication, listening, and problem solving.  

Options and Recommendation 

Options to consider stem from the research findings and the literature review. Options 

and rationale discussed include:  

 maintain the status quo  

 implement a framework for leader development 

 conduct additional research 

Drawing on the project research, the following three options provided for consideration are: 

Option one  

Maintain the status quo. The BC Public Service Agency (BCPSA) only offers 

leadership development to public service employees at the managerial-level. The focus of the 

BCPSA learning system is on core and job competencies required for specific job profiles or 

roles within the BCPS (BC Public Service, 2015a). Leader development for all public service 

employees irrespective of job position is not available. 

Rationale. The Property Taxation Branch may choose to maintain the status quo due to 

the established practices of the BCPSA learning system. This falls short, however, in the 

strategic direction for leader development because leadership development is only offered at the 

supervisor and higher levels. In addition, the existing leadership development offered may not 

lead to effective growth of the organization as a whole if it is only offered at the managerial-

level; to have effective growth, an organisation should ideally grow leaders at all levels. 
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Option two 

Implement a framework for leader development within the Property Taxation 

Branch. A framework for leader development provides tools and approaches to improve the 

performance capability of individuals within the organization, thereby improving individual and 

internal capacity. It offers an intentional means in response to the strategic direction of employee 

development, particularly leader development, within the Property Taxation Branch.  

Rationale. The Property Taxation Branch does not currently have a framework for leader 

development. Further, leader development for employees at all levels of is not offered by the 

BCPSA as part of their learning system.  

Building on existing structures established by the PTB and the BCPSA, implementation 

of a framework for leader development would be relatively seamless and cost effective. 

Option three  

Conduct additional research before implementing a proposed framework for leader 

development. Additional research would likely address the limitations of purposive sampling, 

qualitative research, and expertise.  

Using a larger sample population is more representative of the population, broadens the 

range of possible data, and forms a better picture for analysis (Snape & Spencer, 2003). In 

selecting a research methodology, however, the research method is best met by the phenomena 

being investigated (Guba, 1981). 

Using a mixed methodology research design incorporates statistics to generalize findings, 

assumes the sample is representative, and reduces researcher subjectivity (Curry, Nembhard, & 

Bradley, 2009). On the other hand, the data may be less detailed and responses could be missed, 
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however, mixed methods “are increasingly recognized as valuable,” because they can 

corroborate findings and generate more complete data (Curry, Nembhard, & Bradley, 2009).  

Utilizing expert opinion may be highly beneficial when conducting research. As Baker, 

Lovell & Harris (2006) inform us “[e]xperts provide an accessible source of information that can 

be quickly harnessed to gain opinion” (p. 61). In addition, experts provide knowledge when 

traditional research has not been conducted (Baker, Lovell, & Harris, 2006), and expertise 

ensures high content, as well as face-to-face and concurrent validity (Sharkey and Sharples, 

2001). 

Rationale. Additional research would likely broaden the range of data, incorporate 

statistics to generalize findings, and ensure high content through expert knowledge. On the other 

hand, additional research can be time consuming, costly, and delay implementation of a 

framework for leader development.  

Recommendation 

It is recommended that option two be implemented. It incorporates new tools and 

approaches that build on the existing PTB and BCPS competencies. It is cost effective and aligns 

with the PTB business plan and Ministry of Finance strategic plan. Progress of leader 

development can be added to and measured in existing employee performance and development 

plans (EPDP). In addition, ongoing developmental acquisition of skills and competencies could 

be documented in an individual leader development portfolio or learning journal.  

A framework for leader development has the vision to: 

 Hold each other accountable, 

 Empower and encourage each other through peer mentorship, 

 Knowledge share through open conversations, 
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 Have meaningful conversations,  

 Gain experience through action learning, and 

 Use new platforms of learning through self-direction.  
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Introduction 

Defining the Problem and Background 

The BC Public Service and the Property Taxation Branch have identified employee 

development as a strategic priority, particularly for leadership roles. This presents a problem in 

preparing employees with the knowledge, skills and abilities required for leadership roles within 

the public service. The problem is how to effectively develop employees in leadership skills and 

competencies for those roles through specific tools and approaches for leader development.  

Thus, there is a need for relevant, effective training that is focussed and retained. A 

tailored strategic approach, a culture of continual improvement, and a training plan for each 

employee based on strengths from their performance reviews are fundamental for effective 

leader development. 

In response to the problem of effectively preparing employees with the knowledge, skills 

and abilities required for leadership roles within the PTB, a framework for leader development 

with embedded skills, competencies, and tools and approaches for leader development is 

proposed. 

Leaders have the ability to affect others on a wide ranging and personal scale. Therefore, 

it is important to understand leadership, leadership development, and leader development. A 

starting point to understanding begins with defining these terms and establishing what is required 

for leader development (e.g., skills and competencies, and examining how employees can be 

developed using specific tools and approaches).  

There are sixty-five employees working in six core teams in the Property Taxation 

Branch who are responsible for the “effective, efficient and equitable receipt of taxes and 

delivery of benefits” under a number of legislated Acts (Ministry of Finance, 2015b). In addition, 
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ten of these employees are vetted by the BCPSA to have the skills and knowledge needed for 

leadership roles. These leadership roles, from supervisory to Executive Director, are shown in 

the PTB organizational chart (see Appendix A). 

Currently, the Property Taxation Branch does not have a framework for leader 

development in place. As there are no current structures in place for leader development within 

the Branch, the opportunity to create a framework for leader development is timely. The Client 

has identified a need to implement a leader development framework which supports employee 

development and fosters leadership knowledge, skills and abilities in order to leverage leader 

development as a strategic tool. The Client recognizes the need for and the importance of leader 

development which allows employees to learn and apply new skills. 

 Project Objective and Research Questions  

The objective of this research project is to create a framework for leader development 

within the Property Taxation Branch using tools and approaches with embedded skills and 

competencies thought to be important for leader development based on the literature review, 

those deemed important by the client, and those found in the research study. 

To identify tools and approaches to leverage the knowledge, skills and abilities of 

Property Taxation Branch employees for leader development, this project report seeks to answer 

the following research questions:  

 How can the PTB effectively develop employees in leadership skills and competencies? 

 What specific tools and approaches foster leader development within the PTB? 
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The Client 

 The client for this project report is Steven Emery, Executive Director, Property Taxation 

Branch, Revenue Division Services, Ministry of Finance. Mr. Emery, as an Executive Director in 

the Ministry of Finance, is a project lead/participant for Leading Workplace Strategies, a BC 

Government strategy in response to the changing labour force demographics of the BC Public 

Service. His guidance and experience as a supervisory mentor were a valuable resource 

throughout this project as it was not part of the ongoing work of the ministry.  

This project report will provide the following deliverables for the client: 

 a literature review based on research of reports, articles, books and websites pertaining 

to leadership development with a focus on attributes, skills, competencies, and 

knowledge; 

 a content analysis/categorical summarization of the research findings;  

 a framework for leader development within the PTB based on tools and approaches with 

embedded skills competencies; and 

 options to consider and a recommendation for leader development applicable to three 

levels - the individual level, the interpersonal or team level, and the organizational level. 

 Through discussions with the client, the importance of strategic alignment, vision, and 

the inclusion of skills and competencies to consider when creating a framework for leader 

development was taken into account. By creating a framework for leader development, the 

Property Taxation Branch supports the Ministry of Finance’s strategic plan with the development 

of employees and preparing them for leadership roles.  

Leadership development is one of six strategic priorities identified by the Ministry of 

Finance to attract, develop and retain employees (Ministry of Finance, 2015a). The objective is 
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to remain “an employer of choice with high performing employees ready for new opportunities 

with the skills, knowledge, and leadership to deliver on government priorities” (Ministry of 

Finance, 2015a). The Property Taxation Branch’s 2015/16 Business Plan follows the Ministry of 

Finance 2015/16 Business Plan in its strategic priorities which are shown in Figure 1. 

 

Figure 1. Ministry of Finance Strategic Priorities. Source:  Ministry of Finance 2015/16 Business 

Plan. 

A framework for leader development supports an important component of the Ministry of 

Finance’s overarching strategic plan for employee development. What's more, the BC Public 

Service Agency (2014) recognizes the necessity to “support our future leaders in building a 

career path that will benefit both the employee and the larger organization” (p. 14).  

The Property Taxation Branch’s business plan supports “the achievement of the 

ministry’s strategy and vision” (Ministry of Finance, 2015b) which is to provide “[t]rusted 

financial and economic leadership for a prosperous province” (Ministry of Finance, 2015a). To 

move toward this vision, leadership development was identified as a foundational element. Part 

of this foundational element is to provide opportunities to develop the skills, knowledge and 
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leadership required for public service (Ministry of Finance, 2015a). A framework for leader 

development to increase the skills and knowledge required for leadership meets this vision and 

enables the Property Taxation Branch to provide opportunities for employees to develop 

leadership skills and knowledge. 

Conceptualization of Main Terms in the Report  

A brief definition of these terms is provided here, however, further explanation of these 

terms is provided in the conceptual framework and literature review sections. Leadership is 

defined as influence to affect change in behaviour towards a mutual goal. Leadership 

development is defined through leader development wherein individual development occurs 

through structured and unstructured experiences within the organization to help individuals learn, 

grow, and change. Leader development is defined as the individual development of attributes, 

knowledge, competencies, and skills through formal or informal training. Attributes, knowledge, 

competencies, and skills are defined thusly: 

Attributes:  a unification of traits, characteristics and attributes thought to be important 

for leader development (Zaccaro, Kemp & Bader, 2004). 

Skills:  broadly applied, learned characteristics affected by education, training, practice, 

and experience (Katz, 1955; Van Wart, 2012; Locke, Kirkpatrick, Wheeler, Schneider, Niles, 

Goldstein, Welsh, & Chah, 1991).  

Competencies:  a combination of knowledge, skills, and behaviours that can be 

developed, which empowers an individual and increases individual and organizational capacity 

(Mau, 2015; Bowman, West & Beck, 2010; Sullivan, 2009; Van Wart, 2005). 

Knowledge:  is defined as understanding facts, information, and skills acquired through 

experience or education by perceiving, discovering, or learning and involves perception, 
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communication, and reasoning (Bass, 1985; Mumford, Zaccaro, Harding, Jacobs & Fleishman, 

2000: Polyanyi, 1966). 

Organization of Report  

Following this Introduction, the next sections provide the conceptual framework for the 

report, details of the methodology and methods used in the research design, the literature review 

on leadership, leadership development, and leader development with attributes, skills, and 

competencies required for leader development. The subsequent sections present an analysis of 

the research findings, discussion, and a framework for leader development. The final sections 

provide options, a recommendation, and a conclusion summary of the report. 
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Conceptual Framework 

This study identifies and defines the key concepts relevant to the research problem on 

leader development (see Figure 2). Key concepts were identified, analyzed, and categorized to 

clarify the words or terms used in relation to leader development. Defining elements were 

identified and reduced in terms of the essential and related criteria for each term. These 

definitions are structured in an orderly manner and positioned in relation to each other in order to 

reduce vagueness and make them easier to understand. 

The following questions guided the literature review and in gathering empirical research: 

How can leadership, leadership development, and leader development be investigated? 

What are leadership, leadership development, and leader development? 

What are the various components needed for leader development? 

What learning approaches facilitate leader development? 

Leadership, leadership development, and leader development can be investigated through 

the existing literature utilizing specific words and terms. It can also be investigated through a 

descriptive research methodology. 

The following is the set of concepts and definitions, based on the literature review, which 

informed this research project. (For a more detailed discussion, see the literature review below.) 

Leadership is defined as the influence to affect change in behaviour towards a mutual 

goal. This definition borrows on Chemers’ (2009, p. 963) notion that “leadership is based on 

influence (i.e., persuasion), not power” and Northouse’s (2004, p.3) statement that it involves 

“an individual influenc[ing] a group of individuals to achieve a common goal”. 

Existing literature indicates that leadership development is “the expansion of a person’s 

capacity to be effective in leadership roles and processes,” i.e. processes “that enable groups of 
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people to work together in productive and meaningful ways” (McCauley, Moxley, & Van 

Velsor, 1998, p. 4). Thus, leadership development is defined through leader development 

wherein individual development occurs through structured and unstructured experiences within 

the organization to help individuals learn, grow, and change.  

