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Preface 

Here is a paradox that almost every organization I have worked with 

recognizes the moment it is named: the more seriously a company 

takes leadership development, the harder it can become to know 

whether it is actually working. Organizations invest. They run 

programs, hire coaches, commission assessments, and build 

learning academies. The budgets are real. The intentions are 

genuine. And yet the leadership pipeline remains stubbornly thin, 

succession plans remain aspirational rather than credible, and the 

best talent keeps leaving for places that seem to offer a clearer path 

forward. Talented individuals exist within these organizations, yet 

the supply of ready leaders rarely keeps pace with organizational 

need. 

Over the past two decades working in leadership and talent 

development across diverse industries and geographies, I have 

encountered the same paradox repeatedly. Organizations spend 

significant time and resources developing leaders, but the outcomes 

remain inconsistent. Some leaders grow remarkably, transforming 

not only themselves but entire teams and business units. Others 

remain largely unchanged despite attending the same programs, 

receiving the same coaching, and working within the same 

organizational systems. 

This observation led me to a simple but powerful realization. 

Leadership development is not primarily about programs. 

It is about the experiences, environments, and relationships that 

shape how leaders grow. These three dimensions, experience, 

environment, and relationship, form the invisible architecture of 

every great leadership culture. When organizations understand and 

intentionally design these dimensions, leadership capability spreads 

naturally, sustainably, and at scale. 



 

The organizations that get this right do not have better programs 

than their competitors. They have a different philosophy. Instead 

of focusing only on developing individual leaders, they build 

environments and cultures where leaders develop other leaders, 

where the development of others is not an optional extra but the 

central expectation of what leadership means. They create 

structures, cultural norms, and everyday practices that cause 

leadership capability to spread throughout the organization, 

creating what I call a multiplier effect. 

This book explores how organizations can build that multiplier 

effect. It draws from years of direct experience in leadership 

development, insights from the latest organizational learning 

research, and practical frameworks that leaders can apply 

immediately within their own teams. 

The central idea of this book can be expressed simply. 

Great organizations do not just create leaders. They create leaders 

who build other leaders. 

This distinction may sound subtle, but it has profound implications 

for how organizations design their talent strategies, how senior 

leaders spend their time, and how individual managers think about 

their most important responsibilities. 

My hope is simple. I want this book to change not just how you 

think about leadership, but how you show up for the people around 

you who are still becoming who they are capable of being. 

Leadership, at its best, is an act of belief: belief in potential that has 

not yet been fully expressed. I hope these pages help you act on that 

belief more deliberately, more consistently, and more generously 

than before. 

Sumesh Khatua 

May 2026 

  



 

Foreword 

There is a lovely paradox at the heart of leadership. 

The best leaders eventually make themselves less central. 

Early in our careers, leadership often feels like having the right 

answers. Being the person people turn to when things get difficult. 

Solving problems faster than anyone else. Carrying more than your 

fair share because that is what responsibility seems to demand. 

Over time, if we are fortunate, our understanding changes. We 

begin to realize that leadership is not about being the hero in every 

story. It is about creating conditions in which many others discover 

that they, too, can lead. 

That is when leadership starts to compound. One leader develops 

three others. Those three develop three more. Before long, 

leadership is no longer concentrated in a few titles at the top of the 

organization. It becomes woven into the fabric of the institution 

itself. And that is when organizations become truly resilient. 

I have spent much of my career leading talent and leadership 

functions, and one lesson has become clearer with every passing 

year. Programs matter. Frameworks matter. Competency models 

matter. But the real engine of leadership development is far more 

human. 

It is the manager who entrusts a young colleague with a difficult 

assignment. 

It is the mentor who asks a thoughtful question instead of giving 

an easy answer. 



 

It is the leader who steps aside just enough for someone else to step 

forward. 

In this thoughtful and highly practical book, Sumesh captures this 

truth with clarity and conviction. 

His LEADER Multiplication Framework offers a simple and 

elegant way to think about how leadership develops and multiplies. 

What I particularly appreciate about this book is that it does not 

treat leadership development as the exclusive domain of the 

learning function or as an annual calendar of workshops. It places 

the responsibility exactly where it belongs, with leaders themselves. 

Every assignment can become a learning opportunity. 

Every conversation can become a coaching moment. 

Every project can become a laboratory for growth. 

And every leader can become a builder of leaders. 

That idea feels especially relevant today. Organizations are 

navigating a world defined by disruption, artificial intelligence, 

shifting business models, and relentless change. In such an 

environment, no organization can afford to concentrate capability 

in a small group of exceptional individuals at the top. 

The winners will be those that create leadership depth at scale, 

where people at every level are prepared to take ownership, exercise 

judgment, and help others grow. 

This book is a practical guide to doing exactly that. Whether you 

are a first-time manager, an experienced executive, or a learning 

professional designing leadership systems, you will find in these 

pages a set of ideas that are both deeply grounded and immediately 

actionable. 



 

More importantly, you will be reminded of a truth that is easy to 

forget. 

Our greatest legacy as leaders is not what we accomplish ourselves. 

It is what continues to grow in others because of us. 

And that is why I am delighted to recommend Building Leaders 

Who Build Leaders to every leader who wants to leave behind 

something far more enduring than personal success: a generation 

of leaders who will, in turn, build many more. 

Rupesh Tripathi,  

Head of People, Performance & Culture, 

A Big 4 Professional Services Firm, 

May 2026 



 

  



Why I Wrote his Book 

Let me begin with a confession. 

For years, I was part of the problem. 

I designed leadership programs that were intellectually coherent, 

expertly facilitated, and beautifully packaged. I worked with L&D 

teams who genuinely cared about developing their people. I sat in 

rooms with business leaders who spoke with conviction about 

building world-class leadership capability. And I watched, year after 

year, as organizations invested seriously in development and 

remained, in their most honest moments, quietly frustrated by how 

little seemed to change. 

This book is my attempt to explain why. And more importantly, to 

point toward something better. 

The Best Intentions, the Wrong Game 

Most organizations that struggle with leadership development are 

not struggling because they do not care. They are struggling because 

they are playing the wrong game, and playing it with tremendous 

sincerity.

Here is how it typically unfolds. 

A business leader, concerned about the quality of the leadership 

bench, commissions a leadership development initiative. The brief 

is ambitious: build world-class leaders, create a strong pipeline, 

develop the next generation. The L&D team, talented, motivated, 

and deeply committed, gets to work. They benchmark against best 

practice. They consult with stakeholders. They design a program 

that is genuinely impressive: a carefully sequenced curriculum, 



 

experienced facilitators, high-quality materials, a blended learning 

journey, perhaps some executive coaching, and perhaps a 360-

degree feedback process. 

The program launches. Participants attend. Feedback scores are 

strong. Completion rates are tracked. The L&D team reports back 

to the business: ninety-four percent of participants rated the 

program four or five out of five. Ninety-one percent said they would 

recommend it to a colleague. The business leader nods, satisfied. 

The initiative is marked a success. 

Eighteen months later, the leadership pipeline looks largely the 

same. The same capability gaps persist. The same succession 

challenges remain. And when the next round of senior promotions 

comes around, the organization finds itself, again, without enough 

ready leaders. 

What went wrong? 

Nothing went wrong, in the narrow sense. The program was good. 

The L&D team did excellent work. The business leader’s intentions 

were genuine. The participants were engaged. Every metric that was 

asked for was delivered. 

That is precisely the problem. 

Measuring What Is Easy, Not What Matters 

When business leaders commission leadership development, they 

often ask the L&D team for metrics. This is entirely reasonable. 

Investment requires accountability. Accountability requires 

measurement. 

But the metrics that are easiest to collect—attendance, completion 

rates, satisfaction scores, and net promoter scores within the 

program—are metrics that measure inputs and immediate reactions. 

They tell you whether people showed up and whether they enjoyed 



 

the experience. They tell you almost nothing about whether 

leadership capability has actually changed. 

This creates a quiet but consequential trap. 

The L&D team, asked to demonstrate success, demonstrates 

success against the metrics they have been given. The business 

leader, receiving positive metrics, concludes that development is 

working. The organization continues to invest in the same 

approach. And the real questions, whether leaders are actually 

leading differently, whether they are developing others, and 

whether the pipeline is genuinely stronger, are never seriously 

asked, because the proxy metrics have already provided a reassuring 

answer. 

Both parties are acting in good faith. Both are doing what the 

system incentivizes them to do. And the system is producing exactly 

the outcome it is designed to produce: well-attended, well-received 

programs that leave the underlying leadership challenge largely 

untouched. 

Cricket on a Golf Course 

I want to offer an analogy that I have found useful in many 

conversations with leadership teams about this challenge. 

Imagine a sports club that wants to build a great cricket team. The 

leadership is ambitious. The investment is real. They hire a talented 

coaching staff. They source quality equipment. They create a 

detailed development program for their players. And then, because 

the club’s available outdoor space happens to be a beautifully 

maintained golf course, they begin running cricket training sessions 

on the fairways. 

What happens? 



 

There will be moments of genuine brilliance. A batsman who finds 

his timing. A bowler who rediscovers her run-up. The coaching staff 

are good. The players are willing. Some real cricket does get played. 

But the environment is wrong. The pitch is not a pitch. The 

boundaries are not boundaries. The ground is shaped for an 

entirely different game, with different demands, different rhythms, 

and different measures of success. And while the cricket training is 

happening, the golf course itself, with its carefully designed 

fairways, its subtle contours, and its elegant logic, is being neither 

used nor respected. 

The end result is neither an engaging cricket match nor an 

enthralling golf session. It is something that resembles both and 

serves neither. 

This is precisely what most organizations are doing with leadership 

development. 

They are trying to play a game that requires real experience, real 

challenge, real feedback, and genuine developmental relationships 

in an environment designed for something else entirely: efficient 

task delivery, short-term performance, compliance with processes, 

and the appearance of productivity. The training sessions are good. 

The coaches are committed. But the environment, including the 

culture, the incentives, and the daily choices about how time is 

spent and what gets rewarded, is shaped for a different purpose. 

And so, leaders return from excellent programs to organizations 

that neither expect nor reward the behaviors those programs 

attempted to build. The learning fades. The habits revert. The 

pipeline remains shallow. And the cycle begins again. 

  



 

What Organizations Are Getting Wrong 

The error is not in the program. The error is in the assumption. 

The assumption is that leadership capability can be developed 

primarily through instruction: that if you expose people to the right 

content, in the right sequence, delivered by the right facilitators, 

leadership will follow. This assumption is intuitively appealing, 

operationally convenient, and measurably incorrect. 

Leadership is not acquired like knowledge. It is forged, like 

character, in the heat of real challenge, through the discomfort of 

genuine accountability, and in the space between what a leader 

currently knows how to do and what the situation demands. It is 

built in the conversation a manager is afraid to have but has anyway; 

in the project that nearly failed and the honest reflection on why; 

in the relationship with a mentor who asked a question at exactly 

the right moment; and in the decision made under pressure, with 

incomplete information, when the stakes were real. 

None of these experiences can be scheduled into a two-day offsite. 

None of them can be replicated in a simulation, however well 

designed. They must be lived. And organizations must be 

deliberately designed to create them. 

This is what most organizations are not doing. They are investing 

in programs while leaving the environment that shapes daily 

leadership behavior largely unchanged. They are measuring what is 

convenient while ignoring what matters. They are asking their 

L&D teams to build world-class cricket players on a golf course and 

then wondering why the season results are disappointing. 

Why This Book, and Why Now 

I wrote this book because I believe the gap between intention and 

outcome in leadership development is not inevitable. It is the result 



 

of a specific set of assumptions, practices, and habits that can be 

examined, challenged, and changed. 

Over more than two decades of working with organizations across 

industries, geographies, and cultures, I have seen what happens 

when those assumptions are replaced with a more honest and more 

complete understanding of how leadership actually develops. I have 

seen organizations build genuine leadership cultures—not by 

designing better programs, but by designing better environments. 

Not by measuring completion rates, but by measuring whether 

leaders are actually leading differently. Not by sending people on 

courses, but by ensuring that the real work of the organization is 

itself a continuous source of developmental experience. 

I have seen what it looks like when leaders understand that their 

most important job is not to deliver results personally, but to 

develop the leaders who will deliver results long after any individual 

tenure ends. 

And I have seen the extraordinary difference it makes to 

organizations, to teams, and to the individuals whose potential is 

finally being taken seriously. 

That is the game this book is about. Not the comfortable version, 

played on the wrong field with the wrong metrics and the wrong 

questions. The real version: the one that requires the right 

environment, the right experiences, the right relationships, and the 

courage to measure what actually matters. 

Building leaders who build leaders is not a program. It is a 

commitment. And it begins with the willingness to ask a different 

question. 



 

The People Caught in the Middle 

There is a group of professionals who feel the pressure of all of this 

most acutely and who are least often given the tools, the mandate, 

or the organizational permission to address it properly. 

They are the Learning and Development teams. 

In most organizations, L&D professionals are among the most 

committed people in the building. They care deeply about 

developing others. They work hard to design programs that are 

relevant, engaging, and thoughtfully constructed. They spend their 

careers trying to help organizations become better at growing their 

people. 

And yet many of them are operating with a mandate that was 

designed for a world that no longer exists. 

The traditional mandate of L&D was essentially instructional: 

design and deliver training, manage platforms, track completions, 

and report satisfaction. This mandate made sense when the primary 

challenge of workplace development was skills transfer—when the 

question was how to get knowledge from those who had it to those 

who needed it as efficiently as possible. 

That is not the primary challenge anymore. 

The challenge now is capability building at scale: developing the 

judgment, adaptability, coaching habits, and leadership orientation 

that organizations need to navigate genuinely uncertain futures. 

And this challenge cannot be met through instruction alone. It 

requires a fundamentally different kind of professional—not a 

training designer, but a capability architect. 

The distinction is not cosmetic. A training designer starts with 

content: what should we teach, how should we sequence it, how 

should we assess retention? A capability architect starts with 

outcomes: what does this organization need its people to be able to 



 

do, in the context of its specific strategy and culture, and what 

combination of experiences, relationships, and learning will build 

that capability most effectively? 

These are genuinely different questions. They require different 

skills, different relationships with the business, different measures 

of success, and a different kind of courage: the courage to tell a 

senior leader that the program they want is not the investment they 

need. 

Most L&D professionals have not been trained for this role. Most 

organizations have not defined it clearly. And most L&D functions 

are still evaluated against the metrics of the old mandate: hours 

trained, courses completed, satisfaction scores achieved. 

This is the second game being played on the wrong field. 

In Chapter 13, I explore this transition in depth: what it means in 

practice to move from training function to capability architect, 

what capabilities the modern L&D professional must develop, and 

what the organizations that are getting this right are doing 

differently. For now, it is enough to name the challenge clearly: 

The learning and development profession is at an inflection point. 

The skills that made L&D professionals excellent in the past—

curriculum design, facilitation, program management, and learning 

technology—remain valuable. But they are no longer sufficient. The 

professionals who will define the next era of this field are those who 

can think strategically about capability, consult credibly with 

business leaders, design ecosystems rather than catalogs, and 

measure outcomes rather than outputs. 

They are the people who will finally move development from the 

golf course to the cricket ground. And this book is for them as 

much as it is for anyone. 

  



 

Introduction 

The Leadership Development Paradox 

Organizations have never invested more in leadership development 

than they do today. 

Companies collectively spend tens of billions of dollars annually on 

leadership training programs, executive coaching, assessment tools, 

and development initiatives. Conferences dedicated to leadership 

attract thousands of participants each year. Entire industries have 

emerged to serve organizational demand for better leaders. Books 

on leadership fill entire sections of bookstores and dominate 

bestseller lists. 

Yet despite this enormous investment of resources, time, and 

organizational attention, many organizations continue to face a 

serious and persistent leadership gap. 

Managers struggle to transition into genuine leadership roles. 

Senior leaders report significant difficulty building strong, ready 

leadership pipelines. Organizations increasingly find themselves 

searching externally for leadership talent rather than developing it 

internally. And when exceptional leaders do emerge, their 

organizations often struggle to understand how to replicate that 

development systematically. 

Why does this happen? Why does the most heavily resourced 

generation of leadership development in history continue to fall 

short of producing the leaders organizations need? 

One important reason is that leadership development is 

fundamentally misunderstood by many organizations that 

genuinely want to do it well. 



 

Many organizations approach leadership development as a training 

problem. They design programs, deliver workshops, invest in 

online learning platforms, and expect participants to return from 

these experiences as better leaders. The assumption underlying this 

approach is that leadership capability can be transferred through 

instruction, just as technical skills are transferred in professional 

education. 

But leadership is not a technical skill that can be learned primarily 

through instruction. 

Leadership is developed through experience, and more specifically, 

through experience that is challenging, consequential, and 

accompanied by genuine reflection. 

Research in workplace learning has consistently supported this 

insight. One widely discussed framework is the 70:20:10 model, 

originally derived from research by Michael Lombardo, Robert 

Eichinger, and Morgan McCall at the Center for Creative 

Leadership in the 1980s. Their foundational work suggested that 

executives reported learning leadership primarily through 

challenging assignments and experiences rather than formal 

training. The framework proposes that roughly seventy percent of 

development comes from challenging job experiences, twenty 

percent from relationships such as mentoring and coaching, and 

ten percent from formal education and training. 

While the precise percentages should not be interpreted as fixed 

rules, the underlying insight remains powerful and has been 

broadly validated across organizational contexts. 

Leadership development happens primarily through real work. 

Another influential perspective comes from psychologist David 

Kolb, whose experiential learning theory proposes that effective 

learning occurs through a cycle of experience, reflection, 



 

conceptual understanding, and active experimentation. Kolb’s 

model helps explain why the same experience can produce very 

different levels of learning in different individuals. The experience 

alone is not sufficient. It is the reflection on that experience, the 

extraction of principle from practice, and the willingness to 

experiment with new approaches that produces genuine learning. 

These insights point to an important and actionable conclusion. 

Leadership development cannot be separated from the work 

leaders do every day. 

The question therefore becomes not simply how to train leaders 

more effectively, but how to design organizational environments 

where leadership growth naturally and continuously occurs. 

This is precisely where the idea of leadership multiplication 

becomes critical. 



 

  



 

The Leadership Multiplication 

Framework 

My Signature Model 

At the heart of this book is a framework designed to help 

organizations develop leaders who develop other leaders. 

I call it the LEADER Multiplication Framework. 

Each letter in the acronym represents a distinct but interconnected 

stage in how leadership capability grows within organizations. 

Together, these stages describe a progression from individual 

leadership development to the multiplication of leadership 

capability across an entire organization. 

L – Learning Through Experience 

E – Exposure to Leadership Role Models 

A – Accountability Through Responsibility 

D – Development Through Reflection 

E – Empowerment of Emerging Leaders 

R – Replication of Leadership 

Learning Through Experience 

Leadership begins with experience. Challenging assignments, 

project leadership opportunities, and consequential decision-

making responsibilities create the essential foundation for 

leadership growth. Without sufficient exposure to meaningful 

challenges, leaders cannot develop the judgment, resilience, and 

adaptive capacity that leadership demands. Organizations that 



 

understand this invest deliberately in creating experiences, not just 

programs. 

Exposure to Leadership Role Models 

People learn leadership in large part by observing other leaders. 

Mentorship, deliberate shadowing, and sustained interaction with 

experienced leaders shape how emerging leaders think about 

challenges, approach relationships, make decisions, and 

understand what leadership truly requires. The quality of role 

models available within an organization is one of the most powerful 

and frequently underestimated determinants of leadership quality. 

Accountability Through Responsibility 

Leadership development accelerates dramatically when individuals 

are given genuine responsibility for outcomes. Authentic 

ownership forces leaders to make difficult decisions, navigate 

genuine uncertainty, develop practical judgment, and understand 

through experience the weight and privilege of leading others. 

Organizations that protect people from meaningful accountability, 

however well-intentioned, inadvertently limit their development. 

Development Through Reflection 

Experience alone does not guarantee learning. Two people can have 

identical experiences and emerge with fundamentally different 

insights depending on the quality of their reflection. Reflection 

transforms raw experience into genuine insight, helping leaders 

recognize patterns in their behavior, question assumptions that 

may be limiting their effectiveness, and identify specifically what 

they would do differently in the future. 



 

Empowerment of Emerging Leaders 

The critical transition from leader to leadership developer occurs 

when leaders begin creating genuine opportunities for others to 

lead. This requires a fundamental shift in mindset—from seeing 

leadership as personal performance to seeing leadership as 

organizational capability. Empowerment is not the abdication of 

responsibility. It is the deliberate expansion of it. 

Replication of Leadership 

The ultimate goal of leadership development is replication. When 

leaders consistently develop other leaders, who in turn develop 

others, leadership capability multiplies across the organization. 

This multiplier effect transforms resilient teams into resilient 

organizations, capable of adapting continuously and sustaining 

performance through every cycle of challenge and change. 
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Chapter 1 

The Leadership Workshop that  

Changed My Thinking 

Early in my career, I facilitated a leadership workshop for a group 

of managers at a mid-sized financial services organization. 

