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Executive Summary

This capstone project supports a leading member-owned financial institution in conducting a
formative evaluation of its new Leadership Development Program. Designed to cultivate
enterprise leaders—those who drive transformation across teams, organizations, and the broader
ecosystem of finance—the program equips participants with the skills necessary to navigate
increasing industry complexity and evolving demands.

Founded in 1955, the Credit Union employs 900 staff and serves over 385,000 members. Its
strategic investment in leadership development aims to accelerate transformation efforts,
including mergers and acquisitions, market expansion, a new operating model, and
comprehensive rebranding.

The Enterprise Leader Leadership Journey is a six-month program structured across three
cascading leadership cohorts: Chief Executives, Senior Vice Presidents, and high-potential Vice
Presidents. The program integrates Korn Ferry’s leadership frameworks with customized
activities focused on developing Emotional Intelligence, Balancing Performance and
Transformation, Agile Mindsets, and Strategic Decision-Making.

Evaluation Focus & Research Questions

Using a mixed method, formative evaluation approach to inform the program’s design and early
implementation, the evaluation focused on four key areas:

e Relevance to Strategic Initiatives
RQ1: How relevant is the program to future participants’ needs in leading the
organization’s strategic initiatives?

e Support Mechanisms for Application
RQ2: What types of support do future participants identify as crucial for enhancing the
likelihood of applying what they have learned?

e Alignment with Leadership Theory & Evidence-Based Practices
RQ3: How can the design of the learning journey align with transformational learning
theory and adaptive leadership principles?

e Strategies for Early & Long-Term Impact
RQ4: What early and long-term indicators and metrics can effectively assess the impact
of the leadership development program?

Methodology

A mixed-methods approach gathered insights from program participants, organizational
documentation, and leadership literature through:
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e Surveys using Likert scale questions to assess program relevance and perceived support
needs.

e Semi-structured interviews to explore participants’ expectations and barriers to
applying learned skills.

e Document reviews of program overview and materials to evaluate alignment with
transformational learning and adaptive leadership theories.

Findings & Recommendations
The evaluation revealed the following key findings and associated recommendations:

¢ Finding 1: Leadership content aligns with strategy, but cross-functional collaboration to
mitigate silos can further enhance enterprise integration.

o Recommendation: Facilitate structured, cross-functional learning initiatives that
enhance enterprise-wide collaboration, enabling leaders to broaden their
perspectives, align strategic priorities, and strengthen cross-departmental
leadership integration.

¢ Finding 2: While participants collectively seek development focused on emotional
intelligence, systems thinking, and leading change, Individual Development Plans (IDPs)
were identified as essential for sustainment and applicability.
o Recommendation: Integrate individualized development plans (IDPs) to
complement shared learning with customized growth aligned to enterprise
transformation.

¢ Finding 3: Interpersonal support—mentorship, coaching, and peer collaboration—
enhances leadership retention and alignment.
o Recommendation: Promote peer mentoring and coaching to reinforce learning
through social support mechanisms.

¢ Finding 4: Systemic structural supports—such as prioritization, embedded learning
opportunities, and accessible tools and feedback mechanisms—significantly enhance the
sustained application of learning in practice.
¢ Recommendation: Embed digital learning tools and microlearning for time-efficient
and accessible leadership development.

¢ Finding 5: Applied and experiential learning strengthens leadership development and
enhances long-term knowledge retention.
o Recommendation: Expand the use of experiential learning techniques to
cultivate adaptive leadership competencies.

e Finding 6: Reflection and peer dialogue foster transformational learning and adaptive
leadership.
o Recommendation: Establish structured reflection exercises and facilitated
leadership dialogues to deepen transformational learning experiences and adaptive
leadership.
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¢ Finding 7: Early mindset shifts and skill acquisition in key focus areas serve as initial
indicators of program impact, while observable behavior changes develop progressively
over time. Furthermore, organizational performance metrics validate the program’s long-
term effectiveness.
o Recommendation: Implement the Kirkpatrick Evaluation Model to
systematically measure engagement, skill development, behavioral changes, and
long-term organizational impact.

Conclusion

The formative evaluation of the Enterprise Leader Development Program confirms its relevance
and design in addressing the Credit Union’s leadership challenges and strategic priorities.
Leveraging the recommendations can strengthen cross-functional collaboration and enhance
strategic alignment, promote transformational learning through critical reflection and dialogue,
foster adaptive leadership competencies through experiential learning, support sustained
leadership growth with personalized development and interpersonal support, and enable
systematic measurement of leadership impact using a structured evaluation framework.

By acting on these recommendations and continuously refining the program through ongoing
impact measurement, the Credit Union can build a stronger leadership pipeline capable of
driving future growth and transformation.
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Introduction
Organizational Context

The Credit Union

This capstone project focuses on a member-owned, not-for-profit financial institution,
referred to as the "Credit Union" to maintain requested anonymity. Established in 1955, the
Credit Union has grown into a leading financial institution in the southern United States. It
serves over 385,000 members and provides a wide array of financial services, including savings
and checking accounts, loans, credit cards, investment products, and insurance solutions. Guided
by its mission to enhance the financial well-being of its members and surrounding communities,
the Credit Union employs approximately 900 staff members and manages assets exceeding $4.7
billion, positioning it among the largest credit unions in the region.

As a member-governed institution, the Credit Union is led by a volunteer Board of
Directors elected by its membership. Operational leadership is handled by a professional
executive team, which drives the organization’s strategic initiatives and day-to-day operations.
Recent growth efforts include the acquisition of a regional bank, signaling the credit union’s
commitment to expanding its footprint through mergers and new branch development.
Additionally, the credit union is focused on enhancing its branding and introducing innovative
financial products to meet the evolving needs of its members.

Evolving Landscape

The Credit Union operates within a dynamic external environment characterized by
fluctuating economic conditions, evolving regulatory landscapes, rapid technological
advancements, demographic shifts, and emerging workforce trends. Economic volatility and
market fluctuations demand agile financial strategies, while increasingly stringent regulatory
requirements necessitate enhanced compliance capabilities. Concurrently, the acceleration of
digital transformation is reshaping member expectations, driving the Credit Union to innovate
both its service offerings and operational frameworks. Demographic changes and evolving
consumer preferences further underscore the demand for personalized, technology-driven
financial solutions, all while competition for skilled talent intensifies in a tightening labor
market.

To navigate these complexities, the Credit Union has prioritized the "three S's"—strategy,
structure, and skills. This strategic framework emphasizes talent acquisition and leadership
development as foundational elements of its long-term goals. Recognizing the need for agile and
forward-thinking leadership to address demographic and consumer behavior shifts, the
organization is dedicated to equipping its leaders with the competencies necessary to thrive in an
evolving financial landscape. Recent leadership changes within the human resources function
further reflect this commitment, reinforcing the Credit Union's focus on attracting and
developing the talent essential for maintaining its competitive edge.

10
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Building on this strategic emphasis, a recent talent review revealed gaps in senior
leadership capabilities, particularly in areas such as strategic planning, systems thinking, agile
leadership, and team empowerment. The review also highlighted the need for leaders to shift
from traditional, hierarchical approaches and instead embrace strategic transformation as a
priority over execution.

Enterprise Leader Leadership Development Program

In alignment with its newly updated competency model, the Credit Union is introducing a
series of leadership development programs through its corporate university. These programs aim
to address critical skill gaps identified within the leadership team, equipping leaders with the
mindsets, knowledge, and skills necessary to excel in a rapidly evolving environment. Each
program is tailored to different leadership levels, offering customized learning paths that align
with the organization's strategic priorities.

The first initiative in this series, the Enterprise Leader Leadership Journey, launched in
October 2024. This program series engaged three cohorts of senior leaders, totaling 26
participants from across the executive leadership team. The participant breakdown is as follows:

e Seven (7) Chief Executives in Enterprise Leadership
e Seven (7) Senior Vice Presidents in Senior Leadership
e Twelve (12) Vice Presidents in a High-Potential Leadership Program

Referred to as a "learning journey" by the Credit Union, the program leverages Korn
Ferry’s globally recognized content and tools to develop leadership capabilities in three critical
domains: Leading Self, Leading Others, and Leading the Enterprise. The program’s phased
approach begins with senior leaders, allowing them to provide valuable feedback on the structure
and content before the program is expanded to other cohorts.

Over six consecutive months, the program design includes immersive learning
experiences that foster leadership skills essential for navigating the complexities of the Credit
Union’s dynamic environment. Figure 1, developed and provided by the Credit Union, outlines
the program’s core components, which include:

e Individualized Assessment: The learning journey begins with a 360-degree feedback
assessment aligned to the updated leader competency model. Participants receive a
detailed debrief with a certified tool administrator, offering tailored insights into their
strengths and opportunities for growth.

o Facilitated Training Sessions: Three interactive, instructor-led sessions are held every
other month, combining practical, hands-on activities with guided discussions to
reinforce key concepts. The topics include:

o Emotional Intelligence
o Agile Mindsets
o Balancing Business Imperatives (Perform and Transform)

11
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o Self-Directed Learning: Between facilitated sessions, participants engage in a flexible,
learner-driven structure. Prework and curated resources—including online modules, case
studies, and readings—promote independent study and support ongoing personal
development.

e Peer-to-Peer Connections: Peer interactions provide individualized support to address
specific development goals. This component emphasizes collaborative learning and
tailored guidance.

e Scenario-Based Simulation: The learning journey culminates in a scenario-based
simulation, where participants tackle real-world strategic challenges. This capstone
exercise allows leaders to apply newly developed skills in a controlled yet impactful
environment, fostering confidence and readiness for complex decision-making.

Figure 1:
Enterprise Leader Learning Journey Framework

Enterprise Leader Learning Journey FJU

*

Launch Phase Core Development Content Aligned to Success Profile and Business Needs Capstone Phase

Intelligent Executive Enterprise Leaders Perform and Transform Business Simulation

| I 1 1 |

— T 1

Korn Ferry 360 Learn on Your Own: Prework and playlists Scenario-based simulation

Assessment & Debrief Learn with Others: Facilitated learning exploring strategic decision-
making

Learn from Others: Coach and Peer to Peer Connects

Provided by the Credit Union, personal communication, September 2024.

Through these initiatives, the Credit Union seeks to strengthen the capabilities of its
current leaders, equipping them to effectively navigate the complexities of the dynamic financial
industry while driving organizational transformation. By fostering adaptive leadership and
strategic acumen, these development efforts are positioned to play a critical role in securing the
Credit Union's long-term success amidst an increasingly challenging and ever-evolving external
environment.

Significance of the Problem of Practice
Leadership Development Programs (LDPs) represent a substantial investment for

organizations globally, reflecting the recognition that effective leadership is critical to
organizational success (Beer et al., 2016). Despite this, their impact often falls short of

12
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expectations with research revealing that only fraction of training initiatives results in sustained
behavioral change on the job (Gilpin-Jackson & Bushe, 2007; Moldoveanu & Narayandas, 2019;
Serensen, 2016; Watkins, Lyse, & DeMarrais, 2011). This disconnect between investment and
outcomes reflects systemic shortcomings in the design and implementation of many LDPs,
which often fail to address the complexities of translating learned skills into real-world
organizational contexts (Beer, Finnstrom, & Schrader, 2016; Holt, Hall, & Gilley, 2018; Salas et
al., 2012; Serensen, 2016).

A significant challenge is the frequent misalignment between program content, individual
needs, and organizational priorities (Day & Sin, 2011; Russon & Reinelt, 2004; Serensen, 2016).
Many LDPs, including the Credit Union’s, rely on vendor-provided content that adopts a one-
size-fits-all approach to meet client needs across various industries. While vendors such as Korn
Ferry are widely regarded for their evidence-based design, they may not adequately reflect the
specific leadership demands of a financial organization like the Credit Union, such as navigating
the complexities of mergers and acquisitions, rebranding efforts, or implementing a new
operating model. Research demonstrates that adult learners are more likely to engage with and
retain skills when training is directly relevant to their roles and organizational priorities (Lovett
et al., 2023; Serensen, 2016; Watkins, Lyse, & deMarrais, 2011). Without this alignment,
leadership programs risk being perceived as irrelevant, reducing participant engagement and
diminishing the likelihood of workplace application. Misaligned programs ultimately result in
organizations investing heavily in initiatives that fail to improve leadership behaviors or drive
meaningful organizational outcomes (Day & Sin, 2011; Russon & Reinelt, 2004; Serensen,
2016).

This misalignment is compounded by the absence of sustained support mechanisms to
reinforce learning and promote behavioral change, particularly when transformational learning—
not just skills development—is required. Leadership development is not a singular event but a
gradual and iterative process (Day, 2000; Day & Sin, 2011). However, many programs rely
heavily on short-term interventions, such as workshops or seminars, without follow-up support
(Beer et al., 2016; Gilpin-Jackson & Bushe, 2007; Salas et al., 2012; Serensen, 2016).
Behavioral change requires reinforcing mechanisms, including coaching, peer accountability,
and continuous feedback loops, to help participants embed new practices into their day-to-day
operations (Holt et al., 2018; Gilpin-Jackson & Bushe, 2007; Sgrensen, 2016). In high-pressure
environments, such as those faced by Credit Union leaders, participants often revert to familiar
behaviors without sustained reinforcement, significantly limiting the program’s long-term impact
(Beer et al., 2016; Salas et al., 2012; Watkins, Lyse, & deMarrais, 2011).

Finally, the lack of robust evaluation frameworks in many LDPs undermines their
effectiveness. Organizations frequently measure participant satisfaction immediately after
training, but this approach neglects to assess long-term learning, behavioral changes, or
organizational impact (Beer et al., 2016; Black & Earnest, 2009; Salas et al., 2012; Serensen,
2016). Without clear evaluation metrics, organizations cannot determine whether their programs
achieve intended outcomes or provide the data necessary to guide program refinement (Black &
Earnest, 2009; Russon & Reinelt, 2004). This shortfall prevents organizations from

13
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demonstrating the value of their investments and adapting programs to meet evolving needs
(Day, 2000; Moldoveanu & Narayandas, 2019; Serensen, 2016). Without a comprehensive
evaluation framework, the Credit Union risks missing opportunities to demonstrate the
program’s value, adapt content to meet evolving needs, and refine its design to better align with
strategic priorities (Day, 2000; Moldoveanu & Narayandas, 2019).

To address these challenges, the Credit Union’s leadership development program must
evolve to integrate evidence-based practices that align with the organization’s unique realities
(Watkins, Lyse, & deMarrais, 2011). This includes tailoring program content to align with
organizational priorities such as strategic mergers, rebranding, and operating model changes;
implementing sustained support mechanisms to reinforce learning; and adopting rigorous
evaluation frameworks to measure and enhance long-term impact. By addressing these systemic
barriers, the Credit Union can foster meaningful and lasting leadership growth, enhance the
return on investment, and empower leaders to navigate complex challenges and drive long-term
success (Beer et al., 2016; Holt et al., 2018; Salas et al., 2012; Serensen, 2016).

Research Questions & Objectives

Our capstone project adopts a formative evaluation approach to inform and refine the
Credit Union’s leadership development program. This approach prioritizes gathering feedback
during the program’s design and early implementation phases, enabling iterative refinements,
ensuring alignment with organizational goals, and maximizing the program’s relevance and
impact before full-scale deployment. Unlike summative evaluation, which focuses on outcomes
post-completion, formative evaluation emphasizes continuous improvement and adaptability,
ensuring the program evolves to meet participant needs and organizational priorities effectively.

This evaluation is guided by a set of research questions addressing key aspects of the
program's relevance, design, and long-term impact. These questions explore the program's
alignment with participant needs, its effectiveness in fostering the application of learned skills,
its incorporation of transformational learning and adaptive leadership principles, and the
establishment of meaningful metrics to measure enduring success. Together, these questions
provide a framework for a targeted and actionable assessment, driving program refinement and
delivering sustained organizational benefits:

Research Question 1: How relevant is the program to future participants'

needs in leading the organization's strategic initiatives?
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Research Question 2: What types of support do future participants identify

as crucial for enhancing the likelihood of applying what they have learned?

Questions 1 and 2 aim to deepen the needs assessment by gathering insights from future
participants to refine the program’s design, ensuring it remains highly relevant to their leadership
development needs and aligned with the organization's strategic priorities and transformation.
Additionally, they seek to identify the types of support mechanisms participants deem essential
for successfully applying what they learn after the program concludes. By addressing both
relevance and post-program support, the evaluation ensures the program not only delivers the
necessary leadership skills but also provides participants with the tools and resources to
effectively implement those skills in real-world, sustained leadership roles.

Research Question 3: How can the design of the learning journey align with

transformational learning theory and adaptative leadership principles?

Question 3 explores how the future design of the program’s learning journey can
integrate transformational learning principles to foster deep, meaningful learning experiences. By
focusing on reflective practices, experiential learning, and iterative feedback mechanisms, the
program can aim to equip participants with the agility, resilience, and adaptability needed to
navigate complex, evolving challenges. The learning journey should also align with adaptive
leadership principles, encouraging participants to develop the skills and mindsets necessary to
lead effectively in dynamic and uncertain environments.

Research Question 4: What early and long-term indicators and metrics can

effectively assess the impact of the leadership development program?

Question 4 examines how to identify meaningful early and long-term indicators to assess
the leadership development program’s impact. Early indicators may include increased motivation
to learn, mindset shifts, and the acquisition of knowledge and skills, while long-term measures
focus on sustained leadership behavior changes and contributions to organizational performance.
Establishing clear metrics will enable the Credit Union to track leadership growth over time and
implement ongoing improvements beyond the formative evaluation
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By addressing these research questions, the evaluation will provide actionable insights to
refine the program’s design, enhance its relevance, and implement strategies for continuous
improvement, ensuring long-term success in leadership development and organizational
performance.

Literature Review

This literature review examines key themes in leadership development, emphasizing
holistic and adaptive approaches, leadership competencies, and the intersection of adult learning
and leadership theories, while also addressing the internal and external factors influencing
leadership growth and methodologies for evaluating its impact. These insights form the basis for
constructing a conceptual framework that guides this investigation. The review concludes with a
comprehensive analysis of the framework's central components—transformational learning,
adaptive leadership, and the Kirkpatrick Evaluation Model—which serve as the foundation for
this capstone formative evaluation project.

Individual Growth and Organizational Transformation

The complexity and dynamism of contemporary organizational environments demand
leadership development programs (LDPs) that are both holistic and adaptive. As organizations
grapple with evolving challenges, the integration of individual and systemic development
emerges as a cornerstone of effective LDPs. This section explores the alignment of individual
and organizational goals, the application of evidence-based design principles, and the
acknowledgment of developmental complexity. Together, these perspectives establish a cohesive
framework for understanding the essential components of impactful LDPs.

Effective leadership development requires distinguishing between leader development
and leadership development to ensure that individual growth meaningfully contributes to
organizational goals (Day, 2000; Russon & Reinelt, 2004). Leader development focuses on
cultivating individual competencies such as emotional intelligence, decision-making, and self-
awareness, which are essential for personal performance and career progression (Day, 2000;
Boyatzis, 2008). In contrast, leadership development emphasizes enhancing organizational
capabilities, including collaboration, shared vision, and systemic adaptability, which are critical
for cultural transformation and achieving strategic objectives (Harris & Cole, 2007; Drath et al.,
2008; Day & Dragoni, 2015). By bridging these dimensions, LDPs ensure that personal growth
aligns with broader organizational imperatives (Day, Harrison, & Halpin, 2009).

This alignment is further reinforced by frameworks that integrate individual, relational,
and organizational development levels. For example, Kjellstrom, Stalne, and Térnblom’s (2020)
multi-tiered model, rooted in adult development theory, highlights the interdependence of
personal and systemic growth. Leadership development not only addresses individual

16



DESIGNING FOR TRANSFORMATION

advancement but also supports strategic organizational imperatives (Kegan, 1982; Day, Harrison,
& Halpin, 2009). Advances in technology and personalized learning platforms enhance this
integration by enabling tailored content that meets specific roles and challenges (Moldoveanu &
Narayandas, 2019; Fang & Whitelaw, 2020; Giber, Carter, & Goldsmith, 2009). Personalization
ensures participants can effectively translate their learning into actionable outcomes, enhancing
the program's relevance and impact.

Adherence to evidence-based principles is crucial for the success of leadership
development programs. Programs that align with participant needs and employ diverse delivery
methods significantly enhance managerial effectiveness and organizational performance (Collins
& Holton 111, 2004; Holt, Hall, & Gilley, 2018; Ladyshewsky, 2007). Blended learning
approaches, simulations, and experiential activities cater to varied learning styles and
organizational contexts, maximizing engagement and applicability.

Equally important is developmental readiness, a critical factor influencing the success of
leadership programs. Traits such as learning agility, self-awareness, and motivation significantly
shape outcomes (Avolio & Hannah, 2008; Ibarra, Snook, & Guillén, 2008; Hernez-Broome &
Hughes, 2004). Diagnostic tools, such as assessments of prior experience, enable program
designers to tailor content effectively to address both individual and organizational needs (Lovett
et al., 2023; Wilder, Austin, & Casella, 2009; Giber, Carter, & Goldsmith, 2009). These
strategies ensure that leadership development remains adaptable, impactful, and responsive to the
evolving demands of modern organizations.

Leadership development programs must also address the inherent variability in
participants’ developmental trajectories. Research shows that individuals with lower initial
effectiveness often experience rapid improvement, while those with higher baseline capabilities
tend to exhibit incremental growth (Day & Sin, 2011; Holt, Hall, & Gilley, 2018). Leadership
growth is cumulative, unfolding through increasingly complex experiences that challenge
participants and expand their capacities (McCauley et al., 2006; Drath et al., 2008).

Moreover, leader identity development follows nonlinear pathways of exploration and
integration, reflecting the multifaceted nature of individual growth (Miscenko, Guenter, & Day,
2017). This variability necessitates the use of adaptive program designs and rigorous evaluation
methodologies that address diverse learner needs while maintaining alignment with
organizational objectives (Day & Dragoni, 2015; Krump & Miller, n.d.).

By embracing these complexities, leadership programs foster the skills and capabilities
needed to navigate contemporary organizational challenges. When integrated with systemic
goals and evidence-based design principles, these programs achieve sustained impact and
relevance, empowering leaders to excel in dynamic environments (Heifetz, 1994; Fang &
Whitelaw, 2020). This holistic approach ensures that leadership development initiatives remain
both forward-looking and grounded in practical application, preparing individuals and
organizations for the complexities of today and the uncertainties of tomorrow.
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Broad and Industry-Specific Leadership Competencies

Effective leadership in today’s dynamic and volatile environments requires a balance of
broad competencies and industry-specific skills. Broad competencies equip leaders with the
adaptability, resilience, and interpersonal effectiveness necessary to navigate complexity, inspire
collaboration, and foster innovation across diverse organizational contexts. Simultaneously,
industry-specific skills ensure alignment with the specialized demands of particular sectors,
enabling leaders to address unique challenges and meet organizational objectives. Successfully
integrating these dimensions empowers leaders to thrive in an ever-changing landscape while
maintaining alignment with strategic priorities.

Competencies for Navigating Complexity

Leadership development programs (LDPs) across industries are increasingly prioritizing
competencies that equip leaders to navigate volatile, uncertain, complex, and ambiguous
(VUCA) environments effectively (Watkins, Lyse, & deMarrais, 2011). These competencies
drive both personal and organizational growth, equipping leaders to address dynamic challenges
and sustain performance (Day, 2000). Behavioral flexibility and adaptability are particularly
critical for leadership effectiveness in complex environments. Leaders must dynamically adjust
their behaviors to align with diverse tasks, respond to subordinate needs, and meet evolving
organizational demands (Yukl et al., 2010). For instance, diagnosing situational variables and
employing appropriate leadership styles—such as providing directive guidance to inexperienced
team members or delegating authority to skilled subordinates—ensures optimal team
performance.

