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Zaccaro et al (2018) identified a leader development process by which individual foundational traits like personality and cognitive ability, as well as skills and capacities for leadership learning such as learning agility and developmental self-efficacy interact with developmental experiences to grow leadership capacities.
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Incorporating time as an element, Day & Dragoni (2015) noted that capacities for leadership develop at different rates, and they drew a distinction between those capabilities that develop more quickly (i.e., proximal outcomes) and the more complex and dynamic skills sets that develop over a longer term (i.e., distal outcomes).
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We note here the role of individual activities in the development of these leadership competencies.  As Day & Dragoni noted, activities seemingly unrelated to leadership -- and even outside the workplace -- can lead to the development of competencies that support leadership.  Thus, in our thinking about the learning outcomes of leader development, we make a distinction between the outcomes of an individual activity and the competencies developed through engagement in those activities.  In our typology, we refer to these as first order and second order outcomes, respectively.

Moving on, we make a distinction between the development of an individual’s capacity to lead …
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… and his or her growth as a leader.   Leader development programs and experiences often focus on the development of individual KSAs or competencies that enable effective leadership – as do other career and human resources programs.

What distinguishes leader development from other training and development programs is the growth as a leader.  As Lord & Hall (2005) so deftly described, development as a leader reaches beyond the development of a complex set of knowledge and skills.  It is marked by the incorporation of these complex skill sets into one’s self-identity as a leader, which, through a process of growth and exploration makes leaders – quoting here from Lord & Hall: “increasingly capable of flexibly drawing on internal resources such as identities, values, and mental representations of subordinates and situations.”  

The challenge, of course, is time.  … Therefore, returning again to Day & Dragoni’s description of proximal and distal outcomes of leader development,  …
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… we view the development of individual capacities for leading as more proximal to growth as a leader and as early indicators of this growth.  Indeed, this view of leader development suggests that in the short term, assessment of skill development may be the only available way to measure the success of developmental attempts.

Diving now into these Second Order outcomes – that is, the growth of individual competencies for leading…
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... we rely upon Hogan & Warrenfelz’s (2003) domain model of managerial education to organize our thinking about outcomes.  We categorize these second order outcomes as intrapersonal, interpersonal, leadership, and technical competencies.

We advise those who evaluate leader development to consider these different domains of second order outcomes – as well as their multidimensional nature…. Here we apply the learning outcomes taxonomy of Kraiger et al (1993) as a reminder of that multi-dimensional nature.      

For example, an evaluation of training on providing feedback (a leadership competency around development and motivation of followers) should include assessments of cognitive outcomes (e.g., to what extent can the leader verbalize the characteristics of good feedback?), skill-based outcomes (e.g., how well does the leader give feedback?), and affective outcomes (e.g., how confident is the leader in her ability to give feedback?).

Absolutely the development of the capacity to lead is an integral part of leader development, and changes in these dynamic skills sets over time should be assessed as part of the evaluation of such programs…
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.  And how these skills sets are incorporated into one’s understanding of leadership and one’s role and identity are also integral to leader development:  What we label as “third order outcomes” must also be assessed in any serious evaluation of leader development programs.

Here we consider the strength and level of leader identities as well as holistic understandings of leading.
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Identity is a motivation driver.  Individuals choose to engage in tasks, activities, and behaviors that are congruent with their identity.  Thus, those who self-identify as leaders are likely to take on leadership roles, to perceive the leadership demands and affordances of situations, and to develop appropriate mental models of the leadership networks around them.  As individuals grow from not including “leader” in their self-conceptualizations to seeing the possibilities of being a leader, we can assess the extent to which they identify as leaders as an important leader development outcome.
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Lord and his colleagues identified three levels of leader self-conceptualizations that emerge with increasing leadership expertise.  Novice leaders view themselves as individuals, distinct from followers and other leaders.  Intermediate leaders come to endorse a relational leader self concept – they are leaders of others.  With further growth, expert leaders come to see themselves as cogs in the wheel of the team – a person with certain roles that we call “leading” -- with or without formal distinctions – and their leader identity is as part of the collective.  As individuals grow from individual to relational to collective leader identities, we can assess the level at which they self-conceptualize as leaders as another import outcome of leader development.
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Finally, in addition to these conceptualizations of the self, we would add holistic mental models of leading to our list of third order outcomes.  

Beyond identifying as a leader, having a coherent idea of what it means to be a leader and how one approaches leading is an additional outcome of leader development to be assessed.  Some formal programs might use well-known models such as transformational leadership or authentic leadership and measure the extent to which students understand and adopt these abstractions; others might simply measure how able leaders are to verbalize and adhere to their own coherent leadership philosophy.
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Regardless, mere proximity to 
opportunities for leader development is 
insufficient — the leader must engage in 
the developmental process
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• range of behavioral, emotional, and cognitive 
processes representing participation by the student 
in his or her own learning:
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“effortful activity directed 
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Finally, we add one more temporal process.  Supporting the ideas of spirals of development at both the individual and collective level, we suggest that growth in leaders and leadership lead individuals and collectives alike to seek out new opportunities for growth in particular capacities that enable leadership and in leading itself.  To underline the spiral nature of this process, we refer to these most distal of outcomes as zero order outcomes.

Taken together, by integrating perspectives from the teams literature, the training and learning literature, and the leader and leadership development literature, we have elucidated a model that takes into account temporal and multilevel processes in the development of the capacity to lead in both the individual and the collective, and makes a distinction between this growth in capacity and growth in leadership.  In providing additional construct depth, it is our hope that this model can aide those who design and evaluate the effectiveness of leader education and development to cultivate measures of learning-based outcomes rather than performance-based outcomes.  And it is our hope to aide researchers in leader development to ask more poignant questions about what exactly is happening during leader and leadership development.
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Individuals come to leader 
development decisions with 
existing templates for what will 
be most developmental

To the extent that this template 
can be fit by the opportunity 
being evaluated, individuals are 
more likely to engage



Developmental Template Domains

Domain Definition

KSAs / 
Capacities

The knowledge, skills, abilities, and other capacities (KSAOs) targeted by the leader 
development activity

Goals The career goals that can be advanced by the leader development activity.

Resources The temporal, financial, and cognitive (e.g., stress and effort) resources required to 
participate in a leader development activity

Learning 
Preference

The degree to which the leader development activity is aligned with preferred learning 
style & approach

Leadership 
Philosophy

The degree to which the leader development activity is aligned with established 
leadership beliefs, values, and / or philosophy (e.g., ideal prototypical leader)



Which Domains are 
Important to You?

• Each domain was endorsed 
by at least 18.5% (20% for 
Mturk; 29% for USNA) of 
participants.
• In each sample, three 
domains were endorsed by at 
least 50% of participants

• Which three domains were 
endorsed varied across 
samples. 

• Study 1: 279 Amazon Mechanical Turk workers 
• Study 2: 135 midshipmen from USNA
• Study 3: 214 undergraduate psychology students



Rank These Domains 
in Order of Their 

Importance

• Each domain endorsed as 
“most important” by a 
significant (>5%) portion of 
participants.
• No single domain ranked as 
most important by a majority 
of participants, much less a 
single rank-order.

• Study 1: 279 Amazon Mechanical Turk workers 
• Study 2: 135 midshipmen from USNA
• Study 3: 214 undergraduate psychology students
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I thank you all for listening and would appreciate any ideas, thoughts, or feedback that may help our thinking in this area.  Thank you.
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