The program had been carefully designed over several weeks. The 

curriculum covered communication styles, team motivation, 

conflict management, decision-making under pressure, and leading 

through organizational change. Participants engaged in discussions, 

completed case studies drawn from real business situations, and 

practiced leadership conversations through structured role-play 

exercises. The facilitators were experienced, the materials were 

polished, and the venue had been chosen with care. 

The session went well. Participants were engaged. The discussions 

were energetic and substantive. Feedback forms collected at the end 

of the second day were overwhelmingly positive. 

As the participants were filing out of the room on the final 

afternoon, one manager approached me. He thanked me sincerely 

and said he had found the frameworks genuinely useful. Then he 

paused, looked thoughtful, and added something that I have never 

forgotten. 

“This was a great session,” he said. “But tomorrow I still have to go 

back and deal with the same team issues.” 

His comment was not a criticism. It was not ingratitude. It was 

simply an honest reflection of reality. 
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That moment changed how I thought about leadership 

development in a way that no book or training course had managed 

to do. 

The Gap Between Knowing and Doing 

What that manager was articulating, and what I only fully 

understood in the years that followed, is one of the most important 

and most persistently underestimated truths about leadership 

development. 

There is a vast and consequential gap between knowing about 

leadership and being able to lead. 

The workshop had provided useful ideas, helpful frameworks, and 

a shared vocabulary. But the real challenge facing that manager was 

not understanding leadership concepts. It was applying those 

concepts in complex, messy, emotionally charged, real-world 

situations that could not be fully anticipated, scripted, or prepared 

for in a training room. 

Leadership rarely happens in controlled environments. It happens 

in moments of genuine uncertainty. It happens when a leader must 

make a consequential decision without complete information, 

under time pressure, with multiple stakeholders watching. It 

happens when a team is in conflict and every intervention risks 

making things worse before they get better. It happens when an 

organization is navigating change and people are frightened, 

resistant, and looking to their leaders for signals about what to 

believe. 

None of these situations can be fully simulated. They must be 

experienced. 

This insight aligns closely with experiential learning theory, most 

fully articulated by psychologist David Kolb. Kolb proposed that 

knowledge and capability are created through a four-stage cycle: 
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concrete experience, reflective observation, abstract 

conceptualization, and active experimentation. Each stage deepens 

and extends what the previous stage began. The workshop delivered 

conceptual frameworks well. But the cycle could not complete until 

the manager returned to his team, faced his real challenges, and 

reflected on what happened. 

The implication is profound: no matter how well-designed a 

leadership program is, it can only ever be a starting point. The real 

development happens afterward, in the mess and complexity of 

actual work. 

What I Noticed in the Best Leaders 

Over the years that followed that conversation, I had the 

opportunity to work closely with leaders across different 

organizations, industries, and cultures. In those experiences, a 

consistent and striking pattern began to emerge. 

The leaders who grew the most were not always the ones who 

attended the most training programs, held the most prestigious 

academic credentials, or received the most coaching hours. They 

were the ones who had been given difficult challenges at critical 

moments in their development. 

They had led complex projects where success was genuinely 

uncertain. They had navigated organizational politics that had no 

clean solution. They had managed teams through crisis, made 

decisions that could not be undone, and learned from failure as 

often as from success. They had been fortunate enough, too, to 

work alongside mentors who helped them make sense of those 

experiences when the experiences alone were not enough. 

These leaders carried something that programs could not deliver: 

what I have come to think of as earned judgment. The kind of 
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knowing that only comes from having been tested, having 

struggled, and having found a way through. 

Even more striking was a second observation. The most effective 

leaders I encountered were not defined primarily by their own 

achievements, impressive as those often were. They were defined by 

the leaders they had developed. They had created opportunities for 

others to grow, shared responsibility generously, invested time in 

people who were not yet ready, and consistently believed in 

potential that had not yet been demonstrated. 

As a result, leadership capability spread through their organizations 

not by accident, but by design. 

The Question That Changed Everything 

That observation eventually changed how I thought about my work. 

Instead of asking how organizations could train leaders more 

effectively, I began asking a different and ultimately more 

important question. 

How can organizations create environments where leaders develop 

other leaders? 

This question is not about programs. It is about culture. It is not 

about content. It is about conditions. It asks us to shift our 

attention from what happens in training rooms to what happens in 

the everyday choices, relationships, conversations, and 

opportunities that either accelerate or suppress leadership growth. 

Every chapter of this book is an attempt to answer that question 

from a different angle. 

Leadership development should not be viewed as a series of 

training events scattered across a leader’s career. It should be 

understood as a continuous process of creating experiences, 
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encouraging reflection, building relationships, and designing 

environments that shape how leaders think, act, and grow. 

When organizations design those environments with intention, 

leadership capability begins to spread naturally. And when leaders 

begin creating those experiences deliberately for others, leadership 

multiplies. 

That is when organizations begin building leaders who build 

leaders. 

Reflection Insight: Think of the most important moment of leadership 

development in your own career. Was it a formal program, or was it 

an experience, a challenge, a relationship, a failure, or a decision that 

tested you in ways you had not expected? What did that experience 

teach you that a classroom could not? 
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Chapter 2 

Why Leadership Development  

Often Fails 

A senior executive once shared a candid observation during a 

leadership review meeting; I attended early in my career. 

“Our leadership program is excellent,” he said, pausing slightly. 

“But our leadership pipeline is still weak.” 

The comment captured a painful irony that exists in many 

organizations that invest seriously in development. Programs 

receive strong feedback. People leave sessions energized. Yet 

months or years later, very little appears to have changed. 

Managers who attended leadership programs continue to struggle 

with the same challenges. Teams experience the same patterns of 

conflict and underperformance. And the next time the 

organization faces a leadership gap, it finds itself searching 

externally for talent rather than promoting from within. 

I have sat in enough post-program reviews to know that this pattern 

is neither unusual nor the result of poor program design. The 

problem runs deeper. And understanding it is the first step toward 

solving it. 

The Fundamental Misunderstanding 

Many organizations treat leadership development as an educational 

activity rather than a developmental process. The distinction is 

critical. 
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Education involves the acquisition of knowledge, concepts, 

frameworks, and information that expand understanding. It 

operates primarily at the level of awareness. Development, by 

contrast, involves changing behavior: the way a person actually acts 

in real situations under real pressure. Development requires 

experience, feedback, reflection, and sustained practice over time. 

Because leadership is fundamentally a behavioral capability, 

expressed through decisions, conversations, and actions that 

influence other people, it cannot be developed primarily through 

education. It requires developmental experiences that challenge, 

stretch, and require leaders to operate at the edge of their current 

capability. 

When organizations confuse education with development, they 

design programs that are intellectually stimulating but behaviorally 

inert. Participants leave with new ideas but unchanged habits. And 

the organization invests in the 10 percent of development while 

largely ignoring the 90 percent. 

Why Programs Alone Are Not Enough 

The Overreliance on Classroom Learning 

Formal programs are genuinely valuable for introducing concepts, 

frameworks, and the language needed to understand complex 

organizational dynamics. They create awareness and provide a 

shared vocabulary for discussing leadership challenges. 

However, classroom learning represents only a small portion of 

how leadership capability actually develops. The 70:20:10 

framework, associated with research by Morgan McCall, Michael 

Lombardo, and Robert Eichinger, suggests that the great majority 

of leadership learning occurs through challenging job experiences 

and through relationships with more experienced leaders. 
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The mathematics of this are confronting. If an organization 

allocates 90 percent of its development budget to the 10 percent of 

learning that happens in programs, it is investing in the category 

with the lowest developmental return. The 70 percent that comes 

from real work, real challenges, and real consequences is largely left 

to chance. 

This is not to say that programs should be abandoned. It is to say 

that organizations must be honest about what programs can and 

cannot do, and must invest deliberately in the categories of 

experience and relationship that produce the greatest development. 

The Absence of Business Context 

Generic leadership programs, those built around universal 

competencies without connection to a specific organization’s 

strategy, culture, and challenges, consistently fail to produce 

behavioral transfer. 

This is what researchers call the transfer problem: learning acquired 

in one environment does not automatically translate to behavior in 

another. When the training room and the workplace feel 

disconnected, when the case studies are from different industries, 

the frameworks do not acknowledge the organization’s specific 

dynamics, and the scenarios bear little resemblance to the 

challenges participants face, the gap between what is learned and 

what is applied becomes very wide. 

The most effective leadership programs are those that are designed 

in close partnership with the organization, use its real challenges as 

development material, and require participants to apply new 

thinking to their actual work between sessions. The learning is 

anchored in the context where behavior change must ultimately 

occur. 
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I once worked with an organization that dramatically improved the 

transfer of learning from its leadership program by making a single 

change: requiring participants to bring a real challenge they were 

currently facing into each session, and spending half of each day 

working on those challenges using the frameworks being taught. 

Program scores improved. More importantly, follow-up surveys 

showed significantly higher rates of behavioral change than 

previous program cohorts had produced. 

Delayed Development 

Many organizations wait until individuals reach senior 

management before investing seriously in their leadership 

development. By then, behavioral patterns are already well 

established and significantly harder to change. 

There is a compelling neurological basis for this concern. Research 

in developmental psychology supports the view that habits of 

thinking and behaving become increasingly entrenched over time. 

The longer a leader has operated in a particular way, by solving 

problems personally, making decisions unilaterally, and managing 

through control rather than empowerment, the more deliberate 

effort is required to build new habits. 

Organizations that begin developing leaders early—creating stretch 

opportunities, encouraging reflection, and providing mentoring 

from the beginning of careers—build fundamentally different 

capabilities than those that wait. They create leaders whose 

developmental orientation is itself a leadership habit, formed early 

and practiced continuously. 

The cost of delayed development is compounded by the pipeline 

problem that Chapter 3 explores in depth: by the time an 

organization realizes it needs more senior leaders, it is already five 

to ten years behind the investment curve. 
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Lack of Reinforcement 

Perhaps the most consistently underestimated factor in the failure 

of leadership development is the absence of environmental 

reinforcement. 

Even when programs are carefully designed and expertly delivered, 

the surrounding organizational environment may actively 

contradict what the program is attempting to create. If leaders are 

told in a workshop that empowerment matters, but their manager 

continues to make every significant decision personally, they receive 

a clear signal about which lesson to take seriously. 

If performance management systems evaluate leaders exclusively on 

short-term results and never on how well they develop others, the 

organization communicates through its most powerful structural 

mechanism that development is secondary. 

If senior leaders do not model the behaviors that programs 

advocate, if they do not reflect openly, do not admit uncertainty, 

and do not create space for challenge and honest feedback, the gap 

between what the organization says and what it does becomes 

impossible for emerging leaders to ignore. 

This pattern points to a fundamental insight: leadership 

development cannot be the responsibility of the Learning and 

Development function alone. It must be embedded in how the 

entire organization operates. 

A More Honest Conversation 

The failure of leadership development is rarely about the quality of 

programs. It is almost always about the system around the program: 

the culture that reinforces or undermines its intentions, the 

experiences that anchor or erase its lessons, and the relationships 
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that sustain or abandon the developing leader once the program 

ends. 

The organizations that develop leaders effectively are not those with 

the best programs. They are the ones that have created the most 

complete development ecosystems: environments in which 

experience, feedback, reflection, and relationship combine to 

produce continuous and compounding growth. 

Building that ecosystem is harder than designing a program. It 

requires sustained leadership commitment, organizational 

patience, and a willingness to measure what matters rather than 

what is convenient. 

But it produces something that no program alone can produce: 

leaders who are not simply more knowledgeable, but genuinely 

more capable. 

Reflection Insight: Think about the most significant leadership 

development investment your organization has made in the past three 

years. What percentage of that investment went into programs? What 

percentage went into designing richer experiences, building coaching 

cultures, and creating environments that reinforce development? 

What does the answer tell you? 
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Chapter 3 

The Leadership Pipeline Challenge 

Several years ago, I had a candid conversation with the head of a 

large business unit about succession planning. 

“We have talented people,” he said. “But they are not ready yet.” 

I have heard this sentence, or a variation of it, in almost every 

organization I have worked with. It captures one of the most 

persistent and consequential challenges in contemporary 

organizational life: the gap between the talent that exists and the 

leadership readiness that the organization requires. 

Understanding the Pipeline 

The concept of a leadership pipeline draws on a powerful and 

practical insight: leadership is not a single, uniform capability. It is 

a set of distinct capabilities that look fundamentally different at 

different organizational levels. And the transitions between those 

levels are not automatic, not guaranteed by talent alone, and not 

produced simply by time in role. 

The Leadership Pipeline model developed by Ram Charan, 

Stephen Drotter, and James Noel describes six major leadership 

passages that most leaders must navigate across a career. Each 

passage requires not just new skills but a fundamental reorientation 

of values and priorities. 

The first passage, from managing oneself to managing others, is one 

that many organizations underestimate. High-performing 

individual contributors are promoted into management roles and 

expected to shift, almost overnight, from deriving satisfaction and 
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identity from personal achievement to deriving them from the 

achievement of others. This is not a small adjustment. It is a 

profound psychological transition that many talented people find 

genuinely disorienting. 

Leaders who fail to complete this transition fully become what 

Charan, Drotter, and Noel call ‘clogged passages’ in the pipeline: 

they continue to do the individual work rather than developing 

others, they solve problems their teams should be solving, and they 

inadvertently limit the growth of everyone around them. The 

pipeline becomes blocked not by a lack of talent but by a failure to 

navigate the transition. 

Later passages are equally demanding. Moving from managing 

managers to managing functions requires leaders to work through 

people they may not have hired, managing functions they may not 

have expertise in. Moving from functional leadership to business 

leadership requires the integration of multiple functions with 

competing priorities into a coherent whole. Each transition 

demands capabilities that the previous level did not require and 

that no amount of success at the previous level automatically 

confers. 

Why High Performers Often Struggle 

One of the most counterintuitive and practically important insights 

in pipeline thinking is this: the capabilities that drive success at one 

leadership level can become liabilities at the next. 

The brilliant engineer who solves complex technical problems with 

exceptional speed may find, as a people leader, that the same 

instinct to solve problems personally prevents the team from 

developing its own problem-solving capability. The decisive 

functional leader who drives results through clear direction may 

find, as a business leader, that their preference for fast resolution 
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shuts down the kind of exploratory dialogue that strategic decisions 

require. 

This is not a failure of character or intelligence. It is a failure of 

transition. The individual has not yet updated their definition of 

leadership success to match the requirements of the new level. They 

are applying a map to a territory it was not designed to navigate. 

Understanding this pattern has important implications for how 

organizations develop leaders and how individuals approach their 

own growth. Development at each level must explicitly address not 

only what new skills are required but what old habits and values 

must be relaxed or replaced. This is uncomfortable, identity-level 

work. It cannot be accomplished through a program alone. It 

requires sustained experience in the new role, honest feedback, and 

the kind of deep reflection that Chapter 6 explores. 

The Accelerating Complexity of the Pipeline 

The leadership pipeline challenge is not static. It is becoming more 

demanding with every passing year, for several interconnected 

reasons. 

The pace of organizational change is accelerating. Leaders must 

now navigate continuous transformation: technological, 

competitive, structural, and cultural, as a permanent condition 

rather than an occasional disruption. The playbooks that worked 

in more stable environments are inadequate for environments in 

which the rules of competition change faster than organizations can 

adapt. 

The workforce itself is changing. Multi-generational teams, 

geographically dispersed workforces, the rise of contract and hybrid 

working models, and the increasing diversity of backgrounds, 

values, and expectations among employees all require leaders to 
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exercise a broader and more adaptive range of interpersonal 

capabilities. 

And the nature of leadership authority is changing. In many 

organizations, traditional hierarchical authority is declining in 

effectiveness as knowledge workers, who have more choice about 

where and for whom they work, increasingly choose to follow 

leaders they respect rather than simply leaders who have formal 

power over them. The ability to lead through influence, 

relationship, and genuine credibility is becoming more important 

than the ability to direct through positional authority. 

These changes mean that the pipeline challenge is not simply a 

matter of filling roles. It is a matter of building leaders who can 

navigate genuinely novel challenges with genuine effectiveness, 

leaders who combine technical credibility with human judgment, 

strategic thinking with operational discipline, and the confidence 

to decide with the humility to listen. 

Building the Pipeline Deliberately 

Organizations that build strong leadership pipelines do three things 

consistently that weaker organizations do not. 

They Begin Early 

Strong pipeline organizations do not wait for people to reach 

management level before they begin developing their leadership 

capability. They create leadership experiences, project leadership 

opportunities, cross-functional collaboration, mentoring 

relationships, and structured reflection for high-potential 

individuals from early in their careers. 

This early investment serves two purposes. It builds the 

foundational habits of leadership, including self-awareness, 

comfort with ambiguity, and the ability to influence others, at a 
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stage when they are most easily formed. And it allows the 

organization to identify and differentiate those who have genuine 

leadership potential from those who have technical excellence but 

limited inclination to lead. 

They Design Transitions, Not Just Roles 

Rather than simply placing individuals into new roles and hoping 

for the best, strong pipeline organizations explicitly design the 

transitions between levels. They identify the specific capability 

shifts that each transition requires. They create development plans 

that address those shifts directly. They provide mentoring and 

coaching support during the transition period, when the risk of 

regression to previous habits is highest. 

One organization I worked with introduced what they called 

“Leadership Transition Conversations”: structured discussions 

between a newly promoted leader and their manager that took 

place at thirty, sixty, and ninety days after the promotion. These 

conversations explicitly examined which old habits the leader was 

finding it hardest to let go, which new capabilities were developing 

most quickly, and what support was needed for the transition to be 

completed successfully. The conversations were not performance 

reviews. They were developmental investments in the transition 

itself. 

They Create Accountability for Development 

The organizations with the strongest pipelines treat the 

development of others as a genuine leadership responsibility, 

measured and rewarded accordingly. Senior leaders are evaluated 

not only on the results their teams deliver but on the capability of 

the leaders they develop. Succession readiness is reviewed at board 

level with the same seriousness as financial performance. 
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When the development of others is treated as optional, as 

something leaders do when they have spare time, rather than as a 

core accountability, the pipeline suffers. When it is treated as non-

negotiable, the pipeline strengthens. 

Reflection Insight: Where is your organization’s leadership pipeline most 

clogged? Which transition is producing the most leadership failures or 

frustrations? What would it mean to treat the transition itself as the 

development opportunity, rather than assuming the role will develop the 

person? 
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Chapter 4 

The Power of Stretch Experiences 

I want to tell you about a manager I worked with who almost turned 

down the most important opportunity of his professional life, and 

I am glad he did not. 

He had been assigned to lead a cross-functional project involving 

seven different teams across three business units. The project was 

strategically important, with significant implications for both cost 

and customer experience. It had a tight deadline and a budget that 

left little room for error. He had been chosen partly because of his 

project management credentials and partly, as he put it with a laugh 

that was mostly genuine and slightly nervous, because no one more 

senior was available. 

At the beginning of the assignment, he felt genuinely unprepared. 

Team members from different functions had different priorities, 

different working styles, and competing interpretations of what 

success looked like. Several early meetings ended without clear 

decisions. At times the project appeared to be on the verge of 

complete derailment. 

Yet over the following months, something extraordinary happened. 

The manager adapted. He learned to listen more patiently to 

perspectives very different from his own. He developed a more 

sophisticated understanding of how organizational politics work. 

He learned how to communicate progress to senior leaders while 

maintaining morale among the people doing the actual work. 

By the time the project concluded, his confidence had grown in 

ways that were visible to everyone who worked with him. Looking 
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back, he described that experience as the single most important 

leadership development opportunity of his career. Not a program. 

Not a coaching engagement. A project that stretched him beyond 

everything he had previously known how to do. 

Why Stretch Works 

This story illustrates one of the most consistently supported insights 

in leadership development research. Leadership capability develops 

through stretch experiences: assignments that challenge individuals 

significantly beyond their current comfort zone, that demand new 

skills, greater responsibility, and the capacity to navigate 

uncertainty without a clear roadmap. 

Research conducted over decades at the Center for Creative 

Leadership has consistently shown that challenging assignments are 

among the most influential sources of leadership learning. Senior 

leaders across industries and geographies frequently identify 

difficult projects, unfamiliar roles, crisis situations, and high-stakes 

decisions as the experiences that developed their capabilities most 

significantly, far more than any program they attended. 

Stretch experiences are developmentally powerful for a specific 

reason: they create conditions where learning is not optional. 

When individuals face genuinely unfamiliar challenges, they 

cannot rely on existing routines. They must think differently, 

experiment with new behaviors, observe the results, and adjust. 

They make mistakes that carry real consequences. They encounter 

their own limitations in ways that classroom learning never 

produces. And when they succeed or learn effectively from failure, 

they emerge with capabilities that could not have been acquired any 

other way. 