Leader development, according to Day (2012), benefits “individuals to become leaders 

through study, mentoring, and practice” (p. 109). For the purposes of this research, leader 

development is defined as the individual development of attributes, skills, and competencies 

through formal or informal training.  

These attributes, competencies, and skills, which make up the various components of 

leadership and which leader development is designed to foster, are defined thusly: 

Attributes: “cognitive capacities, personality dispositions, motives, values, and an array 

of present characteristics” (Zaccaro, Kemp, & Bader, 2004, p. 120). 

Competencies: a combination of knowledge, skills, and behaviours that can be developed, 

which empowers an individual and increases individual and organizational capacity. 

Skills: broadly applied, learned characteristics affected by education, training, practice, 

and experience. 

Finally, there are the concepts referring to tools and approaches used in leader 

development. Primarily, tools can be categorized as developmental models with approaches 

categorized as forms of formal or informal training. Among the formal methods of trainng are 

courses, workshops, and developmental assignments; informal methods include self-study, 

mentoring relationships, and on-the-job experience.  
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These terms and definitions form the conceptual framework within which the study was 

conducted. They informed the construction of the two research instruments, the questionnaire 

and the interview, as well as the analysis and discussion of the results.  

 

Figure 2. Conceptual framework for creating a framework for leader development within the 
PTB. 

  

Investigate leadership, 
leadership development, 
and leader development

Define leadership, 
leadership 

development, and 
leader development

Identify and define 
various components 

needed for leader 
development

Investigate leader 
development tools 

and approaches

Framework for leader development 
within the Property Taxation 

Branch



FRAMEWORK FOR LEADER DEVELOPMENT 

 

10

Methodology, Methods, and Data Analysis 

Introduction 

The research study design revolved around a number of choices regarding participant 

selection, recruitment and interaction, data collection, data analysis, and use of the literature. The 

following sections discuss these choices.  

The objective was to determine an understanding of leadership, leadership development, 

and leader development views within the PTB and compare these views to the literature as well 

as branch objectives. Therefore the research questions were developed to document and define 

the views and opinions of PTB employees in such a way that the findings could be classified and 

quantified to fit into a structured analysis designed to compare the results to stated PTB 

objectives which include competiencies, employee development, and leader development. 

Research Questions 

The design of the research project aimed to determine how the Property Taxation Branch 

could build employee leader development. As outlined in the introduction, the research questions 

were as follows:  

 How can the PTB effectively develop employees in leadership skills and 

competencies? 

 What specific tools and approaches foster leader development within the PTB?  

Research Design  

 The research design uses a descriptive research methodology to gather qualitative data on 

leader development. It uses a naturalistic approach that seeks to understand phenomena in 

context-specific settings. Qualitative research, broadly defined, means, "any kind of research that 

produces findings not arrived at by means of statistical procedures or other means of 
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quantification" (Strauss & Corbin, 1990, p. 17). Qualitative research designs allow for flexibility 

and facilitates meaning drawn from the data. Crowe, Inder and Porter explain, “[q]ualitative 

research methods are oriented towards understanding meanings and experiences” (2015, p. 616). 

Further, qualitative research can be used to “capture essential aspects of a phenomenon from the 

perspective of study participants, and to uncover beliefs, values and motivations” that underlie 

behaviour (Curry, Nembhard, & Bradley, 2009, p. 1442). Using qualitative techniques such as a 

questionnaire and structured interview allowed for insights into leadership, leadership 

development, and leader development as understood by the PTB employees. 

Methods 

Data for the project was gathered through various methods. The first method utilized an 

extensive literature review on leadership, leadership development, and leader development, as 

well as on attributes, skills, and competencies required for leader development which can then be 

developed. The literature review was essential in providing an understanding of existing research 

findings and how they relate to leader development. In addition, the literature review helped 

guide the final project deliverables and helped inform the methodology and the design of the 

interview and survey questions.  

The second method utilized interviews and a questionnaire to gather qualitative data on 

attributes, skills and competencies thought to be important for leader development. Questions 

were  developed to gain an understanding of what attributes, skills and competencies are thought 

to be important for leader development by the PTB employees. As BC Public Service employees, 

the participants have prior knowledge of skills and competencies related to their job profile but 

not necessarily related to leader development. 
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The third method utilized was content analysis. Content analysis enables the researcher to 

capture meaning within qualitative data (Crowe, Inder & Porter, 2015). It provides a strategy for 

organising and interpreting qualitative data that integrates commonalities and differences in 

participants’ responses in order to create categories (Crowe et al., 2015). 

The fourth method utilized was a categorical summarisation in order to create a 

manageable list of leader development attributes, skills, and competencies thought to be 

important for leader development. Data gathered from the interviews and questionnaire was 

categorised together to maintain confidentiality of the research responses. 

The fifth method utilized was a frequency distribution to provide a ranking and sense of 

order. This was reported as a percentage and responses with a higher percent ranking were 

interpreted as more important than responses with a lower percent. 

Data from the interviews and questionnaire was compared to information found in the 

literature, those competencies identified by the BC Public Service, and those competencies 

deemed important by the client. This comparison enabled any differences or similarities between 

to be observed and noted. In this way, previous research to clarified meaning and understanding 

of attributes, skills, and competencies when creating a framework for leader development.  

Research sample  

Purposive sampling, also known as judgmental, selective, or subjective sampling, was 

utilized because participant selection was intentional and limited in scope by the research 

parameters that required participants to have at least some understanding of leadership attributes, 

skills, and competencies in the BC Public Service. Morse (2004) informs us that “[p]urposive 

sampling in qualitative inquiry is the deliberate seeking out of participants with particular 

characteristics” (p.2 ). According to Palys (2008), purposive sampling is a strategic choice for 
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use within a segment of the population believed to have knowledge on the characteristic of 

interest. Therefore, the participants comprise a convenience sample within the PTB. 

By applying the purposive sampling strategy of maximum variation, or heterogeneous 

sampling, this allowed a wide range of perspectives relating to leader development to be 

captured. It also allowed for variation in perspectives in order to gain greater insights into the 

participants’ understanding of leader development by looking at it from all views.  

Participants were recruited from the Property Taxation Branch, Revenue Division, within 

the Ministry of Finance. These employees are familiar with BCPS skills and competencies, as 

well as training paradigms, which are directly related to the research questions. They consisted of 

employees in administrative–level as well at the managerial-leves. Participants were of both 

genders in roughly equal numbers, culturally diverse, and age differentiated, and their leadership 

training ranged from none to life experience to professional training. In addition, there was a 

wide-ranging tenure of experience from three months to thirty-eight years as public service 

employees. These secondary characteristics are important to note as they clarify representation 

and balance within the study. 

Recruitment 

The total personnel of the PTB is 65 employees, of whom 55 are employed at the 

administrative-level and the remaining 10 are employed at the managerial-level. Email addresses 

were obtained from the internal Property Taxation Branch global address list. Administrative-

level participants were invited to take part in an email questionnaire, and managerial-level 

participants were invited to take part in an in-person interview. 

The email to the administrative participants included a letter of implied consent detailing 

the purpose of the research with the researcher’s contact information for any questions or 
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clarification. The invitation to participate in the email questionnaire was sent January 25, 2016, 

with a survey closing date of February 4, 2016. Follow up emails with a reminder to participate 

in the survey were sent January 27, 2016 and February 2, 2016.  

All 55 administrative-level employees within the Property Taxation Branch were invited 

to fill out the questionnaire, of whom 26 did so. Hence, there was a 53 percent response rate.  

While the researcher knew the identity of the respondent, the questionnaire responses 

were confidential. A content anlysis and categorical summarization were applied to the 

responses, which remained anonymous and confidential.  

An invitation to participate in a leader development interview was distributed by email to 

all 10 of the managerial-level employees in the Property Taxation Branch; all 10 agreed to be 

interviewed, resulting in a 100 percent response rate. A participant consent form was presented 

detailing the purpose of the research with the researcher’s contact information for signature at the 

start of the interview. The researcher recruited participants from the Property Taxation Branch 

organizational chart. These employees at the managerial-level are vetted by the BC Public 

Service system to have a degree of leadership skills by merit of the BCPSA hiring process based 

on skills and competencies required for leadership positions. The interviews took place between 

January 25, 2016 and February 4, 2016 with an estimated duration of twenty to thirty minutes per 

interview. 

Research instruments. The two research instruments used were a questionnaire, distributed by 

email, and an in-person structured interview. These methods of data collection allowed the 

researcher to gain an understanding of the participants’ thoughts on and experience with leader 

development. The methods set the context of the research, ensured the topic was understood and 

that consistent and similar responses were gathered. They also provided a sense of the direction 
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of the topic being researched as well as how the data might be used to create a framework for 

leader development. Both the questionnaire and the interviews concluded with an open-ended 

question asking participants for final thoughts on leadership or leader development in the BC 

Public Service. 

Questionnaire. The email questionnaire gathered data on leader development with regard 

to attributes, skills, and competencies thought to be important for leader development and how 

these qualities should best be developed, as well as any other thoughts on leader development the 

participant wished to share. The questionnaire consisted of 12 questions (see Appendix B).  

Questions were developed to discover awareness of attributes, skills, and competencies 

thought to be important for leader development, how leader development could be accomplished, 

and whether participants had prior knowledge of, or experience with, leader development.   

 This method of data collection allowed the researcher to gain an understanding of the 

participants’ thoughts on and experience with leader development. This approach set the context 

of the research, ensured the topic was understood and that consistent and similar responses were 

reported. It also provided a sense of the direction of the topic being researched as well as how the 

data might be used to create a framework for leader development. The email survey concluded 

with an open ended question asking participants for final thoughts on leadership or leader 

development in the BC Public Service. 

Interview. Structured interviews were conducted to identify attributes, skills, and 

competencies thought to be important for leader development, how leader development could be 

accomplished, and whether participants had prior knowledge of, or experience with, leader 

development.  
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This method of data collection allowed the flexibility that is possible in a person-to-

person dialogue. Interviews were conducted in a private office to provide a sense of ease and 

neutral ground. The interviews lasted from 20 to 30 minutes, and questions focused on the 

participants’ understanding of leader development.  

Handwritten field notes were then transcribed to an excel document for the researcher’s 

use in data analysis. The interviews took place between January 25, 2016 and February 4, 2016 

with an estimated duration of twenty to thirty minutes per interview. The interview questions are 

shown in Appendix C. 

 Time was allowed at the beginning of the interview to answer questions and provide 

participants with background on and reasons for the research. This was an important part of the 

interview to ensure participants had a complete understanding of what was involved, particularly 

the research and consent form. Interviews finished with an open ended question asking 

participants for final thoughts on leadership or leader development in the BC Public Service. 

Data Analysis. Both the interviews and questionnaire were designed to gather qualitative data. 

Qualitative data can be systematically evaluated by coding or categorizing through the 

application of content analysis. The goal of content analysis is “to provide knowledge and 

understanding of the phenomenon under study” (Downe-Wamboldt, 1992, p. 314). Therefore, 

content analysis is suited as a research method for the subjective interpretation of the content of 

text data through the systematic classification process of coding and identifying themes, patterns, 

or categories.  

A representation of the data analysis process is shown in Figure 3. The categories can 

represent either explicit communication or inferred communication based on the subjective 

interpretation of the researcher. Categories were created for the identification of common 
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attributes, skills, and competencies from the data thought to be important for leader development 

by the participants.  

 

Figure 3. Data analysis process. 

Use of the literature. The literature review serves as a basis for comparison following 

significant analysis of the data. Literature was reviewed which was relevant to the project study 

and focused on the subject areas of leadership, leadership development, and leader development 

within and without the public service as well as associated attributes, skills, and competencies. 

A connection of the literature to the findings within the study was conducted after the 

initial phases of the data analysis. This was done with the intention of being committed to 

learning from the data and to limit any researcher bias created by knowledge learned regarding 

leadership, leadership development, leader development, and associated attributes, skills, and 

competencies.  

The literature review covers defining leadership, leadership development, and leader 

development. Themes in the literature include competencies such as self-awareness (Van Velsor, 

McCauley and Ruderman, 2010; Bratton, Dodd, and Brown, 2011), employee development (Lee 

and Bruvold, 2003; Washington and Jacobs, 2003), and multi-level leader development (Day and 

Harrison, 2007, Pearce, 2007). 