This adaptability extends to broader strategic challenges, such as balancing competing
values (e.g., innovation versus efficiency) and managing trade-offs between short- and long-term
goals. The ability to shift perspectives and approaches enables leaders to remain effective across
a spectrum of organizational scenarios. Emotional intelligence (EI) further enhances this
adaptability by fostering collaboration and building trust. By regulating emotions, empathizing
with stakeholders, and facilitating collective problem-solving, leaders create inclusive and high-
performing environments (Groves et al., 2008).

Learning agility, characterized by context-setting, creative problem-solving, and self-
leadership, complements emotional intelligence and equips leaders to approach challenges with
innovation and strategic insight (Joiner & Josephs, 2007). This competency enables leaders to
navigate ambiguity, remain open to feedback, and adjust their strategies to align with evolving
circumstances. Resilience and systems thinking are also essential for managing uncertainty while
maintaining strategic focus. Resilience allows leaders to recover from setbacks, sustain focus
under pressure, and guide their teams through challenges (Boyatzis, 2008).

Systems thinking emphasizes understanding the interconnectedness of organizational
functions, helping leaders anticipate the ripple effects of their decisions and craft integrative
strategies (Yukl et al., 2010). Coupled with cognitive complexity—the ability to construct
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accurate mental models for diagnosing problems and identifying solutions—systems thinking
enhances leaders’ capacity to adapt to rapidly changing conditions. Together, these broad
competencies form the foundation for leaders to thrive in complex environments, balancing
technical expertise with interpersonal effectiveness and fostering the innovation needed for
organizational success.

Competencies in Financial Services

In addition to broad competencies, industry-specific skills are essential for addressing the
unique challenges of sectors like financial services. Leaders in this domain must excel in
strategic thinking, innovation, digital transformation, risk management, and ethical leadership to
remain competitive in a rapidly evolving environment (Sherwood et al., 2005; Saythongkeo et
al., 2022). For example, increasing regulatory pressures and advancements in technology require
leaders who can balance compliance with innovation while fostering a culture of trust and
accountability.

Research identifies several key competencies for financial leaders. Dellaert and Kernick
(2019) emphasize the importance of initiative, decisiveness, strategic perspective, interpersonal
ease, and change management for navigating complexity and driving performance. Ethical
leadership and effective communication are particularly critical for restoring trust and managing
stakeholder relationships in a sector frequently scrutinized for lapses in integrity (Sherwood et
al., 2005).

Within the credit union industry, the focus on strategic planning and relationship-building
reflects the need to address shifting market demands and rising member expectations (Taylor &
Rea, 2019). Leaders who combine operational expertise with strong interpersonal connections
can ensure their organizations maintain relevance and adaptability. These industry-specific
competencies, when paired with broader leadership skills, create a comprehensive toolkit for
modern leaders to navigate complexity and foster innovation effectively.

Adult Learning and Learning Theories

Malcolm Knowles’ (1980) concept of andragogy provides a foundational framework for
understanding adult learning, emphasizing the distinct characteristics and needs of adult learners.
Unlike traditional pedagogical approaches designed for children, andragogy highlights the self-
directed and goal-oriented nature of adults, who are motivated by the relevance of learning to
their personal and professional lives (Knowles, 1980). Adults bring a wealth of prior experiences
that shape their engagement with new knowledge, making experience-based and problem-
centered learning essential for effective education (Lovett et al., 2023). Knowles’ framework
identifies several key principles, including fostering autonomy, emphasizing immediate
applicability, and creating opportunities for learners to connect new ideas to real-world
challenges. These principles acknowledge the intrinsic motivation of adults and their preference
for collaborative and participatory learning environments. By leveraging these characteristics,
andragogy lays the groundwork for leadership development programs that emphasize
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adaptability, practical problem-solving, and critical thinking—skills essential for navigating the
complexities of modern organizational environments (Allen, 2007; Knowles, 1980; Lovett et al.,
2023).

While andragogy offers a foundational perspective, leadership development benefits from
integrating additional theories of learning, including behaviorism, cognitivism, constructivism,
and social learning theory. These theories complement and expand upon andragogical principles,
offering diverse insights into how adults acquire, adapt, and apply knowledge in complex
environments.

Behaviorism

Behaviorism, rooted in the work of Pavlov and Skinner and extended through
Organizational Behavior Management (OBM), focuses on observable behavioral changes
through stimulus-response mechanisms (Wilder, Austin, & Casella, 2009). Central to this theory
is reinforcement, guided by principles such as the law of readiness (learning depends on
conducive conditions), the law of exercise (skills improve with practice), and the law of effect
(positive outcomes increase behavior repetition) (Knowles, 1998). This objective-centered
approach emphasizes measurable and observable competencies, making it particularly effective
in leadership development. Strategies such as structured feedback, goal setting, and rewards
(e.g., certifications or career advancement opportunities) reinforce desirable behaviors and
promote skill acquisition (Allen, 2007). By linking learning objectives to clear outcomes,
behaviorism enhances competence, motivation, and alignment with organizational goals, driving
meaningful and measurable improvements in leadership practice.

Cognitivism

Cognitive theories shift the focus from external behavior to the internal mental processes
that drive learning. Building on Piaget’s stages of cognitive development, cognitive theories
emphasize how individuals integrate and adapt to new knowledge through processes like
assimilation and accommodation (Piaget & Inhelder, 1972). Kegan’s constructive-developmental
theory extends this understanding by examining how adults evolve their meaning-making
systems, a critical consideration for leadership roles characterized by complexity and ambiguity
(Kegan, 1982, 1994). Cognitivist approaches are particularly relevant for leadership tasks
requiring higher-order thinking and critical reflection, such as strategic planning and problem-
solving (Reams, 2016). Instructional strategies rooted in cognitivism, including case studies,
real-world scenarios, and simulations, engage learners in deep exploration and practical
application. These strategies strengthen cognitive frameworks, enhancing leaders’ capacity for
systemic thinking and effective decision-making in uncertain contexts.

Constructivism

Constructivist theories, informed by Vygotsky’s sociocultural perspective (1978) and
Kolb’s experiential learning model (1984), focus on the active construction of knowledge
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through social interactions and real-world experiences. In leadership development,
constructivism encourages integrating prior experiences with new insights, enabling leaders to
develop adaptive cognitive frameworks. Experiential learning activities, such as team-based
projects or action learning, foster collaboration and solution-oriented thinking. Building on
constructivist principles, transformational learning theory emphasizes critical reflection as a
mechanism for profound change in how individuals perceive and engage with their environments
(Mezirow, 1994). This theory promotes mindset shifts, heightened self-awareness, and the ability
to challenge assumptions, equipping leaders to balance creativity and pragmatism while
addressing organizational challenges (Senge, 1998).

Social Learning Theory

The relational aspects of leadership development are further emphasized by social
learning theory, developed by Bandura (1977). This theory underscores the importance of
observation, modeling, and supportive networks in acquiring new behaviors. Leaders refine their
skills by observing mentors and role models, incorporating effective practices into their
leadership styles (Sims & Manz, 1982). Social learning theory also highlights the value of
collaboration and peer interaction, where supportive networks foster shared learning and
reinforce leadership competencies (Gilpin-Jackson & Bushe, 2007; Serensen, 2016). Extending
this perspective, Drath et al. (2008) conceptualize leadership as a social process, emphasizing
collective meaning-making and coordination. Their framework identifies three key outcomes of
collective leadership—direction, or a shared understanding of goals; alignment, or coordinated
efforts toward these goals; and commitment, or prioritizing collective interests over individual
agendas. This approach is especially valuable in environments requiring distributed leadership
and shared sensemaking.

Synthesis of Learning Theories

Synthesizing these theoretical frameworks reveals their collective contribution to
leadership development. Behaviorism provides tools for measurable behavior change, while
cognitivism supports critical thinking and decision-making. Constructivist and transformational
theories emphasize adaptive learning and mindset shifts, and social learning highlights the
relational dynamics essential for collective leadership. By integrating these perspectives,
leadership development programs can foster adaptive, reflective, and innovative leaders capable
of navigating dynamic and complex organizational environments. This holistic approach ensures
a balance of practical skills, critical thinking, and relational competence, preparing leaders to
address both current and emerging challenges effectively.

Leadership Approach and Frameworks
Leadership theories provide foundational frameworks for understanding how leaders

navigate challenges, inspire teams, and foster innovation in complex organizational
environments. These theories go beyond description, offering strategic approaches that guide
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how leaders engage with their teams, make decisions, and adapt to varying circumstances. By
focusing on the "how" of leadership, these frameworks emphasize that effective leadership is
both context-dependent and multidimensional. With the increasing complexity of organizational
challenges, approaches that prioritize flexibility, collaboration, and innovation have gained
prominence. This discussion examines five influential leadership approaches—situational,
adaptive, distributed, transformational, and servant leadership—that provide enduring insights
into fostering effective practices in dynamic workplaces.

Situational Leadership

Situational leadership highlights the importance of tailoring leadership styles to meet the
specific needs of team members and situational demands. Developed by Hersey and Blanchard
(1969), this theory rejects a "one-size-fits-all" approach, advocating for flexibility as a
cornerstone of effective leadership. Leaders assess the developmental level and competence of
their team members and adjust their behaviors, accordingly, employing styles such as directing,
coaching, supporting, and delegating. For example, a leader might closely guide a new employee
during their onboarding phase and gradually shift to a more hands-off approach as the individual
gains confidence and expertise. This adaptability fosters engagement, productivity, and
alignment with organizational goals. In diverse and dynamic environments, situational leadership
provides a pragmatic framework for addressing fluctuating demands and resource constraints,
ensuring that leaders can respond effectively to the needs of both individuals and teams.

Adaptive Leadership

Building on the flexibility central to situational leadership, adaptive leadership focuses on
equipping leaders to navigate rapid change and complexity. Described by Heifetz, Grashow, and
Linsky (2009) and further explored by Uhl-Bien and Arena (2018), this approach emphasizes
resilience, experimentation, and collaborative problem-solving in volatile, uncertain, complex,
and ambiguous (VUCA) conditions. Adaptive leaders engage teams in confronting challenges
creatively, often facilitating cross-functional collaboration to optimize resources and reimagine
strategies during times of uncertainty. For instance, during economic downturns, adaptive
leaders might foster organizational agility by mobilizing teams to experiment with innovative
solutions and adjust strategic priorities. By emphasizing continuous learning and shared
accountability, adaptive leadership supports organizations in thriving amid unpredictable
environments, making it indispensable for modern leadership practice.

Distributed Leadership

Distributed leadership shifts the focus from the individual leader to a collective process
that emphasizes shared responsibilities and collaboration. As described by Spillane (2006), this
approach leverages the diverse expertise and perspectives of team members, recognizing that
leadership is most effective when it is inclusive and participatory. This model is particularly
valuable in technology-driven industries, where distributed leadership facilitates cross-
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departmental collaboration, accelerates innovation, and ensures organizational responsiveness.
By decentralizing leadership, organizations build a culture of empowerment and inclusivity,
fostering real-time problem-solving and adaptability. This approach not only enhances
organizational capacity but also strengthens team dynamics, creating a foundation for sustainable
success in dynamic environments (Spillane, 2006).

Transformational Leadership

While similar to adaptive leadership in fostering flexibility and navigating challenges,
transformational leadership takes a more visionary approach, focusing on inspiring and
motivating teams to achieve exceptional outcomes and embrace change. Defined by Bass and
Riggio (2006), it emphasizes trust, intellectual stimulation, and compelling visions that propel
individuals beyond the status quo. During organizational restructuring, transformational leaders
inspire by clearly communicating the vision, engaging employees in problem-solving, and
celebrating milestones to sustain momentum. By fostering a shared sense of purpose and
resilience, transformational leadership enables organizations to thrive amid uncertainty. Its
emphasis on vision, adaptability, and collective purpose makes it particularly relevant in VUCA
environments, where innovation and strategic alignment are essential.

Servant Leadership

Complementing transformational leadership, servant leadership adopts a people-centered
approach that prioritizes the needs of team members. Popularized by Greenleaf (1977), this
theory emphasizes attributes such as empathy, active listening, stewardship, and a commitment
to the growth of individuals. For example, a servant leader might establish programs to cultivate
the next generation of leaders, investing in long-term organizational health and employee
engagement. This approach fosters trust, strengthens relationships, and promotes ethical
behavior, creating inclusive cultures that support both individual and organizational well-being.
By emphasizing the development of others, servant leadership ensures that organizations remain
resilient and values-driven in the face of complexity.

Synthesis of Leadership Approaches

These leadership approaches highlight the diversity and adaptability required in modern
leadership. Situational and adaptive leadership emphasizes flexibility in responding to dynamic
challenges, while distributed leadership underscores the value of collaboration and shared
accountability. Transformational leadership inspires exceptional outcomes through vision and
purpose, and servant leadership ensures that the well-being of individuals remains central to
organizational success. Together, these theories demonstrate that effective leadership is not
confined to a singular approach but requires integrating multiple strategies to align with both
individual and organizational needs. By fostering innovation, collaboration, and ethical
leadership, these approaches create a robust foundation for navigating the complexities of
today’s workplaces.
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Factors Influencing Application
Developmental Readiness & Psychological Factors

Developmental readiness is a vital component of leadership development, encompassing
self-awareness, learning agility, and motivation (Avolio & Hannah, 2008). Among these,
motivation plays a pivotal role, driving the initiation, direction, and persistence of developmental
efforts. Leaders with high motivation actively pursue learning opportunities, set meaningful
goals, and navigate challenges effectively, accelerating their growth and enhancing leadership
effectiveness (Harris & Cole, 2007; Lovett, 2013). Additionally, self-efficacy and reflective
capacity are crucial internal factors; leaders who believe in their ability to succeed are more
likely to embrace new challenges and sustain engagement in the learning process (Chan &
Drasgow, 2001).

Psychological factors significantly influence internal readiness. For example, positive
affect and increased self-efficacy during training have been shown to correlate with improved
transformational leadership behaviors, underscoring the importance of cultivating readiness to
learn and adapt (Mason, Griffin, & Parker, 2014). Serensen (2016) highlights the role of intrinsic
motivation and a growth mindset in translating developmental experiences into workplace
impact. Leaders who adopt reflective practices and a willingness to experiment are better
equipped to integrate new skills into their leadership repertoire. Fostering an internal willingness
to grow, alongside interventions to enhance self-awareness, ensures leaders are psychologically
prepared to maximize developmental opportunities.

Self-awareness is central to this process, enabling leaders to understand their strengths,
limitations, and learning beliefs while remaining open to new perspectives (Debebe, 2017;
Lovett et al., 2023). Day, Harrison, and Halpin (2009) emphasize that sustained growth in leader
identity is essential for long-term success, strengthening leaders' ability to align personal values
and strengths with organizational goals.

By addressing both the cognitive and emotional dimensions of readiness, organizations
can cultivate conditions where leaders are not only motivated but also confident in applying new
skills and behaviors. These internal factors serve as the foundation for meaningful and sustained
leadership growth, particularly when aligned with external supports such as feedback and
coaching.

Supportive & Aligned Environments

To fully engage leaders’ developmental readiness, organizations must provide supportive
environments where learning can thrive. A key element of such environments is psychological
safety, which enables leaders to take risks, share ideas, and learn from mistakes without fear of
judgment or repercussions (Edmondson, 1999). Psychological safety fosters open
communication, encouraging leaders to experiment with new skills and knowledge while
supporting the application of concepts introduced in leadership programs (Ibarra, Snook, &
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Guillén, 2008). By framing failure as an opportunity for learning, psychological safety facilitates
continuous growth, allowing leaders to refine behaviors, adopt innovative approaches, and
contribute meaningfully to organizational success.

Building on this foundation, Serensen (2016) emphasizes that organizational alignment,
senior leadership support, and real-world application opportunities are critical for enabling
learning transfer. Structured feedback, ongoing coaching, and culturally supported
experimentation bridge the gap between training and workplace application, ensuring that
leadership programs lead to meaningful behavioral change. Similarly, Gilpin-Jackson and Bushe
(2007) highlight that post-training conditions—such as leadership reinforcement, peer support,
and follow-up activities—are pivotal to successful training transfer. Structured coaching,
combined with alignment between training content and organizational priorities, enables leaders
to effectively apply what they have learned, ensuring sustained impact.

Adding to this perspective, Beer et al. (2016) underscore the importance of integrating
leadership development with broader strategic goals. When supported by clear communication,
feedback mechanisms, and real-world application opportunities, leadership development
initiatives are better positioned to address both individual and organizational priorities. This
alignment fosters a culture that reinforces growth and ensures leadership programs are both
impactful and sustainable. Together, these factors create environments conducive to long-term
leadership development success, bridging the critical gap between learning and action.

Facilitating Training Transfer

While internal readiness and supportive environments establish the conditions for leadership
development, the true measure of effectiveness lies in training transfer—the extent to which
learning translates into sustained workplace practice. Baldwin and Ford’s (1988) framework
highlight three key influences on this process: trainee characteristics, training design, and work
environment. Trainee characteristics, including motivation and self-efficacy, shape a leader’s
ability to apply new skills, reinforcing the importance of developmental readiness (Avolio &
Hannah, 2008). Training design, particularly the relevance of content and opportunities for real-
world application, strengthens the likelihood that leadership behaviors extend beyond the
training environment (Serensen, 2016; Gilpin-Jackson & Bushe, 2007).

Equally important, the work environment determines whether leadership development translates
into meaningful, sustained impact. Leadership reinforcement, structured follow-up mechanisms,
and alignment with organizational objectives help ensure that learning is actively applied and
refined (Beer et al., 2016). A strong transfer climate, supported by psychological safety and
ongoing feedback, encourages leaders to experiment with new behaviors and integrate them into
their roles (Edmondson, 1999; Ibarra, Snook, & Guillén, 2008). By addressing these factors,
organizations can enhance the effectiveness of leadership development initiatives, ensuring that
learning is not only acquired but also embedded in practice.
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Ongoing Adaptation

Leadership development is an ongoing process that requires continuous adaptation, both
in how leaders shape their identities and how programs evolve to meet emerging challenges and
organizational priorities. Leaders construct and refine their identities through reflective practice
and iterative learning, shaping how they perceive themselves and engage with their environments
(Ibarra, Snook, & Guillén, 2008). This dynamic evolution ensures leaders remain adaptable and
capable of addressing shifting demands and complexities. As leaders encounter novel challenges,
their identity evolves through critical reflection, experimentation, and integration of new skills
and insights, a process underscored by transformational learning theory, which highlights the
importance of critical reflection in fostering mindset shifts and adaptive strategies (Mezirow,
1994).

In parallel, leadership development programs must also adapt continuously to remain
relevant and effective. Lovett et al. (2023) underscore the importance of designing programs that
respond to participants' evolving needs by integrating opportunities for application in real-world,
complex environments. Programs that include iterative feedback loops, targeted content updates,
and opportunities for leaders to address current organizational challenges ensure that
development initiatives remain impactful over time. Serensen (2016) emphasizes that successful
programs are not static but are continually refined to align with organizational priorities and
shifting external conditions.

Continuous improvement plays a critical role in ensuring leadership development
programs sustain their effectiveness. Programs must be flexible and adaptive, using ongoing
evaluation and feedback loops to refine and enhance their design over time (Russon & Reinelt,
2004; Black & Earnest, 2009). By integrating real-time feedback from participants and
stakeholders, leadership programs can address emerging needs and ensure sustained relevance
(Fang & Whitelaw, 2020; Watkins, Lyse, & deMarrais, 2011). This iterative approach allows for
the modification of program elements that may not be delivering the desired outcomes while
scaling up successful practices (Smither, London, & Reilly, 2005). Regular adaptation ensures
that leadership programs remain aligned with the evolving strategic goals of the organization,
driving long-term success (Collins & Holton, 2004).

Evaluating Leadership Development

Evaluating leadership development programs is a complex but critical endeavor for
organizations aiming to foster sustainable leadership effectiveness. Leadership development is
inherently multifaceted, involving intangible outcomes such as behavioral change, emotional
intelligence, and decision-making capabilities (Black & Earnest, 2009; Day & Dragoni, 2015).
These challenges are compounded by the gradual nature of leadership development, as
individuals progress at varying paces along distinct trajectories (Collins & Holton, 2004).
Additionally, the dynamic and contextual nature of leadership requires evaluations to consider
variability in outcomes across different organizational settings and cultural environments
(Hannum & Craig, 2010). Such variability complicates the attribution of specific outcomes to
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program interventions and the standardization of evaluation criteria across participants. Effective
evaluations require a holistic approach that measures impact across multiple levels—individual,
team, and organizational—while addressing both short-term and long-term results. A
comprehensive evaluation must balance methodological rigor with practical feasibility, often
employing mixed methods that integrate quantitative and qualitative approaches to ensure
reliability and depth (Beer, Finnstrom, & Schrader, 2016).

The complexity of leadership development evaluation lies not only in measuring
outcomes but also in accounting for contextual factors such as program design, organizational
culture, and participant characteristics. The dynamic nature of leadership further complicates
evaluations, as leadership behaviors are influenced by external variables, including
environmental instability and evolving organizational priorities, which can obscure the direct
impacts of development interventions (Hannum & Craig, 2010). Evaluators also face practical
challenges such as the unavailability of comparison groups, contaminated performance criteria
over extended timelines, and the difficulty of linking long-term outcomes to specific program
elements. These limitations necessitate the use of robust frameworks that offer flexibility and
adaptability to address diverse program goals and contexts.

Leadership development evaluation also has important implications for practice.
Organizations must adopt a strategic approach to evaluations, aligning leadership development
initiatives with organizational goals and ensuring that interventions are tailored to participant
needs and learning styles (Hannum & Craig, 2010). Conducting thorough needs assessments and
engaging stakeholders in defining success criteria are critical for creating programs that deliver
measurable and meaningful results. Evaluators must also prioritize transparency in reporting
findings, highlighting not only successes but also areas for improvement to refine future
interventions. As leadership development programs increasingly aim to drive organizational
transformation, evaluations must evolve to capture systemic and long-term impacts, including
their contributions to building resilient leadership pipelines and fostering adaptive organizational
cultures.

Established Evaluation Frameworks

A variety of frameworks are employed to evaluate leadership development programs,
each offering structured approaches to address the complexities of assessing outcomes.
Frameworks such as the Kirkpatrick Model, Theory of Change (ToC), and Logic Model
emphasize distinct aspects of evaluation, spanning from individual learning and behavior to
broader organizational and societal impacts (W.K. Kellogg Foundation, 2004; Kirkpatrick &
Kirkpatrick, 2007). These frameworks provide evaluators with systematic methodologies to
measure both tangible and intangible outcomes while navigating contextual and methodological
challenges inherent in leadership development evaluation.
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The Kirkpatrick Model

The Kirkpatrick Model remains one of the most widely applied frameworks for
evaluating leadership development. Its four levels—reaction, learning, behavior, and results, as
illustrated in Figure 2—provide a structured yet flexible framework for evaluating program
outcomes (Kirkpatrick & Kirkpatrick, 2007; Russon & Reinelt, 2004). At the reaction level,
participant feedback provides insights into engagement and satisfaction, while the learning level
focuses on acquired knowledge, skills, and attitudes. The behavior level is particularly critical for
leadership development, as it evaluates whether participants apply newly learned competencies
in their leadership roles. Finally, the results level captures organizational impacts, including
improved team performance, increased employee engagement, and reduced turnover. While the
Kirkpatrick Model is valuable for its comprehensiveness, its emphasis on short-term and
immediate outcomes can limit its application to long-term strategic goals, particularly in
leadership development, where systemic and societal impacts often unfold over years
(Soerensen, 2016).