Psychologist Lev Vygotsky’s concept of the Zone of Proximal 

Development helps explain the mechanism. Vygotsky proposed 
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that learning is most productive when it occurs in the zone between 

what a person can do independently and what they can do with 

support. Too far below this zone, and no development occurs; the 

task is too familiar to require new thinking. Too far above it, and 

the person is overwhelmed rather than stretched. The most 

developmentally productive experiences sit precisely in this zone: 

challenging enough to require new thinking and new behavior, 

supported enough to allow learning rather than simply producing 

failure. 

The Anatomy of an Effective Stretch Assignment 

Not all challenging experiences produce positive development. The 

effectiveness of stretch assignments depends significantly on how 

they are designed and supported. 

Challenge at the Right Level 

The assignment must be genuinely unfamiliar; it must require 

capabilities the individual does not yet have fully formed. But it 

must not be so far beyond current capability that it becomes 

primarily an experience of failure without the conditions for 

learning. Calibrating this level requires a genuine understanding of 

the individual’s current capability and developmental edge, not just 

their track record of past performance. 

Real Stakes 

The assignment must matter. It must carry genuine organizational 

consequence: a real project, a real team, a real outcome that the 

organization cares about. Simulated stretch experiences, 

development exercises designed to look like real work but insulated 

from real consequences, produce limited development. The 

learning that comes from accountability for outcomes that 

genuinely matter cannot be replicated in a low-stakes environment. 
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This is one reason why the most effective stretch assignments 

involve real organizational work rather than development exercises. 

The developmental value and the business value are not in 

competition; they are the same thing. 

Adequate Support 

Leaders undertaking stretch experiences benefit significantly from 

the guidance of experienced mentors who can provide perspective 

without rescuing. The distinction is important. Good support in a 

stretch experience does not remove the challenge that would 

eliminate the developmental benefit. It helps the developing leader 

understand the situation more clearly, surfaces questions they have 

not thought to ask, and offers perspective drawn from experience 

navigating similar challenges. 

One of the most common ways that organizations inadvertently 

undermine stretch assignments is by providing so much support 

that the assignment ceases to be genuinely stretching. When a 

senior leader steps in to solve every difficult problem the developing 

leader faces, the developing leader learns that difficult problems get 

escalated rather than solved. The lesson is the opposite of what was 

intended. 

Structured Reflection 

Experience alone, even when it is challenging and consequential, 

does not guarantee learning. Reflection is the mechanism through 

which experience is converted into insight. Leaders who regularly 

and deliberately reflect on their stretch experiences, what worked, 

what did not, what they would do differently, and what they are 

learning about themselves, develop significantly more rapidly than 

those who move from one experience to the next without pausing 

to extract meaning from what they have lived through. 
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Chapter 6 explores the practice of reflection in depth. For now, it 

is enough to note that without it, stretch experiences are wasted. 

The event occurs. The learning does not. 

What This Means for Leaders 

If stretch experiences are the most powerful source of leadership 

development, then the single most important developmental action 

any leader can take is to create stretch experiences for the people 

around them. 

This means resisting the instinct to assign important work to the 

most experienced or most capable person available, and instead 

asking: who in my team could grow from leading this? It means 

tolerating the short-term inefficiency of allowing someone less 

experienced to struggle with a challenge that a more experienced 

person could resolve more quickly. And it means providing the 

support and reflection that converts the struggle into growth. 

When leaders make this choice consistently and deliberately, they 

become something more than effective operators. They become 

developers of people. And that transition, explored in depth in 

Chapter 8, is the transition that produces leadership 

multiplication. 

Reflection Insight: What is the most significant stretch experience you 

have created for someone on your team in the past twelve months? What 

did they learn from it that they could not have learned in a training 

program? What stopped you from creating more opportunities like this, 

and what would need to change? 
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Chapter 5 

Learning in the Flow of Work 

Several years ago, I had a conversation with a senior leader about 

the leadership development programs in his organization. 

His organization invested substantially in formal development. 

Managers attended multi-day leadership workshops. A 

sophisticated online learning platform provided hundreds of 

courses. Executive coaches worked with the most senior leaders. By 

most external measures, the commitment to leadership 

development was exemplary. 

Yet he raised a concern with the kind of quiet directness that comes 

from years of careful observation. 

“Most of our learning happens after the program ends,” he said. 

“When people actually start dealing with real leadership 

challenges.” 

He had identified something important, not as a criticism of his 

programs, but as an observation about where the real work of 

development occurs. 

Where Development Actually Happens 

Leadership development does not happen primarily in classrooms, 

training rooms, or online learning platforms. 

It happens in the everyday work of leading teams, solving problems, 

navigating ambiguity, managing relationships, and making 

decisions that matter. It happens when a leader must give difficult 

feedback to a colleague they respect. It happens when a project hits 

an unexpected obstacle and the team looks to the leader for 
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direction. It happens in the thousand small moments each week 

that determine whether a team is growing or stagnating. 

This insight is increasingly described as learning in the flow of 

work: the idea that the most powerful learning occurs not when it 

is separated from work and scheduled as a special activity, but when 

it is integrated into the daily experience of doing the work itself. 

Several decades of research support this perspective. Scholars 

including Chris Argyris and Donald Schön have explored how 

professionals learn through reflection during practice. Their 

landmark work on double-loop learning described how individuals 

not only solve immediate problems but also examine the 

underlying assumptions and mental models that shape their 

decisions. This deeper form of learning, the kind that produces 

genuine behavioral change, occurs most naturally and most 

powerfully in real work environments, not in training rooms. 

The difference between a simulated leadership challenge and a real 

one is not merely a matter of intensity. It is a matter of 

consequence. In a simulation, mistakes have no lasting impact. 

Participants know they are being observed. The pressure is 

temporary. 

In a real leadership situation, decisions affect people’s careers, 

livelihoods, and wellbeing. Mistakes can damage relationships and 

erode trust in ways that take months or years to repair. And there 

is no facilitator to debrief the experience and extract neat lessons at 

the end of the day. The leader must do that work themselves, or it 

does not get done. 

This is why real work produces what simulations cannot: practical 

wisdom. The ability to read complex human situations accurately, 

to balance empathy with accountability, to communicate clearly 

under pressure, and to maintain trust while making decisions that 

disappoint some people. These capabilities are fundamentally 
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difficult to develop in isolation from the situations that demand 

them. 

Building Learning Into Work 

Learning in the flow of work is not a passive process. It does not 

happen automatically simply because people are doing challenging 

work. It requires deliberate design: structures and habits that create 

the conditions for reflection, peer learning, and intentional 

experimentation within the context of real work. 

Embedded Reflection 

The most straightforward mechanism for building learning into 

work is the embedding of brief, structured reflection into regular 

work rhythms. After-action reviews following significant projects, 

developmental questions in one-on-one conversations, and 

deliberate pauses at the end of major decisions create the moments 

of reflective observation that Kolb’s learning cycle requires. 

These do not need to be long. Many of the most effective embedded 

reflection practices I have observed involve three questions, asked 

consistently: What worked? What would I do differently? What am 

I learning about myself or my team from this experience? The 

consistency matters more than the duration. A daily five-minute 

reflection practiced every day is worth far more, developmentally, 

than an occasional two-hour workshop. 

Peer Learning 

Leaders often gain as much insight from colleagues facing similar 

challenges as they do from formal instruction. Peer learning 

structures, small groups of leaders who meet regularly to share 

challenges, offer observations, and hold each other accountable 

create a form of collaborative reflection that neither individual 

reflection nor expert instruction can fully replicate. 
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The peer group brings perspectives that the individual cannot 

generate alone. It provides the kind of honest, experience-grounded 

feedback that formal programs rarely produce. And because the 

relationships within a peer group are reciprocal rather than 

hierarchical, they create the psychological safety that enables 

genuine honesty. 

One financial services organization I worked with introduced what 

they called “Leadership Learning Circles,” groups of five to six 

managers who met fortnightly for sixty minutes to discuss a real 

leadership challenge one of them was facing. The groups were 

lightly facilitated and required no formal preparation. Post-

program reviews eighteen months later consistently rated these 

circles as more valuable than the formal program elements that had 

accompanied them. 

Encouraged Experimentation 

Organizations that excel at learning in the flow of work create 

cultures where trying new approaches and learning from the results 

is genuinely valued rather than merely tolerated. Leaders are 

encouraged to experiment with new leadership behaviors, to share 

what they tried and what they learned, and to treat their own 

development as an ongoing and visible practice rather than a 

private remedial project. 

This culture cannot be created through exhortation alone. It is 

created through the visible behavior of senior leaders, who model 

experimentation and honest learning from their own experience. 

When the most senior people in an organization talk openly about 

what they are working on developmentally, what they have tried 

and found difficult, and what they would do differently, they give 

permission for everyone else to do the same. 
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The Complementary Roles of Formal and Experiential 

Learning 

Learning in the flow of work does not make formal learning 

programs unnecessary. It makes them more effective. 

Formal programs provide the conceptual frameworks that make 

sense of experience. They give leaders language for patterns they 

have observed but not yet named. They expose people to ideas and 

research that they might not encounter in their daily work. And 

they create shared understanding and vocabulary among groups of 

leaders who work together. 

The most effective organizations treat formal learning and 

experiential learning not as alternatives but as two complementary 

elements of a single developmental ecosystem. Formal learning 

provides the conceptual tools; real work provides the conditions in 

which those tools are used, tested, refined, and truly understood. 

The programs that produce the greatest behavioral change are those 

designed with this integration in mind: action learning projects 

embedded within formal cohorts, application assignments between 

sessions, and structures for participants to share what they have 

tried and learned between program touchpoints. 

When this integration is achieved, the gap between the training 

room and the real world, the gap that produced that manager’s 

honest comment at the beginning of Chapter 1, begins to close. 

Reflection Insight: How much of the real learning in your organization 

happens by design, and how much happens by accident? What one 

practice could you introduce in the next thirty days that would make 

developmental learning more deliberate in the everyday work of your 

team?  
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Chapter 6 

The Role of Reflection 

Let me tell you about a conversation I remember well, not because 

it was dramatic, but because of what surfaced when we finally 

slowed down enough to look at it properly. 

A conflict had developed between two of his most capable team 

members. Their working relationship had deteriorated over several 

months, and the tension had begun to affect the broader team. He 

had eventually intervened, facilitating a series of conversations that 

resolved the immediate conflict. By objective measures, the 

situation had improved. 

But he remained uncertain whether he had handled it as well as he 

could have. 

It would have been easy and entirely understandable to move on. 

His calendar was full. There were other things to discuss. But we 

paused instead. We stayed with it. 

As he worked through the questions, new insights began to emerge, 

some of them uncomfortable. He realized that he had initially 

avoided intervening because he had hoped the conflict would 

resolve itself, a hope that was partly genuine and partly a way of 

avoiding a difficult conversation he felt uncertain about. By the 

time he eventually intervened, the disagreement had already 

escalated in ways that made resolution significantly more difficult. 

None of these insights had emerged from the experience itself. 

They emerged from reflection on the experience. Without that 

structured pause, the situation would have been managed, filed 
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away, and forgotten. With it, it became a source of genuine learning 

about his own patterns as a leader. 

Why Reflection Is Non-Negotiable 

Reflection transforms experience into learning. In the domain of 

leadership development, that transformation is not a luxury. It is a 

necessity. 

Leaders accumulate experiences continuously. They lead meetings, 

resolve conflicts, make decisions, give feedback, navigate 

organizational politics, and guide teams through uncertainty. Each 

of these interactions is, in principle, an opportunity for 

development. 

But without reflection, most of these opportunities pass without 

producing meaningful insight. The experience is had, the outcome 

is reached, and life moves on. The same patterns of behavior, the 

same unconscious biases, the same habitual responses emerge again 

in the next similar situation. 

David Kolb’s experiential learning cycle helps explain why 

reflection is so critical. Kolb proposed that effective learning moves 

through four stages: concrete experience, reflective observation, 

abstract conceptualization, and active experimentation. Reflection 

is the second stage, but it is arguably the most important, because 

without it the cycle breaks down. Experience does not become 

conceptual understanding. Insight does not become changed 

behavior. 

The implication is stark: leaders who are too busy to reflect are 

leaders who are too busy to learn. And leaders who do not learn 

will reach their developmental ceiling faster than their potential 

would otherwise dictate. 
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What Reflection Develops 

Through sustained and disciplined reflection, leaders develop 

several capabilities that cannot be acquired through any other 

means. 

Pattern Recognition 

Individual leadership experiences, examined in isolation, often 

seem unique and specific. Reflected upon over time, they reveal 

recurring patterns: the tendency to avoid difficult conversations 

until they escalate, the habit of seeking consensus even when 

decisive action is required, the instinct to protect the team from 

senior scrutiny rather than using it as a development opportunity. 

These patterns are invisible in the moment. They become visible 

only through the sustained, honest examination of experience over 

time. Leaders who practice regular reflection develop an 

increasingly sophisticated map of their own leadership tendencies, 

a map that allows them to intervene in their own habits before 

those habits create avoidable problems. 

Self-Awareness 

Research conducted by organizational psychologist Tasha Eurich 

suggests that leaders with high self-awareness tend to build stronger 

relationships, make better decisions, manage their emotions more 

effectively, and lead more successfully by virtually every measure. 

Only fifteen percent of people, her research found, are truly self-

aware by any meaningful definition, a sobering finding given how 

confident most people are in their own self-understanding. 

Reflection is one of the most reliable pathways to developing 

genuine self-awareness. But Eurich’s research offers an important 

nuance: not all forms of reflection are equally effective. 

Introspection that focuses on why questions—why did I react that 
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way? why do I feel this?—often produces rumination rather than 

insight. What questions—what did I do? what was I thinking? what 

could I try differently?—tend to produce more actionable and less 

emotionally fraught insight. 

This distinction has practical implications for how leaders structure 

their reflection practices and how coaches and mentors facilitate 

reflective conversations. 

Reflective Judgment 

Perhaps the most sophisticated capability that reflection develops is 

what might be called reflective judgment: the capacity to evaluate 

one’s own reasoning critically, identify where it went well and 

where it fell short, and generate alternative approaches for the 

future. 

Leaders with strong reflective judgment do not simply replay what 

happened. They examine the quality of their thinking: were my 

assumptions well-founded? did I seek sufficient information before 

deciding? was I influenced by factors I should not have allowed to 

drive the decision? These questions are uncomfortable, but they are 

the questions that distinguish leaders who grow from experience 

from those who simply accumulate it. 

Making Reflection a Practice 

Despite its importance, reflection is consistently one of the most 

neglected practices in organizational leadership. Leaders operate 

under intense and continuous pressure. The expectation of 

responsiveness leaves little space for the kind of quiet, sustained 

examination that genuine reflection requires. 

Yet even brief, structured moments of reflection can produce 

significant insight. Several practical approaches work well. 
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Leadership journals, brief written observations about significant 

decisions, conversations, and outcomes force a level of clarity and 

honesty that mental reflection alone sometimes cannot achieve. 

The act of writing makes the implicit explicit. Patterns that were 

invisible when experienced become legible on the page. 

End-of-day or end-of-week reflection questions, asked consistently, 

create the habit of reflective attention: What leadership moment 

mattered most today and why? Where did I act in alignment with 

my values and where did I not? What would I do differently if I had 

this moment again? 

Mentoring and coaching conversations create particularly valuable 

reflection opportunities because they introduce the perspective of 

someone outside the leader’s immediate situation. A skilled mentor 

or coach asks questions that the leader has not thought to ask 

themselves, illuminating dimensions of experience that would 

otherwise remain hidden. 

And perhaps most importantly, leaders who create space for 

reflection within their teams, who end meetings with a brief review 

of what worked and what was learned, and who create safety for 

honest post-project examination build team reflection habits that 

compound over time into genuine organizational learning. 

Reflection Insight: When did you last examine a significant leadership 

experience with genuine honesty, not to justify what you did, but to 

understand it? What reflection practice, however small, could you 

commit to this week? What might you discover about your own patterns 

that you have not yet had the space to see? 
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Chapter 7 

The Leadership Environment 

A talented manager once raised a question during a leadership 

forum that I have thought about many times since. 

“Why do some organizations develop strong leaders consistently, 

while others with equally talented people struggle to do so?” 

The question points to something that many talent and 

development professionals know intuitively but find surprisingly 

difficult to act on: leadership development is not only about 

individuals. It is about the environments in which individuals 

operate. And environments are designed, whether deliberately or 

by default, by the leaders who inhabit them. 

Environment as the Hidden Curriculum 

I once asked a group of senior leaders in a workshop to imagine 

that a new joiner, smart, observant, and paying close attention, had 

spent their first ninety days watching rather than doing. What 

lessons would that person have learned? Not from the induction 

program. Not from the values poster in the lobby. But from what 

they actually saw happening around them day after day. What gets 

rewarded? What gets punished? What happens to people who take 

risks and fail? What happens to people who challenge their seniors? 

What does success look like, and what does career limitation look 

like? 

The room went quiet. Because everyone knew what the honest 

answer was. The unwritten curriculum—what the organization 

actually teaches people about how to behave if they want to get 
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ahead—is often quite different from the official one. And it is the 

unwritten curriculum that wins. Every time. 

If the hidden curriculum teaches that mistakes damage careers, 

leaders will avoid the risks that development requires. If it teaches 

that honest feedback is dangerous, leaders will avoid the 

conversations that produce growth. If it teaches that developing 

others is admirable but not particularly rewarded, while delivering 

results personally is what actually matters, leaders will invest their 

time accordingly. 

The most carefully designed leadership program in the world 

cannot overcome a hidden curriculum that teaches the opposite of 

what the program advocates. This is why the leadership 

environment—the culture, systems, expectations, and relationships 

that surround leaders every day—is not a soft background factor in 

leadership development. It is the primary context in which all 

development either flourishes or withers. 

Psychological Safety: The Foundation 

The concept of psychological safety, introduced and rigorously 

researched by Harvard Business School professor Amy 

Edmondson, has become one of the most important frameworks 

for understanding why some teams and organizations learn 

effectively while others do not. 

Edmondson defines psychological safety as a shared belief within a 

team that individuals can express ideas, ask questions, admit 

mistakes, and take interpersonal risks without fear of punishment 

or humiliation. Her research, conducted across hospitals, 

technology companies, financial services firms, and many other 

contexts, has consistently shown that teams with high psychological 

safety learn more effectively, innovate more successfully, and 

perform at higher levels over time. 
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In the context of leadership development, psychological safety is 

critical for a fundamental reason: development inherently requires 

the willingness to operate at the edge of current capability. And 

operating at the edge of current capability means making mistakes. 

A leader who is psychologically safe is willing to take on the 

challenging assignment that might not go smoothly. They are 

willing to give honest feedback even when it is uncomfortable. They 

are willing to admit uncertainty rather than project false 

confidence. And they are willing to ask for help rather than pretend 

they have answers they do not have. 

A leader who is not psychologically safe will do none of these 

things. They will manage conservatively, optimize for the 

appearance of competence, avoid the risks that development 

requires, and develop slowly if at all. 

But Edmondson’s research offers an important nuance that is often 

lost in popular discussion of psychological safety. Psychological 

safety is not the same as comfort or absence of challenge. The 

highest-performing teams she studied combined psychological 

safety with high performance standards. They were teams in which 

people felt safe to be honest precisely because they were held to 

genuinely high standards. The safety was not from accountability. 

It was the safety to be honest about where things stood. 

What Leaders Do That Shapes the Environment 

The leadership environment is not created by HR policies or 

organizational values statements. It is created by the daily behavior 

of leaders at every level. Several specific behaviors have an outsized 

impact on the development climate. 
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How Senior Leaders Respond to Failure 

Nothing shapes the development environment more powerfully 

than what happens when something goes wrong. When senior 

leaders respond to mistakes with blame, public criticism, or career 

consequences, they send a signal that echoes throughout the 

organization for years: do not take risks. Do not be honest about 

problems. Do not admit difficulty. 

When senior leaders respond to well-intentioned mistakes with 

curiosity, honest examination of what happened, and support for 

the person who made the mistake, they send an equally powerful 

but very different signal: we are more interested in learning than in 

blame. We understand that the edge of capability is where mistakes 

happen. And we trust people enough to let them learn from their 

experience. 

The most powerful version of this signal is when senior leaders 

share their own significant failures honestly, not as cautionary tales 

with comfortable moral lessons, but as genuine accounts of 

decisions that did not work out, the reasoning behind them, and 

what was learned. This kind of vulnerability, when it is authentic 

rather than performed, creates permission for everyone else to be 

honest too. 

Whether Feedback Flows Freely 

Organizations where feedback flows freely, honestly, and 

constructively in all directions create powerful development 

environments. This is not simply a matter of having a feedback 

culture in the abstract. It requires leaders who actively seek 

feedback from their teams, who receive it non-defensively, and who 

visibly act on what they hear. 