Transcribe data 
(from field notes 
and questionnaire 
responses)

Code data 
using an 
ordinal scale

Categorical 
summarization 
using a nominal 
scale

Construct frequency 
distribution table 
(from coded data)

Report frequency 
as percentage in 
Findings section
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Strengths and Limitations of Methodology 

 
The strength of the methodology is that several methods were used to develop an 

integrated approach to gather data in relation to the research questions. The literature review 

provides information on leadership, leadership development, and leader development. It also 

provides valuable information on attributes, skills, and competencies for effective leadership and 

leader development. 

The interviews and questionnaire research data provide valuable information on 

attributes, skills, and competencies thought to be important for leader development within the 

Property Taxation Branch. They also provide information on challenges to leader development 

and other considerations that are unique to the Property Taxation Branch, and may be important 

to the BC public service as a whole. In addition, the content analysis of the interview and 

questionnaire data provides an aggregate of attributes, skills, and competencies thought to be 

important for leader development within the Property Taxation Branch.  

Limitations can be found with any research project and potential limitations should also 

be weighed carefully; this report considers three. First, the choice of purposive sampling may be 

a limitation. Purposive sampling was used because the Property Taxation Branch employees 

chosen for this study fit the research project parameters. Other BC Public Service Employees, 

however, were excluded from the research design thus limiting the potential number of 

participants. Further, purposive sampling can be prone to researcher bias due to the lack of 

random sampling and has the disadvantage of being able to generalise the research findings 

(Trochim & Donnelly, 2008). Using a larger sample population would address this limitation as 

Snape and Spencer (2003) inform us a larger sample is more representative of the population, 

broadens the range of possible data, and forms a better picture for analysis.  
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Second, it is a qualitative study. The issue with qualitative studies is “whether the 

findings from a study based on a sample can be said to be of relevance beyond the sample and 

context of the research itself” (Lewis & Ritchie, 2003, p. 263). The results of the study represent 

the opinions and beliefs of a small, subjective sample which does not allow for wider inference. 

Since the goal of the research was to seek out knowledge and understanding specific to the PTB 

employees, this was not considered a limitation. Therefore, further research could be conducted 

using a mixed methodology. Research utilizing quantitative or mixed methods with a 

randomized sample would provide generalizable results (Curry, Nembhard, and Bradley, 2009). 

Third, it may not be representative of expert knowledge. While the managerial-level 

employees have been vetted by the BC Public Service to have leadership skills, knowledge and 

abilities, Weinstein (1993) informs us expertise “refers to knowledge in or about a particular 

field” or in “domains of demonstrable skills” (p. 58). Consequently, the researcher cannot 

confidently state the PTB managerial-level employees are experts in leadership or leader 

development. A sample population with proven expertise in leader development would address 

this limitation. 
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Literature Review 

An in-depth literature review on leadership, leadership development and leader 

development was conducted throughout the research process. This in-depth literature research 

was important to understand how leadership, leadership development and leader development 

was defined in the literature, what attributes, skills and competencies are thought to be important 

for leadership, how employees can be effectively developed in leadership, and what specific 

tools and approaches foster leader development. 

The University of Victoria online library was the main source of the literature review 

which provided access to scholarly and peer reviewed publications. Search terms and phrases 

included: leadership, leadership development, leader development, and leadership competencies. 

Data was collected from various sources, including Google Scholar, Elsevier, JSTOR, Wiley 

online library, Sage Publications, Emerald Insight and various relevant journals, such as 

Leadership Quarterly, Journal of Organizational Behaviour, and Journal of Leadership 

Education.  

Research on leadership, leadership development, and leader development has produced 

wide-ranging data from a comprehensive range of disciplines, for example, psychology and 

military studies. In the Sage Handbook of Leadership, the editors put forth that:  

Leadership is increasingly recognized as a critical factor in all forms 
of organization, formal and informal, business and public, civilian 
and military, historical and contemporary, the arts as well as the 
sciences, and ‘for profit’, ‘not for profit’ and voluntary (Bryman, 
Collinson, Grint, Jackson, & Uhl-Bien, 2011, p. ix).  
 
The literature clarifies that leadership is similar to, but should not be confused with, 

management (Kotter, 2013). While both involve influence, working with people, and goal 

accomplishment, one key difference that should be noted is that “management produces order 
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and consistency” whereas “leadership produces change and movement” (Jagd, 2009, p. 989). The 

literature on leadership indicates there is not a one size fits all definition. Fiedler (1971) noted 

“there are almost as many definitions of leadership as there are leadership theories…” (p. 1). The 

difficulty in defining leadership is evident in the research of Carroll and Levy (2008). Their 

findings point to the “mystery” of leadership with qualitative data indicating the “inability to 

articulate what leadership was”, “there’s more that we don’t understand”, and “it’s intangible” 

(p. 85).  

While leadership can be a complex construct to define, it can be understood as the action 

of leading a group of people or an organization towards some particular goal (Jagd, 2009; Hogg, 

2010). Today, research on defining leadership suggests that it involves influence over others to 

pursue a common purpose (Hancock, 2012; Pfeiffer, 2009; Collinson, Grint & Jackson, 2011). 

Since, leadership involves persuasion (Pfeiffer, 2009); it therefore, is a process of influencing 

others “to accomplish a set of goals or objectives within an organization” (Hancock, 2012, p. 

297). This, as Hancock (2012) informs us, is the “art of leadership”, “the ability to cause 

followers to want to achieve desired outcomes” (p. 297).  

Day (2011) found “most definitions of leadership make either direct or indirect reference 

to the context within which leaders and followers engage, in order to achieve some kind of 

common purpose or goal” (p. 15). Van Wart (2012) defines leadership as “a complex process 

involving numerous fundamentally different type of acts” (p. 24). 

Leadership defined 

Defining leadership has been a source of debate and research since the early decades of 

the twentieth century (Rost, 2008). According to Jagd (2009), leadership is defined by “the 

process (act) of influencing the activities of an organized group in its efforts toward goal setting 
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and goal achievement” (p. 989). Other researchers have put forth similar definitions. Lester 

(2007) informs us “[l]eadership can be defined as the ability to inspire, persuade or influence 

others to follow a course of actions or behaviour towards a defined goal” (p. 303). This definition 

of leadership is reflected by Haslam (2012), Jagd (2009), and Rost (1991) who agree that 

leadership is the process of influence toward achieving a shared goal.  

Burns (1978), on the other hand, defines leadership as reciprocal between the leader and 

the followers in which several people participate. He believes leaders and followers engage with 

one another to achieve higher levels of motivation and morality (p. 20). His general definition of 

leadership is stated as follows:  

Leadership is the reciprocal process of mobilizing, by persons with certain motives and 
values, various economic, political and other resources, in a context of competition and 
conflict, in order to realize goals independently or mutually held by both leaders and 
followers (1978, p. 425). 

 

Burns set the stage for future research with this foundation for the definition of 

leadership. Subsequently, the definition of leadership evolved based on Burn’s general 

definition. Taking up the mantle of continuing research, Gardner (1990), Rost (1991), Freiberg 

and Freiberg (1996), and Shriberg, Lloyd, Shriberg, and Williamson (1997) all define leadership 

as collaborative. They put forth that leadership is an influence relationship between leaders and 

followers as they affect change for their mutual purposes and goals. Bennis (2007) agrees that 

leadership is defined by interdependence involving “a leader or leaders, followers and the 

common goal they want to achieve” (p. 4).  

On the other hand, Day (2012) informs us that “[i]n setting forth any definition of 

leadership, it is also important that we differentiate it conceptually from power and 

management” (p. 5). This is important because power and management are often mistaken for 
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leadership (Day, 2012). According to Day (2012), “[p]ower refers to the means leaders have to 

potentially influence others” (p 5). In this manner, it is understood that the ability to lead others 

requires a degree of power. In making the distinction from leadership, Day (2012) puts forth that 

“[m]anagement is objectives driven, resulting in stability grounded in rationality, bureaucratic 

means, and the fulfillment of contractual obligations (i.e., transactions)” (p. 5).  

Having made these distinctions, Day (2012) equivocates “that successful leadership also 

requires successful management, that leadership and management are complementary, but that 

leadership goes beyond management, and that leadership is necessary for outcomes that exceed 

expectations” (p. 5). Based on this information one could say leadership is good management.  

It may be difficult however, to find a straightforward definition “given the complex 

nature of leadership” (Day, 2012, p. 5). It may have to be accepted that “a specific and widely 

accepted definition of leadership does not exist and might never be found” (Day, 2012, p. 5). 

According to Van Wart (2012), definitions of leadership are plentiful, they are short, long, 

scientific, or “practitioner oriented” (p. 24). His own operational definition of leadership is as 

follows: 

Leadership is a complex process involving the acts of: 
1. Assessing one’s environment and one’s leadership constraints; 
2. Developing the numerous necessary leadership traits and skills (such as integrity, self-

confidence, a drive for excellence, and skill communications and influencing people); 
3. Refining and modifying one’s style for different situations; 
4. Achieving predetermined goals; and  
5. Continually self-evaluating one’s performance and developing one’s potential (p. 24-25). 

This definition, however, seems unnecessarily complex compared to that of Chemers 

(2009), who describes leadership as the ability to affect the efforts of others to achieve an end 

state that cannot be accomplished alone. He notes that “leadership is based on influence (i.e., 

persuasion) not power” (p. 963). Northouse (2004, p. 3) supports Chemers, informing us that 
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“[l]eadership is a process whereby an individual influences a group of individuals to achieve a 

common goal.” 

Leadership development defined 

Leadership development is not a new or unique concept, yet Day (2012) informs us that a 

great deal is still not known about leadership development. This may be, he states, because 

leadership and development are both complex constructs of study. 

According to Avolio (2004), “leadership development is always a multilevel 

development process” (p. 94). Day (2012) puts forth that “leadership cannot be developed 

directly unless intact dyads, work groups, or the organization as a whole are the focus of 

development” (p. 109). Therefore, defining leadership development includes a focus on 

teambuilding and organizational development (Day, 2011). 

According to Day (2000, p. 582), “one of the most notable offerings” in defining 

leadership development comes from the Handbook of Leadership Development by McCauley, 

Moxley and Van Velsor. McCauley, Moxley and Van Velsor (1998) define leadership 

development as “the expansion of a person’s capacity to be effective in leadership roles and 

processes” where “leadership roles and processes are those that enable groups of people to work 

together in productive and meaningful ways” (p. 4). The breadth of this definition means efforts 

in leadership development should be focused at the individual/personal, the interpersonal/team 

and the organizational level. 

This composite definition of leadership development is also expressed by Day (2000). He 

found “leadership development is defined as expanding the collective capacity of organizational 

members to engage effectively in leadership roles and processes” (2000, p. 582). Based on the 

findings of Day (2000), leadership development is defined as growth of the whole benefitting the 
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collective organization. Specifically, the organization is engaged “effectively in leadership roles 

and processes” (Day, 2000, p. 582). This includes formal and informal roles and processes that 

“enable groups to work together in meaningful ways” (Day, 2000, p. 582).  

Based on the literature review, leadership development is defined through leader 

development wherein individual development occurs through structured and unstructured 

experiences within the organization to help individuals learn, grow, and change.  

Leader development defined 

In his earlier work, Day (2012) put forth that “leadership development is more properly 

termed leader development” where leadership development benefits “dyads, work groups, or the 

organization” and leader development benefits “individuals to become leaders through study, 

mentoring, and practice” (Day, 2012, p. 109).  

Similar findings are reported by Iles and Preece (2006). They argue leadership 

development “has tended to be equated with ‘leader development’, focusing on the training and 

development of the individual competencies, skills and attributes of the leader” (p. 321). 

Moreover, Van Velsor, McCauley and Ruderman (2010) define leader development as 

“the expansion of a person’s capacity to be effective in leadership roles and processes” (p. 2). 

According to Day (2000) it is this “purposeful investment” in individual capacity that is the basis 

of leader development (p. 584). 

The development of individual knowledge, skills, and abilities, or capacity, through 

planned and deliberate process is what enables individuals to become effective leaders (Gold, 

Thorpe & Mumford, 2010). According to Van Velsor, McCauley and Ruderman (2010), the 

capacity for leader development is based in self-awareness, the ability to learn, leadership values, 
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relationships building, working effectively with others, communication skills, the ability to think 

and act strategically and creatively, and the ability to initiate/implement change. 