Figure 2:
Kirkpatrick’s Four Levels of Evaluation

LEVEL FOUR :RESULTS
RESULTS The degree to which targeted organizational outcomes occur as a result of the training
initiative and subsequent support and accountability package
_ LEVEL THREE :BEHAVIOR
BEHAVIOR The degree to which participants apply what they learned during training when they are
back on the job

LEVEL TWO :LEARNING

LEARNING The degree to which participants acquire the intended knowledge, skills, attitude,
confidence, and commitment based on their participation in the training

LEVEL ONE :REACTION

LEVEL ONE
REACTION The degree to which participants find the training favorable, engaging, and relevant to
their jobs

Reprinted from The Kirkpatrick Model, by Kirkpatrick Partners, n.d., https://www.kirkpatrickpartners.com/the-
kirkpatrick-model/.
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Theory of Change and Logic Models

In contrast, the Theory of Change (ToC) framework adopts a broader perspective,
focusing on the causal pathways between program activities and long-term outcomes. ToC
identifies the preconditions, assumptions, and external factors required for program success,
offering a clear rationale for program design and evaluation. According to the W.K. Kellogg
Foundation (2004), the framework offers several key advantages. It enhances clarity and focus
by ensuring that all program components are logically connected, creating a coherent structure
that facilitates understanding and communication. It emphasizes evidence-based design,
incorporating research and best practices to strengthen the program’s credibility and
effectiveness (Allen, 2009). Additionally, ToC enables comprehensive evaluation by tracking
progress and ensuring accountability at multiple levels, including individual, community, and
systemic dimensions.

This framework is particularly effective in addressing complex initiatives, such as those
where leadership development intersects with broader organizational or societal goals. By
articulating how specific activities contribute to desired outcomes, ToC enables organizations to
align leadership development initiatives with strategic priorities, ensuring relevance and
sustainability over time. The visual and operational simplicity of the Logic Model complements
ToC by mapping inputs, activities, outputs, and outcomes in a linear format, providing clarity on
program structure (W.K. Kellogg Foundation, 2004; Njah et al., 2021). Together, these
frameworks enable a dual focus on strategic alignment and the practical evaluation of program
impact.

Expanding Evaluation Approaches

Building on foundational evaluation frameworks such as the Kirkpatrick Model, Theory
of Change, and Logic Model, the user-focused theory of action (TOA) and multi-source
feedback introduce a participatory dimension to leadership development evaluation. These
approaches emphasize stakeholder engagement, reflective practice, and a comprehensive
assessment of leadership growth, ensuring a more nuanced understanding of program impact.

User-Focused Theory of Action

Drawing on the work of Argyris and Schon (1974, 1996), Theory of Action (ToA)
underscores the importance of uncovering implicit assumptions that shape individual and
organizational learning. Their framework differentiates between espoused theories (what
individuals and organizations claim to follow) and theories-in-use (the actual behaviors and
decision-making patterns they exhibit). Reflective practice plays a central role in bridging this
gap, fostering deeper learning and adaptation.

ToA primarily focuses on how individuals and organizations learn and change through
their behaviors, mental models, and underlying assumptions, making it particularly relevant to
organizational learning and behavioral change rather than program design and execution, as seen
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in Theory of Change (ToC). However, ToA’s participatory approach is highly applicable to
leadership development, where tacit knowledge, organizational culture, and experiential learning
significantly influence outcomes. Beyond enhancing evaluation accuracy, ToA cultivates
reflective practice among program designers and participants, deepening their understanding of
the underlying factors that drive leadership effectiveness.

Integrating Multi-Source Feedback

Multi-source feedback, commonly known as 360-degree assessments, is a widely used
tool for evaluating leadership development. By incorporating self-assessments alongside
feedback from peers, subordinates, and supervisors, this method provides a more comprehensive
perspective on leadership competencies and behaviors. While effective in identifying strengths
and areas for improvement, subjectivity and potential biases in feedback necessitate triangulation
with additional methods such as observational data and structured interviews (Black & Earnest,
2009). To maximize its effectiveness, 360-degree feedback should be used exclusively for
developmental purposes, ensuring participant trust and fostering constructive application. When
integrated within broader evaluation frameworks, multi-source feedback enhances validity and
provides a balanced, evidence-based assessment of leadership development outcomes.

Integrative Approaches and Strategic Alignment

The integration of mixed-method approaches is critical for capturing the nuanced and
multi-dimensional nature of leadership development. Combining quantitative metrics, such as
participant performance scores, with qualitative insights from interviews or focus groups
provides a richer understanding of program impact (Beer et al., 2016; Collins & Holton, 2004).
The Mytown case study, presented in the W.K. Kellogg Foundation’s Logic Model Development
Guide, exemplifies how such approaches can clarify program goals and outcomes. By linking
activities to measurable impacts through a logic model, organizations can design evaluations that
are both practical and theoretically grounded (W.K. Kellogg Foundation, 2004).

Despite advancements in evaluation practices, significant gaps remain. One persistent
challenge is the measurement of long-term impacts, particularly at the organizational and societal
levels. Leadership development programs often aim to foster systemic change, yet evaluations
rarely capture these broader effects due to methodological and resource constraints (Day &
Dragoni, 2015; Njah et al., 2021). Addressing these gaps requires not only robust evaluation
frameworks but also a commitment to longitudinal studies that track outcomes over extended
periods.

The literature also underscores the importance of aligning leadership development
programs with organizational strategy to maximize their impact. Programs tailored to address
specific challenges, such as managing change or fostering innovation, are more likely to produce
measurable results. Effective evaluation efforts must therefore go beyond assessing individual
outcomes to include organizational priorities, ensuring that leadership development supports
broader objectives such as enhancing employee engagement, reducing turnover, and improving
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team performance (Russon & Reinelt, 2004; Watkins, Lysg, & deMarrais, 2011). By directly
linking evaluation practices to strategic goals, organizations not only reinforce the relevance of
their leadership initiatives but also provide clear evidence of the return on investment (ROI),
strengthening their value proposition.

Theoretical Frames

The preceding literature review provides a comprehensive examination of leadership
development, summarizing key research, theories, and practices. Building on this foundation,
this section focuses on the specific theoretical frames that guide the formative evaluation of the
Credit Union’s Enterprise Leader Learning Journey. These frames include transformational
learning, which fosters profound shifts in perspective and behavior, and adaptive leadership,
which equips leaders to navigate complexity and uncertainty. Additionally, evaluation
methodologies, such as the Kirkpatrick Model, offer a systematic approach to assessing the
program’s effectiveness. Together, these theoretical frames integrate leadership theories, adult
learning principles, and evaluation practices to address the intertwined goals of individual
growth and organizational transformation during periods of significant change.

Transformative Learning: Beyond Knowledge & Skills Acquisition

Transformative learning, developed by Mezirow (1991, 2003), fosters profound shifts in
perspectives, behaviors, and decision-making by emphasizing the critical examination and
reshaping of deeply held assumptions. Defined as “learning that transforms problematic frames
of reference...to make them more inclusive, discriminating, open, reflective, and emotionally
able to change” (Mezirow, 2003, p. 58), this uniquely adult learning theory is particularly
relevant for leadership development, enabling leaders to navigate complex organizational
challenges (Ciporen, 2010).

Transformative Learning Process

Transformative learning centers on critical reflection and dialectical discourse, which
enable individuals to reassess beliefs and adopt adaptive perspectives. This process includes
instrumental learning (practical problem-solving) and communicative learning (meaning making
through dialogue) (Mezirow, 1994; Dirkx, 1998). Often initiated by a disorienting dilemma,
transformative learning fosters growth through structured reflection and collaborative
environments (Taylor, 2007).

Conceptualized as a stage-based cyclical process, transformative learning unfolds through
10 distinct phases that guide individuals in critically examining and reframing their perspectives.
These phases, as illustrated in Figure 3, include key steps such as experiencing a disorienting
dilemma, engaging in self-examination, critically assessing underlying assumptions, exploring
new roles or relationships, and ultimately reintegrating newly acquired perspectives into one’s
worldview. This structured progression allows learners to navigate the discomfort of change
while fostering deeper understanding and growth. The process is iterative and reflective,
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emphasizing the importance of dialogue and critical analysis at each stage to solidify meaningful
transformation.

Figure 3:
Mezirow’s 10 Phases of Transformational Learning

Disorienting
Dilemma

Self
examination

Reintegration

Continuous

Critical
Assessment

Building
Competence &
Confidence

Mezirow’s
10
Phases

Recognition

Provisional
Trying of Roles

Meaningful

Knowledge &
Skill
Acquisition

Exploration

Planning

Reprinted from Mezirow, J. (1997). Transformative Learning: Theory to Practice

While its foundational framework has remained consistent, modern applications, like the
virtual exchange study by Collins, Mueller, Wood, and Stetten (2022), illustrate its relevance to
contemporary educational contexts. Their study highlights how critical reflection and dialogue in
cross-cultural, digital environments foster transformative experiences, modernizing the theory
for international and online adult learning settings. Figure 4, adapted from Collins, Mueller,
Wood, and Stetten (2022), provides a visual representation of this interpretation of the
transformational learning process, illustrating the enduring structure of transformative learning
while integrating insights from modern research. This evolving framework continues to offer
educators and practitioners a robust foundation for facilitating meaningful learning experiences
in diverse contexts.
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Figure 4:
Interpretation of Mezirow's transformative learning theory

Self-examination

A reintegration into

oy : Critical assessment
one’s life with new

of assumptions

perspective(s)

Building competence Recognition that one’s
and self-confidence in discontent and the

new roles and process of transformation

relationships is shared

Exploration of options
Provisional trying of for new roles,
new roles relationships, and

actions

Acquiring knowledge

and skills for Planning a course of
implementing one’s action
plan

U

Source: Collins, S. L., Mueller, S., Wood, E. A., & Stetten, N. E. (2022).

Transformative Learning and Leadership Development

Transformative learning plays a critical role in leadership development by equipping
leaders to critically reflect on and transcend established practices, biases, and mental models.
This flexibility is vital in dynamic environments where traditional solutions often fail to address
emerging challenges (Debebe, 2017). Leaders must adapt to increasingly complex and
ambiguous demands, and transformative learning provides a framework for developing the
cognitive and emotional agility required to succeed. As Ciporen (2010) noted, transformative
learning fosters self-awareness and emotional intelligence, enabling leaders to navigate
uncertainty and inspire others effectively.

Central to this process is the reshaping of frames of reference to be more inclusive,
reflective, and open. By fostering critical self-reflection, leaders can reassess their assumptions,
better understand their impact on others, and align their actions with broader organizational
goals. Research underscores the importance of these transformative processes in cultivating
innovative thinking, effective problem-solving, and resilience—qualities essential for navigating
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today’s complex organizational landscapes (Mason et al., 2014). Moreover, integrating
transformative learning into leadership programs fosters personal growth and strategic insight,
empowering leaders to address challenges with empathy and adaptability (Debebe, 2017).

Strategies for Integrating Transformative Learning into Leadership Development

To effectively integrate transformative learning into leadership development, intentional
strategies must bridge theory and practice. Key strategies include creating disorienting dilemmas,
fostering structured reflection, and leveraging experiential learning approaches. Disorienting
dilemmas, such as real-world case studies or complex simulations, challenge leaders’
assumptions, encouraging them to rethink their leadership styles and decision-making processes
(Dirkx, 1998). However, these dilemmas yield the most value when paired with guided reflection
activities, such as journaling, coaching, or group discussions, which help leaders connect their
experiences to deeper insights (Mezirow, 2003).

Collaborative dialogue is another cornerstone of transformative learning. Taylor (2008)
emphasized the importance of peer learning and group discussions in fostering critical thinking
and broadening perspectives. By creating environments where leaders can challenge and validate
each other’s viewpoints, leadership programs cultivate a culture of inquiry and innovation. This
collaborative process complements experiential learning projects, which immerse leaders in
addressing real organizational challenges, enabling them to test and refine new behaviors in a
practical context (Mason et al., 2014).

Personalized coaching and mentoring further enhance the transformative learning process
by providing leaders with tailored guidance and feedback. Such one-on-one interactions foster
deeper self-awareness and help leaders navigate disorienting dilemmas with clarity and purpose
(Ciporen, 2010). Similarly, role experimentation—through temporary assignments or role-
playing exercises—allows leaders to explore and refine new strategies in a supportive
environment (Debebe, 2017). These approaches are further enriched by integrating 360-degree
feedback, which offers a comprehensive view of a leader’s impact and facilitates targeted
development (Mason et al., 2014).

Narrative and storytelling also play a pivotal role in transformative learning, enabling
leaders to derive meaning from their experiences and reframe challenges as opportunities for
growth. Dirkx (1998) highlighted the value of storytelling in fostering personal insights,
emphasizing its role in helping leaders construct and communicate their evolving leadership
narratives. Additionally, cultivating emotional intelligence through practices such as mindfulness
and stress management equips leaders with the emotional agility to navigate complex
interpersonal dynamics and organizational challenges effectively (Mason et al., 2014).

Implications for Leadership Development

Integrating transformative learning into leadership development programs moves beyond
traditional approaches, fostering profound and lasting change in leaders’ mindsets and practices.
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By emphasizing critical reflection, meaningful dialogue, and experiential learning, this approach
equips leaders with the adaptability, innovation, and resilience needed to thrive in complex
environments (Taylor, 2007). Moreover, the transformative process fosters alignment between
personal values and organizational vision, enabling leaders to inspire and guide others toward
collective success (Ciporen, 2010).

As leadership demands continue to evolve, transformative learning offers a vital
framework for preparing leaders to navigate uncertainty, drive organizational change, and foster
inclusive and adaptive cultures. By embedding these principles into leadership development,
organizations can cultivate leaders who are not only effective in achieving results but also
committed to ongoing growth and transformation—for themselves and those they serve.

Adaptive Leadership: A Framework for Complex Challenges

Adaptive Leadership offers a robust framework for addressing the complex challenges
faced by organizations today, emphasizing the need to mobilize people to confront adaptive
challenges—problems that demand changes in values, behaviors, and roles. Building on Heifetz's
foundational work in Leadership Without Easy Answers (1994), adaptive leadership focuses on
distinguishing adaptive challenges from technical problems, where the latter are solvable using
existing expertise and processes, while the former require new ways of thinking and operating
(Heifetz, 1994; Heifetz et al., 2009).

Figure 5:
Model of Adaptative Leadership

Situational Leader
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Technical and 4, Mamtgm Disciplined | Leader «<—>Followers
Adaptive Challenges Attention
5. Give the Work Interaction
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_ 6. Protect Leadership
Adaptive Challenges -

Voices from Below

Reprinted from Leadership Theory and Practice (7th ed.), by P. G. Northouse, 2016, SAGE Publications. Based on
the Adaptive Leadership framework by R. Heifetz (1994).
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This theory, later expanded with Linsky and Grashow in The Practice of Adaptive
Leadership (2009), underscores the importance of fostering experimentation, collaboration, and
organizational resilience in the face of uncertainty. Notably, Joiner and Josephs (2007) echo
these themes with their concept of developmental leadership agility, which highlights growth as
an essential capability for navigating complex environments.

The principles of adaptive leadership resonate across a range of organizational settings.
Heifetz et al. (2009) emphasize that adaptive leaders facilitate collective action rather than
imposing solutions. By engaging stakeholders in identifying problems and implementing
solutions, leaders address challenges that demand shifts in deeply held values and norms. This
approach necessitates iterative processes where leaders guide experimentation, reflect on
outcomes, and adjust strategies to align with evolving circumstances. Adaptive leadership’s
focus on systemic change and cultural transformation positions it as a critical framework for
navigating uncertainty and fostering resilience in dynamic environments.

Bridging Adaptive and Agile Leadership

While adaptive leadership and agile leadership share similarities, particularly in their
focus on flexibility and responsiveness, they differ in origins and application. Many practitioners
and scholars often confuse these frameworks or use the terms interchangeably, despite their
distinct theoretical foundations and intended uses. Adaptive Leadership is deeply rooted in
addressing systemic, transformational challenges that demand shifts in values and cultures
(Heifetz et al., 2009). Conversely, Agile Leadership emerged from agile project management
principles, prioritizing iterative, customer-centric processes and rapid responsiveness to changing
conditions (Attar & Abdul-Kareem, 2020; Joiner, 2009). These differing origins shape their
primary applications and objectives.

Both frameworks emphasize continuous learning and stakeholder engagement but differ
in orientation. Adaptive leadership fosters environments where stakeholders grapple with
complex questions and embrace introspection to tackle adaptive challenges (Heifetz et al., 2009;
Uhl-Bien & Arena, 2018). Agile leadership, by contrast, is more operationally focused,
emphasizing speed and iterative solutions to immediate problems (Attar & Abdul-Kareem,
2020). For example, while Agile Leadership thrives in technology-driven industries requiring
rapid product development cycles, Adaptive Leadership is more suited for guiding cultural
transformations in sectors like healthcare and education.

Despite these differences, shared principles of diagnosing systems, stakeholder
engagement, and maintaining disciplined attention underpin both frameworks. Adaptive leaders
adopt a "balcony view" to observe patterns and identify root causes, while agile leaders leverage
cross-functional collaboration to drive innovation (Heifetz et al., 2009; Joiner & Josephs, 2007;
Attar & Abdul-Kareem, 2020). Furthermore, both value inclusivity and diverse perspectives,
recognizing that collective intelligence drives effective problem-solving (Joiner, 2009; Uhl-Bien
& Arena, 2018). However, adaptive leadership’s emphasis on confronting deep-seated
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assumptions and fostering cultural shifts distinguishes it as a transformative framework,
particularly for addressing long-term strategic challenges.

Learning Organizations: A Cultural Foundation

Peter Senge’s The Fifth Discipline (1990) establishes the foundational principles of
learning organizations, emphasizing their alignment with adaptive leadership. Learning
organizations, characterized by systems thinking, shared vision, and team learning, create
environments that nurture reflection, experimentation, and resilience (Senge, 1998; Uhl-Bien &
Arena, 2018). Adaptive leadership complements these principles by fostering feedback loops and
iterative learning processes, enabling teams to address immediate challenges while preparing for
future uncertainties (Heifetz et al., 2009).

A key connection between the two frameworks lies in Senge’s principle of "personal
mastery," which closely parallels adaptive leadership practices such as "giving the work back to
the people." Both approaches empower individuals to take ownership of challenges, fostering
their confidence and capability (Senge, 1998; Heifetz et al., 2009). Similarly, the systems
thinking central to learning organizations resonates with the adaptive leadership concept of the
"balcony view," which emphasizes a holistic perspective on organizational dynamics to
effectively navigate complexity (Senge, 1990; Heifetz et al., 2009). Together, these frameworks
advocate for moving away from hierarchical, top-down decision-making to collaborative,
inclusive problem-solving that drives innovation and adaptability.

Building on this synergy, Chughtai et al. (2023) highlight the critical role of learning
organizations in fostering organizational innovations (Ols). By cultivating cultures that
encourage debate, knowledge sharing, and constructive feedback, learning organizations enhance
employees' change self-efficacy (CSE)—their confidence in managing and thriving amid change.
Adaptive leadership serves as a vital moderating force within this dynamic, strengthening the
connection between the learning organization culture, individual self-efficacy, and the generation
of innovative solutions (Chughtai et al., 2023). This integration of adaptive leadership and
learning organizations not only facilitates immediate adaptability but also establishes a
foundation for sustained growth, resilience, and innovation over time.

Adaptive leadership reframes traditional leadership by shifting the focus from solving
problems to enabling collective action. Leaders act as facilitators, framing questions and
mobilizing stakeholders to address adaptive challenges—those requiring fundamental changes in
values, beliefs, and behaviors (Heifetz, 1994; Heifetz et al., 2009). This approach is particularly
effective in contexts such as organizational transformation or navigating crises, where technical
fixes are insufficient. By fostering a culture of reflection and iterative learning, adaptive leaders
empower teams to experiment, learn from both successes and failures, and refine strategies in
response to emerging realities (Heifetz et al., 2009).

A key element of adaptive leadership is the balance between continuity and change.
Leaders help organizations identify which core strengths to preserve while encouraging
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innovation and transformation. This involves diagnosing systems through a "balcony view" to
uncover root causes of challenges and engaging stakeholders in inclusive, collaborative problem-
solving processes. Addressing resistance constructively is essential, as adaptive changes often
disrupt established norms, eliciting reactions such as marginalization or complacency. Adaptive
leaders anticipate resistance, foster trust, and maintain momentum through transparent
communication and open dialogue (Heifetz et al., 2009; Uhl-Bien & Arena, 2018).

Despite its effectiveness, adaptive leadership is not without challenges. A common
mistake is misdiagnosing adaptive challenges such as technical problems, driven by pressures for
quick fixes or leaders’ tendencies to act as "problem-solvers." Over-reliance on authority can
stifle stakeholder engagement and undermine sustainable change. Instead, adaptive leaders must
adopt an iterative approach, testing small-scale innovations and scaling up those that succeed.
This evolutionary mindset ensures flexibility and responsiveness, enabling organizations to
navigate complexity and build resilience for the future (Heifetz et al., 2009).

Adaptative Leadership Behavior Scale (ALBS)

The Adaptive Leadership Behavior Scale (ALBS) included in Appendix A was
developed and validated by Néthel, Niibold, Uitdewilligen, Schepers, and Hiilsheger (2023).
This scale is a concise and empirically validated instrument for assessing adaptive leadership
behaviors. Through rigorous, multi-phase research—including item development, pilot testing,
and validation across diverse contexts—the researchers established the ALBS as a reliable tool
for evaluating leadership in dynamic and uncertain environments. By focusing on observable and
actionable behaviors, the ALBS addresses a critical gap in leadership research, offering a
specificity that many existing tools lack (N&thel et al., 2023).

Although the ALBS does not explicitly align with Heifetz’s Adaptive Leadership
framework, its emphasis on measurable behaviors complements broader theoretical approaches.
It operationalizes adaptive leadership through four behavioral dimensions: (1) perceiving
situational demands, (2) maintaining a behavioral toolbox, (3) balancing opposing demands, and
(4) flexibly applying behaviors. These dimensions underscore leaders’ ability to assess
environmental and follower needs, maintain a repertoire of strategies, manage conflicting
priorities, and adjust dynamically to evolving circumstances.

Designed to advance adaptive leadership theory and practice, the ALBS provides
actionable insights for leadership training and development. It equips organizations to cultivate
leaders capable of navigating the complexity and rapid changes inherent in VUCA contexts.
Validation studies confirm the scale’s reliability and construct validity, demonstrating alignment
with constructs like cognitive flexibility and emotional intelligence while distinguishing it from
other leadership styles, such as transformational and servant leadership (Nothel et al., 2023).

In leadership development programs, the ALBS effectively measures changes in adaptive
behaviors pre- and post-program. It aligns program outcomes with the demands of complex
environments and informs targeted interventions to strengthen specific adaptive capacities. When
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paired with qualitative tools capturing reflective practices and transformational shifts, the ALBS
supports a comprehensive approach to evaluating and enhancing adaptive leadership capabilities,
fostering leaders prepared to thrive in dynamic organizational landscapes (Nothel et al., 2023).

Kirkpatrick 4-Levels of Evaluation

The Kirkpatrick Model, introduced earlier in the literature review, serves as a
foundational framework for assessing the leadership development program. Its four levels—
reaction, learning, behavior, and results—align seamlessly with the objectives of formative
evaluation, providing a comprehensive structure for analyzing multiple facets of program
effectiveness (Kirkpatrick & Kirkpatrick, 2007). By systematically examining participants’
initial responses, knowledge acquisition, behavioral application, and ultimate organizational
impact, the Kirkpatrick Model ensures a holistic evaluation of the learning journey.