When senior leaders ask their teams, “What am I doing that is 

getting in your way?” and mean it, when they create forums in 
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which honest input is genuinely welcome and not subsequently 

penalized, they model the feedback receptiveness that they are 

trying to build throughout the organization. 

The failure mode is common and worth naming: leaders who say 

they want honest feedback but respond to it with defensiveness or 

subtle retribution. Every such response teaches the organization 

that the stated appetite for feedback is not real, and it takes many 

years and many consistent contradictory experiences to undo that 

lesson. 

Whether Development Is Modeled 

The most powerful signal a senior leader can send about the value 

of development is to be visibly engaged in their own. When leaders 

talk openly about what they are working on, what they find 

difficult, and what they are learning from their current challenges, 

they normalize development as an ongoing leadership expectation. 

When leaders are never observed learning, when they always appear 

to have the answer, never admit uncertainty, and treat their own 

practices as perfected rather than evolving, they inadvertently 

communicate that leadership development is something that 

happens to people who are not yet good enough, not something 

that characterizes all effective leaders. 

Designing the Environment Deliberately 

The leadership environment is not fixed. It is designed, or allowed 

to design itself, by default. Organizations that take environment 

seriously make deliberate choices about the structures, norms, and 

behaviors they will establish and reinforce. 

They create forums for honest dialogue: leadership teams that 

regularly examine their own effectiveness, not just the effectiveness 

of their strategies. They design performance management systems 
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that evaluate how well leaders develop others, not only the results 

they deliver. They create recognition practices that celebrate 

developmental leadership, not only business achievement. And 

they hold senior leaders accountable for the environments they 

create within their own teams because those environments, 

aggregated across the organization, are the organizational culture. 

The environment cannot be purchased. It cannot be imported 

through a consultant. It can only be built, slowly and consistently, 

through the deliberate and sustained choices of leaders who 

understand that how they behave shapes what everyone around 

them believes is true about this organization. 

Reflection Insight: What does the hidden curriculum in your 

organization teach people about leadership? If a new joiner watched 

carefully for their first ninety days, what lessons would they learn—not 

from the induction program, but from what they actually observe? Are 

those the lessons you would choose to teach? 
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Chapter 8 

From Leader to Leadership Builder 

Several years ago, I had the opportunity to spend time with a senior 

executive who had built what I still consider one of the strongest 

leadership teams I have encountered in two decades in this field. 

He had been in his role for twelve years. During that time, an 

impressive number of people had grown under his guidance and 

gone on to lead large divisions, global functions, and entire 

organizations. When asked about his leadership philosophy, he 

offered a response that was deceptively simple. 

“My job is not to be the best leader in the room,” he said. “My job 

is to make sure there are many leaders in the room.” 

That statement is easy to quote and hard to live. Most leaders, if 

they are honest, measure their success primarily by what they 

personally achieve. This is understandable. It is also, at a certain 

level of leadership, increasingly limiting. 

The Three Stages of Leadership Identity 

It is useful to think about leadership identity as evolving through 

three broadly recognizable stages, each representing a 

fundamentally different relationship between a leader and their 

work. 

Stage One: The Individual Contributor 

At this stage, the leader’s primary source of value, identity, and 

satisfaction is their own performance. They are the best analyst, the 

strongest engineer, the most productive salesperson. Their 



Building Leaders Who Build Leaders 

47 

capabilities are personal. Their results are individual. Their success 

is measured by what they personally produce. 

This stage is necessary and valuable. Organizations need individuals 

who can deliver excellent work through their own effort and 

expertise. And the skills and habits formed at this stage, such as 

intellectual rigor, attention to detail, personal accountability, and 

the drive to produce high-quality work, are genuinely important 

foundations for later leadership. 

But they are foundations, not destinations. 

Stage Two: The Team Leader 

At this stage, the leader’s primary source of value shifts from 

personal performance to team performance. Success is no longer 

measured by what they personally produce but by what their team 

achieves together. This requires a fundamental shift in how time is 

spent, where attention is directed, and what leadership satisfaction 

looks like. 

The transition is more difficult than it appears, for reasons explored 

in Chapter 3. Many technically excellent leaders find themselves 

drawn back to the comfort of individual contribution, solving 

problems personally rather than developing others’ capacity to 

solve them. The team leader who is the best individual contributor 

in their team has failed the transition. 

Successfully completing this stage requires leaders to derive genuine 

satisfaction from others’ development and success—to feel as proud 

of a team member’s breakthrough as they would have felt, at an 

earlier stage, about their own. 

Stage Three: The Leadership Builder 

At this stage, the leader’s primary contribution is not their own 

performance, or even their team’s performance. It is the 
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development of the leaders who will lead the organization into the 

future. 

Leadership builders do not focus primarily on delivering 

outcomes. They focus systematically and intentionally on 

strengthening the capability of the people around them. They 

invest their discretionary time in coaching team members 

through difficult challenges. They create opportunities for 

emerging leaders to take on significant responsibilities. They step 

back from decisions they could make quickly themselves in order 

to create the conditions where others must step forward and 

develop the judgment that leadership requires. 

Over time, teams led by genuine leadership builders become 

exponentially stronger, because leadership capability multiplies 

rather than remaining concentrated. 

Jim Collins, in his landmark research on organizational 

excellence, identified what he called Level 5 leadership as 

characterized by a combination of personal humility and fierce 

professional will—leaders who focus not on their own 

recognition or legacy, but on building organizations and teams 

that will outlast and outperform them. The leadership builder 

represents Collins’s Level 5 in developmental terms: a leader 

who defines success not by what they personally achieve but by 

what the people they have developed go on to achieve. 

What Makes the Transition Difficult 

The transition to leadership builder is one that many leaders aspire 

to but few fully complete. Several forces consistently make it 

difficult. 
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The Identity Investment in Personal Performance 

For most leaders who have reached senior levels, personal 

performance has been the engine of their careers. It has been 

rewarded, recognized, and praised. It has been central to how they 

understand themselves. Shifting from “I am valuable because of 

what I produce” to “I am valuable because of what I help others 

produce” requires a genuine identity adjustment that cannot be 

achieved simply through intellectual agreement. 

Leaders must experience the satisfaction of developing others. They 

must genuinely feel it, not merely understand it abstractly, before 

the identity transition becomes sustainable. This is one reason why 

early positive experiences of mentoring and coaching others are so 

important: they create the experiential foundation for the identity 

shift that leadership building requires. 

The Organizational Pressure to Deliver 

Even leaders who are genuinely committed to developing others 

face powerful organizational forces that pull them back toward 

personal performance. Quarterly targets must be met. Senior 

leaders want answers, not questions. Clients expect the most senior 

person in the room to lead the work personally. 

Leadership builders learn to navigate these pressures without 

abandoning their developmental orientation. They learn to hold 

both priorities at once: delivering results while creating the 

conditions in which others grow by helping to deliver them. This is 

not always comfortable, and it is not always perfectly efficient. But 

leaders who lose their developmental orientation every time 

performance pressure rises will never fully make the transition. 
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The Difficulty of Watching Others Struggle 

Perhaps the most viscerally difficult aspect of leadership building is 

the experience of watching a developing leader struggle with a 

challenge that the more experienced leader could resolve in 

minutes. The instinct to step in, to help, to spare the developing 

leader from difficulty, is genuine and comes from a good place. 

But it is the wrong response. The difficulty is not a problem to be 

removed. It is the development. When leaders step in too quickly, 

when they solve the problem before the developing leader has had 

the opportunity to find their own way, they take the learning with 

them. The most important skill of the leadership builder is 

knowing when to wait, how to support without rescuing, and how 

to be present for the developing leader’s struggle without 

eliminating it. 

Reflection Insight: At which stage of leadership identity do you currently 

spend most of your time? What would it look like to spend significantly 

more time as a leadership builder? What specific behavior would change, 

and what would you have to let go of to make that shift? 
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Chapter 9 

Coaching as a Leadership Capability 

Here is a situation that almost every leader I have worked with has 

experienced, in one form or another. 

One of a manager’s most technically capable team members was 

consistently creating friction in team meetings. The individual had 

excellent analytical skills and a track record of sound judgment, but 

when colleagues proposed approaches different from his own, he 

responded with a directness that others experienced as 

dismissiveness. Meetings were becoming tense. Collaboration was 

suffering. 

The manager’s initial instinct was to solve the problem directly: to 

tell the employee precisely what behaviors needed to change and to 

monitor subsequent meetings for improvement. 

Instead, during a one-to-one conversation, he tried a different 

approach. Rather than providing immediate feedback and 

instruction, he began with questions. 

“What do you think is happening during these discussions? How 

do you think others might be experiencing the conversations? What 

would a more productive version of these meetings look like from 

your perspective?” 

The conversation unfolded gradually. As the employee reflected on 

these questions, he began to recognize patterns in his own behavior 

that he had not previously examined. He understood, perhaps for 

the first time, that his desire to move quickly toward what he 

perceived as the best solution was sometimes causing him to shut 
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down the very conversations that might have produced an even 

better one. 

The insight did not emerge from instruction. It emerged through 

reflection, guided by questions. And because the insight was his 

own, because he had arrived at it himself, he felt a sense of 

ownership that instruction alone rarely produces. 

Coaching Is Not a Specialized Skill 

Coaching is frequently misunderstood as a specialized practice 

reserved for professional coaches, executive coaches, or trained HR 

practitioners. This misunderstanding has significant consequences. 

It places the practice outside the reach of most leaders, positions it 

as something that happens in formal engagements rather than 

everyday conversations, and allows leaders to believe that they are 

not responsible for creating the reflective, inquiry-driven 

interactions that coaching produces. 

In reality, coaching, understood as the practice of helping others 

develop insight, capability, and ownership through thoughtful 

questions and genuine dialogue rather than through instruction, is 

one of the most important capabilities any leader can possess. And 

it is a practice that can be developed and exercised in the ordinary 

interactions of leadership: in one-to-ones, in project conversations, 

in team meetings, and in the moment when a team member arrives 

with a problem and waits for the leader to solve it. 

The choice between telling and asking is a choice that every leader 

makes dozens of times each day. And the cumulative impact of that 

choice, made consistently over months and years, is one of the 

primary determinants of whether a team develops its own capability 

or remains dependent on the leader’s. 
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The Coaching Conversation: Structure and Deeper Intention 

The GROW model, which stands for Goal, Reality, Options, and 

Will, is perhaps the most widely known coaching framework in 

organizational settings. Developed in the 1980s and closely 

associated with Sir John Whitmore, it provides a practical structure 

for coaching conversations. 

The model moves through four stages: establishing the Goal (what 

the individual wants to achieve), examining Reality (understanding 

the current situation honestly), exploring Options (generating 

possible approaches), and establishing Will (committing to a 

specific course of action). 

The value of the model lies not in its steps but in its underlying 

philosophy. The most important aspect of the GROW framework 

is not the sequence of questions but the orientation of the leader 

using it. A leader who asks GROW questions while privately 

knowing the answer they want the coachee to reach is not coaching. 

They are directing through the pretense of inquiry. The coachee 

will often sense this, and the psychological safety and ownership 

that genuine coaching produces will not materialize. 

Genuine coaching requires the leader to hold genuine uncertainty 

about what the right answer is or to be genuinely willing to follow 

where the coachee’s thinking leads, even if it leads somewhere 

different from where the leader would have gone. This is harder 

than it sounds. It requires the suspension of the expert instinct that 

has driven most leaders’ careers to this point. 

But when it is achieved, the results are qualitatively different from 

anything that directive management can produce. The coachee 

develops thinking, not just answers. They develop capability, not 

just compliance. And they develop the ownership and initiative 

that make teams genuinely self-directing over time. 
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What Coaching Develops 

Critical and Independent Thinking 

Employees who regularly engage in reflective coaching 

conversations develop stronger analytical capabilities over time. 

When leaders consistently ask questions that require people to 

examine situations from multiple perspectives, analyse underlying 

causes, and think through consequences before acting, they are 

building the kind of independent thinking that distinguishes 

effective leaders. 

This is, in a real sense, how thinking is transferred. Not by 

downloading conclusions from the leader’s mind to the team 

member’s, but by creating conditions in which the team member 

develops the habit of generating conclusions themselves. 

Genuine Ownership 

When individuals generate their own solutions through a coaching 

process, they feel genuine responsibility for implementing those 

solutions. This is fundamentally different from compliance, doing 

what has been instructed because it was instructed. 

Compliance is fragile. It depends on the leader continuing to 

provide direction. Ownership is robust. It generates initiative, 

creativity, and sustained effort that the leader does not need to 

constantly reinstate. 

Organizations that have built coaching cultures in which the habit 

of asking questions rather than providing answers is widespread 

consistently report higher levels of initiative, lower levels of 

escalation, and a greater sense of individual agency among their 

people. These are not soft outcomes. They are competitive 

advantages. 
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The Capacity to Develop Others 

Perhaps the most important thing that coaching develops, over 

time, is the capacity to coach. Leaders who have been genuinely 

coached, who have experienced the power of being asked good 

questions, of arriving at their own insights, of being trusted to find 

their own way, tend to become better coaches themselves. 

This is the mechanism of the multiplier effect at the most granular 

level. The coaching relationship itself becomes a model. The 

coachee, having experienced its impact, begins to replicate the 

practice with their own team. And in this way, the coaching 

orientation spreads through the organization not through training 

programs but through lived experience of its power. 

Reflection Insight: Think about the last three times you gave advice or a 

directive answer to a team member who came to you with a problem. 

What would have happened if you had responded with a question 

instead? What might they have discovered, and what might you have 

learned about their thinking? 

 



Building Leaders Who Build Leaders 

57 

  



Sumesh Khatua 

58 

Chapter 10 

Creating Opportunities for Growth 

A senior leader once described a simple practice he had adopted 

early in his career that had shaped his entire approach to 

developing people. 

Whenever a significant project or new opportunity emerged within 

his team, he paused and asked himself a question before making 

the assignment. 

“Who in my team could grow from leading this?” 

This question changed everything about how he approached his 

work. Rather than automatically assigning important work to his 

most experienced or most capable team member—the rational 

choice if immediate performance was the only objective—he 

consistently considered how each significant opportunity might 

serve as a developmental experience for someone who needed to 

grow. 

The results, over time, were remarkable. Individuals who had 

previously seemed comfortable but somewhat plateaued in their 

development suddenly found new energy and capability when 

entrusted with real responsibility. They discovered strengths they 

did not know they had. They built confidence that could only come 

from succeeding at something genuinely difficult. 

The Art of Developmental Assignment 

Creating growth opportunities is both simpler and harder than it 

sounds. Simpler because the practice is straightforward: ask, before 

every significant assignment, whether it could serve a 
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developmental purpose for someone who needs to grow. Harder 

because acting on the answer requires accepting costs that are real, 

if temporary. 

The cost is efficiency. When an emerging leader takes on a project 

that an experienced leader could complete more quickly and 

reliably, the organization accepts some performance risk in 

exchange for capability development. This trade-off is the central 

bargain of developmental leadership, and it is one that leaders must 

consciously and repeatedly choose to make. 

Leaders who are unwilling to accept this cost, who always assign 

important work to the most capable person available, will build 

high-performing teams in the short term and leadership-dependent 

teams over time. The capable people around them will not develop, 

because they are not given the experiences that development 

requires. And when those leaders are eventually promoted, leave, 

or retire, the capability they embodied leaves with them. 

Leaders who accept the cost consistently build something very 

different: teams that grow stronger with every challenge, individuals 

whose capability continually expands, and organizations that can 

sustain performance across leadership transitions. 

The Conditions for Effective Growth Opportunities 

Clarity of Developmental Intent 

The most effective developmental assignments are those where 

both the leader and the developing individual understand that the 

assignment has a developmental purpose alongside its business 

purpose. This transparency matters. 

When a developing leader knows that they have been chosen for a 

challenging assignment not primarily because they are the most 

qualified but because the assignment will stretch them in specific 
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ways, they approach it differently. They are more likely to seek 

support rather than pretending they have answers they do not have. 

They are more likely to reflect deliberately on what they are 

learning. And they are more likely to take the risk of asking for 

feedback, because they understand that growth, not merely 

performance, is the objective. 

The conversation that establishes this context, in which the 

leader says clearly, “I am giving you this because I believe you can 

grow into it, and I will support you,” is itself a powerful 

developmental act. It communicates belief in the individual’s 

potential that the individual may not yet feel for themselves. 

Support Without Rescue 

The most difficult calibration in creating growth opportunities is 

the level of support provided. Too little, and the developing leader 

may fail in ways that damage their confidence, the project, or both. 

Too much, and the experience is no longer genuinely stretching. 

The principle is simple but requires discipline: provide enough 

support that the developing leader can think clearly and keep 

moving, but not so much that you are thinking for them. Ask 

questions rather than providing answers. Make yourself available 

without making yourself indispensable. Hold the developing leader 

accountable for the outcomes while providing the safety that comes 

from knowing that genuine effort and honest learning are valued, 

even if the outcomes are imperfect. 

This is not a passive role. It requires active, attentive engagement 

from the leader who is creating the development opportunity, more 

engagement, in some ways, than simply doing the work themselves. 

The leader must track how the developing leader is progressing, 

notice when they are stuck without being told, create space for 
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honest conversation about what is working and what is not, and 

provide the honest feedback that converts experience into insight. 

Visibility and Recognition 

One of the most powerful elements of a well-designed growth 

opportunity is the visibility it provides. When developing leaders 

are given opportunities to present to senior stakeholders, to 

represent the team in important forums, or to lead work that is 

visible across the organization, they build credibility and confidence 

that purely internal development cannot produce. 

This visibility is not simply a reward for past performance. It is itself 

a developmental experience: the experience of being seen, of having 

one’s perspective taken seriously by senior people, of representing 

the team in contexts that carry real weight. It expands the 

developing leader’s sense of what is possible for them, and it signals 

to the broader organization that leadership opportunity is not 

confined to the senior tier. 

A Portfolio View of Development 

The most effective leadership developers think not in terms of 

individual assignments but in terms of developmental portfolios: 

the full set of experiences that a developing leader has access to over 

time, and whether that set provides sufficient range, challenge, and 

progression to produce the capabilities they will need. 

A portfolio approach asks: does this person have experience leading 

others, or only delivering individually? Have they led through a 

crisis, or only through smooth waters? Have they worked across 

functions, or only within their own? Have they had significant 

exposure to senior stakeholders, or only to their immediate 

manager? Have they failed at something consequential, and had the 

opportunity to learn from it? 
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The goal of the portfolio is not to check boxes but to ensure that 

the full range of experiences that leadership development research 

has identified as most powerful—cross-functional challenges, crisis 

leadership, influencing without authority, and recovering from 

failure—are all present in the developing leader’s history. 

Leaders who think in these terms become genuinely strategic about 

development. They plan not only for the next assignment but for 

the sequence of assignments that will produce the capabilities the 

developing leader will need in the roles they are preparing for. 

Reflection Insight: Think about someone on your team with high 

potential. Map their developmental portfolio so far: what types of 

experiences have they had? Where are the significant gaps? What 

opportunity could you create in the next three months that would address 

the most important gap? 
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Chapter 11 

The Leadership Multiplier Effect 

Several years ago, I had the opportunity to observe an organization 

experiencing an unusual phenomenon. 

The organization was growing rapidly. New teams were forming. 

Projects were expanding across multiple geographies. The demand 

for capable leaders was increasing faster than most organizations 

could have met it. 

Yet something different was happening here. As the organization 

grew, leadership capability seemed to be growing with it. Managers 

stepped forward to lead complex initiatives with a confidence and 

competence that belied their relatively limited experience. Team 

members in junior roles demonstrated judgment and initiative 

typically associated with more senior people. When experienced 

leaders were promoted or moved to new roles, strong successors 

appeared to be already in place. 

When I spoke with one of the senior executives about this dynamic, 

he offered an explanation that has stayed with me. 

“We focus heavily on developing our people,” he said. “And the 

leaders we develop focus on developing their teams. It compounds 

over time.” 

He had described, in straightforward terms, what this book calls the 

leadership multiplier effect. 
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Multipliers and Diminishers 

Researcher Liz Wiseman, whose work on Multipliers and 

Diminishers provides one of the most practically useful frameworks 

for understanding leadership impact, found in extensive research 

that leaders cluster into two fundamentally different categories. 

Diminisher leaders, Wiseman found, tend to centralize decision-

making, create dependency, and inadvertently suppress the 

capability of the people around them. They are not, in most cases, 

malicious. Many are highly capable, highly motivated people who 

believe, with genuine sincerity, that they are contributing by 

providing strong direction, making important decisions quickly, 

and maintaining high standards. But the cumulative effect of their 

leadership style is the diminishment of others’ initiative and 

capability. 

Multiplier leaders operate from a fundamentally different 

orientation. They believe that the people around them are more 

capable than they are currently demonstrating. They create 

conditions that draw out and develop that latent capability. They 

ask more than they answer. They trust more than they direct. And 

they hold people accountable for their own thinking and 

development in ways that build rather than erode confidence. 