In relation to leadership, leadership development, and leader development, much of the 

research in the literature advocates that attributes, traits, knowledge, skills, competencies, and 

abilities are the substance of leadership (Van Wart, 2005; Jossey-Bass, 2010; Bass & Bass, 2008; 

Zaccaro, Kemp, & Bader, 2004). By this means, attributes, traits, knowledge, skills, 

competencies, and abilities are also the substance of leader development as Day (2012) has 

informed us that leadership development is more appropriately termed leader development.  

Therefore, based on the literature, as well as on previous practice within the BCPS, leader 

development is defined in the current study as the individual development of attributes, skills, 

competencies, knowledge associated with formal or informal leadership roles. This definition not 

only draws on meanings from the literature, but also draws on previous structures within the 

BCPS where knowledge, skills, and abilities evolved to skills and behavioural competencies 

required for employee performance.1 

Attributes, Skills, Competencies, and Knowledge 

With this understanding of leader development defined above, the terms attributes, 

knowledge, skills, and competencies, require clarification and definition.  

Attributes. The term attributes is not used consistently in the literature. Rather, terms 

traits, attributes, and characteristics are used with overlapping definitions to describe an 

effective leader or leadership. Zaccaro, Kemp, and Bader (2004) inform us “the term trait has 

been the source of considerable ambiguity and confusion in the literature referring sometimes 

                                                 
1 Structures where knowledge, skills, and abilities evolved to a focus on skills and behavioural 
competencies for employees is referenced based on the researcher’s personal experience as a 
BCPS employee. 
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and variously to personality, temperaments, dispositions, and abilities” and other qualities such 

as “physical and demographic attributes” (p. 103). For the purposes of this study, attributes best 

captures the set of characteristics that are being investigated. Zaccaro, Kemp, and Bader argue 

that “leadership is multiply determined by sets of attributes that contain cognitive capacities, 

personality dispositions, motives, values, and an array of present characteristics” (p. 120). It is 

this definition of attributes that is adopted in the present study. 

Skills. Skills are an important component for leader development. According to 

Northouse (2013), “Skills are what leaders can accomplish” using “knowledge and competencies 

to accomplish a set of goals or objectives” (p. 44). He informs us that skills required for 

leadership can be learned and developed.  

Katz (1955) suggested leadership “depends on three basic personal skills: technical, 

human, and conceptual (p.34). Van Wart (2012), however, puts forth that leadership involves six 

broad based skills. His six broad skills, which include sub-elements are communication, social, 

influences, analytic, technical, and continual learning (see Appendix D). 

One of the most important skills however, is interpersonal, or people, skills (Locke et al., 

1991). The nature of leadership is relational; it depends on the interaction between the leader and 

the followers (Locke et al., 1991). A number of researchers found other interpersonal skills are 

also essential to leader development, such as listening, oral communication, network building, 

conflict management, and assessing self and others (Locke et al., 1991). Therefore, skills are 

defined as broadly applied, learned characteristics affected by education, training, practice, and 

experience. 

Competencies. Mau (2015) found competencies “can be viewed as representing either 

specific expertise or accomplishment; can represent the capacity of organizations; refer to 
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specific behaviours contributing to excellence; and have signified a minimal level of job 

proficiency” (p. 5). According to Bowman, West, and Beck (2010) specific skills or individual 

attributes, or a combination of both, can be understood to mean competency. Bowman et al. 

(2010) are not the only researchers to use competency as an umbrella term. Sullivan (2009) uses 

the term competency to describe task oriented knowledge, skills, and abilities. Van Wart (2005) 

informs us “traits, skills, and behaviours can all be called competencies” in an effort to minimize 

confusion in defining the terms separately (p. 128). The term competency, like the term 

attributes, has different meanings throughout the literature.  

Northouse (2013) found three competencies - problem solving skills, social judgment 

skills, and knowledge –are fundamental abilities for effective leadership. Similarly, Morse 

(2008) draws on Van Wart (2005) to create a baseline of competencies required for collaborative 

leadership. Morse’s list of public organizational leadership competencies, includes traits, skills 

and behaviours.  

Another competency is known as “emotional intelligence.” According to Mayer and 

Salovey (1997) emotional intelligence encompasses the “abilities to perceive, appraise, and 

express emotion; to access and/or generate feelings when they facilitate thought; to understand 

emotion and emotional knowledge; and to regulate emotions to promote emotional and 

intellectual growth” (p. 10). These “four branches” of emotional intelligence are discussed in 

greater detail by Caruso, Mayer, and Salovey (2002) (see Appendix E). 

The BCPS identified a number of competencies for leading people (BC Public Service, 

2015b). These competencies, which apply to all employees, are organized into four categories – 

leading people, achieving business results, personal effectiveness and interpersonal relationships 

(BC Public Service, 2015b). In turn, the Property Taxation Branch (the client) identified five 
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core competencies, shown in Table 1, required to do the business of the branch (Property 

Taxation Branch, 2015). These competencies align with the Ministry of Finance’s strategic goals 

and vision. 

Table 1  
PTB core competencies 

 

Day (2012) advises that competencies can be used “as a basis for leadership training and 

development initiatives within an organization” (p. 119). This means competencies are 

behaviours that can be learned. For the purpose of this study, competency is defined as a 

combination of knowledge, skills, and behaviours that can be developed, empowers an 

individual, and increases individual capacity. 

Knowledge. Knowledge, skills, and abilities “play a vital role in leadership” (Locke, 

Kirkpatrick, Wheeler, Schneider, Niles, Goldstein, Welsh, & Chah, 1991, p. 35). Knowledge, 

however, is more than just accruing information (Mumford, Zaccaro, Harding, Jacobs, 

PTB Core Competency Description

Service Orientation

The ability to focus one’s efforts on discovering and 
the needs of the customer/client, whom may include 
the public, co-workers and others.

Teamwork and Co-operation
The ability to work within diverse teams, work 
groups and across the organization to achieve goals.

Change management
The ability to support and champion a mandated 
change initiative within the organization.

Innovation
The ability to improve performance by doing or 
promoting new solutions or procedures.

Results orientation

The ability to surpass a standard of excellence, 
which includes striving for improvement, 
achievement orientation, and continuous 
improvement of self or an objective measure.



FRAMEWORK FOR LEADER DEVELOPMENT 

 

30

Fleishman, 2000). Bass (1985) suggests that knowledge is not necessarily scholarly knowledge, 

such as technical expertise or specialized knowledge, but may be “problem awareness and 

problem solving, of thought and imagination, and of belief and values” (p. 99). Mumford, 

Zaccaro, Harding, Jacobs, and Fleishman (2000) found knowledge is having the ability to 

“accurately diagnose and assess the implications of different pieces of information” (p. 20). 

In addition, knowledge takes different forms variously when needed for problem solving, 

the task at hand, the organization, or working with people (Mumford et al., 2000). Thus, many 

authors distinguish between explicit knowledge and tacit knowledge. The former is factual 

knowledge, typically obtained through education or other forms of study, which can be 

articulated in words. The latter is “how-to” knowledge, typically obtained through experience, 

which cannot be verbally articulated (Polanyi, 1966). Tacit knowledge is complex knowledge 

which is implicitly acquired and completely unconscious (Reber, 1989). Therefore, it is abstract 

in nature and is derived from learning experience (Reber, 1989). Busch (2008) informs us “[t]acit 

knowledge is thus that vast store of experiences, technical know-how, skill sets, wisdom that 

permits us to function from a basic survival level, to interacting in our complex knowledge-rich 

western societies” (p. 52). It is knowing without knowing; based on personal understanding or 

experience, not data or information; “either nonverbalised or nonverbalisable” (Busch, 2008, p. 

52). It is “knowledge that resides in the minds of the people in an organization but has not been 

put in structured, document-based form” (Busch, 2008, p. 52). 

Applied to leadership studies, tacit knowledge allows a leader to draw on previous 

experience to make sound decisions (Locke et al., 1991). Tacit, or experiential, knowledge has 

an effect on how leaders “define problems, evaluate decisions, and implement plans” (Mumford 

et al., 2000, p. 20). Leaders need tacit knowledge because effective application of skills depends 



FRAMEWORK FOR LEADER DEVELOPMENT 

 

31

on knowledge (Mumford et al., 2000, p. 20). 

Based on the literature review, the current study defines knowledge as understanding 

facts, information, and skills acquired through experience or education by perceiving, 

discovering, or learning, and involves perception, communication, and reasoning; thus, this 

definition encompasses both explicit and tacit knowledge. 

Application of the Four Components of Leadership to Leader Development. Thus, 

attributes, skills, competencies, and knowledge have been defined as the four components of 

leader development. It remains to apply these components to research on leader development. 

Diverse variables within the internal and external environment influence leader development and 

Adams (2010) provides a useful review of these variables. She begins by citing Kotter (2001), to 

the effect that “leadership is the ability to create visions and strategies and energize people to 

achieve these visions and produce change in an organization” (Adams, 2010, p. 21) In another, 

similar definition, it is “the ability to influence and mobilize individuals identified with specific 

skills to discuss and complete specific tasks in order to achieve results” (Adams, 2010, p. 21, 

citing Heifetz & Linsky, 2004). Leader development, therefore, “connects individual behaviours 

with organizational contexts, revealing rich dynamics of interdependence and influence” 

(Adams, 2010, p. 21). 

It is necessary to capture the dynamic outcomes of attributes, skills, competencies, and 

knowledge for leader development. Consideration should, therefore, be given to these four 

components which leaders need to draw on to enable them to perform their roles within 

organizations since they form the fabric for a framework for leader development within the PTB. 



FRAMEWORK FOR LEADER DEVELOPMENT 

 

32

Examining Leader Development 

The literature illustrated what is required for leader development, e.g., development of 

attributes, skills, competencies, and knowledge albeit somewhat ambiguously. This section 

reviews the literature to see how leaders can be developed using specific tools and approaches 

that target leadership attributes, skills,competencies, and knowledge. Tools and approaches may 

involve leadership or developmental models and frameworks as well as learning approaches to 

increase competencies and skills which foster leader development.  

Tools. Just as there is discussion and debate in the literature on the meaning of attributes 

and competencies, there is discussion and debate on which is the ideal model for leadership 

development and learning approaches. Leader development may be facilitated using model 

development tools or frameworks. A taxonomy of various related leadership skills, sub-skills and 

skills bundles, i.e. competencies, is common to leadership development models (Day, 2012).  

Mumford, Campion and Morgeson (2007) present a strataplex model of leadership skill 

requirements effective across organizational levels. Their model (see Appendix F), captures the 

stratified and complex nature of the leadership skill requirements and their relationship with 

level in the organization” (Mumford et al., 2007, p. 155). Other leadership models found in the 

literature include integrated models (Cacioppe, 1998), competency models (McClelland, 1973), 

and skills models (Northouse, 2013) for example.  

An integrated model approach can directly contribute to strategic imperatives for leader 

development competencies and skills (Cacioppe, 1998). Used as a tool for leader development, 

this model, as described by Cacioppe (1998), is effective for self-development and building 

leadership skills. 
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The skills model combines individual attributes and competencies with experience to 

increase knowledge and skills to solve complex problems which are necessary for leader 

development (Northouse, 2013). Northouse (2013) offers this definition: “the skills model 

frames leadership by describing five components of leader performance” which are: 

“competencies, individual attributes, leadership outcomes, career experiences and environmental 

influences” (p. 48). The emphasis is that competencies required for leader development are 

acquired over time through job experience and training (Northouse, 2013). Mumford, Marks, 

Connelly, Zaccaro, & Reiter-Palmon, (2000) concur that the skills model provides leaders with 

basic concepts to understand the work, organizational context, and leadership role. The skills 

model contends that competencies required for leader development are acquired over time 

through job experience and training (Northouse, 2013). This means that leaders are not born but 

can be developed through experience (Northouse, 2013, p. 55). 

Van Wart (2012) informs us that competency based models are lists of competencies 

common to organizational settings. Similarly, Howard and Bray (1988) identified six factors and 

twenty-six competencies in their competency model. In support, Hollenbeck, McCall, and Silzer 

(2006) state competencies help organizations by: 

 Openly communicating which leader behaviors are important, 

 Helping to discriminate the performance of individuals, 

 Linking leader behaviors to the strategic directions and goals of the business, and 

 Providing an integrative model of leadership that is relevant across many positions and 

leadership situations (p. 402). 
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Van Wart (2012) advises competencies are culled from surveys or from a “master” list 

perceived to represent the current characteristics that define good leaders or are perceived to be 

useful for organizational growth.  