This alignment is particularly relevant for leadership development, as it supports iterative
refinement by highlighting successes and areas for improvement at each stage. For instance,
insights from the reaction and learning levels inform immediate adjustments to instructional
strategies, while findings from the behavior and results levels guide long-term enhancements to
program design (Kirkpatrick & Kirkpatrick, 2007). As a framework, the Kirkpatrick Model
integrates well with other theoretical approaches in this study, such as transformational learning
and adaptive leadership, by reinforcing the link between individual developmental processes and
broader organizational outcomes (Russon & Reinelt, 2004). This integration underscores the
model’s capacity to bridge evaluation theory with practice, fostering continuous improvement in
leadership development initiatives.

Conceptual Framework

By integrating Transformational Learning Theory, the Adaptive Leadership Framework,
and the Kirkpatrick Evaluation Model, this formative evaluation explores how the Credit
Union’s Leadership Development Program fosters personal growth, equips leaders with adaptive
skills, and achieves meaningful outcomes. These components align with the study’s research
questions, providing a structured foundation for assessing the program’s relevance, design, and
effectiveness. Figure 6 visually represents how these components work together to evaluate and
enhance the program’s ability to develop leadership excellence and generate organizational
impact
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Figure 6:
An Integrated Framework for Leadership Development and Evaluation

IMPACT:
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e Transformational Learning Theory (“How”)

o Explains how leaders undergo personal transformation through reflective practice and
experiential learning, leading to shifts in mindset, behavior, and leadership capacity.

e Adaptive Leadership Framework (“What”)

o Defines what skills and behaviors leaders need to navigate complexity, uncertainty, and
change, enabling them to address adaptive challenges and drive organizational
transformation.

e Kirkpatrick Evaluation Model (“Impact”)

o Assesses the impact of leadership programs by measuring participant reactions,
learning outcomes, behavioral changes, and organizational results, ensuring leadership
development translates into meaningful change.
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Transformation Learning Theory (“How”)

This component examines how the program facilitates personal growth and self-
awareness, drawing from Transformational Learning Theory (Mezirow, 1991). Critical reflection
and experiential learning are central to this process, helping participants reframe perspectives,
challenge assumptions, and enhance self-awareness. Program elements such as 360-degree
feedback and emotional intelligence development provide structured opportunities for
participants to compare self-perceptions with external feedback, identifying blind spots and
growth areas. Similarly, the emotional intelligence development focus supports interpersonal
effectiveness and emotional regulation, essential for leadership success. This component
evaluates how well the program fosters meaningful self-discovery and aligns with participants’
leadership development needs.

Adaptative Leadership Framework (“What”)

The Adaptive Leadership component assesses what adaptive skills and behaviors the
program cultivates, based on the Adaptive Leadership Framework (Heifetz, Grashow, & Linsky,
2009). Emphasizing purpose, inclusion, and integrative thinking, the program equips leaders to
navigate complex, uncertain environments through agile mindsets, collaborative problem-
solving, and experimentation. Simulations, group discussions, and other experiential activities
reinforce adaptive leadership principles, enabling participants to apply these skills to real-world
challenges. The evaluation explores whether these program components enhance participants’
ability to mobilize teams, address systemic challenges, and drive organizational adaptation, while
also identifying barriers to applying new skills within their leadership roles.

Kirkpatrick Evaluation Model ('""Impact” or “How Effectively”)

Measuring the effectiveness of leadership development requires a structured evaluation
approach. The Kirkpatrick Evaluation Model (Kirkpatrick & Kirkpatrick, 2006) provides a
multi-level framework for assessing program outcomes. Participant reactions are measured
through surveys and interviews, capturing engagement and satisfaction with key program
components such as 360-degree feedback and emotional intelligence training. Learning
outcomes are assessed using pre- and post-program evaluations to track skill acquisition in areas
such as emotional intelligence and adaptive leadership. Behavioral changes are analyzed through
tools like the Adaptive Leadership Behavior Scale (ALBS) to determine how effectively
participants apply leadership strategies in their roles. Finally, the program’s contribution to
organizational success is examined by linking individual growth to key performance indicators
(KPIs), including employee engagement and team performance.

Together, these components create a cohesive framework for evaluating the leadership
development program. By examining how leaders grow through reflection, what adaptive skills
they apply, and how effectively these changes drive outcomes, this model ensures a holistic,
evidence-based approach to program assessment. The above accompanying figure (Figure 6)
visually reinforces these connections, illustrating how learning, leadership application, and
measurable impact work together to shape leadership excellence and organizational success.
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Design and Methodology

The conceptual framework for the formative evaluation of the Credit Union's Enterprise
Leader Leadership Journey Program establishes a comprehensive foundation for assessing its
relevance, learning design, and long-term impact. The evaluation employs a mixed-methods
approach to leverage the strengths of both qualitative and quantitative data collection and
analysis, ensuring a nuanced understanding of the program’s effectiveness (Maxwell, 2013). Key
methods include surveys, semi-structured interviews, and document analysis, supported by an
extensive review of relevant leadership development literature. This methodological
triangulation ensures data credibility and the integration of multiple perspectives, enabling a
thorough evaluation during the program’s initial implementation phase (Tashakkori & Teddlie,

2010).

This methodology is particularly suited for a formative evaluation, as it allows for the
collection of real-time feedback to guide program refinement and improvement. By situating the
evaluation within the dynamic context of a competitive financial services environment, the study
provides actionable insights to support the organization in cultivating adaptive leadership
capacity and achieving sustainable organizational outcomes.

Research Design, Data Sources, and Methods

The study addresses the following key research questions through an integrated approach
that combines data from program participants, stakeholders, and organizational documentation.
Each question is designed to align with the overarching goals of formatively informing program
relevance, design, and impact.

Table 1:

Overview of Research Design and Approach

Project Question
How relevant is the
program to future
participants' needs
in leading the
organization's
strategic initiatives?

Data Source
Perspectives of
future program
participants (Chief
Executives, SVPs,
High-Potential VPs)

\Data Collection Method(s)

- Surveys including Likert scale
questions, e.g., Rate the relevance of
the leadership content to your role.'

- Semi-structured interviews with
questions like, 'Based on what you
know thus far about this program,
how do you hope it will prepare you
to lead significant changes and other
strategic initiatives?'

- Document analysis of program
objectives, learning plan, and design

Data Analysis Procedures

- Quantitative analysis of survey
responses (€.g., mean scores,
frequency distributions).

- Thematic coding of interview
transcripts to identify recurring
themes related to relevance and
strategic alignment.

- Comparison of course objectives,
content, and planned activities with
participants' descriptions of
relevant needs to evaluate
alignment with organizational and

strategic goals
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'What types of
support do future
participants identify
as crucial for
enhancing the
likelihood of
applying what they
have learned?

Program overview
that includes pre-,
during-, and post-
program activities;
Perspectives of
future program
participants (Chief
Executives, SVPs,
High-Potential VPs)

- Surveys with questions such as,
"What types of organizational support
would increase your confidence in
applying program learnings?'

- Semi-structured interviews asking,
"What challenges do you foresee in
implementing what you’ve learned,
and what support would help you
overcome them?'

- Collection of program overview
details from the HR team.

- Quantitative analysis of survey
responses to identify trends (e.g.,
preferred support methods).

- Thematic analysis of interview
data to categorize and prioritize
types of support.

- Cross-referencing preferred
support methods with planned pre-,
during-, and post-program
activities to identify alignment and
gaps.

How can the design
of the learning
journey align with

Literature on
transformational
learning theory and

- Literature review of leadership
development frameworks
- Document analysis of program

- Content analysis of literature to
identify elements that align with
transformational learning and

long-term indicators
and metrics can
effectively assess the
impact of the
leadership
development
program?

development
literature; Program
documentation;
Discussions with
program designers

"What specific changes or
achievements would show you the
program made a lasting impact?'

- Document analysis of 360-degree
feedback results, program objectives,
and existing metrics

- Discussions with program
designers asking, 'What metrics are
currently being tracked to assess
leadership effectiveness and
organizational performance? Are
there existing tools, (engagement
surveys) that could be leveraged to
assess long-term outcomes?'

transformational adaptive leadership |objectives and materials adaptive leadership, such as critical
learning theory and |principles; Program reflection exercises, experiential
adaptive leadership |documentation learning, and iterative feedback
principles? loops.

- Thematic coding of document
analysis results to ensure
consistency with theoretical
frameworks.

‘What early and Leadership - Semi-structured interviews asking, |- Content analysis of literature to

extract evidence-based strategies
and metrics.

- Document review to align
recommended metrics with
program objectives.

- Thematic analysis of designer
discussions to integrate practical
and context-specific
recommendations.

Organization Selection

This study was conducted within a member-owned, not-for-profit credit union located in
the southern United States. This organization was selected due to its significant size, serving over
385,000 members, and its operation in a competitive financial services environment
characterized by rapid technological advancements, shifting regulatory landscapes, and evolving
workforce trends. With approximately 900 employees and $4.7 billion in assets, the credit union
has prioritized executive-level leadership development as a cornerstone of its strategic plan to
address critical leadership gaps and enhance its capacity to thrive in an evolving industry

landscape.

43




DESIGNING FOR TRANSFORMATION

Participants

The total leadership population of the credit union includes approximately 143 leaders,
encompassing a broad range of responsibilities and strategic functions. Within this larger group,
the Enterprise Leader Leadership Journey Program focuses on a specific subset of 26 senior
executive leaders, representing the highest-level decision-makers tasked with setting strategic
direction and driving enterprise-wide leadership. These participants are divided into three distinct
cohorts, reflective of their roles and developmental objectives:

e Seven Chief Executives: These leaders are responsible for crafting and overseeing the
organization’s overarching strategic direction.

e Seven Senior Vice Presidents (SVPs): These participants play a critical role in driving
operational execution while ensuring alignment with organizational goals.

e Twelve High-Potential Vice Presidents (VPs): Identified through the organization’s
succession planning pipeline, these leaders are positioned as future executives and are
integral to ensuring leadership continuity.

By focusing on this specific subset of leaders, the program seeks to foster adaptive and
transformational leadership capabilities, ensuring alignment with the credit union’s long-term
strategic objectives. This targeted development approach is particularly designed to equip leaders
with the skills and competencies required to navigate the complexities of the financial services
environment.

Participant Selection

Participants were selected based on their inclusion in one of the three identified cohorts
of the leadership development program. To ensure that the evaluation gathered meaningful
insights, the study utilized non-probability convenience sampling, strategically focusing on
individuals who could provide substantive feedback on the program’s design, implementation,
and anticipated outcomes.

This evaluation incorporated feedback from the following groups:

1. Current Program Participants: Leaders in the initial cohort who are in the early stages
of the program. They have completed the pre-program 360-degree feedback but have not
yet participated in any facilitated learning. Most hold positions at the Chief Executive
level.

2. Future Participants: Leaders identified for subsequent cohorts, including Senior Vice
Presidents and High-Potential Vice Presidents.

3. Key Stakeholders: Human Resources leaders and training facilitators whose insights
were critical for understanding the program's design, delivery, and strategic alignment.

Recruitment and Engagement

The participant recruitment process was designed to be both strategic and flexible,
accommodating challenges posed by external organizational changes. Key factors influencing
recruitment included:
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1. Program Rollout Delays: The program’s start date was shifted from September to
November 2024, resulting in an eight-week delay due to organizational restructuring.

2. Organizational Restructuring: A significant business merger altered the composition of
the High-Potential Vice President cohort. As a result, the client opted to postpone
surveying or interviewing the current cohort, planning instead to reassess its composition
during the upcoming annual talent review following the merger.

Despite these challenges, recruitment efforts ensured the inclusion of a majority
representative sample across leadership levels and functional roles. Participants were invited via
email (Appendix B) to complete a survey and were subsequently auto-scheduled for a 30-minute
follow-up interview by the partner organization.

Participant Communication

The email invitations and interview confirmations provided participants with an overview
of the study’s objectives and its significance for the organization as well as a clear explanation of
how their feedback would contribute to refining the program’s design and delivery. Participants
were informed that their input would be instrumental in:

e Maximizing learning outcomes and improving the applicability of the program for
current participants.

e Shaping the program to better align with organizational priorities and addressing the
growth areas of future cohorts.

To uphold ethical research standards, the recruitment process emphasized confidentiality,
and verbal consent was obtained before data collection. These measures ensured participant
privacy and the secure handling of their feedback.

Data Collection

To address the research questions, this study employed a combination of surveys, semi-
structured interviews, and document analysis, ensuring a comprehensive evaluation of the
Learning Journey Program. The mixed-methods approach aligns with the principles highlighted
in Johnson and Onwuegbuzie’s (2004) seminal article, Mixed Methods Research: A Research
Paradigm Whose Time Has Come. These authors underline the philosophical underpinnings of
mixed-methods research and its distinct advantages, particularly its ability to integrate diverse
data sources through a process known as triangulation. This integration bolsters the credibility
and robustness of findings by verifying consistency across different methodologies, ultimately
delivering a more holistic understanding of the research problem.

By adopting a mixed-methods design, the study conducted a thorough evaluation of the
program’s design, delivery, and anticipated impact. The formative nature of the evaluation was
pivotal in shaping the approach, with surveys and interview questions meticulously crafted to
gather real-time feedback from participants during the developmental phase of the program. This
feedback was instrumental in generating actionable recommendations for program refinement,
aligning the initiative more closely with the needs and expectations of future participants.

45



DESIGNING FOR TRANSFORMATION

The use of surveys and interviews enabled the collection of both quantitative and
qualitative data, providing a nuanced perspective on the program's effectiveness. Surveys
allowed for the aggregation of measurable feedback on key program components, offering
insights into participants' perceptions of learning tools, methods, and preparation strategies. On
the other hand, semi-structured interviews delved deeper into participants’ expectations,
challenges, and suggestions for improvement, generating rich qualitative insights that highlighted
opportunities for program refinement. The integration of these tools facilitated recommendations
that were firmly grounded in the program's conceptual framework, enabling the implementation
of adaptive changes critical to the program’s long-term success.

In addition, document analysis served as a complementary method, focusing on critical
program materials, such as learning objectives, journey maps, and learning tools. This analysis
validated the data collected through surveys and interviews, ensuring alignment between the
program's design and participant feedback. By synthesizing findings across these diverse data
sources, the study achieved a robust evaluation, producing credible, evidence-based conclusions.

This study employs an integrated approach, combining data from program participants,
stakeholders, and organizational documentation. Each research question is designed to align with
the overarching goals of assessing program relevance, design, and impact. The data collection
instruments and methodology for surveys, interviews, and document analysis are detailed in a
later section.

Data Collection Execution Timeline

The study’s execution timeline for data collection ensured the systematic engagement of
participants across all three cohorts, with detailed participation rates for both surveys and
interviews. Below is a comprehensive breakdown of these rates and timelines:

Table 2:
Participant Engagement and Data Collection Schedule

Interview Interview
Participation Timeline

Participants  Survey Participation Survey Timeline

Chief .. o |10/28/24 - 7 Participants 11/12/24 -
Executives | Larticipants (100%) ¢ » 4 l100%) 11/20/24
Senior Vice -
. .. 11/21/24 - 7 Participants 12/6/24 -
0,
[Cohort 2 Presidents 7 Participants (100%) 12/6/24 V100%) 12/17/24
(SVPs)
High-Potential |12 Participants 0 Participants
. . - N/A
(Cohort 3 Vice Presidents I(TBD%) 17172025 - TBD (N/A) /
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Data Collection Instruments and Approach
Survey

The survey (Appendix C) comprised 34 Likert scale questions and a single open-ended
question, designed to capture feedback across multiple dimensions of the program. This
approach provided an early feedback loop, enabling iterative improvements through real-time
data collection at various stages of the program’s implementation. Administering the survey
across different cohorts, including potential future cohorts, ensured comprehensive coverage of
participant experiences while supporting incremental refinement of the program.

One of the key strengths of the survey design was its alignment with adaptive leadership
principles, transformational learning theories, and the Kirkpatrick model for evaluating training
outcomes, adding credibility to the study’s theoretical foundation. Participants rated their
responses on a Likert scale ranging from 1 (Strongly Disagree) to 5 (Strongly Agree), with an
additional option of 0 (Not Applicable) to account for non-relevant items (Likert, 1932). The
survey questions were organized into thematic sections that directly addressed the study’s
research questions and theoretical framework.

The survey included the following key sections:

e Pre-Program Preparation Tools: Evaluated the perceived value and effectiveness of
tools such as online learning modules and pre-read materials, helping the design team
prioritize resources most aligned with participant needs.

e Learning Methods and Tools: Assessed the anticipated value of 360-degree feedback
assessments, facilitated training sessions, self-directed learning resources, peer-to-peer
connections, scenario-based simulations, and individualized learning plans to ensure
engagement and outcomes.

e Baseline Attributes: Measured key attributes such as motivation, confidence,
preparedness, comfort in applying learned skills, organizational support, and safety in
experimenting with new skills. This data established a baseline to enable longitudinal
analysis, with follow-up assessments planned post-program to track growth.

e Learning Strategies and Methods: Explored participant receptiveness to approaches
like critical reflection, dialogue and discourse, experiential learning, problem-based
learning, self-directed learning, perspective-taking exercises, and action learning case
studies.

o Key Leadership Topics: Gathered feedback on the relevance of topics such as emotional
intelligence, agile leadership mindsets, balancing performance and transformation, and
strategic decision-making to ensure alignment with organizational priorities.

Interviews

Semi-structured interviews were conducted with 14 executive leaders in two distinct
rounds, spanning from November 12 to December 17, 2024. The first round included seven
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Chief-level leaders, while the second round focused on seven Senior Vice Presidents (SVPs).
Interviews were conducted virtually via TEAMs, ensuring flexibility and accessibility for
participants. Scheduling for Chiefs was coordinated directly with their Executive Assistants, with
appointments automatically added to their calendars, streamlining the process and
accommodating their demanding schedules. For the SVPs, interview slots were selected from a
pre-determined list of available times, providing participants with convenience and choice.

To maintain ethical compliance, verbal consent was obtained from all participants prior
to the commencement of interviews. This ensured that participants were fully informed about the
study’s objectives, their role in the research, and the measures in place to protect the
confidentiality of their contributions.

The duration of the interviews ranged from 22 to 40 minutes, depending on the depth of
responses and participant availability. Each interview was conducted by a primary interviewer,
with a secondary capstone team member joining in most cases. The secondary member
participated in the introduction phase on-camera, after which they remained off-camera to
minimize distractions while taking live notes. This approach fostered an environment conducive
to candid and open discussion, allowing the primary interviewer to focus on building rapport and
exploring key themes.

To ensure accuracy and integrity, Al-generated transcriptions were reviewed and refined
by the note-taker immediately following each interview. All data, including voice recordings
(captured using Voice Memo and Otter Al) and accompanying research documents, were
securely stored in a dedicated Google Drive managed by Kelly Haseotes, Gabby Assis, and
Carrie McGroarty. Access to this data was restricted to the capstone team members and Dr.
Carrie Grimes, the project advisor.

In alignment with Vanderbilt University’s retention policy, all supporting documents will
be securely archived or deleted following the completion of the capstone deliverable. This
ensures adherence to ethical research standards and respects participant confidentiality while
maintaining the integrity of the data management process.

Interview Design and Insights

The semi-structured interviews were carefully designed to gather rich qualitative data on
participants’ experiences, motivations, challenges, and perceptions related to the Enterprise
Leader Leadership Journey Program. These interviews explored four primary areas:

1. Prior impactful leadership development experiences to identify characteristics of
effective programs.

2. Motivations and learning priorities to understand participants’ individual development
goals.

3. Challenges in applying program learnings to uncover barriers and support needs for
practical implementation.

4. Perceptions of program relevance to assess alignment with organizational strategic
initiatives.
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The interviews also included a forward-looking component, asking participants to define
their vision of long-term success for the program and their teams. Gathering meaningful
feedback on a program participants had not yet experienced proved complex. Despite efforts to
communicate the program’s purpose and design, participants often relied on assumptions or
limited understanding, which influenced the insights we received. These systematic discussions
were informed by a theoretical grounding in adaptive leadership, transformational learning, and
the Kirkpatrick evaluation model.

The interview questions were carefully crafted to align with these frameworks and were
designed to guide program refinement. By combining exploratory and evaluative elements, the
interviews provided actionable insights that could directly inform the program's future iterations.
The table below outlines each interview question, its goal, and its connection to the conceptual

framework.

Interview Questions, Purpose, and Conceptual Frameworks

Table 3:

Interview Questions and Conceptual Framework Alignment

Interview Question(s)

Purpose

Link to Research

Project Question(s)

Link to Conceptual
Framework

'Warm-up Question:
Background

\Before we jump into the
questions, could you please

To establish rapport and gather
context on the participant’s role,
tenure, and organizational experience.
This provides insight into the
participant's familiarity with the

Provides context for
all research questions
by framing participant
perspectives within
their organizational

Kirkpatrick Level 1:
Establishes foundational
data to contextualize
participant responses
within their

Impact

Reflecting on your past
leadership development
iprogram experiences,
whether at Credit Union or
in other organizations, what
characteristics of these
programs have been most

impactful characteristics of past
leadership programs that participants
found beneficial. This informs the
design of effective features in the
current program.

How relevant is the
[program to future
pparticipants’ needs in
leading the
organization’s
strategic initiatives?

share a little bit about organization’s culture and leadership |and leadership organizational role and
vourself, such as your role  |expectations. environment. leadership environment.
and how long you've been

with the organization?

Question 1: Beneficial / To identify successful elements and  |Directly ties to RQ1: |Transformational

Learning: Highlights
elements that foster
long-term growth and
deep learning.

Kirkpatrick Level 1 &
2: Identifies factors
contributing to initial
reactions and learning

Motivation to Learn

What are the specific skills or
knowledge areas you are
most motivated to develop in
this program to effectively

learning priorities and areas they
perceive as essential for leading and
managing organizational change.

relevant is the
[program to future
pparticipants’ needs in
leading the

impactful in your everyday effectiveness.
leadership practice?
Question 2: Needs & To identify the participant’s personal |Supports RQ1: How |Adaptive Leadership:

Explores individual
growth needs and skills
for navigating change.
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lead change across the
organization?

organization’s
strategic initiatives?

Kirkpatrick Level 1 &
2:

Links motivation to
learning outcomes.

Question 3: Relevance

Based on what you know thus
far about this program, how
do you hope it will prepare
vou to lead significant
changes and other strategic
initiatives?

To understand participants’
perspectives on how the program can
prepare them for CREDIT UNION’s
strategic challenges, ensuring
alignment with current organizational
needs.

Addresses RQ1: How
relevant is the
[program to future
pparticipants’ needs in
leading the
organization’s
strategic initiatives?

Adaptive Leadership:
Assesses program
alignment with change
management and
strategic leadership
needs.

Kirkpatrick Level 2:
Connects learning goals
with relevance to
organizational
challenges.

Question 4: Support and
Application

What types of ongoing
support would most
effectively increase the
likelihood that you'll apply
what you've learned from the
iprogram in your day-to-day
role?

To explore what support mechanisms
will maximize the application of
learning, ensuring sustained program
impact and embedding skills into
daily work.

Linked to RQ2: What
types of support do
future participants
identify as crucial for
enhancing the
likelihood of applying
what they have
learned?

Transformational
Learning: Focuses on
embedding learning into
practice.

Kirkpatrick Level 3:
Identifies factors
influencing behavior
change post-training.