Wiseman’s research found that Multiplier leaders got, on average, 

twice as much effective output from their teams as Diminisher 

leaders. Not by working harder or demanding more, but by creating 

conditions in which people’s existing capability could be more fully 

expressed and in which that capability could grow. 

The leadership multiplier effect is what happens when Multiplier 

leadership becomes a cultural norm, when it is not the approach of 

a few exceptional individuals but the standard practice of leaders 

throughout the organization. 
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How the Multiplier Effect Compounds 

The power of the leadership multiplier effect lies in its 

compounding nature. Unlike linear development, in which one 

program develops one leader who then performs better personally, 

multiplicative development spreads through relationships in a self-

reinforcing pattern. 

A leader develops several individuals with intentionality and 

genuine care. Those individuals become leaders themselves, 

carrying with them both the capabilities they have developed and, 

crucially, the developmental orientation they have experienced. 

They begin developing others. Their successors develop still more. 

Over time, leadership capability spreads throughout the 

organization not through formal programs or talent management 

processes alone, but through the accumulated effect of thousands 

of individual developmental interactions. 

The mathematics of this compounding are extraordinary. If a single 

leader develops five people who each in turn develop five more, a 

single act of genuine developmental leadership touches twenty-five 

people in the second generation and one hundred and twenty-five 

in the third. The ripples of one leader’s investment in others spread 

far beyond what that leader could directly observe. 

This is not merely a theoretical construct. It is an observable 

organizational phenomenon. Organizations where the multiplier 

effect is operating have measurably different talent profiles from 

those where it is not: deeper succession benches, higher rates of 

internal promotion, lower attrition among high-potential 

employees who feel they are growing, and greater organizational 

agility because capable leadership exists at many levels rather than 

being concentrated at the top. 
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Becoming a Multiplier: What It Requires 

The transition to Multiplier leadership is not primarily a skill 

acquisition. It is an orientation change. It requires leaders to 

genuinely believe, not just intellectually accept, that the people 

around them have significant untapped capability, and to invest 

their behavior accordingly. 

This belief is more elusive than it sounds. Many leaders have had 

experiences that have taught them, at some level, that they need to 

stay closely involved in important work because others will not get 

it right without them. Reversing this learning requires new 

experiences: experiences of watching people rise to challenges they 

were not expected to meet, of being surprised by the quality of 

thinking that emerges when people are trusted to think, of seeing 

capability develop in someone who had previously seemed limited. 

Creating those experiences intentionally, patiently, and persistently 

is the developmental practice of the leader who wants to become a 

genuine Multiplier. It cannot be accomplished through a workshop 

or a coaching program alone. It requires the daily, consistent choice 

to ask rather than tell, to delegate rather than retain, and to invest 

in others’ growth rather than demonstrating personal competence. 

The Multiplier Effect and Organizational Resilience 

One of the most practically important consequences of the 

leadership multiplier effect is its impact on organizational 

resilience. 

Organizations where leadership capability is concentrated in a small 

group of exceptional individuals are fragile. When those 

individuals leave through resignation, retirement, promotion, or 

any of the thousand other disruptions that organizational life 

produces, the capability leaves with them. The organization must 

search externally, pay a premium for talent it failed to develop 
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internally, and wait for the new leader to build the relationships 

and organizational knowledge that effective leadership requires. 

Organizations where the multiplier effect is operating are robust. 

Leadership capability is distributed. When any individual leaves, 

others step forward who have been growing for exactly this 

moment. Succession is not a crisis but a planned transition. And 

the organization’s development investment, rather than being lost 

when individuals depart, has already been transferred to the leaders 

those individuals developed. 

This is what it means, in practice, to build leaders who build 

leaders. Not simply to develop capable individuals, but to build 

organizations that are fundamentally more capable, more resilient, 

and more adaptive because leadership exists throughout them 

rather than being concentrated within a small and irreplaceable 

few. 

Reflection Insight: Think honestly about your own leadership style. Are 

you, by Wiseman’s definition, closer to a Multiplier or a Diminisher—

and in which situations do each tendency appear most strongly? What 

is one specific change you could make this week that would move you in 

the Multiplier direction? 
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Chapter 12 

Designing Leadership Development 

Systems 

In many organizations, conversations about leadership 

development begin with a question that sounds practical but 

actually constrains what is possible. 

“What program should we create for our leaders?” 

It is a reasonable question. Programs are tangible. They have names, 

budgets, timelines, and participant lists. They satisfy the 

organizational need to demonstrate that something is being done. 

They also produce feedback forms at the end of each session, which 

can be compiled into reports that reassure boards and HR 

committees that leadership development is happening. 

But designing a program is not the same as designing a leadership 

development system. And the difference between the two is not 

cosmetic. It is the difference between organizations that 

consistently produce capable leaders and organizations that 

consistently wonder why their investments in development are not 

paying off. 

A program is a discrete, time-bounded intervention. A system is the 

integrated set of structures, processes, experiences, and 

relationships that collectively shape how leaders develop 

throughout their careers. The most important elements of a 

leadership development system are often the ones that look least 

like development: the way challenging assignments are allocated, 

the quality of feedback that senior leaders provide to those below 
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them, and the behaviors that are genuinely rewarded versus those 

that are merely espoused in value statements. 

Consider two organizations at the same industry level, both 

spending comparable amounts on leadership development. 

The first organization runs a well-regarded annual leadership 

program. Participants are selected by seniority. The curriculum is 

thoughtful and the faculty experienced. Feedback scores are 

consistently high. Yet five years later, the organization still struggles 

to fill senior roles internally and continues to rely heavily on 

external hiring. 

The second organization does something subtly but fundamentally 

different. It uses its leadership program as one part of a broader 

system that includes deliberate assignment planning, regular 

coaching conversations between senior and mid-level leaders, 

structured reflection after significant projects, and a performance 

management process that genuinely evaluates how well leaders 

develop others. Five years later, its succession bench is deep, and 

competitors are actively recruiting the leaders it has developed. 

The difference between these two organizations is not the quality 

of their programs. It is the presence or absence of a development 

system. 

Building that system is the subject of this chapter. 

The Architecture of a Leadership Development System 

A well-designed leadership development system has five 

interconnected elements. Understanding each one, and more 

importantly, understanding how they interact, is essential to 

building a system that produces lasting impact. 



Sumesh Khatua 

72 

Element One: Clear Leadership Expectations 

Every development system begins with clarity. Organizations 

cannot develop leaders toward a destination they have not defined. 

Leadership competency frameworks, when designed thoughtfully 

and implemented as living documents rather than filing cabinet 

artifacts, provide the essential architecture for everything that 

follows. 

But not all competency frameworks are equally useful. The most 

common failure mode is the creation of frameworks that are too 

abstract to guide behavior and too generic to reflect organizational 

reality. Frameworks built around aspirational language—

“demonstrates strategic vision,” “fosters inclusive culture”—without 

behavioral specificity and contextual grounding often end up as 

organizational wallpaper: visible, familiar, and largely ignored. 

The frameworks that actually shape development share several 

characteristics. 

They are level-specific. They describe, in concrete behavioral terms, 

what effective leadership looks like differently at the team leader 

level, the mid-management level, the senior management level, and 

the executive level. They do not describe a single leadership ideal 

that applies uniformly regardless of organizational position. 

They are connected to business context. The most effective 

frameworks describe the specific leadership behaviors that the 

organization needs to execute its strategy in its particular market 

environment. A technology organization navigating rapid 

disruption needs different leadership emphasis than a regulated 

financial institution managing stability and compliance. Generic 

frameworks cannot capture these differences. 

They are used in real conversations. The test of a competency 

framework is not whether it exists but whether leaders use it to 
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discuss development. Frameworks that are referenced in hiring 

decisions, performance reviews, development planning 

conversations, and succession assessments shape behavior. 

Frameworks that live in induction documents and are never 

mentioned again do not. 

One example of a well-implemented framework comes from a 

professional services firm that spent six months co-creating its 

leadership expectations with leaders at every level of the 

organization. The result was a document that felt genuinely owned 

by the people it described, because they had helped create it. Three 

years after implementation, 84 percent of leaders in that firm could 

articulate their two most important development priorities without 

prompting, and succession readiness had improved significantly. 

The framework had become part of the language of leadership in 

that organization rather than an HR administrative document. 

Element Two: Developmental Experiences 

The second element of a leadership development system is the most 

powerful and the most frequently under-designed. 

As Chapter 4 established, challenging assignments are the primary 

source of leadership development. They produce capabilities that 

classroom learning cannot: the practical judgment that comes from 

making consequential decisions, the emotional intelligence that 

develops through sustained leadership of real teams under real 

pressure, the resilience that is built only by navigating genuine 

failure. 

Yet in many organizations, the allocation of developmental 

assignments is left almost entirely to chance. Challenging projects 

go to the most experienced or most available leaders rather than 

those who could benefit most developmentally. High-potential 

individuals spend years in roles that are comfortable and productive 
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but provide little genuine stretch. And the organization gradually 

accumulates a leadership population that is efficient at doing what 

it already knows but poorly equipped to do what the future will 

require. 

Designing the experiential element of a leadership development 

system means becoming intentional about how work and challenge 

are distributed. 

This requires several specific organizational practices. 

First, a talent team or senior leadership group must maintain a view 

of both the development needs of high-potential leaders and the 

developmental opportunities available in the organization at any 

given time. These two maps of people and of opportunities must 

be placed alongside each other regularly so that assignments can be 

made with developmental intent rather than solely operational 

logic. 

Second, stretch assignments must be accompanied by appropriate 

support structures. As Chapter 4 described, the most 

developmentally effective experiences are those that challenge 

individuals significantly without overwhelming them. Support in 

this context means access to a mentor who has navigated similar 

challenges, regular check-in conversations with a direct manager 

who provides honest feedback, and structured opportunities for 

reflection on what is being learned. 

Third, the organization must develop tolerance for the short-term 

performance cost of developmental assignments. When an 

experienced leader is replaced by a developing one on an important 

project, some efficiency is almost always sacrificed in the short term. 

Organizations that are unwilling to accept that cost will consistently 

under-invest in developmental experiences, and their leadership 

pipelines will suffer accordingly. 
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A practical example: a large retail organization introduced what it 

called a “Development Opportunity Register”—a quarterly process 

in which business unit heads submitted details of significant 

upcoming projects, including the leadership challenges each would 

involve, to a central talent team. The talent team matched these 

opportunities against the development priorities of approximately 

200 identified high-potential leaders. Over three years, this process 

produced 120 deliberate stretch assignments that would otherwise 

not have occurred, and post-assignment assessment consistently 

showed significant capability development in the assigned 

individuals. 

Element Three: Coaching and Mentoring Support 

The third element bridges the gap between experience and insight. 

As Chapter 6 established, experience alone does not guarantee 

learning. It is the reflection on experience—the systematic 

examination of what happened, why, and what it means—that 

converts raw events into developmental insight. Coaching and 

mentoring are the primary mechanisms through which that 

reflection is structured and supported. 

In a well-designed development system, coaching and mentoring 

are not reserved for a small group of high-potentials or senior 

executives. They are embedded as standard elements of how the 

organization manages and develops talent at every level. 

This does not mean that every employee needs an external 

executive coach. It means that the coaching skills described in 

Chapter 9—the ability to use questions to help others develop 

insight, take ownership, and improve performance—are developed 

broadly among the leader population. It means that mentoring 

relationships are designed and supported rather than left to emerge 

informally from personal networks, which inevitably advantages 

those who are already well connected. 
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A three-tier model of coaching and mentoring support is useful for 

many organizations. 

The first tier covers the 10 percent of leaders at the most senior 

levels who face the most complex leadership challenges and who 

benefit from skilled external coaching. These relationships are 

intensive and typically involve a professional coach with relevant 

experience. 

The second tier covers the middle population of managers and 

leaders who benefit from structured peer coaching: facilitated peer 

groups of five to eight leaders who meet monthly to share 

challenges, offer observations, and hold each other accountable for 

development commitments. Peer coaching is significantly less 

expensive than one-on-one professional coaching and, when well-

facilitated, produces comparable developmental value. 

The third tier covers all leaders, developed through the coaching 

skills training described in Chapter 9. When every manager in an 

organization has the capability and the expectation to hold regular 

developmental conversations with direct reports, the cumulative 

development impact across the organization is extraordinary. 

One financial services organization implemented this three-tier 

model over two years. Post-implementation data showed that the 

frequency of developmental conversations between managers and 

their direct reports had increased by 340 percent, and 360-degree 

feedback scores for coaching behaviour had improved by an average 

of 18 percentile points across the entire manager population. 

Element Four: Feedback and Reflection Infrastructure 

Feedback is perhaps the most consistently under-delivered element 

in most organizations’ development systems. Leaders consistently 

report, in surveys and in candid conversations, that the feedback 
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they receive is too infrequent, too generic, and too delayed to 

produce meaningful behavioral change. 

The gap between the feedback that organizations intend to provide 

and the feedback they actually deliver is one of the most significant 

and most addressable causes of slow leadership development. 

Building effective feedback infrastructure means creating specific, 

recurring mechanisms that ensure leaders receive honest and 

actionable information about how their behavior is affecting their 

teams and their results. 

Well-implemented 360-degree assessment processes designed with 

behavioral specificity, administered with genuine anonymity 

protections, and accompanied by skilled debrief conversations are 

among the most powerful feedback tools available. The key word is 

‘well-implemented.’ 360-degree processes that are poorly designed, 

administered as box-checking exercises, or delivered without skilled 

follow-up produce defensiveness rather than development. 

Regular and substantive development conversations between 

leaders and their direct managers are a second critical feedback 

mechanism. These conversations differ from performance reviews 

in their orientation: they focus on growth and learning rather than 

assessment and rating. In organizations where these conversations 

happen consistently and with genuine quality, leaders develop 

significantly faster than in those where manager-to-subordinate 

feedback is reserved for annual performance cycles. 

Peer feedback mechanisms—structured processes through which 

leaders receive candid observations from colleagues at the same 

level—offer a perspective that upward and downward feedback 

alone cannot provide. Peers often see patterns in a leader’s behavior 

that direct reports are reluctant to name and that managers are too 

distant to observe. 
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Reflection infrastructure is the complement to feedback: the 

organizational structures that create time and space for leaders to 

process what they are learning. Reflection journals, after-action 

review processes, peer learning group discussions, and coaching 

conversations all serve this function. The specific mechanism 

matters less than the organizational commitment to making 

reflection a regular and valued practice rather than an occasional 

luxury. 

Element Five: Integrated Formal Learning 

Formal learning workshops, programs, courses, and executive 

education is where most organizations’ leadership development 

investment is concentrated. It is also, as Chapter 2 argued, the 

element that is most frequently over-relied upon and least 

effectively integrated with the other elements of the system. 

This does not mean formal learning is unimportant. Conceptual 

frameworks help leaders make sense of their experiences. Shared 

vocabulary enables organizational conversations about 

development. Exposure to ideas and perspectives from outside the 

organization challenges assumptions that organizational culture 

tends to reinforce. 

What it means is that formal learning programs are most effective 

when they are designed as part of a system rather than as standalone 

events. Several design principles distinguish effective formal 

learning from ineffective formal learning within a development 

system. 

Action-oriented design: the most effective leadership programs are 

built around real organizational challenges. Participants work on 

actual business problems as part of the program, applying newly 

learned frameworks immediately to their actual work. The program 
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is not a break from work; it is an intensification of the thinking that 

the work requires. 

Spaced learning over time: research in learning science consistently 

shows that knowledge retained over time is built through multiple 

exposures spaced across weeks and months, not through single 

intensive experiences. Programs designed as a series of modules 

spread over a development year, with application assignments 

between sessions, produce significantly more lasting behavioral 

change than equivalent single-event programs. 

Social learning: formal programs that create communities of 

learning cohorts of leaders who continue to learn from each other 

after the formal program concludes, extend their developmental 

impact beyond the program’s official duration. Peer learning 

networks formed in formal programs can provide ongoing support, 

challenge, and accountability for years afterward. 

Within the LEADER Multiplication Framework, a well-designed 

leadership development system supports all six elements 

simultaneously. Clear expectations enable meaningful 

developmental experiences (L). Coaching and mentoring 

relationships create role model exposure (E). Accountability 

structures make responsibility genuine (A). Reflection 

infrastructure supports development through insight (D). 

Empowerment is made possible by the confidence and capability 

that the system builds over time (E). And replication occurs 

naturally when leaders who have been developed through the 

system build similar development experiences for others (R). 

Common Failure Modes in System Design 

Understanding what makes leadership development systems fail is 

as important as understanding what makes them succeed. Several 
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failure modes appear with such consistency across organizations 

that they deserve explicit examination. 

The Coherence Problem 

Many organizations have all five elements of a development system 

present in some form. They have a competency framework, some 

form of experiential assignment process, coaching resources, 

feedback mechanisms, and formal programs. What they lack is 

coherence: a clear logic connecting these elements into a unified 

system. 

When elements are designed independently by different parts of 

the organization, the competency framework by HR, the programs 

by L&D, the coaching process by a separate talent team, the 

performance management system by yet another function, they 

often work at cross-purposes. The competency framework describes 

one set of leadership priorities. The programs emphasize different 

ones. The performance management system rewards something 

else entirely. 

Leaders caught in this incoherence receive confusing signals about 

what is actually valued and expected. Development investment is 

fragmented and inefficient. And the system’s impact is significantly 

less than the sum of its parts. 

The solution is deliberate system integration: a periodic review, 

involving all relevant stakeholders, of whether the organization’s 

development elements are pointing in the same direction, 

reinforcing the same behavioral priorities, and producing coherent 

developmental experiences for the leaders they are meant to serve. 

The Senior Sponsorship Problem 

Leadership development systems are almost always designed with 

good intentions and genuine care. They frequently fail not because 
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they are poorly designed but because they lack the sustained visible 

sponsorship of the most senior leaders in the organization. 

When the CEO and the leadership team treat development as 

important primarily in speeches and strategy documents but do not 

personally model developmental behavior—do not make time for 

coaching conversations, do not engage personally with the 

development system, and do not hold themselves and each other 

accountable for developing others—the rest of the organization 

receives a clear signal. Development is what you say matters. 

Performance and results are what actually matter. 

Leadership development systems that are sustained over time, and 

that genuinely shift organizational culture, are almost invariably 

characterized by visible, personal, and sustained commitment from 

the most senior level. This commitment is not expressed primarily 

through financial investment, though that is necessary. It is 

expressed through the personal choices that senior leaders make 

about how they spend their time, what they pay attention to, and 

what behavior they model. 

The Short-Termism Problem 

Leadership development produces its most significant returns over 

long periods. The compounding effects of the leadership multiplier 

described in Chapter 11 take years to accumulate. Organizations 

that measure the impact of their development investments over 

quarters rather than years will consistently under-invest in the 

elements of the system that produce the most durable value. 

This is a genuine tension. Boards and executives are 

understandably focused on near-term performance. The 

investment case for leadership development, which requires 

accepting short-term costs and delayed returns, is harder to make 
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than the case for investments with more immediate and measurable 

payback. 

The most effective way to manage this tension is to connect 

leadership development to business outcomes in terms that the 

organization’s leadership and board find credible. Succession 

readiness data, internal promotion rates, leadership retention 

figures, and team performance outcomes are all metrics that 

translate development investment into business impact. When 

these metrics improve, the case for sustained system investment 

becomes significantly easier to maintain through organizational 

cycles of pressure and change. 

Reflection Insight: Is your L&D function currently operating as an 

independent business Unit focussed on delivering business results or 

creating the most amazing, siloed programs?  
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Chapter 13 

The Evolving Role of Learning  

and Development 

In the previous chapter, we examined how organizations must 

design integrated leadership development systems rather than 

isolated programs. But systems do not design themselves. Someone 

must architect them. Someone must hold the vision of what the 

organization needs its leaders to be able to do, translate that vision 

into a coherent development strategy, and build the experiential, 

relational, and cultural conditions in which leadership capability 

can genuinely grow. 

In most organizations, that someone is the Learning and 

Development function. 

But the L&D function that most organizations currently have is not 

the L&D function that this challenge requires. 

This chapter is about that gap, and about what it takes to close it. 

Where Learning and Development Began 

To understand where L&D needs to go, it helps to understand 

where it came from. 

 The Learning and Development function emerged in its modern 

form during the twentieth century, shaped primarily by the needs 

of industrial and post-industrial organizations. Those organizations 

faced a specific and largely stable challenge: how to equip large 

numbers of people with defined skills and procedural knowledge, 

reliably and at scale. 
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This model worked well in its context. It was efficient. It was 

measurable. It addressed a real organizational need. And it 

established the core identity of the L&D profession: designers and 

deliverers of learning experiences, stewards of knowledge transfer, 

administrators of training infrastructure. 

That identity persists today in most organizations, long after the 

context that created it has changed beyond recognition. 