Within the many and varied leadership development models, development occurs at the 

individual level primarily through knowledge, skills and competencies. Given the focus on 

individual development, it was unexpected there were not as many theoretical models or 

frameworks in the literature specific to leader development. This may be due in part, as Day 

(2000) informs us, to misunderstanding “the difference between leader development and 

leadership development” (p. 581). He distinguished leader development from leadership 

development and provides a summary of these differences (see Appendix G).  

Leadership development is concerned with improving leadership across an entire 

organization and fosters interpersonal competence, shared ideas, and mutual meanings (Day, 

2000). The intent of leader development is to make leaders more effective through intrapersonal 

competency development (Day, 2000). Since both are important and complementary, both 

should be developed in tandem through a continuous, methodical process rather than an 

independent, arbitrary one-time occurrence (London & Maurer, 2004). To be a leader is to be in 

a position of leadership that the organization provides, thus leader development is linked to 

leadership development.  

These three models - integrated, competency, and skills - are applicable to leader 

development. Therefore, they are beneficial to a framework for leader development for the PTB 

because they emphasize attributes, skills, competencies, and knowledge (see Appendix H). 

Approaches. A variety of approaches and practices implemented in organizations 

intended for performance management “also form the backbone of contemporary leadership 
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development systems” (Day, 2000, p 587). Day (2000) includes 360-degree feedback, coaching, 

mentoring, job assignments and action learning. In his summary of selected practices for 

leadership development, (see Appendix I), strengths and weaknesses of each approach indicating 

whether it is an assessment, a challenge, or a support to leader development are included. 

Traditional leadership learning approaches, (see Appendix J) include “assessments, 

rotational assignments, attending formal programs, coaching, and mentoring and flagship 

immersion programs” (Colombo and Verderese, 2010, p. 417). Northouse (2013) puts forth 

similar learning approaches which include challenging job assignments, appropriate training, and 

hands-on experience with problem solving. Morse and Buss (2008) advise “there are several 

different, yet complementary, types of leader development” (p. 6). 

The fundamental types of leadership development approaches described by Van Wart 

(2005) are: self-study, structured experience, and formal training and education. The first, self-

study, is defined by Van Wart (2005) as the “raising of one’s consciousness before, during, and 

after either developmental experiences or formal training” have taken place (p. 398). He believes 

that without self-study no leader development can occur and considers self-study to be learning 

that occurs outside of formal training. This includes individual work-specific personal 

development plans with a focus on the required skills, competencies, and knowledge needed for 

leader development (Van Wart, 2005). 

The second, structured experience helps to develop knowledge and skills used in the 

practice of leadership. Experience is beneficial when work assignments are challenging but 

realistic, when there is a variety of experiences, and when the employee receives constructive 

feedback (Van Wart, 2005). Furthermore, failures are a part of experiential development and can 
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offer valuable lessons, however the realism of challenges must be considered to avoid 

discouragement, anger and frustration (Van Wart, 2005). 

The third, formal training and education, involves professional education programs that 

offer certificates and degrees (Morse and Buss, 2008). Most professional degree programs -  for 

example, MPA (Master of Public Administration) - contain a leadership development component 

(Morse and Buss, 2008). Various academies and institutes, such as the Academy for Leader 

Development, also offer formal programs with a focus on leadership development (Morse and 

Buss, 2008). Van Wart (2005) informs us that formal programs target leader development in 

interpersonal skills, organizational procedures and policies, ethics, communication and active 

listening skills, motivating people, team building, coaching, and program management. 

Thus, leader development approaches benefit individuals to become leaders through 

study, mentoring, and practice (Day, 2012). Morse and Buss (2008) advise us “the majority of 

“leadership development programs” are in fact leader development programs aimed at 

developing individuals” (p. 5). Day (2012) concurs, stating that “leadership development is more 

properly termed leader development” (p. 109). Morse and Buss (2008) advise “there are several 

different, yet complementary, types of leader development” (p. 6). 

In summary, then, according to multiple authors, leader development benefits from 

leadership developmental models and combines several types of learning, involving both formal 

and informal aspects. Two of Van Wart’s categories, self-study and structured experience, can be 

either formal or informal, whereas training and education are formal by definition. A successful 

leader development framework for the PTB, therefore, might usefully incorporate a range of 

leadership development models and a variety of learning approaches. 
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Findings 

Based on the research design, the findings were not unexpected. Participants had clear 

and well-articulated thoughts about the attributes, skills, and competencies involved in leadership 

development. The ideas they expressed largely coincided with those examined in the literature 

review. The term and concept of leader development, however, appeared to be less familiar to 

the participants. Participants expressed an understanding that leader development was influenced 

by a combination of what they described as good leadership, individual attributes, and skills and 

competencies. The questionnaire and interviews did not specifically ask about knowledge in 

relation to leader development and thus knowledge was not frequently expressed as a component 

for leader development by the participants in the study.  

Any difference in opinion of attributes, competencies and skills thought to be important 

for leader development was minimal. There was, however, a notable exception found that could 

be attributed to differences within levels of the organization. For example, problem solving was 

seen as a fundamental skill for leader development across all participants; however, participants 

at the managerial-level only described strategic skills, (business planning, organizational 

development and formal education), as important for leader development. This exception was 

found to be similar across attributes, skills, and competencies. 

Before presenting the findings on the four components of leadership, one additional point 

is worth mentioning. As was seen in the literature review, there is considerable overlap in the use 

of some of the terms— notably, attributes, skills, and competencies, —in classifying these 

components. Not surprisingly, therefore, the participants also demonstrated overlap in their 

application of these components. For example, some listed “emotional intelligence” as a skill, 
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while others listed it as a competency; “listening” was categorized as an attribute by some and as 

a skill by others. Hence, some repetition cannot be avoided in presenting these results.  

Attributes. As expected, the qualitative nature of the research garnered a large amount of 

information in relation to leader development. The content analysis culled 201 attributes in 

response to the question, “What attributes make a good leader (name three)?” These responses 

were then categorized summarily into 11 categories. Three stand above the rest – approachable 

(11%), communication (14%), and trustworthy (13%).  

The category “other” contains stand-alone attributes that were not mentioned by more 

than one participant. It contains 46 distinct attributes, i.e., enlightenment, authenticity, egoless, 

that could not be understood to have a similar meaning to any other attribute. On the other hand, 

the category “communication”. includes “advocates, asks for assistance, coaches, collaborates, 

and communicates with staff” because these behaviours involve some form of communication. 

Many participants expressed there is no single attribute that makes a good leader but that 

multiple attributes overlap and combine to be a good leader. 

The frequency distribution table shown in Figure 4 provides a graphic representation of 

the responses reported for each attribute thought to be important for leader development by the 

participants. Many of the attributes described align with those found in the literature and within 

the PTB and BCPS, such as communication and intelligence. 
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Figure 4. Attributes thought to be important for leader development. 

The literature focused on what makes a good leader and occasionally would touch upon 

what makes a bad leader. The Global Leadership and Organizational Behaviour Effectiveness 

(GLOBE) studies identified universally accepted positive and negative attributes (Northouse, 

2012). Attributes such as being a loner, irritable, ruthless, asocial egocentric, or dictatorial were 

considered to be negative (Northouse, 2012).  

The research data culled attributes that are examples for a positive role model. Most 

people can learn from positive role models, however, there can be something to learn from 

negative ones as well. Therefore, the participants were asked what they thought someone should 

avoid to be a good leader. There were 115 descriptors provided which were summarized into 7 

categories. 

Negative attributes to be avoided are shown in Figure 5. Arrogance is thought to be the 

least favourable attribute followed by being controlling, disrespectful, and showing favouritism. 

The category “other” contains attributes such as being illogical, impatient, and negative.  
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Figure 5. Attributes to avoid. 

Knowledge. A question specific to “knowledge” was not part of the interviews or 

questionnaire, however, the section on Reading material below links to knowledge in relation to 

leader development. The low number of responses may be an indication that there is some 

disparity in relating knowledge to leader development or it may just be understood knowledge is 

required and is moot to mention.  

There were only 9 instances of knowledge being expressed in relation to leadership, 

leadership development, or leader development. These instances were mentioned in response to 

questions regarding attributes, competencies, and skills - knowledge, knowledgeable; how to 

develop skills - knowledge sharing; challenges to leader development - lack of knowledge, hand 

me down knowledge; advice for pursuing leader development - be knowledgeable; and 

additional thoughts on leader development in the BCPS - knowledge transfer. 

Although knowledge was not mentioned to a great extent, responses, such as emotional 

intelligence, continuous learning, understanding, problem solving, and technical skills, are 

considered to be aspects of knowledge because knowledge refers to understanding facts, 
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information, and skills acquired through experience or education by perceiving, discovering, or 

learning and involves perception, communication, and reasoning. This includes tacit knowledge, 

which was described by Busch (2008) as experiences, technical know-how, skill sets, and 

wisdom that allows an individual to function from a basic survival level to interacting in 

complex environments. This type of knowledge resides in the minds of the people in an 

organization rather than in written form (Busch, 2008). 

Competencies. Participants were able to easily describe competencies required for leader 

development. This may be due to the competency based environment of the BC Public Service. 

Being an employee in this immersive environment enables a predisposition to familiarity with 

competencies. The diversity of competencies thought to be important for leader development is 

shown in Figure 6. The content analysis culled 174 competencies, sorted into 20 categories, in 

response to the question, “What competencies complement those attributes (name three)?”  

Emotional intelligence, empowering others, and communication were expressed by the 

participants more often than any other competency thought to be important for leader 

development. The “other” category contains 40 competencies, i.e., negotiating, lead by example, 

innovative, that were mentioned 2 or fewer times. The competencies found in this study are 

similar to those described in the literature with the exception of empowering others. 

Interestingly, the literature did not typically include empowering others as a common 

competency, skill, or attribute for leadership, leadership development, or leader development. It 

may, however, be considered an attribute since Zaccaro et al. (2004) found leaders possessed 

attributes such as “self-less, hardworking, honest, able to time the appropriateness of actions, fair 

in handling conflict, and able to “empower” others” (p.101).  
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The category “thinking” amalgamates the competencies of analytical, cognitive, and 

strategic thinking even though they are different thinking processes. In addition, the categories 

“innate/born that way” and “flexibility” may not be competencies, however, they are reported 

here as representative of the participants’ responses. This is not surprising since many 

researchers have similar ambiguity in defining attributes and competencies. 

 

Figure 6. Competencies thought to be important for leader development. 

Skills. Responses to the question, “What skills development would benefit leader 

development (name three)?” also showed overlap with other components thought to be important 

for leader development. Participants articulated “communication” to be an attribute, a 

competency and a skill. This could be for a number of reasons; however, as the responses are 

subjective, those reasons cannot be speculated. 

The skills data analysis shown in Figure 7, based on 136 responses culled into 7 

categories, indicates that communication, emotional intelligence, and leadership are thought to 

be important skills for leader development. Problem solving, organizational, and technical skills, 
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although not as prominent, were also found to be important for leader development. The “other” 

category contains skills that did not easily fit in the established categories, such as memory, due 

diligence, and adaptability  

Practice in a range of skills, as Van Wart (2005) believes, can enhance leader 

development and some skills, such as written communication skills, can be learned while others, 

such as oral communication, may have an innate component. He determined six skills were 

essential for leadership – communication skills, social skills, influence skills, analytic skills, 

technical skills, and continual learning.  

Interestingly, emotional intelligence is not included in the BC Public Service list of 

competencies. The only competency in the BCPS (2015b) list of competencies found to be 

similar to emotional intelligence was self-control. The BCPS (2015b) defines self-control as “the 

ability to keep one's emotions under control and restrain negative actions when provoked, faced 

with opposition or hostility from others, or when working under stress” (para. 57).  

  

Figure 7. Skills for leader development. 
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How competencies and skills can be developed. Van Wart (2012) suggests that 

competencies and skills may be developed through formal training, self-study, experience and 

structured developmental opportunities. A number of learning approaches for the development of 

competencies and skills emerged from the questionnaire and interviews; these are tabulated in 

Figure 8 and Figure 9.  

Participants provided a large number of responses to the questions, “How could these 

competencies be developed?” and “How could these skills be developed?” There were 130 

responses culled into 10 categories for how competencies could be developed. The “other” 

category for this component contains responses, such as “basic ones cannot”; “courses won’t 

change it”, and “team events”.  