Question 5: Challenges and
Support

What challenges do you

To uncover anticipated challenges and
support needs for applying program
learning, allowing for actionable
recommendations that enhance

Supports RQ2: What
types of support do
future participants
identify as crucial for

Adaptive Leadership:
Identifies barriers to
change and growth.

Measures

Imagine the teams you lead
after they've completed this
iprogram. What would long-
term success look like for
them? What specific changes
or achievements would show
vou the program made a
lasting impact?

relevant measures that reflect long-
term program impact on participants
and their teams. This aligns with
evaluating organizational and
leadership outcomes.

What strategies and
metrics can be
implemented to assess
the long-term impact
of the leadership
development program
on leadership
behaviors and
organizational
performance?

anticipate when trying to program implementation. enhancing the Kirkpatrick Level 3:
apply what you 've learned? likelihood of applying |Addresses potential
What support would help you what they have obstacles to behavior
overcome these challenges? learned? application.

Question 6: Define Success /[To define success indicators and Aligned with RQ4:  |Kirkpatrick Levels 3 &

4:

Focuses on measuring
changes in behavior and
organizational
performance.

Transformational
Learning: Captures
participants’ vision for
sustained impact.
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Systematic Approach to Qualitative Data Collection

The interviews followed a structured protocol (Appendix D) to ensure consistency while
allowing flexibility for participants to elaborate on key themes. This approach facilitated the
collection of nuanced insights into the relevance, design, and potential impact of the program.
The questions provided a balance of retrospective reflection (e.g., past impactful experiences),
current evaluation (e.g., relevance and support needs), and future-oriented analysis (e.g., defining
success), ensuring a comprehensive understanding of participants’ perspectives.

By systematically exploring the connections between the program design and
participants' strategic roles, the interviews generated theoretically grounded qualitative data that
directly informed program refinement and alignment with organizational priorities. This data was
essential for developing actionable recommendations and measuring the long-term success of the
Enterprise Leader Leadership Journey Program.

Document Analysis

The document analysis process was a foundational element of this evaluation, directly
addressing all research questions while primarily focusing on: 7o what extent does the design of
the learning journey align with transformational learning theory and adaptive leadership
principles? This analysis involved a detailed review of program materials, including course
objectives, the overall learning plan, and specific learning activities, to assess their alignment
with established theoretical frameworks. By grounding the evaluation in both program
documentation and insights from the literature review, this process ensured a robust and
theoretically informed understanding of the program’s design.

Table 4:

Document Analysis Overview

Program Program Document defining program Provided during | 1 document

Learning Designers goals and intended learning planning

Objectives outcomes. meetings.

Program Program Detailed description of Provided during | 1 Program Overview

Curriculum and | Designers program content, instructional | planning and 1 vendor white

Structure design, and delivery approach. | meetings. paper (Korn Ferry) on
the Enterprise
Leadership

Leadership Leadership Aggregated 360-degree Securely shared | 2 aggregated reports

Competency Development | feedback on leadership electronically (Chief and SVP

Assessment Team (HR) competencies and areas for via encrypted cohorts).

development. channels.

Company Company Overview of company Accessed online. | 1 Annual Report

Strategy and Website financial performance, (2023).

Performance strategic priorities, and key

Reports focus areas.
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Program materials were reviewed to examine key components of the learning journey as
they are currently conceptualized, including program objectives, curriculum structure, and
leadership competency assessment. The program outline and vendor materials provided insights
into the planned content and structure, allowing for an assessment of how the program is
designed to support leadership development. Additionally, the 360-degree feedback reports
offered an overview of leadership competencies and areas for growth, serving as a reference
point for the program’s intended impact. The company strategy and performance reports were
reviewed to evaluate the program’s alignment with broader organizational priorities.

Since this is a formative evaluation, detailed design elements—such as specific learning
exercises, critical reflection activities, and peer interaction methods—were not fully available for
review. Therefore, the analysis focused on identifying the extent to which foundational
components of leadership development are embedded within the program’s structure and
whether the existing materials provide a coherent framework for fostering adaptive leadership
capabilities. This review informs recommendations for further refinement, particularly in
integrating experiential learning opportunities, reflection mechanisms, and peer engagement
strategies to enhance transformational learning outcomes.

Data Analysis

Our data analysis approach combined inductive and deductive methodologies to ensure
a comprehensive and nuanced evaluation of the Learning Journey Program. This blended
approach validates established frameworks while allowing for the discovery of emergent
insights, providing a thorough understanding of the program’s effectiveness and its alignment
with participant and organizational needs. According to Ravitch and Carl (2019), hybrid coding
is an effective framework in qualitative research that combines various coding techniques to
enhance data analysis. This method enables researchers to merge inductive and deductive
approaches, leading to a thorough understanding of their data. By using hybrid coding,
researchers can uncover patterns and relationships that might not be visible with a single method.

The process begins by revisiting our research questions and theoretical frameworks
derived from leadership development literature. These frameworks serve as a foundation for
developing predefined deductive codes, such as “relevance,” “support needs,” and
“measurement.” These codes align with the program’s objectives and strategic initiatives,
offering a structured lens through which we analyze the data. At the same time, an inductive
approach will allow us to engage with the raw data—survey responses, interview transcripts, and
document reviews—without applying predefined codes. This ensures that new patterns,
anomalies, and themes, unanticipated by the theoretical frameworks, can emerge organically.

Coding and Thematic Analysis

During the coding process, we applied the predefined deductive codes to categorize data
points, establishing key themes (Appendix E). The coding process was dynamic and iterative,
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enabling the incorporation of emergent insights into the coding framework as the analysis
progressed. For instance, while organizational "support" might have been a predefined deductive
code, inductive analysis revealed unexpected barriers, such as "time constraints," as a subtheme.
These emergent themes were integrated into the framework, enriching the analysis.

Following the coding stage, we conducted a thematic analysis to group individual codes
into broader themes that synthesized both deductive and inductive insights. For example, the
deductive theme “support needs” was further enriched by inductively derived subthemes, such as
the role of peer-driven learning and the significance of time management strategies.

Quantitative survey data complemented the qualitative findings, serving as a validation
tool for emergent themes. Metrics such as mean scores and response distributions provided
additional evidence for identified themes. For instance, high Likert scale scores on
“organizational support” reinforced qualitative feedback highlighting the importance of
managerial involvement in facilitating learning application.

Comparative and Synthesis Analysis

This comparative analysis juxtaposes inductively derived findings with deductive
expectations, offering a robust means of identifying alignment and divergence. For example,
alignment emerged in expected areas, such as the relevance of strategic leadership topics, while
deviations surfaced in participants’ unanticipated focus on time management support. These
comparative insights are synthesized into a cohesive narrative that integrated theoretical
validation with participant-driven discoveries, creating a rich and actionable evaluation.

Value of Triangulating: Literature, Documents and Data

This mixed methodology ensured a robust evaluation of the Learning Journey Program
by combining theoretical rigor with exploratory depth. The integration of deductive and
inductive approaches enabled us to validate expected findings while uncovering new,
contextually relevant insights. This dual perspective strengthens the evaluation’s ability to
provide evidence-based actionable recommendations that enhance program relevance, design,
and implementation.

By aligning structured frameworks with organically surfaced themes, this approach
supports the evaluation’s overarching objectives: to refine the program’s design, enhance its
relevance for participants, and implement sustainable strategies for continuous improvement in
leadership development and organizational performance. This comprehensive methodology lays
a solid foundation for delivering targeted program enhancements and driving meaningful
organizational impact.

Research Validity
To ensure the findings accurately reflect participants’ perspectives and uphold

methodological rigor, multiple measures aligned with best practices for formative evaluations
were incorporated. First, the research team acknowledged their positionality, recognizing that
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individual backgrounds, experiences, and perspectives could shape data interpretation.
Reflexivity played a key role in mitigating bias throughout the study. As part of this effort, the
interview protocol was piloted to refine the framing, wording, and alignment of questions with
the study’s primary goals. This iterative process helped enhance clarity, relevance, and
consistency across interviews. Additionally, dialogic engagement strategies were used, such as
soliciting feedback from academic advisors to ensure the interview and survey instruments
aligned with the research objectives.

The study design also included investigator triangulation, leveraging the expertise of the
three-member research team during data analysis. To strengthen the inter-rater reliability of the
qualitative analysis, pairs of researchers independently coded a subset of interview transcripts,
after which they met to examine consensus, resolve discrepancies, and refine the coding
framework. This systematic approach ensured consistency in coding implementation, minimized
interpretive bias, and reinforced the reliability of the findings.

Beyond interviews, a collaborative approach was applied to the document analysis, which
included program documentation such as learning objectives, course content, 360-degree
feedback reports, and activity plans. Joint analysis allowed for the identification of meaningful
data points and thematic alignment with the study’s research questions and theoretical
frameworks. The cross-validation of these analyses further ensured the findings were reliable,
rigorous, and reflective of diverse perspectives, thereby minimizing misalignment risks and
enhancing the validity of the study’s conclusions. Collectively, these measures enabled the
development of actionable, evidence-based recommendations that align with participants’ needs
and organizational goals.

Challenges & Limitations

Applied research inherently involves both strengths and limitations, as well as
opportunities for future refinement. The Enterprise Leader Leadership Journey Program targets
26 senior executives, divided into three distinct cohorts:

e Chief Executives (7): Responsible for setting the organization’s strategic vision and
leading enterprise-wide initiatives.

e Senior Vice Presidents (SVPs) (7): Tasked with translating strategic goals into
operational execution while ensuring cross-functional alignment.

e High-Potential Vice Presidents (VPs) (12): Identified as future executives through the
organization’s succession planning efforts.

In this formative evaluation, we achieved a 100% participation rate in the survey and
interviews for two of the program’s three cohorts: Chief Executives and Senior Vice Presidents.
While the total sample size of 14 participants may appear modest compared to the credit union’s
overall leadership population of 143, it represents a significant portion (14 of 26, or 54%) of the
program’s target audience—executive leaders responsible for enterprise-level decision-making
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and organizational transformation. This focused group aligns closely with the program’s
objective of fostering leadership at the highest strategic level.

The exclusion of the VP cohort from this evaluation was a strategic decision prompted
by organizational restructuring following a major business merger. This merger redefined the
composition of the High-Potential VP cohort, leading the client to defer feedback collection until
after the next annual talent review. This approach ensures that future input from the VP cohort
will reflect the organization’s updated priorities and leadership landscape. While this exclusion
narrows the perspectives included in the current evaluation, it underscores the client’s
commitment to aligning program feedback with evolving organizational needs.

Despite this limitation, the inclusion of Chief Executives and SVPs provides critical
insights into the program’s relevance and impact for the most senior leadership tiers. Together,
these cohorts represent over half of the program’s participants and encompass the key decision-
makers responsible for leading enterprise-wide transformation. By focusing on this group, the
evaluation aligns with the program’s purpose of equipping senior leaders to address complex
challenges, foster innovation, and drive strategic change.

Looking ahead, expanding data collection to include the High-Potential VP cohort and
other leadership levels presents a significant opportunity. Incorporating these perspectives would
enrich the diversity of insights and offer a more comprehensive understanding of the program’s
impact. By combining immediate feedback from current enterprise leaders with future input from
emerging executives, the evaluation process can support both short-term relevance and long-term
impact.

Research Findings

Research Question 1: How relevant is the program to future participants'

needs in leading the organization's strategic initiatives?

Finding 1: Leadership content aligns with strategy, but cross-functional collaboration to
mitigate silos can further enhance enterprise integration.

Enterprise Leader Content Aligns with Strategy

The Enterprise Leader Learning Journey is focused on developing enterprise-minded
leaders who drive cross-functional alignment, strategic execution, and transformational change to
sustain organizational success. The program supports the credit union’s strategic transformation
efforts, including mergers and acquisitions, a new operating model, and rebranding.

Interview data indicate that participants find the program’s leadership development topics
highly relevant to their roles and aligned with organizational priorities. Leaders emphasized that
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emotional intelligence, balancing performance with transformation, an agile mindset, and
strategic decision-making are essential for navigating ongoing transformation. In addition,
survey data reinforced this sentiment, with participants highly rating the relevance of these topics
on a 5-point Likert scale (1 = Strongly Disagree, 5 = Strongly Agree). The results demonstrate
strong agreement on the relevance of the program’s focus areas:

Table 4:
Participant Ratings on the Relevance of Program Development Topics

Leadership Development Topic ‘ Strongly Agree (%) Agree (%) Perceived Relevance (%)
Emotional Intelligence (Q33) 79% 14% 93%
Agile Mindset (Q34) 86% 7% 93%
Balancing Performance & Transformation (Q36) 79% 21% 100%
Strategic Decision-Making (Q36) 86% 14% 100%

Note: Number in parentheses indicates survey question.

Bridging Organizational Boundaries to Strengthen Enterprise-Wide Integration

While the program aligns with the credit union’s strategic priorities, participants
highlighted an opportunity to enhance enterprise-wide collaboration by bridging organizational
boundaries. Many interviewees recognized that distinct departmental structures provide
specialized expertise and focus, yet they also expressed a strong desire for greater cross-
functional engagement to strengthen alignment and teamwork across business functions.
Participants emphasized that fostering enterprise-wide strategic integration within the program
would enable leaders to more effectively collaborate, align objectives, and drive collective
success. Several participants suggested that the program incorporate intentional strategies to
leverage existing structures while enhancing connectivity and shared purpose across teams:

“We should use this leadership program as an opportunity to bring up collaboration challenges and start
breaking silos. Otherwise, we’ll just reinforce our departmental thinking.” (Interview)

“Working across teams is critical. Silos slow us down, and leadership development programs should address
that.” (Interview)

“I was ready to quit ...mainly because people were operating in these silos. It was as if everyone had built small,
small empires, and that was frustrating.” (Interview)

Participants further explained how silos negatively affect organizational dynamics,
particularly by limiting trust, slowing decision-making, and reinforcing functional isolation.
These factors hinder leaders’ ability to develop an enterprise-wide perspective, restricting their
influence to narrow departmental concerns rather than fostering holistic leadership.

“Everyone was operating in their own silos, making their own decisions... first, we need to centralize functions,
but... the difficult part is that cultural change—getting leaders to think holistically versus just solving their
department’s problems.” (Interview)
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“We need to set the mindset early that leadership is about enterprise collaboration, not just managing your own
department.” (Interview)

Participants further described how enhancing enterprise-wide leadership development can
increase trust, improve decision-making speed, and reduce functional isolation—all of which
contribute to a more connected and strategic leadership culture. They identified key areas where
leadership development efforts can further support cross-functional collaboration and strategic
alignment, as summarized in the table below:

Table S:
Opportunities to Strengthen Enterprise Leadership and Cross-Functional Collaboration

Opportunity Hlustrative Quotes

“I think really having some deep dive discussion around strategy [especially] when
Enhancing Visibility you're not in .that e.xecuff've role.:. you don't have an opportunity to really have
. . . those deep discussions.” (Interview)
into Enterprise-Wide . . . .
Strate ‘Leadership development should encourage collaboration across functions. Too often,
gy we lead within silos without understanding the broader organizational impact.”
(Interview)
Standardizing “Previously, every fiepartm.ent hac.i its osz’ version. of leadership training, which
. created confusion and inconsistency.” (Interview)
Leadership " , .. . .
[My department doesn't] operate in isolation. Programs that integrate finance,
Development Across . . ; .
Departments operations, and tech components provide a more comprehensive leadership
perspective.” (Interview)
o e “Folks on the ground wanted to do the right thing, but somewhere in middle
Building Trust and g . . & &
. management that got lost.” (Interview)
Strengthening Team . . . . . , . L,
. . ‘Breaking silos requires trust, which we 've been lacking due to fragmentation.
Connectivity .
(Interview)

By incorporating structured and consistent leadership development efforts that actively
promote cross-functional collaboration, the program can play a critical role in preparing leaders
to drive enterprise-wide transformation and cultivate a more connected, strategic, and agile
leadership culture.

Finding 2: While participants collectively seek development focused on emotional

intelligence, systems thinking, and leading change, Individual Development Plans (IDPs)
were identified as essential for sustainment and applicability.

A structured collective learning experience, such as a leadership journey, cultivates shared
skills, strengthens cross-functional collaboration, and builds leadership capacity across the
organization. By engaging in peer discussions, real-world case analyses, and collaborative
problem-solving, leaders develop a common language and approach to navigating complexity.
One participant underscored the impact of this shared learning, stating: “I think any type of

training that allows for some type of collaborative learning environment is beneficial.”
(Interview)
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Key Capabilities for Enterprise Leadership

When interviewed about their development needs to be effective in driving
transformation and achieving strategic objectives, future participants consistently emphasized the
following three leadership capabilities:

1. Emotional intelligence
2. Systems thinking
3. Leading change

Emotional intelligence is already a core component of the planned development topics,
reinforcing its importance to leadership growth. Findings indicate that systems thinking and
leading change are essential for equipping leaders to navigate complexity, align diverse teams,
and drive large-scale initiatives. These concepts closely align with the existing focus on
balancing performance and transformation, agile mindsets, and strategic decision-making
simulations, where leaders engage with real-world challenges that demand both strategic
foresight and adaptability.

Table 6:
Leadership Capabilities Participants Deem Essential for Enterprise Transformation

Leadership . . .
ht
Capability Participant Insights
“Emotional intelligence is essential in leading authentically and creating trust, especially during
periods of uncertainty.” (Interview)
Emotional “The best program I did was the Hogan assessment—it really increased my self-awareness. It
Intelligence (EQ) highlighted areas where I needed to grow and helped me take action.” (Interview)

"[We should] be very open with each other, and we need to be kind and respectful in delivering it
but also open to receiving feedback." (Interview)

"Systems thinking helps us anticipate the ripple effects of decisions, especially as we transition to
a new operating model." (Interview)

"When you sit in on finance or operations discussions, you start to see the bigger picture. It’s not
Jjust about your role, but how it connects to everything else." (Interview)

"They worked together, and within less than a week, they created a solution to mitigate check

Systems Thinking fraud. This year, the biggest success story has been that we have eliminated 70 to 80% of the
fraud, which was a big issue." (Interview)

“It's easy to look at data from our own respective area. And I think as we continue to look across
the horizon, across the organization, we've got to bring data that speaks to the different
stakeholders, or even frankly, you know, speaks to our us as peers, so that we can truly
understand.” (Interview)

"Understanding how to drive organizational change at the highest level is crucial. Leadership
programs need to focus on preparing executives for those high-stakes decisions.” (Interview)

"We're dealing with constant restructuring and leading through that requires a different skill set.
1 need to know how to align my team with these shifts."” (Interview)

"It’s hard to stay ahead when everything is moving so fast. Leadership programs that focus on
managing change are the most relevant right now." (Interview)

Leading Change
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"I need to stay conscious of how I articulate change to keep morale up. My team asks, ‘We're
changing again?’ I've felt that in other organizations, but this is on another level.”
(Interview)

IDPs Strengthen Leadership Growth and Applicability

Collective learning on common leadership capabilities will provide a strong foundation
for leadership development. These capabilities, which are relevant across leadership roles, ensure
that leaders share a consistent framework for navigating transformation. Participants emphasized
that a structured, cascading approach—where leadership development begins at senior levels and
is reinforced throughout the organization—enhances alignment, fosters a shared leadership
language, and strengthens the application of leadership skills.

“Previously, every department had its own version of leadership training, which created confusion and
inconsistency.” (Interview)

“We need consistency in how leaders are trained to navigate transformation. Previously, everyone was in their
own programs with different approaches...It’s critical we lay a foundation everyone can align with.”
(Interview)

[Referring to a past program] “When my leader went through the program before me, it made me feel supported
and aligned because we were on the same page, speaking the same language, and knew how to support its
application.” (Interview)

At the same time, participants emphasized the need for leadership development to be
tailored to individual growth needs, career stages, and leadership responsibilities. Individualized
Development Plans (IDPs) were highlighted as a key tool for aligning leadership growth with
strategic priorities, ensuring that leadership development is both structured and adaptable to
individual needs.

When asked to rate their agreement on the value of key program components for their
leadership development experience—both during the program and in applying what they learn
afterward (1 = Strongly Disagree, 5 = Strongly Agree)—Table 7 highlights the strong perceived
value of Individualized Development Plans (IDPs) and personalized feedback in supporting
leadership growth and long-term application:

Table 7:
Participant Ratings on the Value of Individualized Program Components

Individualized Assessments (Q6) 57% 36% 93%
Individualized Development Plans (Q11) 64% 36% 100%
Open-Ended Response (Q38) Open-ended responses emphasized the importance of Written

Action Plans and Feedback Mechanisms in reinforcing
leadership behaviors.

Participants further reinforced this need with direct feedback:
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"Advanced training should focus on strategic alignment for C-suite leaders while preparing mid-level leaders and
high potentials with foundational skills for executive roles.” (Interview)

"Leadership doesn’t look the same for everyone. You need tools that reflect your unique challenges and strengths."
(Interview)

[Emphasizing the need for personalized leadership development]"Exposure to leaders with experience in areas I
lack is what motivates me. I'm not a finance person, but I need to understand the financial side to be more
effective.” (Interview)

By ensuring a structured yet flexible approach to leadership development, the program can
better equip leaders at all levels with the skills necessary to drive transformation, foster
enterprise-wide collaboration, and navigate evolving business challenges.

Research Question 2: What Types of Support Do Future Participants

Identify as Crucial for Enhancing the Likelihood of Applying What They
Have Learned?

Interviews revealed two primary categories of support that participants identified as
essential for translating program insights into actionable leadership practices: interpersonal
support mechanisms and structural supports. These findings highlight the importance of fostering
collaborative environments, integrating leadership development into daily workflows, and
providing actionable tools and feedback to sustain learning.

Finding 3: Interpersonal support—including mentorship, coaching, and peer
collaboration—reinforces learning retention and enhances strategic alignment within
leadership.

Participants identified mentorship, coaching, and peer collaboration as essential for
reinforcing learning, navigating organizational challenges, and fostering accountability. These
interpersonal support mechanisms bridge the gap between formal instruction and real-world
leadership practice, equipping leaders to effectively apply their learning in organizational
settings. Additionally, meaningful relational interactions—such as mentoring, coaching, and
sensemaking discussions—serve as key drivers of leadership development. These interactions
facilitate deeper reflection, strengthen decision-making, and enhance leaders' ability to align
strategic objectives with practical execution.

Mentorship and Coaching Provide Personalized Guidance

Mentorship and coaching emerged as critical enablers of leadership development,
offering personalized guidance, confidence-building, and strategic insight. Participants
emphasized that mentors and coaches who are attuned to the credit union’s culture and strategic
priorities provide the most meaningful support, as their contextual understanding enhances the
relevance and applicability of their guidance.
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The reflections below illustrate how mentorship and coaching contribute to leadership
development:

Table 8:
Impact of Mentorship and Coaching in Leadership Development

Theme Illustrative Quotes

“One of the biggest differentiators between people whose careers take off and those who
stay flat is mentorship. You can really change someone’s career by being a solid
mentor.” (Interview)

“Mentorship is important to me. I've done well in my career, but I've never had a true
mentor.” (Interview)

Mentorship as a
Career Catalyst

“Having a mentor who has walked this path and can offer new perspectives was the most
impactful.” (Interview)

"Having opportunities to mentor with those executives and have those conversations and
ask those kind of awkward questions..." (Interview)

Gaining New
Perspectives & Asking
Critical Questions

Building Confidence |“Working with an internal coach helped build my confidence in stakeholder engagement
Through Coaching while navigating organizational nuances.” (Interview)

Reinforcing Learning
& Increasing
Awareness

“Continuous coaching helps leaders remain agile, reinforcing what they learn while
addressing blind spots.” (Interview)

Beyond skill development, coaching provided a safe environment for reflection, allowing
leaders to navigate organizational complexities with greater clarity and strategic foresight.
Executive mentorship, in particular, was highlighted as a powerful tool for aligning leadership
growth with organizational strategy, ensuring that leaders develop the skills, perspectives, and
decision-making capabilities necessary for long-term success.