The World That Changed Everything 

The environments in which organizations now operate bear little 

resemblance to those for which the traditional L&D model was 

designed. 

Artificial intelligence is not merely automating routine tasks. It is 

beginning to perform cognitive work that was previously the 

exclusive province of highly educated professionals: analysis, 

synthesis, pattern recognition, decision support, and increasingly, 

even the design of learning experiences themselves. The question 

of which human capabilities will remain distinctively valuable in a 

world of intelligent machines is not academic. It is urgent, 

immediate, and unanswered. 

At the same time, the pace of strategic change has accelerated to the 

point where skills that made an organization competitive three 

years ago may now be insufficient or irrelevant. Business models are 

disrupted before organizations have fully adapted to the last wave 

of change. The half-life of professional knowledge is shrinking. And 

the capability organizations need most, the ability to learn, adapt, 

and build new capabilities continuously, must itself be deliberately 

developed. 

In this environment, the instructional model of L&D, designed to 

transfer defined knowledge to people who need it, is fundamentally 

inadequate. Not because instruction is without value. It is not. But 



Sumesh Khatua 

86 

because the primary challenge of people development has shifted 

from knowledge transfer to capability building, and those are 

different problems that require different solutions. 

Knowledge transfer asks: how do we get what we know into the 

heads of the people who need to know it? Capability building asks: 

how do we help people develop the judgment, the habits, the 

relationships, and the adaptive capacity to navigate challenges that 

we cannot fully anticipate? 

The first question has a relatively clean answer. The second does 

not. 

From Training Function to Capability Architect 

The most important transition facing the Learning and 

Development profession is a transition in fundamental purpose: 

from delivering learning to building organizational capability. 

This may sound like a rebranding exercise. It is not. The difference 

in purpose produces radically different priorities, different resource 

allocation, different measures of success, and a fundamentally 

different relationship with the business. 

What a Training Function Does 

A training function starts with content and programs. Its primary 

questions are operational: What should we teach? Who should 

attend? Who should deliver it? How should it be sequenced? How 

do we scale delivery efficiently across the organization? 

Its measures of success are correspondingly input-focused: hours 

trained, completions, attendance rates, satisfaction scores, and 

increasingly, digital engagement metrics: course starts, video 

completions, platform logins. 

These measures have a seductive quality. They are real. They are 

trackable. They can be reported upward in confident, specific 
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terms. And they measure absolutely nothing about whether 

leadership capability has actually changed. 

A training function that delivers ninety-four percent satisfaction 

scores across its programs while the organization’s leadership 

pipeline remains shallow is not failing by its own measures. It is 

succeeding. That is the problem. 

What a Capability Architect Does 

A capability architect starts with outcomes and works backwards. 

Its primary questions are diagnostic: What does this organization 

need its leaders to be able to do in the next three years that they 

cannot do today? Where are the specific capability gaps that stand 

between current reality and strategic ambition? And what 

combination of experiences, relationships, and learning will 

develop those capabilities most effectively in this particular 

organizational context? 

These questions cannot be answered from within the L&D 

function. They require deep engagement with business strategy, 

with operational reality, and with the leaders who understand what 

the organization is actually trying to accomplish. 

This is one of the most significant capability gaps in most L&D 

teams: not a lack of instructional design skill or facilitation quality, 

but a lack of business fluency and consulting capability, the ability 

to sit with a CEO or a business unit head and have a credible 

conversation about organizational strategy before the conversation 

turns to programs. 

Capability architects think in ecosystems rather than catalogs. They 

understand that seventy percent of meaningful leadership 

development happens through real work and challenging 

assignments, and they invest in designing those experiences as 

deliberately as they invest in designing programs. They build 
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mentoring structures that are not left to personal networks and 

good fortune. They equip managers with coaching skills, because 

they understand that the quality of development conversations 

between managers and their teams is one of the most powerful 

development interventions available and one that scales to every 

corner of the organization in a way that no formal program can. 

And they measure outcomes. Not hours trained. Not completions. 

Behavioral change. Team performance. Succession readiness. 

Leadership retention. The metrics that tell you whether the 

development investment is actually working. 

The Capabilities the Modern L&D Professional Must Build 

The transition from training function to capability architect is not 

accomplished by renaming the department or updating the strategy 

document. It requires L&D professionals to develop genuinely new 

capabilities, some of which are adjacent to their existing skills, and 

some of which represent a significant stretch. 

Business Acumen and Strategic Literacy 

This is the capability that most L&D professionals have had the 

least opportunity to develop, and it is arguably the most important. 

This does not mean that every L&D professional needs an MBA. 

It means that every L&D professional needs to invest deliberately 

in understanding the business they support: its market, its strategy, 

its financial model, its competitive pressures, and the specific 

challenges that its leaders face in their actual work. 

The L&D professionals who earn genuine business credibility are 

those who demonstrate, through the quality of their questions and 

the relevance of their diagnosis, that they understand what keeps 

the business awake at night. Business leaders will invest in 
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development when they trust that the people designing it 

understand what the development is for. 

Consulting and Diagnostic Skill 

The ability to diagnose a capability need rather than simply respond 

to a training request is a consulting skill, and it requires a specific 

kind of intellectual discipline. 

When a business leader says “we need a leadership program,” the 

instinct of a training function is to start designing a program. The 

instinct of a capability architect is to ask: what is the leadership 

challenge you are trying to address? What capability gap do you 

believe exists, and what evidence supports that view? What would 

be different in the organization if that gap were closed? And is a 

program the most effective intervention for the problem you have 

described? 

These questions are not obstructive. They are essential. They 

prevent the investment of significant resources in solutions to 

problems that have been misdiagnosed. And they establish the 

L&D function as a thinking partner rather than an order-taker. 

Consulting skill also means the ability to deliver an honest answer 

when the most appropriate development intervention is not a 

program at all, when it is a structural change, a performance 

management adjustment, a coaching relationship, or simply the 

deliberate assignment of a leader to a more challenging role. This 

kind of honesty requires confidence and organizational credibility. 

It is earned over time, through the quality of the diagnostic 

conversations that precede it. 

Ecosystem Design 

Perhaps the most practically significant capability shift is the move 

from program design to ecosystem design. 
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A program is a single, defined intervention. An ecosystem is the 

integrated set of experiences, relationships, structures, and learning 

modalities that collectively shape how capability develops across the 

organization over time. 

Ecosystem design asks different questions from program design. 

Not “what should the curriculum cover?” but “what experiences 

does a leader at this level need in order to develop the capabilities 

this organization requires, and how do we ensure those experiences 

are available, supported, and reflected upon?” 

In practice, ecosystem design means thinking simultaneously about 

the stretch assignments that develop experiential capability, the 

mentoring relationships that provide role model exposure and 

guided reflection, the coaching conversations that build self-

awareness and ownership, the peer learning structures that sustain 

development between formal program touchpoints, the feedback 

mechanisms that convert experience into insight, and the formal 

learning that provides conceptual frameworks and shared 

vocabulary. 

Each of these elements reinforces the others. None of them works 

as well in isolation as it does when it is part of a coherent, 

intentionally designed whole. 

Building this kind of integrated ecosystem requires L&D 

professionals to engage with parts of the organization that have 

traditionally been outside their domain: talent management, 

performance management, succession planning, and the day-to-day 

decisions of line managers about how they spend their time with 

their teams. This expanded scope is both the challenge and the 

opportunity of the capability architect role. 
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Data Literacy and Outcome Measurement 

The shift from measuring inputs to measuring outcomes is not 

simply a change of metrics. It is a change in the relationship 

between L&D and evidence. 

Input metrics, such as completions, attendance, and satisfaction, 

are collected at the point of delivery and require no follow-up. 

Outcome metrics demand baseline measurement before 

development begins, follow-up assessment at meaningful intervals 

afterward, and the analytical capability to connect development 

investment to behavioral change and organizational performance. 

This is harder. It requires more time, more skill, and more 

organizational discipline. It also requires the courage to report 

results that are mixed or disappointing, which is uncomfortable for 

any function that has been used to reporting satisfaction scores that 

are almost always high. 

But it is the only measurement approach that can answer the 

question that actually matters: Is the investment in development 

producing better leaders, stronger teams, and a more capable 

organization? 

L&D functions that build genuine data literacy, track the right 

metrics, report them honestly, and use them to improve their own 

practice earn a quality of organizational trust that no satisfaction 

score can purchase. They become functions that the business 

genuinely relies on, rather than functions that the business politely 

tolerates. 

Influencing Without Authority 

Of all the capabilities the modern L&D professional must develop, 

this may be the one that is most underestimated. 
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The most important development that happens in any organization 

does not happen in L&D-designed programs. It happens in the 

conversations between managers and their teams, in the 

assignments that line leaders choose to make, in the feedback that 

senior leaders choose to give or withhold, and in the cultural norms 

that accumulate from thousands of daily leadership choices. 

None of these are within the direct control of the L&D function. 

All of them are within the L&D function’s sphere of influence. 

The capability architect who understands this invests in building 

the conditions for development across the whole organization, not 

just in the programs they run. They equip managers to hold better 

developmental conversations. They work with senior leaders to 

model the behaviors they are trying to build. They engage with 

talent management processes to ensure that assignment decisions 

are made with developmental intent. They advocate, persistently 

and credibly, for the systemic changes that will determine whether 

development investments actually produce lasting capability 

change. 

This is influence work. It is patient, relational, and often invisible. 

It does not produce deliverables that can be put in a slide deck. But 

it is, in the long run, the work that matters most. 

What This Means for Organizations 

If the L&D function is being asked to build the capability architect 

it needs to become, then organizations must be willing to create the 

conditions that make that transition possible. 

This means giving L&D professionals access to senior business 

leaders and to strategic conversations, not as note-takers but as 

genuine thinking partners. It means evaluating L&D teams against 

outcome metrics rather than input metrics, which requires patience 

and a willingness to defer gratification. It means investing in the 
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professional development of L&D professionals themselves in their 

business acumen, their consulting skills, their data literacy, and 

their organizational influence. 

And it means extending to the L&D function the same trust that 

the L&D function is being asked to extend to the leaders it 

develops: the trust that genuine capability takes time to build, that 

the most meaningful returns are not immediate, and that the 

organizations which invest in this transition will look, in five years’ 

time, fundamentally different from those that did not. 

The cricket match cannot be played on the golf course. But it also 

cannot be played by golfers. The game requires the right 

environment and the right players: L&D professionals who have 

made the transition from designers of content to architects of 

organizational capability. 

Within the LEADER Multiplication Framework, the Learning and 

Development function is the architect of the whole. It creates the 

conditions in which experiences are designed with developmental 

intent (L), in which role models are surfaced and made accessible 

(E), in which accountability is made real and supported (A), in 

which reflection is structured and valued (D), in which emerging 

leaders are genuinely empowered (E), and in which the replication 

of leadership capability becomes an organizational expectation 

rather than a happy accident (R). 

Reflection Insight: Is your L&D function currently operating as a 

training function or a capability architect? What is the one thing it 

would need to stop doing to make room for what matters more? And if 

you are a business leader, what access and mandate are you providing 

that would make this transition possible? 
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Chapter 14 

The Future of Leadership  

Development 

Organizations today operate in environments that are 

fundamentally and irreversibly different from those of even a 

decade ago. 

Artificial intelligence is transforming every industry, creating both 

extraordinary opportunities and profound uncertainty about which 

human capabilities will be most valuable in the coming years. The 

automation of routine cognitive work, including analysis, synthesis, 

pattern recognition, and language generation, is eliminating entire 

categories of tasks that once defined professional careers. In this 

context, the capabilities that remain distinctly human and distinctly 

valuable are exactly the capabilities this book has been exploring: 

the ability to build trust, to navigate complexity with judgment and 

empathy, to develop others, to hold ambiguity without becoming 

paralyzed by it, and to inspire collective action toward shared goals. 

Leadership has never mattered more. 

At the same time, the way organizations develop leadership 

capability is undergoing its own transformation, driven by the same 

technological and social forces reshaping every other aspect of 

work. The future of leadership development is not simply the past 

done more efficiently. It is a fundamentally different approach, 

organized around different principles and enabled by different 

capabilities. 

This chapter examines five major trends defining that future, 

explores their practical implications for organizations, and 
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considers what they mean for the LEADER Multiplication 

Framework. 

Trend One: Continuous and Embedded Learning 

Perhaps the most significant structural change in how leadership 

development is delivered is the dissolution of the boundary 

between learning and work. 

The traditional model treated learning as a separate activity: 

something that happened when leaders attended programs, read 

books, or participated in workshops. Work and learning were 

temporally and spatially distinct. You went somewhere different to 

learn. You came back to work afterward. 

This model is being replaced by an understanding of learning as 

something that happens continuously, embedded in the experience 

of work itself. Digital platforms, AI-powered coaching tools, peer 

learning communities, and on-demand micro-learning resources 

make it possible for leaders to access development support precisely 

when they need it, rather than weeks later in a scheduled program. 

This creates what some researchers describe as “just-in-time” 

development. 

The practical implications for organizations are significant. 

Leadership development investment must increasingly be designed 

not just for program delivery but for the creation of conditions and 

habits that make continuous learning possible. This means 

building reflection practices into regular work rhythms, as 

described in Chapter 6. It means creating peer learning 

communities that sustain development conversations outside 

formal program structures. And it means developing the 

organizational culture that values learning in the flow of work 

rather than treating it as an occasional interruption. 
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One large professional services firm introduced a “Daily 

Development Habit” initiative: a simple practice in which leaders 

committed to spending ten minutes each day on a specific 

development activity, supported by a digital platform that provided 

personalized reflection prompts, micro-learning resources, and peer 

discussion threads. Eighteen months later, the firm reported that 

leaders participating in the initiative had improved their 360-degree 

feedback scores at a rate four times higher than those who engaged 

only with formal programs. The investment in creating a 

continuous learning habit had produced development impact that 

episodic programs had not. 

Within the LEADER framework, continuous and embedded 

learning strengthens the Learning Through Experience element by 

ensuring that the reflection and conceptual processing that 

converts experience into insight happens immediately and regularly 

rather than being deferred to the next formal program opportunity. 

Trend Two: Personalized Development Journeys 

The era of the generic leadership curriculum—the same program 

delivered to all leaders at a given organizational level, regardless of 

individual differences in capability gaps, learning styles, 

developmental stage, or organizational context—is giving way to 

something considerably more sophisticated. 

Advanced data analytics and AI-powered development platforms 

now make it possible for organizations to identify specific capability 

gaps at the individual level, recommend development activities 

precisely calibrated to those gaps, and track progress in ways that 

allow continuous adjustment of development plans. 

The concept of personalized learning is not new. Good coaches and 

mentors have always personalized their approach to the individual 

they are developing. What is new is the ability to deliver 
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personalization at scale across hundreds or thousands of leaders 

simultaneously, rather than only in the privileged one-to-one 

relationships that have historically been available only to the most 

senior organizational members. 

Personalization also extends to the format and timing of 

development activities. People learn differently: some develop most 

effectively through intensive cohort-based programs, others 

through self-directed reading and reflection, others through 

structured conversations, others through immersive project-based 

challenges. Development systems that offer only one modality will 

consistently under-serve the significant portion of their leadership 

population whose learning preferences differ from that modality. 

The most sophisticated organizations are building what might be 

called learning ecosystems: curated environments that offer 

multiple development modalities, connected by a common 

framework and connected to the individual’s specific development 

priorities. These ecosystems do not replace structured programs. 

They complement them, extending their reach and their impact by 

ensuring that development continues between formal program 

touchpoints rather than pausing until the next scheduled event. 

Personalized development journeys connect directly to the 

Development Through Reflection element of the LEADER 

framework. When individuals understand their specific 

development priorities clearly and have access to resources and 

support precisely calibrated to those priorities, the quality and 

productivity of their reflection improves significantly. 

Trend Three: Experiential Learning at Scale 

Chapter 4 established that challenging experiences are the primary 

source of leadership development. The central challenge for 

organizations has always been how to create sufficient 
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developmental experiences for a large and growing population of 

emerging leaders. 

Traditional approaches to this challenge have focused on 

identifying and rotating high-potential individuals through stretch 

assignments. This approach works well for a small elite population 

but does not scale effectively across the broader leadership pipeline. 

Several emerging approaches are beginning to address the scale 

challenge. 

Action learning a methodology first developed by Reg Revans, in 

which groups of leaders work on real organizational problems as a 

development experience has evolved significantly and can now be 

implemented across large leadership populations simultaneously. 

When action learning is well designed, participants develop 

leadership capability not in spite of working on real problems but 

because of it. The challenge, the ambiguity, the need to work across 

differences of function and perspective, and the accountability for 

genuine outcomes all create the developmental conditions that 

Chapter 4 identified as essential. 

Virtual reality and simulation technologies are creating new 

possibilities for experiential learning at scale. While these 

technologies cannot fully replicate the developmental impact of 

real experience, the stakes are not genuinely consequential, the 

relationships are not real, the uncertainty is bounded, they can 

create conditions for practicing specific leadership behaviors, 

receiving immediate feedback, and building muscle memory for 

difficult conversations in ways that are more accessible and 

repeatable than real-world stretch assignments. 

Organizational projects that are explicitly dual-purposed designed 

to deliver business outcomes and develop leadership capability 

simultaneously represent perhaps the most powerful approach to 

experiential learning at scale. When organizations deliberately 
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design their most important strategic initiatives as leadership 

development experiences, staffing them with developing leaders, 

building in reflection and coaching support, and evaluating their 

outcomes against both business and development metrics—they 

begin to eliminate the artificial separation between doing work and 

developing leaders. Work becomes development. Development 

becomes work. 

Within the LEADER framework, this trend most directly 

accelerates the Learning Through Experience and Accountability 

Through Responsibility elements. As organizations become more 

sophisticated at creating developmental experiences at scale, the 

first two elements of the framework become systematically available 

to a much larger proportion of the leadership population. 

Trend Four: Coaching as a Mainstream Leadership Capability 

Chapter 9 described coaching as one of the most important 

capabilities any leader can possess. The future of leadership 

development is one in which this assessment, already supported by 

considerable evidence, becomes the operational standard for how 

organizations expect all their leaders to develop others. 

Coaching is transitioning from a specialized practice, available to 

the most senior leaders through expensive external engagements, to 

a mainstream leadership behavior expected at every organizational 

level. This transition is being driven by several reinforcing forces. 

The growing evidence that coaching produces development 

outcomes superior to those produced by directive management 

approaches is influencing how organizations define leadership 

effectiveness. Competency frameworks in many leading 

organizations now explicitly include coaching capability as a 

leadership requirement at every level above individual contributor. 
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The development of coaching skills training that is accessible and 

effective at scale is making it possible for organizations to build 

genuine coaching capability across large management populations, 

not just among a trained specialist elite. Programs that teach the 

principles and practices of coaching, combined with sustained 

practice opportunities and accountability structures, have 

demonstrated consistent improvements in manager coaching 

behavior. 

The rise of AI-powered coaching tools is creating new possibilities 

for coaching support at every organizational level. While these tools 

complement rather than replace human coaching—they cannot 

replicate the quality of a skilled human coaching relationship—they 

can provide development support to the many leaders who lack 

access to human coaches due to resource constraints. 

The organizational implications of a coaching culture—in which 

every leader at every level is genuinely skilled at and committed to 

the development of those around them—are profound. The 

Development Through Reflection and Empowerment of Emerging 

Leaders elements of the LEADER framework are both dramatically 

accelerated when coaching is a mainstream rather than exceptional 

leadership practice. The Replication element becomes more 

accessible: leaders who have been developed through coaching 

naturally replicate coaching behaviors with their own teams, 

creating the multiplier effect described in Chapter 11. 

Trend Five: The Rise of Distributed and Adaptive Leadership 

Perhaps the most significant trend in leadership itself—as distinct 

from leadership development—is the movement away from 

hierarchical, concentrated models of leadership toward more 

distributed, adaptive models in which leadership is exercised by 

many rather than few. 
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This trend has been driven by a recognition that the complexity and 

speed of modern organizational environments exceed the 

processing capacity of any individual leader, however talented. 

Organizations that concentrate decision-making authority in a 

small senior group are increasingly discovering that their ability to 

respond quickly to environmental change is constrained by the 

bandwidth limitations of their senior leaders. 

Distributed leadership in which leadership capability is exercised 

by individuals throughout the organization based on context and 

expertise rather than hierarchical position enables faster and more 

context-sensitive decision-making. It reduces the organizational risk 

associated with the departure of key senior individuals. And it 

creates the conditions for the kind of widespread talent 

development that this book has described from its opening pages. 

The implications for leadership development are direct and 

significant. Organizations committed to distributed leadership 

must invest in developing leadership capability at every level of the 

organization, not only at the top. They must design development 

systems that reach the hundreds or thousands of leaders in middle 

and frontline management roles, not only the dozens in the senior 

leadership tier. And they must create organizational cultures and 

structures that give those distributed leaders the genuine authority 

and accountability that makes leadership development real. 