There were 118 responses culled into 11 categories for how skills could be developed. 

The “other” category for this component contains responses, such as “focusing”; “commitment 

to acquiring them”, and “sensitivity training”.  

Many participants thought the best way to develop competencies and skills was 

mentorship, courses, and experience. Even though some scholars consider job assignments an 

important tool for leader development (Day, 2000), few participants gave a high ranking to the 

category of “on the job” as an effective approach in developing competencies and skills. 

Similarly, a small portion of participants believe skills and competencies are innate (born that 

way). On the other hand, a greater portion of participants believe skills and competencies can be 

developed. 
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Figure 8. Competency development. 

 

Figure 9. Skills development. 

Other findings. The research study gathered data relevant applicable to creating a 

framework for leader development. Data was gathered on previous leadership training, 

challenges to development, the benefits of mentorship, and reading material related to leader or 

leadership development. Moreover, since the research instruments included open-ended 

0% 5% 10% 15% 20% 25%

360-degree feedback

Born that way

Coaching

Courses

Experience

Job shadow

Mentorship

On the job

Other

Self study

How competencies can be developed

0% 5% 10% 15% 20%

Other
360-degree feedback

Academic training
Born with them

Coaching
Courses

Experience
Job shadow

Leadership training program
Mentorship
Self-study

Workshops/seminars

How skills can be developed



FRAMEWORK FOR LEADER DEVELOPMENT 

 

46

questions—such as “What challenges have you faced in leader development?” and “Do you have 

any additional thoughts on leader development in the BCPS?”—some of the findings fall outside 

the four-components framework but are necessary for understanding leader development from 

the perspective of the PTB employees. 

Previous leadership training. A number of participants, 67 percent, indicated they have 

had previous training in leadership or leadership development. Types of previous training 

included BCPSA courses, on the job experience, volunteer experience, workshops, or formal 

programs.  

Challenges to leader development. Participants expressed a number of challenges to 

leader development. Key findings were a lack of support, encouragement, opportunity, and time 

for development. Other challenges mentioned included an absence of training offered, of 

knowledge, and of experience. A number of participants stated there was an organizational focus 

on development rather than on individual development. Financial concerns were also reported as 

a challenge to leader development.  

While these challenges speak to leader development, this information is not considered in 

creating a framework for leader development. Rather, the focus is on tools and approaches that 

foster leader development as asked by the study questions. This may, however, be a 

consideration for future research. 

Mentorship. More than half the research sample, 55 per cent, indicated they had a mentor 

relationship with regard to leader development. Participants who had a mentor relationship 

described the mentor as an advisor, a resource, and a role model. 

 Mentorship experiences were expressed to be both positive and negative. Comments 

regarding positive experiences included learning from example, learning new skills, knowledge 
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and ideas, and learning about leadership. Comments regarding negative experiences included a 

lack of direction, support, guidelines, and objectives. All participants expressed the importance 

for both the mentor and the mentee to be present and engaged in the mentor relationship for 

mentorship to be an effective approach to leader development.  

Reading material. As noted above, reading material links to knowledge. Surprisingly, 

more than half the participants, 54 percent, expressed they have not read anything regarding 

leadership, leadership development or leader development. This may be an indication that there 

is a gap in knowledge related to leader development or it may indicate there is no interest in 

reading about leader development. 

For participants who have read about leadership, leadership development or leader 

development, reading material included online articles, magazine articles, and books. One book 

mentioned more than once was Steven Covey’s The 7 Habits of Highly Effective People. Other 

books mentioned were Sun Tzu’s The Art of War and J.C. Maxwell’s Leadership 101: What 

Every Leader Needs to Know. Other participants believed course materials were considered as 

having read about leadership, leadership development, or leader development.  

Other comments and advice. While most participants provided other comments 

regarding leader development, only the interview participants provided advice on leader 

development. This may be because the interview participants consisted of the PTB leadership 

team and have more experience with leadership development than the questionnaire participants 

which consisted of administrative staff.  

Comments and other thoughts on leader development were varied and numerous. 

Participants expressed a need for leader development at the supervisory and lower level within 

the organization. Others expressed leader development should be part of continual learning at all 
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levels of the organization. Yet others expressed there should be more training offered on this 

subject and everyone should be encouraged to lead. 

Advice provided by the interview participants on pursuing leadership was cautionary. 

Some advised against taking a leadership role, while others advised not everyone has the right 

stuff to be a leader. Additional comments expressed include, “the employee may not be ready for 

a leader position” or “the employee may not be at the right stage of their career”. Others 

cautioned the employee should be sure they want to pursue a leadership position because there is 

a lot of responsibility and accountability and involves life-long learning. 

On the other hand, participants also advised getting as much leader development 

education and experience as possible. Participants expressed this could be achieved through 

courses, volunteer, 360-degree feedback, informal training, and mentoring. A number of 

participants expressed the importance of interpersonal skills because leadership is about people. 

One insightful comment was that one can be a leader and not be in a leadership position. 

Summary of Findings 

To answer the research questions, the research study was designed to gather data on 

leadership, leadership development, and leader development, what is required for leader 

development, and how leaders can be developed. The research instruments defined attribute as 

“a quality or feature regarded as a characteristic or inherent part of someone”; definitions of skill 

and competency were not provided, on the assumption that the participants were already familiar 

with these concepts since they used them on a daily basis. 

Similar descriptors were used for attributes, competencies, and skills across categories by 

the participants in their responses. This is not surprising since these terms were used 

interchangeably with variable meaning throughout the literature. Therefore, it is not 
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unreasonable that the participants would also understand these components with variable 

meaning. Knowledge, was not directly sought out as part of the research study in consideration 

to leader development and as a result only a small number or Reponses referred to knowledge as 

thought to be important for leader development. The literature review, however, discusses 

knowledge as an important component for leader development. Many participants used the same 

descriptor for an attribute, a competency, and a skill. For example, communication was described 

as an attribute, a competency, and a skill by more than one participant. Emotional intelligence 

was also described as both a skill and a competency.  

Being described as a competency and a skill implies that participants think that both 

communication and emotional competence can be learned. When considering how competencies 

and skills could be developed, participants provided a number of approaches thought to be 

effective for leader development. Courses, mentorship, and experience, whether on the job or 

outside the workplace, were approaches thought to be important for leader development. 

Many participants indicated they acquired competency and skill through some form of 

leadership training or on the job leader development experience. Participants indicated the 

majority of leadership development received was provided by the BCPSA and they included the 

associated course materials to be understood as having read about leadership. Other materials 

read regarding leadership or leadership development included books and articles, either on online 

or in print. 

While advice on pursuing leadership was cautionary, advice on how to be prepared for 

leadership involved getting as much education and experience as possible. This could be 

achieved through courses, volunteer, 360-degree feedback, informal training, and mentoring. 
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Specifically, many participants would like to see leader development that is inclusive, rather than 

exclusive, and is available to all levels of public service employees.  

A framework for leader development for the PTB responds to the perspective of 

inclusiveness for employees interested in leader development and many participants were 

interested in seeing a framework for leader development for the PTB reach its full potential. 
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Discussion and Analysis  

The purpose of this section is to review the findings from the literature, provide a 

discussion and analysis of the research data from the interviews and questionnaire regarding 

attributes, knowledge, skills, and competencies thought to be important for leader development, 

discuss linkages and gaps to the literature and the research perspective, and contains the 

conclusions that can be drawn from the research results.  It also outlines some key components to 

be considered when creating a framework for leader development within the PTB. 

This research study investigates and answers the research questions:  

 How can the PTB effectively develop employees in leadership skills and 

competencies? 

 What specific tools and approaches foster leader development within the PTB? 

These tools and approaches are leadership development models—which include 

integrated models (Cacioppe, 1998), competency models (McClelland, 1973), and skills models 

(Northouse, 2013)—and learning approaches such as active and experiential learning, courses, 

self-study, and mentoring relationships. 

 The study results did not provide useful information regarding development models for 

leader development as none of the participants expressed leader development could be 

effectively developed based on general or specific models. The literature, however, indicates 

leadership or leadership development can be fostered based on developmental models. Several 

authors have put forth a number of such models of leadership development, which, by extension, 

can be adapted for leader development. 
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As described in the literature review, Cacioppe (1998) puts forth an integrated model, 

McClelland (1973) puts forth a competency model, and s Northouse, (2013) skills model. Each 

of these models is an excellent tool for a leader development framework because all three are 

based on skills and competencies which align with those prescribed by the BCPS and with those 

identified in the present study. 

Learning approaches found in the literature include active learning, peer learning, and 

problem-based learning; a brief definition of these learning approaches can be found in 

Appendix K. Again, participants in the present study did not mention these specific learning 

approaches. Rather, they stated that skills and competencies can be developed through formal or 

informal courses, mentorship relationships, coaching, on-the-job experience, or 360-degree 

feedback. This disparity between the literature and the research findings may be a weakness of 

the research instruments, as the terminology learning approaches was not used in the 

questionnaire or interviews. Instead, the research instruments asked, “how can competencies and 

skills be developed” as opposed to “what learning approaches foster leader development.”  

Nevertheless, many authors do list 360-feedback, mentoring, job assignments, and action 

learning as approaches to leadership and leadership development. Indeed, Van Wart (2005) 

advocates self-study, structured experience, and formal training and education (as well as 

individual work-specific personal development plans with a focus on knowledge, skills, and 

competencies) as approaches to leadership development. 

The findings of this study were not entirely unexpected, however, since the participants 

represent a convenience sample within the PTB and subsequently within the BCPS. As public 

service employees, these participants work in an organizational environment requiring 

knowledge of specific skills and competencies.  
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A number of skills and competencies thought by the participants to be important for 

leader development (see Figures 4, 6, and 7 above) were similar to those found in previous 

research. Hence, the list of skills and competencies culled from the interviews and email 

questionnaire and presented in the Findings section of this report, can with a measure of 

confidence be applied to the construction of a framework for leader development within the 

PTB. 

Although knowledge as a component for leader development was not specifically 

referenced in the research instruments, it is mentioned in the literature as a component for 

leadership and leadership development. Only a small number of participants, however, 

mentioned knowledge. Since the literature considers knowledge an important component of 

leader development, further research should investigate the type of knowledge thought to be 

important and how it might be fostered. 

One interesting and unexpected finding of this study was the high rate of responses 

advocating emotional intelligence as either an attribute, skill, or competency thought to be 

important for leader development. Neither previous research nor the BCPS rank emotional 

intelligence as important for leader development. Therefore, this finding warrants further 

research on what emotional intelligence looks like in leaders and how it could be developed. 

One weakness of the study is that the questions in the research instruments were not 

formulated with as much clarity and rigor as might have been desired. For example, while the 

question regarding attributes did provide a definition (“a quality or feature regarded as a 

characteristic or inherent part of someone”), the questions regarding skills and competencies, 

respectively, did not provide definitions of these terms. Improving the strength and clarity of the 

questions could result in different findings.  
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A further weakness was that the range of questions was not as broad as it could have 

been: thus, if questions regarding knowledge and/or learning approaches had been included, 

additional or richer data might have been obtained. Finally, since the findings of this study were 

based on a convenience sample and therefore cannot be generalised across the BCPS, further 

research would be needed to arrive at more widely applicable conclusions—specifically, a 

randomised, controlled study, rigorous in design, and using both qualitative and quantitative 

methodologies.  

Despite its limitations, however, this research study has immediate practical application 

for the PTB. Participants indicated they would like to see a framework for leader development 

reach its full potential and expressed there was a need for leader development at all levels of the 

organisation. Thus, the study provides insight from the employees on what is thought to be 

important for leader development and how it could be promoted at the individual, team, and 

organizational level. Based on these insights, a new tool for leader development within the PTB 

is proposed, namely, a framework for leader development within the PTB, discussed in detail 

below (see following section). Moreover, it is suggested this framework could have a wider 

application within the BCPS and possibly within other organizations as well. 
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Creating a Framework for Leader Development 

Creating a framework for leader development within the Property Taxation Branch 

follows the conceptual framework and answers the research questions: 

 How can the PTB effectively develop employees in leadership skills and competencies? 

 What specific tools and approaches foster leader development within the PTB? 