Peer Collaboration Strengthens Learning and Organizational Alignment

While mentorship and coaching provide individualized guidance, participants also
emphasized the importance of structured peer collaboration in reinforcing leadership
development. Peer interactions serve as a mechanism for accountability, knowledge exchange,
and strategic alignment, allowing leaders to apply concepts in real-time while supporting and
challenging one another.

The following table presents participant reflections on the value of peer collaboration in
leadership development:

Table 9:
The Role of Peer Collaboration in Leadership Development

Peer Collaboration Illustrative Quotes

“Peer accountability partnerships could pressure-test each other, keeping us

A tability Partnershi .
ccountability Partnerships committed to following through with application.” (Interview)
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“Collaborative practices create alignment and encourage continuous

Collaborative Learning improvement.” (Interview)

“We need to create an environment where people develop a network of peers they
can rely on for support after training, so they re not figuring it out alone.”

Reflection & Support (Interview)

“Working with peers enhanced my ability to reflect on my leadership practices and
fostered alignment with organizational objectives.” (Interview)

Document analysis of program materials, including the planned Peer-to-Peer Connects,
highlights ongoing efforts to structure and formalize peer collaboration within the Enterprise
Leader Program. The accompanying Peer Connect Guide in Figure 7 outlines its purpose as a
resource for fostering collaboration, understanding cross-functional complexities, and
strengthening strategic partnerships.

Figure 7:
Enterprise Leader Peer Connect Guide

Enterprise Leader Peer Connect Guide

The Purpose of the Peer Connect is to:

¢ Identify shared purpose

e Understand the complexity of each other’s roles
e Become more committed to each other’s success

Use these questions as a starting point but don’t limit your conversation to these
topics.

1. What are our shared goals?

2. What obstacles do you face in balancing current performance with long-term
transformation efforts?

3. What constraints or external pressures create the biggest challenges for you?

What things are competing for your attention? How do you decide where to focus, what

to ignore, what to delegate?

What aspects of your role are the least understood by others?

How do you measure success as a business leader? As a people leader?

What’s the biggest opportunity we are not focusing on?

In what ways would you like to be a more effective leader? What support can I provide?

te

PRAAW

Capture key takeaways or commitments for personal reflection and accountability with
your partner.

62



DESIGNING FOR TRANSFORMATION

By promoting structured collaboration, interpersonal connections are strengthened,
fostering a support network that extends beyond formal training. These mechanisms enhance
cross-functional connectivity, strengthen strategic coordination, and reinforce learning, ensuring
that leadership development is sustained and effectively applied in real-world contexts. This
aligns with Finding 2: Strengthening Cross-Functional Leadership Enhances Enterprise-Wide
Integration, as more cohesive leadership approaches foster collaboration and strategic alignment.
Participants emphasized that structured opportunities for peer dialogue and shared problem-
solving encourage leaders to engage beyond their immediate functions, fostering an enterprise-
wide perspective rather than reinforcing departmental boundaries.

Survey data further reinforced the importance of mentorship, coaching, and peer
collaboration as essential components of leadership development. Specifically:

Table 10:
Participant Ratings on the Value of Peer Connections

Peer Connections (Q9) 43% 43% 86%

Open-ended response (Q38) SVP participant identified coaching as the most critical resource for
successfully applying leadership development program insights

These findings indicate that interpersonal support mechanisms are not merely
supplementary but foundational to leadership development. Effective leadership is not cultivated
in isolation; rather, it flourishes through structured guidance, relationships, shared accountability,
and collaborative learning environments. Additionally, leaders noted that these relationships
offer both practical guidance and opportunities for deeper self-reflection. Through conversations
with peers, mentors, and coaches, participants described challenging their assumptions, refining
their leadership approach, and gaining confidence in navigating complex challenges. This
suggests that interpersonal support not only strengthens skill development but also facilitates the
mindset shifts critical for transformational learning and sustained behavioral changes.

Finding 4: Systemic structural supports—such as prioritization, embedded learning
opportunities, and accessible tools and feedback mechanisms—significantly enhance the
sustained application of learning in practice.

To effectively apply leadership development insights, participants identified structural
support mechanisms—including aligned priorities, integration of learning into daily work, and
access to tools and feedback—as essential for reinforcing learning and ensuring long-term
leadership impact. Without these supports, misaligned priorities, time constraints, and competing
demands hinder the application of learning in daily work, reducing its effectiveness and
sustained impact.
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Strategic Alignment Enables Learning Application

Participants emphasized that clear leadership priorities and integrated workflows enable
leaders to apply their learning in a cross-functional context rather than in isolated silos. When
leadership alignment is reinforced through structured mechanisms, leaders feel more confident
applying their learning consistently across the organization. In contrast, when priorities are
unclear or inconsistently interpreted across levels, leaders struggle to integrate program insights
into their daily roles.

Table 11:
Priority Alignment as Structural Support

“When we finally aligned across business units, coordination improved, and it was
easier to focus on strategic priorities rather than just reacting to immediate
needs.” (Interview)

As a mechanism for
structured coordination

“Without structured discussions on how to operationalize our priorities at all
leadership levels—not just at the top—there is a disconnect in execution. Right
now, each leader is interpreting priorities differently, which creates
inconsistency and misalignment across the organization.” (Interview)

As a mechanism for
structured discussions and
clarity in execution

Work-Integrated Learning Addresses Time Constraints

Time constraints emerged as a significant challenge in prioritizing leadership
development alongside daily operational demands. Participants consistently noted that when
leadership learning is treated as a separate, competing activity, it is deprioritized in favor of
immediate operational concerns.

“It’s hard to prioritize leadership development when operational demands take over.” (Interview)

“Finding time for the program is a challenge—we 're struggling to allocate space for it.” (Interview)

“We're supposed to have in-person training, but it keeps getting bumped. The urgent takes precedence over the
important, and leadership development is often seen as ‘nice to have’ rather than a ‘must-have.’”
(Interview)

To address these constraints, participants emphasized embedding leadership learning into
daily workflows rather than relying solely on scheduled training sessions.

"If we don’t take time during the learning session to think about how we’ll apply it, we won’t have time later.
Setting aside a few minutes to write down specific ways to use what weve learned makes it more likely to
stick." (Interview)

"We should start meetings by talking about enterprise leadership—what it means for the topics we re about to
discuss and how our decisions impact the broader organization.” (Interview)

“What we learn needs to be a natural part of daily conversations.” (Interview)
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Tools and Feedback Sustain Leadership Growth

Participants highlighted that structured tools, written action plans, and real-time feedback
serve as critical reinforcement mechanisms. They noted that feedback, while sometimes
challenging, plays a crucial role in growth. As one participant explained, “Sometimes feedback
stings a little, but it’s so valuable. The higher you get, the less feedback you receive” (Interview).
Without these supports, leadership learning often remains conceptual rather than becoming a
fully integrated part of leadership behaviors and decision-making processes.

Table 12:
Structural Support Mechanisms for Leadership Application

Written Action Plans A wrztten. action plan a}nd space to lmplement and .test optu])’ns woulfz’ help,
especially when we re not constantly in fire-drill mode.” (Interview)

Ongoing Development “Development needs to be continuous—not just a first-quarter exercise when we set

Planning goals and then forget about them by year-end.” (Interview)

Leadership Alignment “Choosing three core competencies to focus on is helpful, but the key is making it a

Through Development Plans living, breathing plan throughout the year.” (Interview)

Real-Time Feedback F eedbac,k from piers clary‘ied how to apply concepts in ways that worked for my
team’s needs.” (Interview)

These findings align with survey data, which further underscored the importance of integrated
tools, action plans, and feedback mechanisms in sustaining leadership growth. As shown earlier in Table
7, 100% of participants valued Individualized Development Plans (IDPs) for targeted leadership
development, while open-ended responses emphasized the value of written action plans and real-time
feedback in translating leadership concepts into practice.

In addition, feedback plays a critical role in leadership development. When asked about preferred
feedback methods, participants could select multiple options, meaning total selections exceeded the
number of respondents. The percentages below reflect the proportion of respondents who preferred each
method:

Table 13:
Participant Selections of Preferred Feedback Methods

In-person One-on-One Meeting 12 86%
Written Report 10 71%
Peer Review 2 14%
Online Assessment Tool 3 21%
Other (Direct Feedback from 1 7%
Supervisor)
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These findings confirm that leaders benefit from tangible tools, ongoing reinforcement, and
structured feedback to consistently apply and refine leadership concepts. The strong preference for in-
person, one-on-one meetings and written reports suggests that leaders value both personalized dialogue
and documented insights for development.

Research Question 3: How Can the Design of the Program Align with

Transformational Learning Theory and Adaptive Leadership Principles?

Finding 5: Applied and experiential learning strengthens leadership development and
enhances long-term knowledge retention.

A consistent theme across participant feedback was the need for structured opportunities
to apply leadership skills in real-world scenarios. Participants expressed frustration with training
programs that relied heavily on theoretical discussions without opportunities for direct
application. Without reinforcement through applied and experiential learning, leadership
development was perceived as disconnected from actual business challenges and less likely to
result in sustained behavior change.

Preference for Interactive and Applied Learning Over Passive Instruction

Survey and interview data confirmed that participants strongly preferred interactive and
applied learning methods over passive instructional techniques. While lectures and traditional
case studies were perceived as less effective, methods that required active engagement in
decision-making and problem-solving were rated more highly.

To further illustrate participants’ perspectives, Table 14 presents the percentage of
respondents who rated each method as “Very Valuable” or “Extremely Valuable” for fostering
transformational learning in a leadership development program. The methods are listed in
descending order based on their perceived value.

Table 14:
Participant Ratings on the Value of Applied Learnings Methods

Problem-Based Learning (Q28) 21% 64% 85%
Scenario-Based Simulations (Q10) | 43% 50% 93%
Case Study Analysis (Q32) 43% 29% 72%

In addition to survey data, qualitative feedback emphasized the critical role of practical
application in leadership development. Participants noted that without experiential learning
opportunities, knowledge retention and behavioral change are less likely to occur. Interactive

66



DESIGNING FOR TRANSFORMATION
learning environments that simulate real-world challenges and decision-making scenarios were
identified as essential for strengthening leadership effectiveness in dynamic environments.

Table 15:
Participant Insights on the Need for Practical and Applied Learning

Application of learning is more effective “Practical application over theoretical discussions is what we

than theoretical discussions need.” (Interview)

Leadership training must reinforce “We often leave training energized, but without structured

learning through structured opportunities opportunities to apply what we ve learned, much of it fades.”
(Interview)

Training content must be relevant to real “Content must be directly relevant to day-to-day leadership

leadership challenges challenges.” (Interview)

Leadership development should provide “We need more interactive sessions where leaders work across

opportunities for real decision-making teams to solve real problems—not just discussions in a
classroom.” (Interview)

Training must focus on problem-solving “If leadership training doesn’t equip us to tackle real operational

rather than just theoretical learning or strategic problems, it’s just theory without impact.”
(Interview)

Real-world application ensures leadership “Leaders don’t always see the bigger picture. We need learning

development aligns with business needs experiences that connect leadership skills directly to our
company’s strategy.” (Interview)

These findings align with transformational learning theory (Mezirow, 1991), which
emphasizes that leadership development is most effective when individuals engage in
experiences that challenge assumptions and promote active problem-solving in real-world
contexts. Additionally, they reflect adaptive leadership principles (Heifetz et al., 2009), which
highlight the importance of developing leaders’ ability to navigate complexity, uncertainty, and
adaptive challenges.

Finding 6: Reflection and peer dialogue facilitate transformational learning and strengthen
adaptive leadership development.

Beyond hands-on learning, participants emphasized the importance of structured
reflection and peer dialogue as critical design elements that enhance leadership development.
Reflection allows leaders to assess behaviors, identify blind spots, and develop adaptive
strategies, while peer dialogue provides opportunities to exchange diverse perspectives,
challenge assumptions, and refine decision-making approaches.

Critical Reflection as a Catalyst for Transformation

Table 16 illustrates participants’ perceptions of the value of various instructional methods
in fostering transformational learning within a leadership development program. Responses were
measured on a scale from 1 to 5, where 1 = Not Valuable and 5 = Extremely Valuable. The data
reveals the following key insights:
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Table 16:

Participant Ratings on the Value of Critical Reflection

Critical Reflection (Q25)

21%

50% 71%

Structured Dialogue (Q26)

21%

64% 86%

Participants reinforced these findings in interviews, describing how structured reflection
helped them rethink leadership habits and develop more effective, empowering approaches.

Table 17:

Participant Insights on Leadership Reflection

Reflection enhances self-awareness

“I don’t think I was really as self-aware as I thought I was.” (Interview)

Reflection improves decision-
making and adaptability

“When I took over, I felt I had to make all the decisions myself. But
structured reflection helped me realize that empowering my team led to
better outcomes and engagement.” (Interview)

Reflection fosters learning from
experiences

“Doing a lot of self-reflection... encouraged to write about how those

experiences impact us and learn from them.” (Interview)

Dialogue Enhances Problem-Solving and Application

In addition to self-reflection, participants emphasized the importance of structured peer to
peer dialogue in leadership development. This aligns with the finding that interpersonal support,
such as peer connections, strengthens the application of learning. Leaders valued discussions that
allowed them to share real challenges, exchange insights, and collectively refine problem-solving

approaches.

Table 18:

Participant Insights on Peer Dialogue and Shared Learning

The most valuable learning comes
from shared experiences in
leadership dialogue

“The best insights didn’t come from the learning content itself; they came
from peer discussions, where we openly shared challenges and learned
from each other.” (Interview)

Dialogue helps shared meaning
making and understanding

“When we talk through challenges together, we realize we re not as
misaligned as we thought—we just use different language to describe the
same goals.” (Interview)

Dialogue helps navigate complexity
and adapt

“Leadership isn’t about figuring everything out on your own—it’s about
leaning on your team to tackle tough challenges and changes. Talking
things through helps and leads to better decisions.” (Interview)
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RQ4: What early and long-term indicators and metrics can effectively assess

the impact of the leadership development program?

Qualitative interviews with future participants explored their expectations regarding early
indicators and metrics that could signal program success upon completion. Their responses
highlight how leaders progress from initial skill application (experimentation) to consistently
demonstrating leadership behaviors with confidence and effectiveness (demonstrated
competence), ultimately contributing to long-term organizational performance.

In addition, participants emphasized that leadership development occurs in stages, with
leaders gradually assuming greater responsibility and broader perspectives. One participant
illustrated this progression by distinguishing between different levels of leadership maturity:

"There’s a distinction between being a manager, a leader, and an enterprise leader. ... We talk
about leading with an enterprise perspective, but [different] decision-making goes with that and
it's an [evolution]” (Interview).

This progression reinforces the idea that behavioral change is a developmental process
requiring reinforcement and practice. Existing literature supports the view that learning is
dynamic and individualized, with each participant and cohort advancing along distinct
developmental trajectories and timelines (Kolb, 1984; Knowles, 1980; Day et al., 2009).

Finding 7: Early mindset shifts and skill acquisition in key focus areas serve as initial
indicators of program impact, while observable behavior changes develop progressively
over time. Furthermore, organizational performance metrics validate the program’s long-
term effectiveness.

Analysis of participant insights suggests that mindset shifts, skill acquisition, and
behavioral changes over time are perceived as early and intermediate indicators of engagement
and learning outcomes in leadership development. Participants described these indicators as
observable signs of leadership growth and potential program impact.

Early Indicators: Motivation, Mindset, Engagement

Future participants identified motivation to engage in development, shifts in mindset, and
increased self-awareness as potential early signals of leadership growth. When discussing how
they might recognize engagement in the Enterprise Leader Program, participants described
enthusiasm for development opportunities, increased strategic thinking, and greater self-
awareness as indicators of leadership learning.

Interview responses also suggest that leaders who actively engage in self-directed
development and career planning may be viewed as demonstrating early signs of program
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effectiveness. Additionally, some participants indicated that broadening perspectives beyond
department-specific goals could be an early indicator of leadership growth. A greater focus on
enterprise-wide decision-making was identified as a key shift that might signal leadership
development. Tracking shifts in strategic conversations and increased emphasis on systems
thinking were cited as possible early measures of program impact.

Given the program’s focus on emotional intelligence, participant responses suggest that
increased self-reflection and openness to feedback are perceived as indications of leadership
growth. Some participants highlighted a willingness to receive and act on feedback, along with
observable personal growth, as potential early signals of program engagement.

Table 19
Early Indicators of Learning and Development

Motivation and Increased enthusiasm for “When people get excited about learning, it’s not
Engagement development opportunities and something you have to do; it’s something that
self-directed career planning you get to do.” (Interview)
Greater participation in career “We will start hearing, ‘What role do you want to
conversations and development be in next? How can I help you get there?’
planning That’s where development plans will get them

engaged.” (Interview)

Mindset Shifts Broader, more strategic thinking “We're too early to see quantifiable results,
(Strategic & reflected in workplace discussions especially in the financial space, but far
Systems Thinking) enough in that we should start hearing

different conversations ... [and] seeing shifts in
urgency to act.” (Interview)

Consideration of cross-functional “If people start asking, ‘What is the impact of this
and enterprise-wide impacts in decision on the entire organization?’ instead of
decision-making Jjust their department, then we’ll know mindsets

are shifting.” (Interview)

Instead of having 30-minute meetings for six
months on the same problem, [we should] sit in
a room for two to _four hours, whiteboard it,
figure out a solution, and move on."

(Interview)
Self-Awareness “If people start asking, ‘What are my strengths?’
(Recognizing and ‘How am I showing up as a leader?”’ then
Strengths & Gaps) we know they are reflecting and growing.”
(Interview)

“Showing up differently—perhaps less defensive,
more open in communication, or bringing new
perspectives. ....” (Interview)
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Intermediate Indicators: Knowledge and Skills Growth

Future participants expect to develop critical leadership competencies aligned with the
program’s focus areas and development topics, including strategic decision-making, systems
thinking, and agile mindsets. Participants indicated that these anticipated knowledge and skill
gains could serve as potential assessment metrics for evaluating the program’s effectiveness.

Table 20:

Knowledge and Skill Growth Metrics

Strategy &
Strategic
Decision-Making

Greater understanding of strategy
development and execution

“Through leadership programs, you get the chance to
better understand strategy—how to set it, what’s
important for setting strategy, and what tactics fulfill
it.” (Interview)

Improved awareness of how executive-
level decisions are made

“You get insight into those conversations—how decisions
are made and how strategy is built. That’s something
I don’t typically get to learn outside of programs like
this.” (Interview)

Enhanced ability to think systemically

“Are we taking that little bit of pause in the beginning to

Sys.telr.ls and consider broader organizational say, okay, thought this through. I've challenged
Thinking . , o .
impacts enough. I've got clarity.” (Interview)
“A little more balance—where execution-focused leaders
Balancln.g Development of a more structured take a more thought.fu.l approach, and analytl.cal
Performing and aooroach to decision-makin leaders are more willing to move forward quickly
Transforming PP g when risk is low—would indicate growth.”
(Interview)

. . "Having a growth and agile mindset where people are
Agile Mlndsets & Increased knowledge of risk willing to take risks and challenge the status quo and
Adaptive assessment and strategic goal-settin, not aim for the 35%, but rather aim for the 75%.”
Leadership gic g & ” ”

(Interview)

Acquisition of agile methodologies and
tools for adaptive learning

"Learning and development must come up with things
quickly and effectively to help the organization pivot.
Are we there yet? No, but we do really well with wha
we have." (Interview)

Increased knowledge of agile
frameworks to improve workflow
efficiency

"We talk about agile a lot—agile auditing in my role. But
1 think there’s room to learn more practical tools to
help us work more efficiently.” (Interview)

As participants develop these competencies, they anticipate demonstrating observable
leadership behaviors that may serve as indicators of program impact. These findings suggest that
participants associate leadership growth with enhanced decision-making, broader strategic
thinking, and the application of adaptive leadership skills within their organizational role.
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Behavioral Shifts Over Time Indicate Leadership Growth

Beyond competency development, participants highlighted specific behavioral changes as
indicators of successfully applying leadership skills in the workplace. As one participant stated,

“The real measure is seeing a difference in how we work together, execute, and navigate

n

change

(Interview).

The following table outlines the anticipated changes, providing measurable insights into
how leaders integrate their learning into practice and contribute to organizational effectiveness:

Table 21:

Projected Leadership Behavior Changes

Increased Cross- | Greater organizational "If leadership messaging becomes more consistent across the
Functional cohesion and consistency in organization, where we function as a cohesive unit
Engagement & leadership messaging instead of disconnected teams, that will be a sign of
Alignment impact.” (Interview)
Consistent messaging and “We need to increase that maturity of singing from the same
shared language across playbook, talking about the same things, which is not
leadership levels happening yet.” (Interview)
Clear articulation and "The best outcome is a clear, visible list of strategic priorities
consolidation of strategic across the organization. ... Right now, there is no single
priorities across the artifact that consolidates all initiatives [into one view]."
organization (Interview)
Enhanced relationship- "Sometimes it’s as simple as leaders having lunch with people
building across teams and they 've never talked to." (Interview)
informal networking
Strengthened cross-team “Relationship-building across teams is also important. This
collaboration and program could help create those connections.”
engagement (Interview)
More Effective Leaders effectively guiding | "When leaders can guide their teams through shifting
Change teams through shifting priorities and help them see challenges as opportunities"
Leadership priorities using a solutions- (Interview)
focused mindset
Employees demonstrating a | "If we're succeeding, the people we lead should not only feel
greater sense of ownership comfortable with change but also understand its purpose
and adaptability to change and say, ‘This is where I want to be.’" (Interview)
Improved Greater efficiency and "Success would mean an ease of path to decisions—if our
Decision-Making | clarity in decision-making decision-making process feels smoother and more
processes effective, that would show impact." (Interview)
Prioritization of meaningful | “We should start seeing some of those behavior changes. Like
and strategic activities over the activity levels will start being impacted. The
busy work prioritization of things will start to be impacted. I'll start
to see that it's less about being busy and more about
being effective and productive.” (Interview)
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Organizational metrics provide evidence of long-term program impact.

Participants anticipate that organizational metrics will serve as key indicators of the
program’s long-term impact. As one explained, "Going through this process ... should drive the
organization to be more effective. Success means people are comfortable with change, which
drives [organizational] improvements"” (Interview).

Key measures of effectiveness include retention, leadership stability, and alignment with
strategic priorities. Specifically, participants expect higher retention rates among program
graduates and their teams to reflect the program’s role in fostering leadership effectiveness and
engagement. Additionally, they believe improvements in operational efficiency, cross-functional
collaboration, and strategic execution will demonstrate how well the program aligns leaders with

business objectives.

Participants also emphasized that meaningful indicators of impact will include greater
retention and stability in leadership roles, stronger cross-functional engagement, and more
structured, outcome-driven decision-making processes. They noted that organizations with
effective leadership development programs tend to experience lower turnover, improved
efficiency metrics, and a more unified leadership approach across teams.