This is precisely the model that the LEADER Multiplication 

Framework supports. The framework is not designed for elite 

leadership development. It is designed for the systematic, 

sustainable, and scalable development of leadership capability at 

every level of an organization. As the future of leadership becomes 

increasingly distributed, the organizations that have built that kind 

of comprehensive, system-level development capability will hold a 

meaningful and durable competitive advantage. 
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The future of leadership development, in other words, is not a 

future of better programs. It is a future of better systems, broader 

cultures, and deeper organizational commitment to the 

development of every leader at every level as a genuine strategic 

priority. 

Organizations that begin building that future now will find, in five 

and ten years, that they hold a form of organizational advantage 

that cannot be quickly replicated by competitors: a culture in which 

leadership grows continuously, naturally, and at scale. 

Reflection Insight: How well does your current development offering fit 

your individual leaders? Does it account for where each person genuinely 

is in their development, how they learn best, and what their specific gaps 

are? Where is the generic approach costing you the most? 
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Chapter 15 

Building Organizations that Learn 

Throughout this book, we have explored a central and ultimately 

simple idea from many different angles. 

Leadership development becomes most powerful when leaders 

develop other leaders. 

This principle transforms leadership development from a 

specialized organizational function into a fundamental 

characteristic of organizational culture. When leadership 

multiplication becomes embedded in an organization’s 

expectations of leaders, its allocation of opportunities, its systems 

of recognition and reward, and the everyday conversations between 

people at every level, the organization gains a distinctive and 

durable advantage. 

It becomes more resilient in the face of change, because leadership 

capability is distributed rather than concentrated. It adapts more 

quickly to new challenges, because it is not dependent on the 

insight and decision-making of a small group at the top. It builds 

strong leadership pipelines that sustain performance across 

leadership transitions. And it creates a culture in which people at 

every level feel genuinely invested in the development of those 

around them. 

Achieving this outcome, however, requires more than isolated 

initiatives or individual commitment. It requires organizations to 

embrace a broader and more ambitious vision of what it means to 

be a learning organization. 
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The Five Disciplines in Practice 

Peter Senge’s five disciplines of a learning organization—systems 

thinking, personal mastery, mental models, shared vision, and team 

learning—provide a powerful theoretical architecture for 

understanding what genuine organizational learning requires. But 

theory, however elegant, only becomes valuable when it is 

translated into specific, repeatable practices. 

What does each discipline look like in an organization that is 

genuinely building leadership multiplication culture? 

Personal Mastery in a Leadership Multiplication Context 

Personal mastery, as Senge described it, is the commitment to 

continually clarifying and deepening one’s personal vision, 

focusing energies, developing patience, and seeing reality 

objectively. In the context of this book, personal mastery finds its 

leadership expression in the practices described in Chapter 6: the 

ongoing, disciplined reflection that converts experience into 

insight, and the sustained commitment to growing as a leader and 

as a developer of leaders. 

Organizations that build personal mastery at scale create cultures 

where leaders are genuinely curious about their own development, 

where they actively seek feedback and reflection opportunities 

rather than avoiding them, and where the discomfort of honest self-

assessment is understood as a productive feature of development 

rather than a threat to be defended against. 

One practical mechanism for building personal mastery at scale is 

the establishment of annual leadership development 

commitments: a simple but powerful practice in which each leader 

publicly commits to two or three specific development priorities for 

the coming year and shares those commitments with their team, 

their manager, and their peers. The act of public commitment 
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increases follow-through. The transparency creates accountability. 

And the conversation it generates—about what leaders are working 

on, what they are finding difficult, and what they are learning—

normalizes development as an ongoing leadership expectation 

rather than a remedial activity. 

A manufacturing organization introduced this practice across its 

population of 400 managers. End-of-year data showed that 73 

percent of managers had achieved at least two of their three stated 

development commitments, compared to the previous year when 

no formal commitment structure existed and self-reported 

development progress was significantly lower. More importantly, 

team surveys showed measurable improvement in the degree to 

which direct reports felt their managers were genuinely interested 

in their development—the personal mastery of the leaders was 

having a multiplier effect on the development culture of their 

teams. 

Mental Models and the Challenge of Organizational Learning 

Senge’s second discipline, the examination and development of 

mental models, is perhaps the most challenging to build in practice 

and the most consequential for sustained organizational learning. 

Mental models are the invisible architecture of organizational 

decision-making. They are the assumptions, heuristics, and 

frameworks through which leaders interpret their experience and 

decide how to act. When those models are accurate and adaptive, 

organizational decision quality is high. When they are outdated, 

distorted, or simply unexamined, organizations make systematic 

errors that no amount of new information or new talent seems to 

correct. 

The challenge is that mental models are, by their nature, largely 

invisible to the people who hold them. They are not experienced as 
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assumptions but as reality. Leaders do not think “I am currently 

applying a mental model that says X.” They think “X is how things 

work.” 

Organizations that build the capacity to surface and examine 

mental models create a significant learning advantage. They do this 

through facilitated conversation processes that ask leaders to 

articulate and defend their assumptions, through diverse hiring 

practices that introduce genuinely different perspectives into 

leadership teams, and through the kind of reflective coaching 

conversations described in Chapter 6 that help leaders see the 

connections between their beliefs and their behavior. 

A technology organization navigating significant strategic transition 

brought in an organizational psychologist to facilitate a series of 

senior leadership conversations about the assumptions underlying 

their business model. The process surfaced three deeply held but 

unexamined beliefs that had been driving decisions in ways that 

had become strategically limiting. Making those assumptions 

explicit—naming them, examining the evidence for and against 

them, and debating their ongoing validity—produced a quality of 

strategic conversation that the organization’s leaders described as 

qualitatively different from anything they had experienced in 

conventional strategy sessions. 

The lesson was not that those assumptions were wrong. Some were 

well-founded. Others, when examined, were revealed to be artifacts 

of a historical context that no longer existed. The value was in the 

examination: in creating the organizational habit of asking, not just 

“what should we do?” but “what are we assuming, and how would 

we know if we were wrong?” 
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Shared Vision: Connecting Individual Development to 

Organizational Purpose 

Senge’s third discipline, shared vision, addresses the deep human 

need for contribution to something larger than individual self-

interest. When people feel genuinely connected to an 

organizational purpose that they believe in, their commitment to 

the work and their investment in each other’s development, 

increases qualitatively. 

In the context of leadership multiplication, shared vision is the 

answer to the question that every emerging leader eventually asks, 

explicitly or implicitly: why should I invest my time and energy in 

developing other leaders? 

The answer that sustainable leadership multiplication cultures 

provide is not primarily about career advancement or 

organizational obligation. It is about the organization’s purpose and 

the leader’s role in sustaining it. When leaders genuinely believe 

that the organization’s mission matters; that it creates real value for 

real people and when they understand that the organization’s 

ability to pursue that mission depends on the capability of its 

leaders, the development of others becomes an expression of 

purpose rather than a professional obligation. 

This connection between development and purpose is rarely made 

explicit in organizational conversations about leadership 

development. It should be. When senior leaders communicate 

their development philosophy in terms of organizational purpose 

“we develop leaders because our ability to serve our customers and 

fulfill our mission depends on having capable leaders at every level” 

they create a motivational foundation for development investment 

that is significantly more powerful than appeals to career benefit 

alone. 
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Team Learning and the Collective Intelligence Advantage 

The fourth discipline, team learning, addresses the gap between the 

intellectual capability of individuals and the collective intelligence 

that a team is capable of producing when it learns to think and 

communicate together effectively. 

Research by MIT’s Center for Collective Intelligence and others has 

consistently shown that team intelligence; the ability of a group to 

solve problems collectively is not well predicted by the average or 

maximum intelligence of individual members. It is predicted, 

primarily, by the quality of communication between team 

members: the degree to which each person listens genuinely, 

contributes their perspective without dominating the conversation, 

and builds on others’ ideas rather than defending their own. 

These are, notably, the same qualities that distinguish effective 

coaching conversations from ineffective ones. Leaders who have 

developed genuine coaching capability, who have learned to listen 

carefully, ask questions that advance collective thinking, and create 

space for others to contribute tend to lead teams with significantly 

higher collective intelligence. 

This observation suggests a powerful connection between the 

coaching culture investment described in Chapter 9 and the team 

learning capability that Senge identified as essential for 

organizational learning. Building coaching capability in leaders 

does not only improve individual development conversations. It 

improves the quality of every team meeting, every strategic 

discussion, and every collaborative problem-solving process that 

those leaders lead. 

Organizations that understand this connection invest in coaching 

capability not just as a development tool but as a team performance 

tool. The return on that investment is realized not only in improved 
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individual development but in higher-quality collective thinking, 

faster organizational learning, and better decisions. 

Systems Thinking: Seeing the Whole 

Systems thinking, Senge’s fifth and foundational discipline, is the 

capacity to see the organization not as a collection of independent 

parts but as a dynamic system in which everything is connected to 

everything else, where changes in one place produce consequences 

in many others, and where the same problem recurs repeatedly 

because its underlying causes have not been addressed. 

For leaders of development systems, systems thinking is the 

capability that distinguishes those who build development cultures 

from those who build development programs. Program designers 

see isolated interventions. Systems thinkers see interconnected 

ecosystems in which each element either reinforces or undermines 

the others. 

The practical implication is that no element of a leadership 

development system can be assessed in isolation. Coaching skills 

training will not produce coaching behavior if performance 

management systems continue to reward only individual results. 

Stretch assignment processes will not develop capability if the 

organizational culture punishes the failures that stretch 

assignments inevitably produce. Feedback infrastructure will not 

improve self-awareness if psychological safety is insufficient for 

honest feedback to be offered and received without fear of 

consequence. 

Systems thinkers see these connections. They design for them. They 

assess their development interventions not by asking “does this 

program work?” but by asking “how does this element interact with 

the rest of the system, and are those interactions producing the 

outcomes we intend?” 
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This is the most sophisticated level of leadership development 

design, and it is the level at which the most durable organizational 

learning cultures are built. 

What Organizations that Learn Look Like 

Organizations that have genuinely built learning cultures share 

observable characteristics that distinguish them from those that 

have merely aspired to the label. 

They exhibit what might be called “learning behaviors at scale”: 

practices that are not confined to a development function or a 

leadership academy but are visible in ordinary interactions 

throughout the organization. 

Leaders at every level talk openly about what they are working on 

developmentally. Team meetings routinely include a brief 

reflection on what the team is learning from its current work. After 

significant decisions—both successful and unsuccessful—there is a 

practice of honest examination of what drove the outcome and 

what the organization should do differently. Senior leaders share 

their own development experiences, including failures, with a 

candor that gives permission for everyone else to be honest about 

their own. 

These organizations also demonstrate a distinctive relationship 

with failure. Failure is not celebrated for its own sake—these are not 

organizations that romanticize risk or treat poor outcomes as 

inherently educational. But they have developed the organizational 

maturity to distinguish between reckless failures that should have 

been prevented and thoughtful failures that resulted from 

reasonable judgments that happened not to work out. They treat 

the latter as learning opportunities rather than occasions for blame, 

and they create the space to examine them honestly. 
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One healthcare organization that had built a strong learning 

culture described its approach simply: “We ask every team to 

answer three questions at the end of every significant project. What 

worked? What would we do differently? What should the 

organization learn from this experience?” The third question was 

the most important. It moved the learning from the individual 

team to the organization, creating a mechanism for institutional 

knowledge to be built rather than lost when team members moved 

on. 

Finally, organizations that genuinely learn share a particular 

orientation toward the development of others. Development is not 

understood as a benefit provided to employees, a retention tool 

deployed by HR, or a compliance requirement satisfied by 

minimum training hours. It is understood as the core work of 

leadership: the most important contribution any leader makes to 

the sustained capability and performance of the organization. 

When this understanding is genuinely shared—when it shapes how 

leaders spend their time, what they pay attention to, and how they 

define their own success—the organization acquires a 

developmental momentum that is self-sustaining and self-

reinforcing. 

Leaders develop. They develop others. Those others develop still 

more. The organization grows stronger with every cycle. 

Reflection Insight: Close this chapter with one honest question. In five 

years, will the organization you are building be stronger because of 

leaders you developed, or will it be dependent on replacing the ones who 

left? The answer to that question is the clearest indicator of where you 

need to focus next. 
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A Final Word: The Invitation 

I want to end with something that is not a framework, not a tool, 

and not a method for using one. I want to end with a simple 

observation about what this work is, when you strip everything else 

away. 

It is one person believing in another’s potential, sometimes before 

that person believes in it themselves. It is the decision, made every 

day, to invest time in someone’s growth rather than simply using 

their current capability to accomplish today’s tasks. It is the 

willingness to create conditions where people can take risks, make 

mistakes, reflect honestly, and emerge more capable than they were 

before. 

The frameworks in this book are useful. I believe in them. But they 

are instruments, not destinations. They help organizations be more 

intentional and more consistent in creating the conditions where 

development naturally occurs. They will not develop anyone on 

their own. 

The point is the belief, held sincerely and acted on consistently, 

that the people around you have more capability than they have yet 

demonstrated, and that your most important contribution as a 

leader is to help them discover and develop that capability. 

When that belief shapes the behavior of leaders at every level of an 

organization from the newest team leader managing their first small 

team to the most senior executive setting strategy for tens of 

thousands of people something remarkable happens. 

Leadership begins to multiply. 
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And organizations that were built around the talent of a few 

individuals are transformed into organizations sustained by the 

capability of many. 

That transformation is what this book has been about. 

It is within reach of every organization and every leader who is 

willing to begin. 

The most important step is not a strategic one. It is a small one. It 

is the conversation you have tomorrow morning instead of sending 

the email. It is the project you give to someone who is not quite 

ready, rather than someone who definitely is. It is the question you 

ask when every instinct tells you to give the answer. It is the moment 

you choose to invest in someone else’s growth rather than 

demonstrating your own. 

That single moment, multiplied across thousands of leaders and 

millions of interactions, is how organizations that learn are built. 

And how leaders who build leaders change the world. 
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The Leadership Multiplication 

Diagnostic 

Purpose 

This diagnostic helps organizations evaluate how effectively they 

develop leaders and scale leadership capability. It assesses five 

dimensions of leadership development based on the Leadership 

Multiplication Framework introduced throughout this book. 

Rather than serving as a definitive measurement, it is designed as a 

structured invitation to organizational reflection, a way to surface 

honest conversations about where development is working well and 

where it needs attention. 

Instructions 

Rate each statement on a scale of 1 to 5. 

1 = Strongly Disagree | 2 = Disagree | 3 = Neutral | 4 = Agree | 5 

= Strongly Agree 

Answer honestly based on how leadership development actually 

occurs in your organization, not how it is intended to work or how 

it is described in strategy documents. 

Section 1: Leadership Awareness 

This section assesses the foundational clarity of leadership 

expectations. 

· Our organization clearly defines what effective leadership looks 

like at each level. 

· Leaders at different levels understand the specific capabilities 

expected of them. 
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· We provide structured leadership development programs for 

emerging leaders. 

· Leadership expectations are communicated consistently and 

credibly across the organization. 

· Employees understand how building their leadership capability 

contributes to organizational success. 

Score for Section 1: ______ 

Section 2: Coaching and Mentorship 

This section evaluates whether leaders actively develop others 

through coaching and mentoring. 

· Leaders in our organization regularly coach their team 

members through challenging situations. 

· Feedback conversations occur frequently, constructively, and 

with genuine developmental intent. 

· Senior leaders actively invest time in mentoring emerging 

leaders. 

· Managers in our organization genuinely see developing others 

as a core leadership responsibility. 

· Our organization encourages honest, open conversations about 

development, growth, and career aspirations. 

Score for Section 2: ______ 

Section 3: Experiential Leadership Development 

This section assesses whether leadership development occurs 

through real work experiences. 

· Employees at all levels receive meaningful opportunities to lead 

significant projects and initiatives. 

· Cross-functional initiatives are used deliberately to help 

emerging leaders gain broader organizational experience. 
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· Challenging assignments are allocated with developmental 

intent, not solely on the basis of existing capability. 

· Leaders are encouraged to take on new responsibilities that 

genuinely stretch their current capabilities. 

· Learning from real work experiences is valued and discussed 

openly in our organization. 

Score for Section 3: ______ 

Section 4: Empowerment and Ownership 

This section evaluates whether leaders genuinely empower others 

to lead. 

· Decision-making authority is distributed appropriately rather 

than concentrated at senior levels. 

· Leaders trust their teams to take ownership of important work 

without excessive oversight. 

· Employees at every level feel genuinely encouraged to take 

initiative and propose new approaches. 

· Managers delegate responsibilities that help team members 

grow, even when it would be faster to do the work themselves. 

· Leaders encourage experimentation and treat learning from 

well-intentioned mistakes as a development opportunity. 

Score for Section 4: ______ 

Section 5: Leadership Multiplication 

This section measures whether leadership capability spreads 

throughout the organization. 

· Leaders in our organization consistently invest in developing 

other leaders. 

· Emerging leaders receive opportunities to mentor and develop 

others earlier in their careers. 
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· Leadership development is genuinely embedded in everyday 

work rather than confined to formal programs. 

· Our organization has a strong and self-sustaining internal 

leadership pipeline. 

· Leaders at all levels actively support the growth of others as a 

recognized and rewarded priority. 

Score for Section 5: ______ 

Total Score 

Add all five section scores. Maximum score: 125 

Your total score: ______ 

Interpretation Guide 

25–50: Early Stage Organization 

Leadership development occurs primarily through training 

programs, with limited use of experiential learning, coaching, and 

mentoring. The organization has the foundations of a development 

culture but has not yet built the broader ecosystem that produces 

sustainable leadership capability. 

Key opportunities: Strengthen coaching culture among managers, 

design more stretch experiences for emerging leaders, begin 

conversations about shared responsibility for development. 

51–75: Developing Leadership Culture 

Leadership development is beginning to expand beyond formal 

programs. Elements of coaching, mentoring, and experiential 

learning are present, but they are inconsistent and often depend on 

the commitment of individual leaders rather than being embedded 

in organizational systems. 
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Key opportunities: Increase the deliberate use of stretch 

assignments, build more structured mentorship practices, 

distribute leadership opportunities more broadly across levels and 

functions. 

76–100: Emerging Leadership Multipliers 

Leaders actively support development through coaching and 

experiential learning. A genuine culture of development is 

emerging, and the organization is beginning to experience the early 

benefits of leadership multiplication. 

Key opportunities: Strengthen empowerment practices across 

teams, ensure leadership capability is spreading across functions 

and not concentrated in specific pockets, build more formal 

replication mechanisms. 

101–125: Leadership Multiplication Organization 

Leadership capability spreads naturally and continuously through 

the organization. Leaders consistently develop other leaders. Strong 

internal pipelines reduce dependence on external hiring. 

Leadership growth is a recognized and rewarded organizational 

priority. 

Characteristics to maintain and deepen: leaders who develop 

leaders as a cultural expectation; strong internal pipelines; 

leadership growth embedded in everyday work; replication actively 

valued and celebrated. 
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Leadership Multiplication  

Self-Assessment 

Purpose 

This self-assessment helps individual leaders evaluate how 

effectively they develop leadership capability within their teams. 

Great leaders do more than achieve results through their own 

effort. They create conditions in which others grow, build genuine 

capability, and eventually begin developing others in turn. This 

assessment is designed to help you reflect honestly on your current 

behaviors and identify specific ways to strengthen your impact as a 

leadership multiplier. 

Instructions 

For each statement, rate yourself on a scale from 1 to 5. Answer 

based on your consistent, typical behavior, not your intentions or 

your best days. 

Section 1: Learning Through Experience 

· I intentionally create challenging assignments that help team 

members develop new capabilities. 

· I encourage team members to take on responsibilities that 

genuinely stretch their current comfort zone. 

· I view real work challenges as primary development 

opportunities, not just performance requirements. 

Score: ______ 
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Section 2: Exposure to Leadership Role Models 

· I actively invest time in mentoring individuals on my team. 

· I create opportunities for team members to observe important 

leadership conversations and decisions. 

· I share my own leadership experiences, including failures and 

the lessons they produced, with my team. 

Score: ______ 

Section 3: Accountability Through Responsibility 

· I delegate meaningful responsibilities rather than keeping 

important or interesting work for myself. 

· I trust team members to make significant decisions within their 

roles without requiring my approval. 

· I hold individuals accountable for outcomes while actively 

supporting their development throughout the process. 

Score: ______ 

Section 4: Development Through Reflection 

· I regularly have genuine coaching conversations with team 

members about their growth and development. 

· I create space for reflection after major projects, significant 

decisions, and important experiences. 

· I provide specific, honest, and constructive feedback that helps 

others understand how to improve. 

Score: ______ 

Section 5: Empowerment of Emerging Leaders 

· I actively encourage team members to take initiative and 

propose new approaches without waiting for permission. 
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· I support experimentation and treat learning from well-

intentioned mistakes as a development success. 