It is suggested that a framework for leader development within the PTB rest on five principles: 

• Key competencies and skills form the foundation of leader development within the PTB, 

• Leadership competencies and skills are developed first and foremost in the workplace, 

• The management team supports leader development with a variety of skills and 

competencies, 

• Individual employees, with support from their supervisors, primarily have responsibility 

for their own leader development, and 

• Leader development empowers PTB employees to deliver results for the BCPS through 

increasing individual skills, competencies, and knowledge.  

 
The PTB can effectively develop employees in leadership skills and competencies 

through specific tools and approaches. The tools and approaches outlined in the framework for 

leader development within the PTB build on the BCPSA learning approach in a number of 

complementary methods. It involves a shift in responsibility to management supported individual 

leader development, shifts focus from a formal, structured program to a focus on work-based 

learning, aims to broaden and deepen leader development experience and knowledge, is aimed at 

all levels of the organization, and integrates leader development with business strategy and 

planning to fulfill organizational needs.  
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In creating a framework for leader development, it is important to answer what actions 

the employee can take to develop the skills and competencies needed for leader development 

(Pernick, 2001, p. 429). An effective framework for leader development within the Property 

Taxation Branch is grounded in strategic priorities, tools and approaches, and skills and 

competencies.  

Strategic priorities. The Ministry of Finance identified employee development as a strategic 

priority (2015a, p. 3). As a result, the Property Taxation Branch has a parallel strategic priority 

with a focus on employee leader development to ensure employees are “ready for new 

opportunities with the skills, knowledge and leadership” required by the BC Public Service 

(Ministry of Finance, 2015a, p. 3). The framework for leader development within the PTB meets 

this strategic priority. 

Tools and approaches 

Competency based-models or approaches are practical for training, development, and 

evaluation (Van Wart, 2012). Other leader development models are also beneficial to leader 

development training, e.g., integrated or skills models. They are helpful to individuals, teams, 

and organizations in developing leadership skills because they specify a range of useful leader 

behaviours and thereby also suggest the learning approaches that should be adopted.  

Learning approaches include active learning, peer learning, collaborative/cooperative 

learning, inquiry-based learning, problem-based learning, experiential learning, and reflective 

learning (Brown University, 2016). They include structured programs, coaching, mentoring, and 

action learning (Kets de Vries & Korotov, 2011, p. 76). Van Wart (2012) includes self-study, 

structured experience, and formal training and education as approaches to learning and 

development (p. 313). 
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Learning approaches to develop competencies and skills required for leader development 

found in the literature include structured programs, coaching, mentoring, and action learning 

(Kets de Vries & Korotov, 2011, p. 76). Van Wart (2012) includes self-study, structured 

experience, and formal training and education as approaches to learning and development (p. 

313). Gold, Thorpe and Mumford (2010) agree that the development of individual knowledge, 

skills, and abilities through planned and deliberate process is what enables individuals to become 

effective leaders. They have compiled a list of learning approaches, shown in Appendix L, that 

illustrates the opportunity for leader development within and without the organization.  

Thus, learning approaches are produced by the interaction of the individual with specific 

learning goals and should not be confused with leadership or skills models. For the purpose of 

this study, models are considered the platform that guide specific learning objectives. The 

learning approaches shown in Figure 10 combine several elements found in the literature and the 

project study which have been incorporated into the framework for leader development within 

the PTB.  

 

Figure 10. Approaches for leader development. 

Individual

Developmental relationships 
Developmental assignments
Formal programs and workshops
Self-development activities
Leader development of skills and 
competencies
Evaluation/feedback processes

Team

Developmental relationships 
Developmental assignments
Formal programs and workshops
Job rotation
Leader development of skills 
and competencies
Evaluation/feedback processes

Organizational

Developmental relationships 
Developmental assignments
Formal programs and workshops
Mentorship/ Coaching
Leader development of skills 
and competencies
Evaluation/feedback processes
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Skills and competencies 

A framework for leader development within the PTB incorporates Quinn’ s integrated 

management model (the competing values framework) which enables employees to acquire and 

use multiple competencies. This suggests an individual must possess both the “knowledge and 

behavioral capacity to act appropriately using that knowledge” (Quinn, Faerman, Thompson, 

McGrath & St. Clair, 2011, p. 22). In addition to being introduced to knowledge, the opportunity 

to practice and reflect on behavioral skills is equally important for leader development .  

The four quadrants of the competing values framework are: 

 Collaborate – creating and sustaining commitment and cohesion, 

 Control – establishing and maintaining stability and continuity, 

 Compete – improving productivity and increasing profitability, and 

 Create – promoting change and encouraging adaptability. 

Based the findings of this project study, a framework, shown in Figure 11, has been 

created to foster leader development at the individual, team, and organizational level within the 

PTB. This framework provides a number of models suited to leader development based on skills 

and competencies. In addition, it offers a number of learning approaches that can be affected 

individually and interpersonally, as well as organizationally. Further, it meets the strategic 

priority of employee development and is beneficial to growing future leaders. 
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Figure 11. Framework for leader development within the PTB. 

A possible limitation of the framework is related to the limitations of the BCPSA learning 

system. The learning system is under represented in leader development content instead focusing 

on task oriented learning, for example writing briefing notes or lean 101, rather than on skills and 

competencies thought to be important for leader development, e.g., fostering trust or empowering 

others. In addition, leadership development courses are restricted to specific position levels, i.e., 

supervisors only. This limitation could be overcome by offering leader development learning in a 

number of skills and competencies to all levels of public service employees.   
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Options and Recommendation 

This section of the project report presents options and recommendations for the client to 

consider. The recommendations in the project report consider the directive of the client, the 

information analyzed in the literature review, and the findings analyzed in the research study. 

Option 1  

Maintain the status quo. The BC Public Service offers leadership development directed 

at the managerial-level only. This leadership development focuses on core and job specific 

competencies required senior level positions and are predetermined for particular job profiles and 

roles (BC Public Service, 2015a).  

With regard to individual leadership development, “the supervisor needs to assess the 

employee’s potential for both career growth within the BC Public Service and related training 

needs” (MyHR, 2016, para. 3). Further, supervisors are responsible for ensuring employees have 

the opportunity to use new skills/abilities by assigning relevant opportunities to practice those 

skills (MyHR, 2016a, para. 3). 

Rationale. An existing learning system permeates the BC Public Service. Behavioural 

competencies have been established and employee development is primarily directed by the 

supervisor. The Property Taxation Branch may choose to maintain the status quo due to the 

efficiency and ease of the existing learning system; however, current leadership development 

protocols may not lead to effective growth of the organization or meet its strategic goals since 

leader development is not offered by the BCPS to all levels within the organisation. Rather, 

leadership development is an organisational paradigm whereas leader development is applicable 

to the individual, the team, and the organisation. Thereby, leader development at all levels of the 

organisation leads to effective growth and meets strategic objectives. 
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Option 2 

Implement a framework for leader development within the Property Taxation 

Branch. To build leadership capacity, “organizations need to attend to both individual leader and 

collective leadership development” Day (2010, p. 71). The framework for leader development 

within the PTB provides tools and approaches to improve the performance capacity of 

individuals within the organization. Leader development is not achieved through a single stage or 

step but rather through a journey. Not everyone takes the same path; however, working toward a 

set of preferred outcomes through a broad range of approaches takes into account differing 

expectations of individuals as well as organizational culture to create a system that allows them 

and the organization as a whole to grow. 

Bryson (2011) reports that organizations today encounter diverse challenges and, 

therefore, must develop a means to respond to these challenges. One of these challenges is 

effective leader development. A framework for leader development offers an intentional means 

in response to the challenge of leader development. 

Rationale. The Property Taxation Branch does not currently have a framework for a leader 

development nor is leader development offered at all levels by the BCPSA as part of their 

existing learning system. Commitment, budget constraints and other training priorities present 

primary challenges to implementation.  

Buy in and commitment at the executive level is essential for implementation; therefore, 

the first action recommended is to table the report for discussion at the appropriate decision 

making levels. The desired outcomes of this discussion would be to: 

 Determine the level of commitment by the executive level,  
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 Determine what funds are available for training and development and how leader 

development training fits into this demand, 

 Determine linkages that exist now and new ones that can be established between existing 

BC public service and PTB training and programs, and 

 Recommend ways that existing programs can be leveraged to help integrate leader 

development. 

Building on current existing structures, such as the EPDP and the BCPS learning 

system, the implementation of a framework for leader development within the PTB would be 

relatively seamless to implement. In addition, it can be implemented immediately at minimal 

cost utilizing self-directed components of the framework. Implementation costs, however, may 

be dependent on what additional initiatives this prompts and how it fits in with existing 

programs. Costs for curriculum development, implementation, and administration for training 

courses would be additional direct costs if a stand alone approach is taken. On the other hand, if 

leader development and training is integrated with other areas or modules of training programs 

already in place, these would not be net new costs, but rather, they would be incremental costs.  

In addition, exisitng structures, i.e., EPDP, for monitoring and evaluation can be 

utilized to indicate the effectiveness of leader development. Post implementation review and 

surveys targeted toward measuring changes in behaviour and understanding of leadership and 

leader development and their roles, as well as in how important leader development is perceived 

to be would provide an indication of how well it is working. 

Option 3 

Conduct additional research to identify barriers or challenges before implementing 

the proposed leader development framework. This project report was developed by 
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conducting a literature review, interviews, and a questionnaire. The report compares the 

similarities and differences between the literature review and the study data. Additional research, 

such as how to overcome barriers or challenges to leader development, would likely identify 

additional areas of attention the client may need to address, such as employee commitment, time  

and opportunity for leader development, and individual leader development plans. 

Rationale. Additional research would likely strengthen the current findings and has the 

potential to identify additional strategies. On the other hand, additional research can be time 

consuming, costly, and delay implementation of a leader development framework within the 

PTB.  

Recommendation 

It is recommended that option two be implemented. It incorporates new tools and 

approaches that build on the existing PTB and BCPS competencies. It is cost effective because it 

can utilize existing structures of the BCPS, such as the online Learning Centre, as well as the 

resources of Lynda.com, to which the BCPS already subscribes. The framework also aligns with 

the PTB business plan and Ministry of Finance strategic plan. 

The framework for leader development has the vision to hold each other accountable, 

empower and encourage each other through peer mentorship, share knowledge through open 

conversations, have meaningful conversations, gain experience through action learning, and use 

new platforms of learning through self-directed learning. The progress of leader development 

can be measured using existing PTB tools and procedures for measuring performance, such as 

employee performance and development plans (EPDPs). However, since EPDPs are only 

updated quarterly, it is recommended that an additional tracking procedure be implemented, 

which could take the form of individual leader development portfolios or learning journals.  
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Monitoring and evaluation can be utilized through EPDPs to indicate the effectiveness of 

leader development. Further, post implementation follow-up targeted toward measuring changes 

in competencies, skills, understanding of leadership and leader development and their roles 

would provide an indication of how well the framework for leader development within the PTB 

is working. 
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Conclusion 

The Ministry of Finance identified employee development as a strategic priority (2015a) 

Subsequently, the Property Taxation Branch identified a parallel strategic priority with a focus 

on employee leader development to ensure employees are “ready for new opportunities with the 

skills, knowledge and leadership” required by the BC Public Service (Ministry of Finance, 

2015a, p. 3).  

Based on the literature review, leadership was defined as as the ability to influence others 

to achieve an end goal (Chemers, 2009, Northouse, 2004); leadership development was defined 

as individual development through structured and unstructured experiences within the 

organization to help individuals learn, grow, and change (McCauley, Moxley and Van Velsor, 

1998; Day, 2000); and leader development was defined as the individual development of 

attributes, knowledge, skills, and competencies, associated with formal or informal leadership 

roles (Day, 2012; Iles & Preece, 2009). 

Attributes refer to a unification of characteristics, traits, and attributes thought to be 

important for leader development. Knowledge refers to understanding facts, information, and 

skills acquired through experience or education by perceiving, discovering, or learning and 

involves perception, communication, and reasoning. Skills refer to broadly applied, learned 

characteristics affected by education, training, practice, and experience. Competencies refer to a 

combination of knowledge, skills, and behaviours that can be developed, empowers an 

individual, and increases individual capacity.  

A framework with embedded skills and competencies thought to be important for leader 

development responds to the strategic priority of employee development for leadership roles. 