Table 22:

Organizational Metrics for Long-Term Program Impact

Talent Movement

Increased advancement,
cross-functional exposure,
and lateral mobility

"The ultimate measure is whether people advance into new
positions. ... You can't grow unless you teach the
person behind you how to do your job [so they are
ready to step up]." (Interview)

Greater exposure to different
areas, fostering lateral
movement and strategic
contributions

"Exposure to different areas, lateral movement, and
strategic contributions—such as M&A readiness—
could be valuable measures of success [for leadership
development]." (Interview)

Retention and

Higher retention of

“Attrition should be a key metric—how many employees

Leadership employees are we retaining? ... Turnover among frontline
Stability employees, who engage with customers daily, is
particularly relevant [to measuring success]."
(Interview)
Increased retention through “Mentorships could be a key success metric—how many
mentorships were formed, and whether they contributed to positive
growth and retention.” (Interview)
Higher retention rates “Retention is key. If leaders see value in the program and
among leaders participating in their growth, they will stay and continue giving
in the program their best.” (Interview)
Alignment With Improved efficiency, “If they 're learning, I would say our general scorecard
Strategic collaboration, and strategy would improve—things like efficiency ratio and other
Priorities execution business metrics should reflect that.” (Interview)
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More structured, productive | “Success would look like having productive meetings
meetings with clearer where we identify clear milestones and takeaways
decision-making immediately, instead of repeating conversations.”

(Interview)
Consistent leadership “Alignment and teamwork ... [mean] when our VPs go
language and standards through this, we're all speaking the same language."
across teams (Interview)

Recommendations

The following recommendations are grounded in leadership development literature and integrate
transformational learning and adaptive leadership principles to ensure practical, feasible
implementation by a small HR team. Each recommendation aligns with the findings and aims to
enhance leadership development by balancing structured learning, applied practice, and
continuous evaluation while supporting the organization’s strategic transformation goals.

Recommendation 1: Facilitate structured, cross-functional learning initiatives that enhance
enterprise-wide collaboration, enabling leaders to broaden their perspectives, align
strategic priorities, and strengthen cross-departmental leadership integration.

To foster strategic leadership alignment, organizations must enhance enterprise-wide
collaboration by integrating structured, cross-functional learning initiatives. While the program’s
leadership content aligns with strategic transformation initiatives, organizational silos may limit
leaders’ ability to apply enterprise leadership skills effectively. Without opportunities for cross-
functional learning, leaders may struggle to translate knowledge into practice, reducing the
program’s impact on organizational change and strategic execution.

Enterprise-wide learning initiatives strengthen strategic alignment, knowledge-sharing,
and adaptive problem-solving, creating an environment that supports leadership growth.
Integrating real-world business challenges into the learning process allows leaders to develop
broader perspectives, refine interdisciplinary problem-solving skills, and build critical
organizational networks. Several practical and feasible approaches include:

e Expand Enterprise-Wide Thinking Through Cross-Functional Role Assignments:
Expand enterprise leadership capabilities by placing participants in roles outside their
expertise (e.g., an HR leader in a finance role) during learning initiatives (e.g., case
studies and simulations). This broadens strategic awareness and deepens understanding of
cross-functional dynamics without requiring formal job rotation.

e Enhance Strategic Thinking Through Collaborative Problem-Solving: Strengthen
enterprise-wide decision-making by engaging leaders in team-based problem-solving
exercises that address real-world, organization-wide challenges, fostering strategic
thinking and cross-functional collaboration.
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Conceptual Framework & Research Alignment

This recommendation directly supports adaptive leadership, which emphasizes flexibility
and the ability to analyze challenges from multiple perspectives (Heifetz et al., 2009). By
fostering cross-functional awareness, leaders develop a deeper understanding of system
interconnectedness and are encouraged to challenge assumptions and mental models—an
essential aspect of adaptive leadership (Uhl-Bien & Arena, 2018). Furthermore, this approach
aligns with transformational learning by introducing disorienting dilemmas, prompting
participants to re-evaluate existing knowledge frameworks, engage in critical reflection, and
reinforce learning through experiential practice (Mezirow, 1991). This process equips leaders to
navigate uncertainty, drive change, and lead transformation within their organizations.

Additionally, insights from distributed leadership emphasize leadership as a shared
process that relies on collective problem-solving (Spillane, 2006). Similarly, learning
organizations theory underscores the role of systems thinking in aligning leadership efforts with
broader organizational objectives (Senge, 1990).

Recommendation 2: Integrate individualized development plans (IDPs) to complement
shared program learning with customized growth aligned to enterprise transformation.

Finding 2 identified a collective need to develop capabilities in emotional intelligence,
systems thinking, cross-functional leadership, and leading change while also recognizing the role
of individualized development plans (IDPs) in strengthening leadership growth and application.
Integrating standardized, cohort-based learning with personalized development plans ensures that
leaders develop essential competencies while tailoring their growth to their specific roles,
challenges, and career trajectories.

To maximize impact while minimizing administrative burden, IDPs should be seamlessly
embedded into the program structure. Practical implementation strategies include:

e Incorporating IDPs as a lightweight supplement to program activities rather than a
separate, time-intensive process.

e Defining one to three key development goals at the start of the program, aligning them
with enterprise transformation priorities.

o Utilizing simple templates or digital tools for easy tracking and reflection.

e Replacing traditional, lengthy documentation with concise self-reflections (e.g., bullet
points or short journal entries).

This approach balances structured learning with flexibility, ensuring participants can apply
leadership development insights in a way that fosters both personal growth and enterprise-wide
impact.
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Conceptual Framework & Research Alignment

Adult learning principles emphasize the importance of relevant, practical, and self-
directed learning, reinforcing the value of individualized development approaches (Knowles,
Holton, & Swanson, 2015). IDPs also serve as a tool for transformational learning, encouraging
leaders to reflect, challenge assumptions, and integrate new perspectives into their leadership
practice (Mezirow, 1991). Additionally, adaptive leadership development requires leaders to
adjust to emerging challenges and shifting organizational demands. The adaptive leadership
framework underscores ongoing skill refinement, and IDPs support this process by promoting
intentional skill-building and adaptability (Heifetz, Grashow, & Linsky, 2009).

By integrating IDPs into leadership development programs, organizations establish a
structured yet flexible approach that fosters personal transformation and adaptive leadership,
ensuring leadership growth aligns with both individual goals and enterprise transformation
needs.

Recommendation 3: Promote peer networks, mentoring, and coaching to reinforce learning
through social support mechanisms.

Finding 3 highlights that interpersonal support through mentorship, coaching, and peer
networks plays a crucial role in leadership development, reinforcing learning retention and
strengthening organizational leadership alignment. Establishing coaching circles, structured
discussions, and collaborative problem-solving groups enhances leadership self-awareness while
creating opportunities for knowledge exchange. These interactions allow leaders to refine their
approaches, gain diverse perspectives, and strengthen problem-solving skills in a dynamic
learning environment.

Additional Practical and Feasible Approaches can include:

e Leverage Peer Accountability Partners: Establish structured partnerships to encourage
the intentional application of learning and ongoing professional growth.

e Facilitate Peer Mentoring and Small Coaching Groups: Pair participants based on
complementary leadership strengths and developmental areas. Structured peer coaching
groups (3—4 members) foster shared learning and diverse perspectives.

e Provide Targeted External Coaching: Invest in external coaching at key transition
points, such as onboarding new leaders, addressing emerging leadership challenges, and
preparing individuals for expanded responsibilities.

Conceptual Framework & Research Alignment
Social Learning Theory suggests that leadership behaviors are developed through

observation, modeling, and interaction, making peer networks a valuable tool for continuous
leadership growth (Bandura, 1977). Structured peer learning opportunities expose leaders to
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diverse leadership styles, decision-making approaches, and adaptive strategies that can be
directly applied in practice.

Transformational Learning Theory further reinforces the importance of peer dialogue in
fostering critical reflection and meaning-making (Mezirow, 1991). Engaging in structured peer
interactions enables leaders to challenge assumptions, reframe experiences, and develop deeper
insights into their leadership practice. Through these networks, leaders not only gain technical
and strategic knowledge but also build the emotional intelligence and adaptability necessary for
effective leadership in complex and evolving organizational environments.

By incorporating peer mentoring and coaching into leadership development,
organizations create a sustainable and interactive learning culture that supports long-term
leadership growth, adaptability, and cross-functional collaboration.

Recommendation 4: Embed digital learning tools and microlearning for time efficient and
accessible leadership development.

Finding 4 highlights the importance of systemic structural supports, including
prioritization, embedded learning opportunities, and accessible feedback mechanisms, in
sustaining learning application. A practical approach to achieving this is the integration of digital
learning tools and microlearning, ensuring leadership development is seamlessly woven into
daily workflows. These tools provide on-demand, bite-sized content, enabling leaders to apply
key concepts in real time while minimizing workflow disruptions. Additionally, integrating
accessible feedback mechanisms within digital platforms enhances engagement, accountability,
and the long-term retention of leadership skills, fostering enterprise-wide impact.

By embedding high-impact, easily digestible learning opportunities into daily
responsibilities, microlearning promotes continuous leadership development, transforming
learning into an ongoing and adaptive process rather than a one-time event.

Potential Approaches:

e Leverage Existing HRIS or Digital Platforms for Real-Time Feedback
Enable participants to request and provide targeted feedback on their own leadership
performance or that of their team members, fostering continuous learning and
accountability.

e Embed Microlearning into Daily Workflows
Integrate short videos, interactive articles, reflection prompts, and scenario-based
exercises into the workday, allowing leaders to develop and reinforce skills without
disrupting productivity.

e Utilize AI-Powered Tools for Personalized Development
Demonstrate how Al-driven coaching tools can support leadership development by
guiding participants in creating and refining Individual Development Plans (IDPs) and
delivering personalized insights based on their unique growth needs.
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Conceptual Framework & Research Alignment

This approach aligns with behaviorist learning principles, which emphasize that frequent,
incremental reinforcement is essential for sustained behavior change (Skinner, 1953; Wilder,
Austin, & Casella, 2009). By delivering leadership concepts in small, manageable segments,
microlearning enables leaders to continuously apply, practice, and refine their skills in real-world
contexts. Additionally, adult learning research supports microlearning as an effective
professional development strategy, offering self-directed, practical, and flexible learning
experiences tailored to leaders' evolving needs (Knowles, 1980, 1998).

Recommendation 5: Expand the use of experiential learning techniques to cultivate
adaptive leadership competencies.

Adaptive leadership development relies on experiential learning, as it encourages leaders
to experiment with solutions, adapt to changing conditions, and refine decision-making skills in
uncertain environments (Heifetz et al., 2009). This recommendation aligns with Finding 5,
which emphasizes that practical, hands-on learning enhances knowledge retention and leadership
effectiveness, ensuring leaders can apply and sustain their development in complex, dynamic
environments.

Practical and Feasible Approaches:

e Integrate Problem-Based Learning (PBL) to Strengthen Leadership Capabilities
Implement problem-based learning as a core instructional approach to develop critical
thinking, problem-solving, and adaptive leadership skills. By engaging with real-world
business challenges, leaders refine their ability to analyze problems, collaborate across
functions, and make strategic decisions in uncertain conditions.

¢ Design the Capstone Simulation to Reflect Real-World Complexity
As the simulation is developed, design it to immerse leaders in complex, real-time
scenarios that require strategic thinking, cross-functional collaboration, and adaptive
leadership. Incorporating high-stakes, dynamic decision-making challenges will ensure
participants can effectively apply learned concepts, equipping them to lead through
uncertainty and transformation. Additionally, integrating disorienting dilemmas, such as
competing priorities, can prompt critical reflection, adaptation, and perspective shifts,
serving as a catalyst for meaningful leadership growth and change.

Conceptual Framework & Research Alignment

In addition to adaptive leadership, the integration of experiential learning techniques is
grounded in Experiential Learning Theory, which posits that adults learn best through a cycle of
experience, reflection, conceptualization, and application (Kolb, 1984). Furthermore, experiential
learning serves as a catalyst for transformational learning by engaging leaders in real-world,
reflective, and iterative learning experiences that challenge existing perspectives and foster deep
personal and professional growth.
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By embedding experiential learning into leadership development, organizations can cultivate
leaders who are better prepared to navigate complexity, drive transformation, and sustain
leadership growth over time.

Recommendation 6: Establish structured reflection exercises and facilitated leadership
dialogues to deepen transformational learning experiences and adaptative leadership.

Reflection and dialogue are essential for transformational learning and the development
of adaptive leadership skills. Reflection enables leaders to critically examine their experiences,
deepen self-awareness, and refine their leadership approach, fostering transformational growth.
Dialogue equips leaders with the ability to engage diverse perspectives, navigate complexity, and
collaboratively solve problems—key competencies of adaptive leadership. When used together,
reflection and dialogue reinforce and enhance both transformational learning and adaptive
leadership, ensuring leaders develop the self-awareness and strategic thinking necessary to lead
effectively in dynamic environments.

This recommendation aligns with Finding 6, which highlights that critical reflection
strengthens self-awareness, adaptability, and problem-solving skills, while peer dialogue fosters
cross-functional collaboration and strategic decision-making. By embedding both structured
reflection and facilitated dialogue into leadership development, organizations can create a
learning environment that supports continuous growth, strategic adaptability, and long-term
leadership effectiveness.

Potential Practical and Feasible Approaches Include:

e Structured Reflection for Transformational Learning: Incorporate guided
journaling, case discussions, and peer learning groups to provide leaders with a
structured framework for critical reflection. This approach deepens self-awareness,
challenges assumptions, and reshapes perspectives, empowering leaders to drive
meaningful transformation and embrace change.

e Facilitated Leadership Dialogue for Adaptative Leadership Development: Host
structured leadership dialogues focused on cross-functional collaboration and
problem-solving in complex environments. These discussions encourage diverse
perspectives, foster strategic thinking, and build adaptive leadership capabilities

Conceptual Framework & Research Alignment

This recommendation is grounded in Transformational Learning Theory (Mezirow, 1991,
2003), which emphasizes reflection as a core process in deep learning and personal
transformation. Transformational learning occurs when individuals critically assess their
experiences, challenge ingrained beliefs, and reconstruct their understanding of leadership.
Additionally, the Adaptive Leadership Framework (Heifetz et al., 2009) highlights dialogue as
an essential component of adaptive leadership, reinforcing its role in helping leaders confront
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ambiguity, engage in collaborative problem-solving, and build resilience in response to evolving
organizational demands.

Recommendation 7: Implement the Kirkpatrick Evaluation Model, to systematically
measure engagement, skill development, behavioral changes, and long-term organizational
impact.

A multi-tiered evaluation framework utilizing the Kirkpatrick model provides a
structured approach to measuring engagement, skill development, behavioral changes over time,
and long-term organizational impact. This recommendation supports Finding 7, which highlights
that mindset shifts, progressive skill acquisition, and observable behavior changes serve as
measurable early and intermediate indicators of leadership effectiveness. It also aligns with
Finding 8, which emphasizes that organizational metrics provide evidence of long-term program
impact.

By applying the Kirkpatrick Evaluation Model, leadership programs can assess
effectiveness across multiple levels, facilitating systematic evaluation and continuous refinement
(Kirkpatrick & Kirkpatrick, 2007). Tracking participant reactions, learning outcomes, behavioral
shifts, and organizational impact enables organizations to optimize leadership development
efforts and align them with strategic objectives. The following table illustrates how participant-
driven indicators align with the Kirkpatrick Evaluation Model, offering a structured approach to
leadership program assessment.

Table 23:
Kirkpatrick Multi-Level Evaluation of Leadership Development Impact Using Participant-
Identified Indicators

Evaluation Leadership

Participant-Driven Indicators

Example Assessment Methods

Level

Focus

Level 1: Attitudes, Early engagement indicators include shifts | Monitor participant feedback
Reaction Mindsets, and in mindset (e.g., strategic thinking, agile and discussions for evidence of
Self-Awareness mindsets), increased self-awareness, and mindset and engagement shifts.
motivation to lead.
Level 2: Knowledge and Participants anticipate developing Utilize pre and post-program
Learning Skill emotional intelligence, systems thinking, assessments to measure learning
Development and strategic decision-making. Observable | outcomes and/or
learning includes applying leadership tools such as Adaptive
concepts in collaborative, real-world Leadership Behavior Scale
contexts. (ALBS)* to evaluate growth in
In addition, anticipate agile mindset will key leadership capabilities
foster development of adaptive leadership
skills
Level 3: Leadership Anticipated behavior changes include Track behavioral shifts through
Behavior Behavior Change | increased initiative, cross-functional performance reviews and 360-
collaboration, and effective change degree feedback.
leadership.
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Level 4: Organizational Expected outcomes include higher Measure organizational metrics
Results Metrics as Long- | retention, leadership stability, and (e.g., retention, efficiency
Term Indicators measurable improvements in operational ratios) over time.
efficiency and strategic execution.

*Adaptive Leadership Behavior Scale (ALBS) tool included in Appendix A

The Kirkpatrick Evaluation Model (Kirkpatrick & Kirkpatrick, 2007) provides a multi-
dimensional framework for assessing leadership development outcomes, enabling organizations
to identify trends, refine program design, and align with evolving leadership needs. Multi-tiered
evaluation allows for data-driven improvements, ensuring leadership development efforts
translate into measurable organizational benefits (Black & Earnest, 2009; Day & Dragoni, 2015).
By incorporating structured evaluation mechanisms, organizations can make informed
adjustments that sustain long-term leadership effectiveness, reinforcing strategic impact and
continuous program enhancement.

Discussion and Conclusion

This formative evaluation of the Enterprise Leader Leadership Development Program
offers early insights to guide the program’s ongoing development and ensure alignment with the
Credit Union’s strategic transformation goals. The evaluation explored how the program’s design
supports leadership development in the context of organizational shifts, including mergers,
market expansion, and changes to the operating model. Initial feedback from participants in the
Chief Executive and Senior Vice President cohorts suggests that the program’s emphasis on
emotional intelligence, adaptive leadership, and strategic decision-making aligns with the
organization’s leadership objectives.

While these early findings suggest strong alignment with strategic priorities, several
factors may influence the program’s future impact. Organizational silos continue to limit cross-
functional collaboration, which could hinder the development of enterprise-wide leadership
capabilities. Participants also identified the need for personalized support through individualized
development plans (IDPs) and emphasized the importance of mentorship, coaching, and peer
collaboration to reinforce learning beyond formal training. Without these supports, leaders may
face challenges in applying newly developed skills in practical, organizational contexts.

Scope and Context of Findings

A central consideration in interpreting these findings is the limited range of participant
feedback. The exclusion of the High-Potential Vice President cohort—prompted by
organizational restructuring following a recent merger—was a strategic decision made to ensure
future feedback reflects the organization’s evolving leadership landscape. While this exclusion
narrows the perspectives captured in this formative evaluation, it aligns with the organization’s
objective of gathering feedback that better reflects the updated leadership structure after the next
talent review cycle.
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Additionally, although the sample size of 14 participants may seem modest relative to the
organization’s broader leadership population, it represents over half of the program’s intended
participants. This group comprises senior leaders directly responsible for enterprise-level
decision-making and transformation, providing critical insights into how effectively the
program’s design addresses the organization’s leadership needs. Future evaluations should aim to
expand the participant pool to include feedback from all leadership cohorts for a more
comprehensive understanding of the program’s effectiveness.

Opportunities for Ongoing Evaluation

As a formative evaluation, this assessment focuses on understanding how the program
aligns with the organization’s leadership development priorities rather than measuring outcomes
or long-term effectiveness. Future data collection, particularly from the High-Potential VP
cohort, will offer an opportunity to broaden these insights and ensure the program remains
responsive to evolving leadership needs.

An additional priority, as recommended in this evaluation, is the implementation of a
measurement framework to facilitate ongoing formative and summative assessments. This
framework will enable continuous monitoring of leadership skill development, program
engagement, and organizational transformation outcomes, ensuring that the program remains
aligned with its strategic objectives.

Implications for Program Development

This evaluation offers a foundation for understanding the program’s relevance at this
early stage of implementation. As the program progresses, incorporating feedback from all
leadership cohorts will help assess its potential longitudinally to foster leadership development
across all organizational levels. Ongoing evaluation will be essential to ensuring the program’s
adaptability and alignment with the Credit Union’s evolving strategic goals.

By continuously refining the program based on these findings and implementing the
recommended measurement framework, the organization can strengthen its leadership pipeline,
enabling sustained growth and supporting meaningful organizational transformation.
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Appendix A — Adaptive Scale

1.
2.

10.

1.

12.
13.

14.

Adaptive Leadership Questionnaire

Instructions: This questionnaire contains items that assess different dimensions
of adaptive leadership and will be completed by you and others who know
you (coworkers, friends, members of a group you belong to).

Make five copies of this questionnaire.

Fill out the assessment about yourself, where you see the phrase “this
leader,” replace it with “iI" or "me.”

have each individual indicate the degree to which he or she agrees with
each of the 30 statements below regarding your leadership by circling the
number from the scale that he or she believes most accurately characterizes
their response to the statement. There are no right or wrong responses.

Key: 1 = strongly 2 =disagree 3 = neutral 4 = agree 5 = strongly

disagree agree

. When difficulties emerge in our organization, this leader is goed at 12345

stepping back and assessing the dynamics of the people involved.
When events trigger strong emotional responses among employees, 12345
this leader uses his/her authority as a leader to resolve the problem.

When people feel uncertain about organizational change, they trust 12345
that this leader will help them work through the difficulties.

in complex situations, this leader gets people to focus on the issues 12345
they are trying to avoid.

When employees are struggling with a decision, this leader tellsthem 12345
what he/she thinks they should do.

during times of difficult change, this leader welcomes the thoughts 12345
of group members with low status.

in difficult situations, this leader sometimes loses sight of the “big 12345
picture.”

When people are struggling with value questions, this leader reminds 12345
them to follow the organization’s policies.

When people begin to be disturbed by unresolved conflicts, this 12345
leader encourages them to address the issues.

during organizational change, this leader challenges people to 12345
concentrate on the “hot” topics.

When employees look to this leader for answers, he/she encourages 12345

them to think for themselves.
Listening to group members with radical ideas is valuable to this leader. 12345

When this leader disagrees with someone, he/she has difficulty 12345
listening to what the person is really saying.

When others are struggling with intense conflicts, this leader stepsin = 12345
to resolve the differences.
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15. This leader has the emotional capacity to comfort others as they 12345
work through intense issues.

16. When people try to avoid controversial organizational issues, this 12345
leader brings these conflicts into the open.

17. This leader encourages his/her employees to take initiative in 12345
defining and solving problems.

18. This leader is open to people who bring up unusual ideas thatseem 12345
to hinder the progress of the group.

19. in challenging situations, this leader likes to observe the parties 12345
involved and assess what's really going on.

20. This leader encourages people to discuss the “elephant in the room.” 12345

21. people recognize that this leader has confidence to tackle 12345
challenging problems.

22. Thisleader thinks itis reasonable to let people avoid confronting 12345
difficult issues.

23. When people look to this leader to solve problems, hefshe enjoys 12345
providing solutions.

24. This leader has an open ear for people who don't seemtofitinwith 12345
the rest of the group.

25. in a difficult situation, this leader will step outofthe dispute togain 12345
perspective on it.

26. This leader thrives on helping people find new ways of coping with 12345
organizational problems.

27. people see this leader as someone who holds steady in the storm. 12345

28. in an effort to keep things moving forward, this leader lets people 12345
avoid issues that are troublesome.

29. When people are uncertain about what to do, this leaderempowers 12345
them to decide for themselves.

30. To restore equilibrium in the organization, this leader tries to 12345
neutralize comments of out-group members.
Scoring

Get on the Balcony—This score represents the degree to which you are able to
step back and see the complexities and interrelated dimensions of a situation.

To arrive at this score:

sum items 1, 19, and 25 and the reversed (r) score values for 7 and 13
(i.,e.,change 110 5,21t04,4 102, and 5 to 1, with 3 remaining unchanged).

1 7(r) 13(r) 19 25 Total (Get on the Balcony)

Identify the Adaptive Challenge—This score represents the degree to which
you recognize adaptive challenges and do not respond to these challenges
with technical leadership.
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To arrive at this score:

sum items 20 and 16 and the reversed (r) score values for 2, 8, and 14
(i.,e,, change 110 5,2to 4,4 to 2, and 5to 1, with 3 remaining unchanged).

2 2(r) ___8(r) ____14(r) ___ 20 ___ 26 ___ Total (identify the adaptive
challenge)

Regulate Distress—This score represents the degree to which you provide a
safe environment in which others can tackle difficult problems and to which
you are seen as confident and calm in conflict situations.

To arrive at this score:
sum items 3, 9, 15, 21, and 27.
3 9 15 21 27 Total (regulate distress)

Maintain Disciplined Attention—This score represents the degree to which
you get others to face challenging issues and not let them avoid difficult
problems.

To arrive at this score:

sum items 4, 10, and 26 and the reversed (r) score values for 22 and 28
(i.,e., change 110 5,2t0 4,4 to 2, and 5to 1, with 3 remaining unchanged).

4 10 16 ___ 22(r) ___ 28(r) ___ Total (Maintain disciplined

attention)

Give the Work Back to the People—This score is the degree to which you
empower others to think for themselves and solve their own problems.

To arrive at this score:

sum items 11, 17, and 29 and the reversed (r) score values for 5 and 23
(i.,e,, change 1t0 5,2to 4,4 to 2, and 5to 1, with 3 remaining unchanged).

___5(n 1 17 23(r) ____ 29 Total (Give the Work Back to
the people)

Protect Leadership Voices From Below—This score represents the degree to
which you are open and accepting of unusual or radical contributions from
low-status group members.

To arrive at this score:

sum items 6, 12, 18, and 24 and the reversed (r) score value for 30 (i.e., change
1t05,2t04,4102, and 5to 1, with 3 remaining unchanged).

6 ___ 12 ___ 18 24 __ 30(r) ___ Total (protect Leadership Voices
From Below)
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Scoring Interpretation

= High range: a score between 21 and 25 means you are strongly inclined
to exhibit this adaptive leadership behavior.

= Moderately high range: a score between 16 and 20 means you
moderately exhibit this adaptive leadership behavior.

= Moderate low range: a score between 11 and 15 means you at times
exhibit this adaptive leadership behavior.

* Low range: a score between 5 and 10 means you are seldom inclined to
exhibit this adaptive leadership behavior.

This questionnaire measures adaptive leadership assessing six components of
the process: get on the balcony, identify the adaptive challenge, regulate
distress, maintain disciplined attention, give the work back to the people, and
protect leadership voices from below. By comparing your scores on each of
these components, you can determine which are your stronger and which are
your weaker components in each category. The scoring chart allows you to see
where your perceptions are the same as those of others and where they differ.
There are no “perfect” scores for this questionnaire. While it is confirming
when others see you in the same way as you see yourself, it is also beneficial
to know when they see you differently. This assessment can help you under-
stand those dimensions of your adaptive leadership that are strong and
dimensions of your adaptive leadership you may seek to improve.
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Appendix B — Participant Invitation Email for Survey

**Subject: The Enterprise Leadership Development Program: Survey (~10 min. to complete) Due
10/31/24**

Dear Leadership Program Participants,

As you are aware we are partnering with doctoral students from Vanderbilt University’s Leadership
and Learning in Organizations program to gather your valuable feedback through an ongoing
program evaluation. This evaluation aims to help us continuously improve and enhance the program
while it is being implemented.

As a first step in this evaluation, the Vanderbilt research team has developed a brief survey (link
included below) in collaboration with us. This survey is designed to collect your input on the
Enterprise Leader Learning Journey program you are about to begin. Your honest responses will
help ensure that the program aligns with your leadership development needs and supports the
organization's strategic goals.

Please be assured that your individual answers will remain confidential; no personal identifiers will
be attached to your responses. Your feedback is essential for refining and enhancing the program’s
effectiveness as you embark on this learning journey.

After analyzing the survey results, the Vanderbilt research team will also conduct selective one-on-
one interviews to capture further insights. These interviews will be scheduled between your
executive assistant and the Vanderbilt research team in November.

We assure you that all information you provide will be kept confidential and anonymized under a
Non-Disclosure Agreement (NDA), ensuring your privacy and that of the organization.

Thank you for your participation. We greatly appreciate your input as we work together to
continuously improve this critical program.

If you have any questions, please do not hesitate to contact our team directly.

Best regards, Organizational Development & Learning Team

Enterprise Leader Learning Journey Survey Introduction

surveymonkey.com

From: XXXX on behalf of XXXX

Sent: Wednesday, November 13, 2024 1:46:34 PM

To: XXXXX <

Subject: The Enterprise Leader Program: Follow-up Discussion with Vanderbilt
When: Monday, November 18, 2024 11:00 AM-11:30 AM.

Where: Microsoft Teams Meeting
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You don't often get email from awatson@X.org. Learn why this is important

You will meet with the following Vanderbilt Doctoral Students: Gabby Assis, Carrie
McGroarty, Kelly Haseotes. The purpose is to discuss and further understand learning
needs and expectations for the Enterprise Program. Your input is valuable and will help us
enhance the Enterprise Leader Program for Chiefs and SVP Leaders.

Please be assured that your individual answers will remain confidential; no personal
identifiers will be attached to your responses. All information you provide will be
anonymized under a Non-Disclosure Agreement (NDA), ensuring your privacy and that of
the organization.
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Appendix C — Enterprise Leader Program Formative Evaluation Survey (5 pages)

This survey is designed to gather your input on the Enterprise Leader Learning Journey program you are about to
begin. Your responses will help ensure the program aligns with your leadership development needs and supports
the organization's strategic goals. Please answer each question honestly, knowing that no individual identifiers will
be attached to your responses. Your feedback is crucial to refining the program and enhancing its overall
effectiveness as you embark on this learning journey.

* Enterprise Leader Learning Journey Cohort
|| c-Suite Team
D SVP Team
D VP Team

[ ‘ Other

1. Pre-Program Preparation Tools

Rank on a scale of 1 to 5 (1 = Strongly Disagree, 5 = Strongly Agree) How
helpful and valuable are the following pre-program support tools (examples
provided) in preparing you for the Learning Journey Program:

Program Overview: For example, one hour of reading materials or a summary document
detailing the program’s objectives, timeline, outcomes, and core leadership concepts.

-
hd

Interactive Learning Module: For example, a 20-minute self-directed video or online
module outlining the program’s objectives and key competencies.

-
v

Articles: For example, three articles on leadership development, adaptive leadership, and
strategic decision-making to provide foundational context.

-
v

Other: (please specify)
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2. Program Components Evaluation

For each of the program components listed below, rate how strongly you agree
that it will be a valuable part of your leadership development experience, both
during the program and in how you apply what you learn after completion.

Rank on a scale of 1 to 5 (1 = Strongly Disagree, 5 = Strongly Agree).

Individualized Assessment: A 360-degree evaluation aligned with the updated competency
model.

“w

Facilitated Training Sessions: Interactive, instructor-led sessions designed to deepen
learning through practical activities.

-
hd

Self-Directed Learning: A flexible, learner-driven structure featuring prework and curated
resources.

4

Peer-to-Peer Connections: Personalized guidance through one-on-one peer interactions.

-
w

Scenario-Based Simulation: Real-world decision-making exercises that replicate strategic
challenges.

49

Individual Development Plan: A personalized plan outlining specific leadership
development goals and strategies.

-
L

Other: (please specify)

3. Pre-Program Self-Reflection Questions

For each of the below statements, rate how strongly you agree or disagree

with the statement. Rank on a scale of 1 to 5 (1 = Strongly Disagree, 5 =

Strongly Agree).
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I feel confident in my current leadership skills and abilities in my role.

a
hd

I am motivated to learn and apply new leadership skills in my role.

-
v

I feel prepared to drive organizational change in my current role.

-
v

I feel ready to adopt and implement new leadership approaches in my work.

-
v

I believe my organization currently supports my application of learned leadership skills and
knowledge.

4

I currently feel comfortable experimenting, taking measured risks, and sharing ideas to
promote growth and transformation in my organization.

-
hd

I believe my current leadership skills support the organizations strategic business objectives
(digital transformation, deposit growth, product operating model, etc.).

-
v

I feel confident in my ability to make strategic decisions that align with my organization's
long-term goals.

g

I feel prepared to adapt to changes in my organization and industry.

-
v

I am aware of how my emotions impact my leadership style and interactions with others.

-
v

I feel confident in my ability to balance the demands of day-to-day operations with leading
transformative initiatives in my organization.

-
L 4

I identify as a leader who embodies adaptive mindsets and is open to navigating change and
uncertainty.

@
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4. Transformational Learning Methods

Please rate how helpful and valuable you believe each of the following
instructional methods would be in fostering transformational learning in the
Enterprise Leader Learning Journey program. Use a scale of 1 to 5, where 1 =
Not Valuable and 5 = Very Valuable.

Critical Reflection: Encouraging learners to question and critically examine their
assumptions, beliefs, and experiences (e.g., reflective essays or journaling).

-
v

Dialogue and Discourse: Engaging in open, constructive discussions with peers to
challenge and broaden perspectives (e.g., group discussions or debates).

a
A4

Experiential Learning: Learning through direct, hands-on experience or simulations (e.g.,
role-playing or real-world problem-solving exercises).

-
v

Problem-Based Learning: Tackling complex, real-world problems to encourage critical
thinking and application of theoretical knowledge.

A
hd

Self-Directed Learning: Taking ownership of your learning process by setting personal
goals and finding resources independently.

-
v

Perspective-Taking Exercises: Engaging in activities that require adopting different
viewpoints to gain empathy and challenge existing beliefs (e.g., case studies or storytelling).

-
v

Action Learning: Applying new insights in real-world contexts and reflecting on the
outcomes to adjust your approach (e.g., testing new leadership behaviors).

a
v

Case Study Analysis: Analyzing real-world cases to explore multiple solutions and reflect on
complex problems in context.

-
v
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5. Pre-Program I eadership Questions

For the next four statements, rate the relevance of the leadership concept to

your role, on a scale of 1 to 5 (1 = Strongly Disagree, 5 = Strongly Agree).

Emotional Intelligence is a relevant leadership concept to my role.
(Characteristics: self-awareness, self-management, relationship management and social
awareness)

19

Agile Mindset is a relevant leadership concept to my role.
(Characteristics: adaptability, collaboration, open-mindedness, resilience, and a focus on
continuous improvement)

-
v

Balancing performance and transformation is a relevant leadership concept to my role.
(Characteristics: strategic ability, change leadership, innovation, risk management, and
fostering a culture of continuous improvement)

-
v
Strategic Decision Making is a relevant leadership concept to my role.

(Characteristics: long-term orientation, considering risk and uncertainty, aligning with
organizational goals, and incorporating diverse perspectives)

a
v

7. How do you prefer to receive feedback on your leadership development progress?
In-person One-One Meeting
Written Report
Peer Review
Online Assessment Tool

Other (please specify)

8. What specific support, resources, or conditions do you believe would most
enhance your ability to apply what you learn from the leadership development
program in your day-to-day role?
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Appendix D - Interview Protocol Guide

Item

‘ Script and Questions

‘ Protocol and Notes

Before Starting Interview

Opening,
Introduction
and
Interview
Purpose

Thank you for taking the time to
meet with us today. As you may
know, we are doctoral students at
Vanderbilt University. My name is
[Your Name], and I will be
facilitating the interview today. 1
am joined by my colleague,
[Colleague's Name], who will be
taking notes. To minimize
distractions, [Colleague's Name]
will remain off-camera during the
interview after this introduction.

As part of our capstone, we are
working in partnership with
CREDIT UNION to conduct a
formative evaluation of the
Enterprise Leader Leadership
Program. This evaluation is
designed to gather insights for the
program design, ensuring that it
aligns with your leadership
development needs and supports
the success of future cohorts, as
well as the organization’s
strategic goals.

Duration and Approach: 30 Minutes - One capstone team
member will serve as the primary interviewer, while the
other will join on camera for the introduction and then
remain off-camera during the interview to minimize
distractions while taking notes. The note-taker will also
refine the Al-generated transcription after the interview

Confidentiality Protocol:

Participant Identification: Participants will be identified
using their initials to label recorded interviews, data, and
research documents.

Data Storage: All voice recordings (via Zoom and Otter
Al), along with data and research documents, will be
securely stored in a Google Drive managed by Kelly
Haseotes, Gabby Assis, and Carrie McGroarty, with
access restricted to them and Dr. Carrie Grimes
(advisor).

Confidentiality of Shared Documents: All shared
documents will be marked as confidential and must not
be downloaded, copied, or shared beyond authorized
individuals.

Confidential
ity and
Consent

Please note that participating in
this study is voluntary. We have
obtained permission from
CREDIT UNION to record this
interview, provided that you
consent. If you agree, your
responses will be included as part
of a summary of all interviews.
Any direct quotes used will be
fully anonymized, with no
individual identifiers attached,
ensuring that your feedback
remains confidential.

Before we begin, could you please
confirm that you consent to have
this interview recorded and
transcribed?"
o If consent is given:
Thank you for your
consent. If at any time

Data Retention: After the capstone deliverable is
completed, all supporting documents will either be
deleted from Google Drive or securely archived by
Vanderbilt University, following the university’s retention
policy.

100




DESIGNING FOR TRANSFORMATION

you would like me to turn
off the recorder during
the interview, just let me
know."

e Ifconsent is not
provided: Thank you for
letting me know. We will
proceed with taking
anonymized notes
instead.

During Interview — Interview Questions

Warm-up Before we jump into the questions, | Purpose: To establish rapport and context by learning
Question — | could you please share a little bit | about the participant’s role, tenure, and experience
Background | about yourself, such as your role within the organization. This information helps tailor
and how long you've been with the | follow-up questions and provides insight into the
organization? participant’s familiarity with the organization’s culture
and leadership expectations.
Reflecting on your past leadership | Purpose: To identify successful elements and impactful
Question 1 development program experiences, | characteristics of previous leadership programs based
— Beneficial | whether at CREDIT UNION or in | on the participant's experience. This question aims to
/ Impact other organizations, what reveal what aspects or approaches in leadership
characteristics of these programs | development have had a lasting effect, guiding the
have been most impactful in your | design of effective features in the current program.
everyday leadership practice?

Potential probing questions:

e What aspects of a leadership program make it feel most
valuable or rewarding to you?

o Were there any additional resources or tools that made
it easier to integrate the concepts and skills from the
program into your daily work?

What are the specific skills or Purpose: This question aims to identify the participant's
Question 2 knowledge areas you are most personal learning priorities (needs), especially those
—Needs & motivated to develop in this skills or knowledge areas they perceive as essential for
Motivation program to effectively lead driving and managing organizational change.
to Learn change across the organization?

Potential probing questions:

o What motivates you to take part in the Enterprise
Leader Learning Journey program?

e Are there particular skills or areas of growth that you're
looking to develop through this program?

o How does participating in a leadership program align
with your personal or professional goals?

Question 3 Our understanding is that Purpose: This question seeks to understand participants’
—Relevance | CREDIT UNION is undergoing a perspectives on how the program can prepare them for

significant amount of change such
as mergers, branding changes,
and digital transformation...

Based on what you know so far of
this program, how do you hope it
will prepare you to support those
significant changes and other
strategic initiatives?

CREDIT UNION’s current strategic challenges. It helps
identify specific skills or insights participants feel are
essential for effective leadership in times of
organizational change, ensuring program content is
tailored to meet these evolving demands.

Potential probing questions:
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o What skills or knowledge do you feel you need most to
effectively lead to these kinds of initiatives, and how do
you expect the program to address those needs?

o Are there specific areas within these strategic initiatives
where you hope the program will provide you with more
guidance or support?

and collaboration throughout
the program?

Question 4 What would be most helpful to Purpose: This question aims to explore what types of
— Support you in applying the concepts support will maximize the application of learning,
and from this program in your day- increasing the likelihood of sustained program impact. It
Application to-day leadership role after it also helps in planning post-program activities,
concludes? resources, or networks that can aid participants in
embedding new skills into their daily work.
Or

Potential probing questions:

What types of ongoing support o What types of support—such as coaching, mentorship,

would most effectively increase or peer networking—would be most valuable in

the likelihood that you'll apply applying what you 've learned?

what you've learned from the o How important is feedback from mentors or peers in

program in your day-to-day role. helping you integrate new skills from the program into
your role?

o Are there any specific resources, like toolkits or
refresher workshops, that would help reinforce the
program’s teachings in your daily work?

Question 5 - | What challenges do you Purpose: To gather insights on anticipated challenges
Support anticipate when trying to apply and support needs for applying program learning,
what you’ve learned? informing actionable recommendations.
What support would help you e Canyou identify any potential distractions or
overcome these challenges? obstacles that might hinder your teams
progress?
o  What support may help them?
Question 6: | Imagine the teams you lead Purpose: To identify key success indicators and relevant
Define after they've completed this measures that resonate with the senior leadership team
Success/ program. What would long-term | for evaluating program impact (level 3 and 4 of
Measures success look like for them? Kirkpatrick model).
What specific changes or e How would you measure the success of your
achievements would show you team members after they complete the
the program made a lasting program?
impact? e How has the impact of previous programs been
evaluated in your organization?
e  What metrics or feedback methods were most
useful
Optional — In which settings and using what | Purpose: This question seeks to understand participants’
Feedback approaches do you find giving preferences for feedback settings (e.g., one-on-one
and receiving feedback most sessions, group discussions) and approaches (e.g.,
Only If effective, both as a leader and a | structured feedback sessions, informal check-ins). The
gime.t participant, to promote growth goal is to identify methods that encourage meaningful
ermits

feedback exchanges, enhancing growth and
collaboration throughout the program. Insights from this
question help shape feedback structures to maximize
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engagement, comfort, and developmental value for
participants.

o "Settings" refers to the different environments where
feedback takes place, such as structured meetings or
casual conversations, in-person or online, and considers
the overall atmosphere that influences how feedback is
received.

o "Approaches" denotes the particular methods or styles

used to give or receive feedback, such as 360-degree
assessments, direct discussions, or written evaluations,
each tailored to enhance the effectiveness of the
feedback.

Closing the Interview

Wrap-Up
and Closing

Thank you for sharing your
insights today. Your feedback will
play an important role in shaping
the development of the Enterprise
Leader Learning Journey
program. Before we conclude, do
you have any final thoughts or
questions you'd like to share?
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Appendix E - Thematic Coding Framework

THEME CODE DESCRPIPTION
Program IMPACT-EXAMPLES Detailed gxamples of impactful characteristics or.e.lements from past
Impact leadership development programs shared by participants.
IMPACT-TRANSFER Insights |pt0 hOV\{ past prograr.n.experler.]ces have shaped participants
leadership practices and decision-making.
IMPACT-GAPS Identified gaps or unmet needs in previous programs that participants believe
should be addressed in the current program.
Nee.ds a!nd NEEDS-SKILLS Specific skills (e.g., technical, strategic, interpersonal) participants aim to build
Motivation through the program.
NEEDS-MOTIVATION Participants’ reasons for engaglng in th(? program, such as personal growth,
career advancement, or organizational impact.
Leadership competencies participants believe are essential to successfully
NEEDS-CHANGE -
lead organizational change.
Program RELEVANCE-INITIATIVES How participants cormect the program to key organizational strategic initiatives,
Relevance such as transformation or growth efforts.
RELEVANCE-LEADERSHIP Perspecfuves on howthe program is expected to prepare participants for
addressing leadership challenges.
RELEVANCE-EXPECTATIONS Expectatlo.ns pért|C|pants express regarding program outcomes and their real-
world applicability.
Support for Anticipated challenges participants foresee in applying program learning,
s SUPPORT-CHALLENGES ) . - !
Application including organizational, cultural, or structural barriers.
SUPPORT-RESOURCES Types of siupport pértlupants believe would help overcome barriers, such as
mentorship, coaching, or peer networks.
SUPPORT-APPLICATION .Suggestt?d. mechanisms for sustalnlng learning and integrating program content
into participants' day-to-day leadership roles.
Defining SUCCESS-MEASURES Spe.uf.lc met.rlcs o.r indicators (e.g., team performance, leadership behaviors)
Success participants identify as measures of program success.
SUCCESS-TEAM Descrlptlohs of team-l.evel success outcomes, including improved
collaboration, innovation, or performance post-program.
SUCCESS-IMPACT Br.oader organizational changes or long-term impacts participants associate
with the program's success.
Defining SUCCESS-MEASURES Spe.uf.lc met.rlcs o.r indicators (e.g., team performance, leadership behaviors)
Success participants identify as measures of program success.
SUCCESS-TEAM Descrlptlohs of team-l.evel success outcomes, including improved
collaboration, innovation, or performance post-program.
SUCCESS-IMPACT Br.oader organizational changes or long-term impacts participants associate
with the program's success.
Conceptual CF-TRANSFORMATIONAL C.orrllr.nents o.r data reléted to transformatlonal learning, such as moments of
Framework significant mindset shifts or deep learning.
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CF-ADAPTIVE

Data related to adaptive leadership, including examples of flexibility,
innovation, or handling uncertainty effectively.

CF-MEASUREMENT

References to measurement approaches, such as metrics, evaluation methods,
or data used to assess leadership effectiveness.

General

GENERAL-QUOTES

Salient or impactful quotes from participants that illustrate key themes or
provide memorable insights.

GENERAL-SUGGESTIONS

Suggestions from participants for program design, implementation, or
improvement.

GENERAL-MISC

Data or comments that do not fit into predefined codes but are noteworthy for
potential emergent insights.

Codebook Framework

Theme Code Description

Program Impact [IMPACT Participant reflections on characteristics of past leadership development
programs, including elements that were most beneficial or impactful in
shaping their everyday leadership practices, as well as those deemed
ineffective or lacking impact.

Development NEEDS- Participant identification of specific skills or knowledge areas they are most

Needs and MOTIVATION  |motivated to develop through the program to enhance their ability to lead

Motivation organizational change effectively. This includes insights into their personal
learning priorities and aspirations.

Program RELEVANCE Participant perspectives on how the leadership development program can

Relevance prepare them to effectively support organizational changes and strategic
initiatives, such as mergers, branding changes, and digital transformation.
This includes their expectations for the program's applicability to current and
future challenges.

Anticipated CHALLENGES |Participant insights into potential obstacles they foresee when applying the

Challenges knowledge and skills gained from the program in their leadership roles. This
includes challenges related to organizational culture, resource constraints,
resistance to change, or other factors that may hinder practical
implementation.

Support Needs SUPPORT Participant identification of resources, tools, or organizational support they
believe would help them overcome anticipated challenges in applying the
knowledge and skills gained from the program. This includes suggestions for
mentorship, peer collaboration, leadership buy-in, or additional training.

Success and SUCCESS- Participant perspectives on defining long-term success for teams after

Evaluation Metrics MEASURES completing the program, including specific changes, achievements, and
behaviors that indicate lasting impact. This includes insights into relevant
metrics, feedback methods, and evaluation approaches used in previous
programs to measure individual and team success.

Participant Insights INSIGHTS Impactful reflections and noteworthy suggestions from participants that

and illustrate key themes, provide memorable insights, or offer ideas for program

Recommendations design, implementation, or improvement. This also includes data or comments

that do not align with predefined codes but may yield emergent insights or

inform future considerations.
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Salient Quotes QUOTE Salient or impactful quotes from participants that illustrate key themes or
provide memorable insights. These quotes may be recommended for inclusion
in white papers or other documentation to highlight participant perspectives.
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