Thus, skills and competencies can be developed using specific tools such as integrated, 
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competency, and skills models through approaches such as formal or informal courses, 

developmental assignments, and mentoring relationships. In creating a framework for leader 

development within the PTB for leader development, the study investigated and answered the 

research questions:  

 How can the PTB effectively develop employees in leadership skills and competencies? 

 What specific tools and approaches foster leader development within the PTB? 

The framework for leader development within the PTB provides direction to effectively 

develop employee skills and competencies using specific tools and approaches that employees 

must demonstrate for the organization to be successful in growing leaders. It will be effective if 

the focus is on developing performance at the individual level, the interpersonal/team level, and 

the organizational level. The Property Taxation Branch requires a leader development framework 

equal to its needs. According to Mumford et al. (2000), “Leadership is held to be a potential in 

many individuals – a potential that emerges through experience and the capability to learn and 

benefit from experience” (p. 21).  

Leader development experience can be supported through rotational assignments, action 

learning, and developmental career assignments. Formal training for leader development can be 

supported through continuing education, structured developmental opportunities, and self-study. 

Employees can also be developed by mapping out a strategy to improve specific attributes, 

knowledge, skills, and competencies in a development plan or learning journal.  

Leader development of all employees may be the best way to grow leaders. Therefore, 

the framework for leader development offers a functional solution to the challenge of employee 

leader development within the Property Taxation Branch. The framework serves as a support as 
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well as a guide for leader development at the individual, team, and organizational level which 

can be modified and adapted as needed. 
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Appendices 

Appendix A 

Property taxation branch organization chart 
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Appendix B 

Email questionnaire 

 
1. What is your role? How long have you been in this role? 

2. Have you had any leadership training? If yes, what kind? 

3. What attributes (a quality or feature regarded as a characteristic or inherent part of 

someone) make a good leader? Could you provide at least three attributes? 

4. What should someone avoid to be a good leader? 

5. What competencies complement those attributes? Could you provide at least three 

competencies? 

6. How could these competencies be developed? 

7. What skills development would benefit leader development? Could you provide at least 

three skills? 

8. How could these skills be developed? 

9. What challenges have you faced in leader development? 

10. Have you had a mentor relationship? If yes, how has this relationship helped your leader 

development? 

11. Have you ever read anything about leadership development? If so, what have you read? 

12. Do you have any additional thoughts on leader development in the BC public service? 
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Appendix C 

Interview questions 
 
1. What is your role? How long have you been in this role? 

2. Have you had any leadership training? If yes, what kind? 

3. What attributes (a quality or feature regarded as a characteristic or inherent part of 

someone) make a good leader? Could you provide at least three attributes? 

4. What should someone avoid to be a good leader? 

5. What competencies complement those attributes? Could you provide at least three 

competencies? 

6. How could these competencies be developed? 

7. What skills development would benefit leader development? Could you provide at least 

three skills? 

8. How could these skills be developed? 

9. What challenges have you faced in leader development? (For yourself and/or in 

developing others.) 

10. What would be your advice for someone pursuing leader development? 

11. Have you had a mentor relationship? If yes, how has this relationship helped your leader 

development? 

12. Have you read anything about leadership development? If yes, what have you read? 

13. Do you have any additional thoughts on leader development in the BC public service? 

  



FRAMEWORK FOR LEADER DEVELOPMENT 

 

83

Appendix D 

Six broad based skills that contribute to leader effectiveness 
 

Leadership skill 
 

Sub-element of skill 
 

Communication skills 
The ability to effectively exchange 
information through active and passive 
means 

Oral skills 
Writing skills 
Listening skills 
Nonverbal skills 

Social skills 
The ability to interact effectively in social 
settings and to understand and 
productively harness one’s own and 
others’ personality structures 

Personal likability (charisma is considered an 
extreme form) 
Expressiveness 
Social perceptiveness  

Influence skills 
The actual use of sources of power through 
concrete behaviour strategies 

The effectiveness with which one uses 
influence strategies 
The range of influence strategies that one has 
to use 

Analytic skills 
The ability to remember, make 
distinctions, and deal with complexity 

Memory  
Discrimination 
Cognitive complexity  
Ambiguity tolerance 

Technical skills 
The basic professional and organizational 
knowledge and practice associated with an 
area of work 

Technical information and skills of the 
profession 
Information about the organization 
Basic management knowledge/skills 

Continual learning 
The taking of responsibility for acquiring 
new information, looking at old 
information in new ways, and finding ways 
to use new and old information creatively 

The ability to glean and use new information 
and data 
The ability to expand knowledge (knowledge 
creation) 

 
Source: Van Wart, 2012, p. 216 
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Appendix E 

Four Branches of Emotional Intelligence 
 

 

Source: Caruso, Mayer and Salovey, 2002, p. 307 
 

  

Identifying Emotions

This branch includes a number of skills, such as the ability 
to identify feelings, express emotions accurately, and 
differentiate between real and phony emotional 
expressions.

Emotional Facilitation of Thought
(or Using Emotions)

This branch includes the ability to use emotions to redirect 
attention to important events, to generate emotions that 
facilitate decision making, to use mood swings as a means 
to consider multiple points of view, and harness different 
emotions to encourage different approaches to problem 
solving (for instance, to use a happy mood to assist in 
generating creative, new ideas).

Understanding Emotions

This branch includes the ability to understand complex 
emotions and emotional “chains,” how emotions transition 
from one stage to another, the ability to recognize the 
causes of emotions, and the ability to understand 
relationships among emotions.

Managing Emotions

This branch includes the ability to stay aware of one’s 
emotions, even those that are unpleasant, the ability to 
determine whether an emotion is clear or typical, and the 
ability to solve emotion-laden problems without 
necessarily suppressing negative emotions.
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Appendix F 

Strataplex model of leadership skill requirements 
 

 

Source: Mumford, et al., 2007, p. 155  
 

  



FRAMEWORK FOR LEADER DEVELOPMENT 

 

86

Appendix G 

Summary of differences between leader development and leadership development 
 

                                          Development Target               

Comparison Dimension Leader Leadership 

Individual  Relational 
     Personal power      Commitments 
     Knowledge      Mutual respect 
     Trustworthiness      Trust 
  

Self-awareness    Social Awareness 
     Emotional awareness      Empathy 
     Self-confidence      Service orientation 
     Accurate self-image      Political awareness 
Self-regulation Social skills 
     Self-control      Building bonds 
     Trustworthiness      Team orientation 
     Personal responsibility      Change catalyst 
     Adaptability      Conflict management 
Self-motivation  

     Initiative  

     Commitment  

     Optimism  
 

Source:  Day 2000, pp. 583 – 586 
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Appendix H 

Leader development models 
 
 

 

Skills model of leadership (Northouse, 2013, p. 55) 
 

 

 

Integrated model approach to planning leader development (Cacioppe, 1998, p. 44-45) 
 

Individual 
Attributes

Leadership 
Outcomes

Competencies

Environmental Influences

Career Experiences

General Cognitive Ability
Crystallized Cognitive Ability

Motivation
Personality

Effective Problem Solving
Performance

Problem Solving 
Skills

Social Judgement 
Skills

Knowledge

1. Articulate 
strategic 
imperatives

3. Identify 
tools and 
approaches

6. Integrate with 
development and 
performance plans

4. Create 
framework for 
leader development

5. Evaluate leader 
development 
framework delivery

7. Evaluation of 
leader development 
framework

2. Set 
objectives for 
development
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Administrative skills 

Organizing and planning, decision making, 
creativity, interpersonal skills, oral 
communication skills, behavioral flexibility, 
personal impact, social objectivity, perception 
of threshold social cues 

Intellectual ability 
General mental ability, range of interests, 
written communication skills 

Stability of performance Tolerance of uncertainty, resistance to stress 

Work involvement 
Primacy of work, inner work standards, 
energy, self-objectivity 

Advancement motivation 
Need for achievement, need for security, 
ability to delay gratification, realism of 
expectations, organization value orientation 

Independence 
Need for superior approval, need for peer 
approval, goal flexibility 

 

Competency model (Howard and Bray 1988 as cited in Van Wart, 2012) 
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Appendix I 

Summary of selected practices in leadership development 
 

 
Note: HC = human capital; SC = social capital; (check mark) = intended developmental target;  
(x mark) = not an intended developmental target; ? = possible developmental target; A = 
assessment; C = challenge; S = support. 
Source: Day, 2000, p. 588. 
  

Practice Description
Development 

Target 
HC SC Strengths Weaknesses

360-degree       
feedback

Multi-source 
ratings of 
performance, 
organized and 
presented an 
individual

Self-
knowledge 
Behavioral 
change  

Comprehensive 
picture; broad 
participation 
(A)

Overwhelming 
amount of data; 
no guidance on 
how to change; 
time and effort 
(C, S)

Coaching Practical, goal-
focused form of 
one-on-one 
learning

Self-
knowledge

 ?

Personalized; 
intensive (C, S)

Perceived stigma 
(remedial); 
expensive 

Mentoring Advising/develop
mental 
relationship, 
usually with a 
more senior 
manager

Broader 
understanding.

 ?

Strong personal 
bond (S)

Peer jealousy; 
over dependence; 
(A, C)

Networks Connecting to 
others in different 
functions and 
areas

Better 
problem-
solving. ? 

Builds 
organization 
(S)

Ad hoc; 
unstructured (A)

Job 
Assignments

Providing 
“stretch” 
assignments in 
terms of role, 
function, or 
geography

Skills 
development.

 ?

Job relevant; 
accelerates 
learning (C)

Conflict between 
performance and 
devel.; no 
structure for 
learning (A, S)

Action 
Learning

Project-based 
learning directed 
at important 
business problems

Socialization 
Teamwork 
Implement 
strategy.  

Tied to 
business 
imperatives; 
action-oriented 
(C, S)

Time intensive; 
leadership 
lessons not 
always clear; 
over-emphasis 
on results (A)
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Appendix J 

Traditional learning approaches 
 

 

Source: Colombo & Verderese, 2010, p. 421 
 

 
  

0% 20% 40% 60% 80% 100% 120%

Assessments

Coaching/mentoring

Experiental learning

Flagship immersion process

Instructor-led training

Job rotation

Job shadowing

Self -Study

Special projects

Traditional learning approaches
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Appendix K 

Learning approaches defined 
 

 
 
Source: Prince, M., 2004, p. 1; Boud, D., Cohen, R., & Sampson, J., 1999, p. 415;  
Pedaste, M., & Sarapuu, T., 2006, p.  48; Kolb, D.A., 2015, n.p.; Moon, J.A., 2004, p.83. 
 

  

Learning Approaches Description

Active learning Actively engaging the individual in the learning process empowering them to think 
about what they are doing (Prince, 2004).

Peer learning Working together and developing collaboration skills to provide  experience in planning 
and teamwork (Boud, Cohen & Sampson, 1999).

Collaborative/cooperative learning Working together in small groups toward a common goal; group-based instructional 
methods rather than solitary learning (Prince, 2004).

Inquiry-based learning An approach to solving problems involving the use analytical thinking and various 
problem solving skills (Pedaste & Sarapuu, 2006).

Problem-based learning Relevant problems provide the context and motivation for learning which involves 
considerable self-directed learning (Prince, 2004).

Experiential learning The learning process integrates experience with concepts, observations, and action 
(Kolb, D.A, 2015).

Reflective learning Involves a “conscious or stated purpose with an outcome specified in terms of learning, 
action or clarification” (Moon, J.A., 2004, p. 83). 
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Appendix L 

Learning opportunities within and without the organization 
 

Situations within the 
organisation 
Meetings 
Tasks, familiar 
Tasks, unfamiliar 
Task force 
Customer visit 
Visit to plant/office 
Managing change 
Social occasions 
Foreign travel 
Acquisitions and mergers 
Closing something down 

Situations outside the 
organisation 
Voluntary work 
Domestic life 
Industry committees 
Professional meetings 
Sports club 
Processes 
Coaching 
Counselling 
Listening 
Modelling 
Problem-solving 
Observing 
Questioning 
Reading 
Negotiating 
Mentoring 
Public speaking 
Reviewing/auditing 
Clarifying responsibilities 

Walking the floor 
Virtual visits 
Visioning 
Strategic planning 
Problem diagnosis 
Decision-making 
Selling 
 
People 
Senior managers 
Mentor 
Staff 
Network contacts 
Peers 
Consultants 
Family and friends 

 

Source: Gold et al., 2010, p. 181. 
 

 

 