· I empower individuals to lead projects, initiatives, and 

important conversations independently. 

Score: ______ 

Section 6: Replication of Leadership 

· I encourage my most experienced team members to actively 

mentor others. 

· I create specific opportunities for emerging leaders to develop 

less experienced colleagues. 

· I celebrate and recognize individuals who invest in helping 

others grow, not just those who deliver individual results. 

Score: ______ 

Total Score (maximum 90): ______ 

Interpretation Guide 

18–36: Emerging Leader 

You are in the early stages of developing a leadership multiplication 

mindset. Your focus is primarily on your own performance and 

delivery. Begin by identifying two or three specific individuals on 

your team who have significant development potential, and commit 

to creating one meaningful opportunity for each of them in the 

next month. 

37–60: Developing Multiplier 

You demonstrate several leadership multiplication behaviors and 

are beginning to create genuine development opportunities for 

others. Deepen your impact by increasing the frequency and quality 
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of coaching conversations and by creating more opportunities for 

team members to lead important work independently. 

61–75: Active Leadership Multiplier 

You consistently support the development of leaders in your team. 

Your team is becoming stronger because of your investment in 

others. Continue deepening mentoring relationships and look for 

opportunities to create replication: helping those you have 

developed begin developing others. 

76–90: Leadership Builder 

You consistently develop other leaders, and your leadership creates 

a genuine multiplier effect. The teams and individuals you develop 

are developing others in turn. Your most important contribution 

to your organization may be the leaders you have built rather than 

the results you have delivered. 

Reflection Questions 

· Which sections received your highest scores? What does this 

tell you about your development strengths? 

· Which sections could you most meaningfully strengthen? What 

specific changes would produce the greatest impact? 

· Who on your team right now has the most potential for 

leadership growth? What single action will you take in the next 

two weeks to accelerate their development? 

· What has stopped you from investing more consistently in 

developing others? How can you address that barrier? 
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The Leadership Multiplication  

Canvas 

Purpose 

The Leadership Multiplication Canvas helps leaders move from 

intention to action in developing others. Rather than leaving 

leadership development to chance, the Canvas provides a 

structured framework for deliberately creating development 

opportunities for the emerging leaders on your team over a defined 

period. 

Think of it as a personal leadership development strategy, a 

practical plan that translates the ideas in this book into specific 

commitments, actions, and accountability. 

The Canvas aligns directly with the LEADER Multiplication 

Framework and can be completed in thirty to forty-five minutes. It 

is most powerful when completed periodically, ideally every six 

months, and when discussed with peers, mentors, or HR partners 

who can offer perspective and hold you accountable. 

How to Use the Canvas 

Work through each of the six sections below, reflecting carefully on 

the individuals in your team and the specific opportunities 

available in your current organizational context. Be concrete and 

specific. Vague intentions produce no development. Specific 

commitments produce results. 
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Leadership Multiplication Canvas 

Team / Function: _____________________________________ 

Leader Name: ________________________________________ 

Date: _______________________________________________ 

L – Learning Through Experience 

What specific challenging experiences will you create for team 

members in the next six months? 

Examples: Leading a cross-functional initiative; presenting to senior 

leadership; managing a complex client situation; driving a change initiative; 

owning a strategic deliverable from start to finish. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 

E – Exposure to Leadership Role Models 

How will you create opportunities for team members to observe 

and learn from effective leadership? 

Examples: Inviting team members to key strategic meetings; facilitating 

introductions to senior leaders; creating leadership shadowing experiences; 

sharing your own decision-making process transparently. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 

A – Accountability Through Responsibility 

What meaningful responsibilities will you delegate to help 

emerging leaders develop ownership and judgment? 
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Examples: Ownership of key deliverables; leadership of client or stakeholder 

relationships; managing cross-team coordination; accountability for budget 

or resource decisions. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 

D – Development Through Reflection 

How will you build reflection and feedback into your team’s regular 

rhythms? 

Examples: After-action reviews following significant projects; monthly one-

on-one coaching conversations focused on development; team retrospectives; 

leadership journaling practices; 360-degree feedback processes. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 

E – Empowerment of Emerging Leaders 

How will you create genuine autonomy and decision-making 

authority for emerging leaders? 

Examples: Delegating specific decisions without requiring approval; 

creating space for team members to lead meetings and communications you 

would traditionally lead yourself; actively supporting experimentation. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 



Building Leaders Who Build Leaders 

129 

R – Replication of Leadership 

How will the leaders you develop begin developing others? 

Examples: Assigning experienced team members as mentors to newer 

colleagues; creating peer coaching pairs; asking team members to lead 

knowledge-sharing sessions; designing opportunities for junior team members 

to be coached by their slightly more senior peers. 

Your Commitments: 

__________________________________________________ 

__________________________________________________ 

Outcome: Leadership Capability I Want to See in My Team 

in 12 Months 

__________________________________________________ 

__________________________________________________ 

__________________________________________________ 

Illustrative Example 

Leader: Senior Consulting Manager 

L – Learning: Assign one emerging leader to lead the next client 

workshop independently, with briefing support beforehand and a 

debrief afterward. 

E – Exposure: Invite two team members to observe the next 

leadership team meeting and debrief what they observed with them 

afterward. 

A – Accountability: Transfer ownership of the Q3 strategic 

initiative to a developing manager, with weekly check-ins rather 

than daily oversight. 
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D – Reflection: Schedule monthly thirty-minute development 

conversations with each of the three most high-potential team 

members. 

E – Empowerment: Allow team members to make all client 

communication decisions below a defined threshold without 

requiring my approval. 

R – Replication: Ask my two most experienced team members each 

to take on one junior colleague as a mentoring responsibility for 

the next six months. 

Guidance for Use 

The Leadership Multiplication Canvas is most powerful when it is 

treated as a living document rather than a one-time exercise. 

Review it at the six-month mark. What has been accomplished? 

What has been harder than anticipated? What has been learned? 

Share it with your manager or a trusted peer. External 

accountability significantly increases follow-through. 

Use it as a basis for talent development conversations with HR 

partners, ensuring that your developmental commitments are 

visible, supported, and resourced. 

Most importantly, remember that completing the Canvas is the 

beginning, not the end. The real work is in the daily choices: the 

conversation you make time for despite a full calendar, the project 

you assign to someone who is not quite ready rather than someone 

who definitely is, the moment you ask a question rather than 

provide an answer. 

Leadership multiplication begins in those moments. 

It compounds over time. 

And it transforms organizations. 
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Sample Leadership Development 

Journeys 

The LEADER Multiplication Framework introduced throughout 

this book is designed to be universal in its principles yet specific in 

its application. Leadership development looks different depending 

on the organizational context, the sector, the scale of leadership 

responsibility, and the particular challenges a leader faces. 

The three sample journeys that follow illustrate how the framework 

translates into concrete, structured development plans for leaders 

operating in distinct and demanding contexts: a CEO of a Gulf 

Cooperation Council (GCC) organization navigating regional 

transformation, a CEO of a large financial institution managing 

complexity and regulatory change, and a senior technology leader 

building capability at the intersection of technical excellence and 

organizational leadership. 

Each journey is designed for a twelve-to-eighteen-month 

development horizon and structured in three phases aligned with 

the LEADER framework. Each plan also explicitly connects its 

development activities to the ideas, frameworks, and principles 

discussed in the preceding chapters. 

These journeys are illustrative rather than prescriptive. Real 

leadership development plans must be customized to the 

individual, their specific gaps, their organizational context, and the 

opportunities available to them. But these examples demonstrate 

what intentional, framework-aligned development looks like in 

practice. 
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Leadership Development Journey 1 

Leader Profile 
Chief Executive Officer, GCC-Based 

Organization 

Sector 
Government-Linked / Diversified 

Conglomerate 

Organization 

Scale 

8,000–15,000 employees across 5+ GCC 

markets 

Development 

Horizon 
18 months 

Framework 

Alignment 

LEADER Multiplication Framework – all six 

elements 

Context and Leadership Challenge 

The GCC region is undergoing one of the most significant periods 

of economic transformation in its history. Vision 2030 frameworks 

across Saudi Arabia, the UAE, and aligned national agendas in 

Qatar, Kuwait, Bahrain, and Oman are reshaping the strategic 

priorities of every significant organization operating in the region. 

Leaders at the CEO level face a distinctive set of challenges that 

make generic leadership development insufficient. 

This CEO leads a diversified organization with significant 

government linkages. The organization is simultaneously executing 

a transformation agenda—diversifying revenue streams away from 

traditional sources, digitizing core operations, attracting and 

retaining international talent, and building a leadership culture 

capable of sustaining these changes beyond the current leadership 

generation. 

The central leadership development challenge is not technical 

competence. This CEO has demonstrated extraordinary capability 
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as a strategist and operational leader. The development priority is 

building the leadership multiplication capability that will allow the 

organization to execute its transformation agenda without 

becoming dependent on any single individual’s vision or energy. 

As Chapter 8 explains, the transition from leader to leadership 

builder is the most important, and often the most difficult, 

transition in a senior leader’s development. For this CEO, that 

transition is both personally significant and organizationally 

critical. 

Development Priorities 

· Building a deliberate leadership pipeline capable of executing 

transformation beyond the current CEO’s tenure 

· Creating psychological safety (as discussed in Chapter 7) within 

a cultural context where hierarchy is deeply respected and 

challenge to authority is uncommon 

· Developing a coaching mindset (Chapter 9) to replace directive 

leadership habits that have been successful but are now limiting 

organizational agility 

· Designing experiences that expose high-potential leaders to 

global best practice while maintaining deep cultural rootedness 

· Embedding reflection practices (Chapter 6) within an 

organizational culture that prizes action and speed over pause 

and analysis 
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Phase 1: Months 1–6: Learning Through Experience and 

Exposure 

LEADER 

Element 

Learning Through Experience (L) + Exposure to 

Role Models (E) 

Key Activity 1 

CEO joins a global CEO peer network (e.g., World 

Economic Forum Young Global Leaders, or a GCC-

specific CEO forum) with structured exchanges. 

Objective: exposure to leadership models beyond the 

regional context, building a reference library of how 

other CEOs navigate transformation. 

Key Activity 2 

Leads a personally sponsored cross-functional 

transformation task force focused on one strategic 

priority (e.g., digital talent pipeline). The CEO 

participates not as sponsor but as an active member, 

practicing listening, questioning, and empowerment 

rather than directing. Directly applies the stretch 

experience principles from Chapter 4. 

Key Activity 3 

Engages an executive coach with GCC-specific 

cultural fluency for bi-weekly sessions. Sessions focus 

on the leader-to-leadership-builder transition 

described in Chapter 8, using the GROW model 

framework (Chapter 9) to structure reflection on real 

organizational challenges. 

Reflection 

Practice 

Introduces a personal leadership journal (Chapter 6). 

Commits to a weekly written reflection of three 

questions: What did I learn this week about myself as 

a leader? What did I do that helped someone else 

grow? What will I do differently next week? 

Book 

Connection 

Chapters 4, 6, 8, 9 of this book are assigned as 

reflective reading during this phase, with coaching 

sessions referencing specific passages to the leader’s 

lived experience. 
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Phase 2: Months 7–12: Accountability, Reflection, and 

Empowerment 

LEADER 

Element 

Accountability Through Responsibility (A) + 

Development Through Reflection (D) + 

Empowerment (E) 

Key Activity 1 

Formally restructures the senior leadership team 

operating model, delegating three previously CEO-

held decision domains to direct reports. Each 

delegated domain is accompanied by a structured 90-

day accountability framework with clear expectations, 

support mechanisms, and monthly reflection 

conversations. This directly enacts the empowerment 

principles of Chapter 10. 

Key Activity 2 

Launches a GCC CEO Leadership Masterclass series, 

bringing three to four respected regional and global 

leaders to share candid development stories with the 

top 50 leaders of the organization. This creates role 

model exposure (LEADER element E) for the entire 

senior cohort, not just the CEO. 

Key Activity 3 

Implements a formal organizational diagnostic using 

the Leadership Multiplication Diagnostic from this 

book, administered to all senior leaders. Results 

shared transparently at a leadership forum, initiating 

honest organizational conversation about 

development culture strengths and gaps. 

Reflection 

Practice 

Introduces quarterly leadership retrospectives for the 

senior team: structured two-hour sessions where the 

team collectively examines one recent significant 

decision or challenge using Kolb’s experiential 

learning cycle (referenced in Chapters 1 and 4): What 

happened? What did we observe? What does it mean? 

What will we do differently? 

Book 

Connection 

Chapters 7, 10, 11, and the Leadership 

Multiplication Diagnostic are the primary framework 

references for this phase. 
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Phase 3: Months 13–18: Replication and System Design 

LEADER 

Element 

Replication of Leadership (R) + Leadership 

Development Systems (Chapter 12) 

Key Activity 1 

Co-designs (with HR and the senior leadership team) 

a formal GCC Leadership Multiplication Program: a 

twelve-month cohort experience for the top 30 high-

potential leaders in the organization, structured 

around the LEADER framework. The CEO 

personally sponsors the program, mentors three 

cohort members, and leads four of the twelve 

monthly sessions. 

Key Activity 2 

Introduces a leadership development accountability 

metric into the annual performance evaluation of all 

senior leaders: each is assessed on the growth and 

readiness of the leaders they are developing, not only 

on business results. This embeds development into 

organizational systems as described in Chapter 12. 

Key Activity 3 

Documents and shares the CEO’s own development 

journey transparently with the top 100 leaders of the 

organization in a personal “Leadership Letter,” 

including honest reflection on mistakes made, 

development areas identified, and changes 

implemented. This models the vulnerability and 

learning culture described in Chapter 7. 

 

Reflection 

Practice 

CEO completes the Leadership Multiplication Self-

Assessment from this book and shares scores and 

reflections with the board and direct reports as a 

demonstration of developmental accountability. 

Book 

Connection 

Chapters 11, 12, 13, 14, 15, and the Leadership 

Multiplication Canvas are the primary references for 

Phase 3. 
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Key Principle from the Book (Chapter 15): “Organizations do not 

become great because they have a few exceptional leaders. They become 

great because leadership exists throughout the organization.” For this 

GCC CEO, the ultimate measure of development success is not personal 

growth alone; it is whether the organization’s leadership capability has 

expanded in ways that will endure beyond any individual tenure. 

 

 

Leadership Development Journey 2 

Leader Profile Chief Executive Officer, Large Financial Institution 

Sector Banking / Financial Services 

Organization 

Scale 

25,000–60,000 employees, multinational 

operations 

Development 

Horizon 
18 months 

Framework 

Alignment 

LEADER Multiplication Framework – all six 

elements 

 

Context and Leadership Challenge 

Leading a large financial institution in the current environment is 

among the most complex leadership challenges in any sector. CEOs 

in financial services must simultaneously navigate stringent and 

evolving regulatory frameworks, rapid technological disruption 

from both established competitors and agile fintech entrants, 

intense scrutiny from boards and shareholders, and the profound 

cultural challenges of transforming organizations that were built for 

stability into organizations capable of continuous innovation. 
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This CEO leads an institution with a strong historical franchise but 

a culture that has long prioritized compliance and risk management 

over agility and innovation. The leadership development challenge 

is not technical competence, as this leader already understands 

financial services deeply. The challenge is building the capability to 

create a leadership culture that can hold both the discipline 

required by the institution’s regulatory context and the adaptability 

demanded by its competitive environment. 

As Chapter 2 of this book describes, one of the most common 

reasons leadership development fails is the absence of business 

context. Development for this CEO must be deeply embedded in 

the specific realities of financial services leadership, not in generic 

management concepts. 

Additionally, this CEO must address what the Leadership Pipeline 

model (referenced in Chapter 3) identifies as a critical pipeline 

challenge: the institution has a deep bench of excellent technical 

and functional leaders, but limited numbers of leaders capable of 

enterprise-level strategic thinking and the kind of integrative 

judgment that CEO-level succession requires. 

Development Priorities 

· Developing a deliberate succession pipeline for the top three 

organizational levels, addressing the leadership transition 

challenges described in Chapter 3 

· Building a culture of learning and constructive challenge 

within a risk-averse organizational environment (Chapter 7, 

psychological safety) 

· Strengthening coaching capability across the senior leadership 

cohort as a primary mechanism for culture change (Chapter 9) 

· Creating experiential development opportunities that expose 

high-potential leaders to strategic complexity beyond their 

functional expertise (Chapter 4) 
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· Designing leadership development systems (Chapter 12) that 

are durable beyond the current CEO’s tenure 

Phase 1: Months 1–6: Diagnosis, Role Modeling, and 

Experience Design 

LEADER 

Element 

Learning Through Experience (L) + Exposure to 

Role Models (E) 

Key Activity 1 

CEO commissions a Leadership Multiplication 

Diagnostic (from this book) administered across the 

top 200 leaders of the institution. Results analyzed by 

business unit, geography, and leadership level to 

identify where the multiplier effect is already present 

and where development culture is weakest. Findings 

presented at the annual leadership conference, 

initiating an institution-wide conversation about 

development as a strategic priority. 

Key Activity 2 

CEO personally leads six ‘Leadership in Action’ 

sessions over the six-month period: candid, 

unscripted conversations with cohorts of 20–30 mid-

level leaders about the real challenges of leading in 

this institution. These sessions model the role 

modeling element of the LEADER framework 

(Chapter 7) and create the psychological safety 

necessary for honest development conversations. 

Key Activity 3 

CEO joins the board of a non-profit or public sector 

organization in a non-financial domain. Objective: 

exposure to leadership challenges and decision-

making contexts different from financial services, 

building the adaptive thinking and perspective-taking 

that Chapter 5 (learning in the flow of work) 

describes as critical for senior leader development. 

Reflection 

Practice 

CEO introduces a Board and Executive Committee 

‘Decision Review’ practice: after each major strategic 

decision, a brief structured reflection is conducted by 
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the team: What assumptions drove this decision? 

What did we learn from the process? What would we 

do differently? This embeds Kolb’s reflective learning 

cycle (Chapters 1 and 6) into the institution’s most 

senior governance processes. 

Book 

Connection 

The Leadership Multiplication Diagnostic and 

Chapters 2, 3, 6, and 7 are the primary framework 

references for Phase 1. 

 

Phase 2: Months 7–12: Pipeline Development and 

Empowerment 

LEADER 

Element 

Accountability Through Responsibility (A) + 

Empowerment of Emerging Leaders (E) 

Key Activity 1 

Launches a “Future Leaders Program”—a structured 

twelve-month experience for the top 25 identified 

succession candidates, designed around the 

principles of experiential learning (Chapter 4) and 

the leadership pipeline model (Chapter 3). Each 

participant is assigned a “stretch project” with 

enterprise-level scope and genuine strategic 

consequence. The CEO personally reviews project 

progress quarterly and provides direct coaching 

feedback. 

Key Activity 2 

Redesigns the institution’s performance management 

framework to include an explicit “leadership 

development” dimension in all senior leader 

evaluations, weighted at 25% of total assessment. 

Leaders are evaluated not only on what they deliver 

but on how they develop the people they lead. This 

directly implements the leadership development 

systems principles of Chapter 12. 

Reflection 

Practice 

Introduces monthly ‘Development Check-In’ 

conversations between each Executive Committee 
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member and their two to three highest-potential 

direct reports — structured coaching conversations 

distinct from performance discussions, focused 

explicitly on the individual’s growth, challenges, and 

next development steps. 

Book 

Connection 

Chapters 4, 9, 10, 12, and the Leadership 

Multiplication Self-Assessment are the primary 

framework references for Phase 2. 

Phase 3: Months 13–18 — Culture Change and Replication 

LEADER 

Element 

Development Through Reflection (D) + 

Replication of Leadership (R) 

Key Activity 1 

CEO leads the design and launch of an institution-

wide ‘Leadership Multiplication Initiative’ — a multi-

year programme embedding the principles of this 

book across all business units. Each business unit 

head completes the Leadership Multiplication 

Canvas and presents their development plan to the 

CEO and CHRO annually. This creates 

accountability for development at every level of the 

organization. 

Key Activity 2 

Introduces a formal ‘Leaders Teaching Leaders’ 

programme: senior leaders across the institution are 

assigned to facilitate sessions in the Future Leaders 

Programme, sharing their experiences, challenges, 

and lessons with the next generation. This enacts the 

replication element of the LEADER framework and 

creates rich role model exposure for emerging leaders. 

Key Activity 3 

CEO sponsors the establishment of an internal 

‘Leadership Academy’ — a small but dedicated team 

responsible for designing and curating the integrated 

leadership development ecosystem described in 

Chapter 12. The Academy’s mandate is explicitly to 

build a system, not a program catalogue. 
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Reflection 

Practice 

CEO publishes an annual ‘Leadership Development 

Report’ for the board: a candid assessment of progress 

against leadership pipeline goals, including honest 

acknowledgment of gaps, failures, and lessons 

learned. This creates organizational accountability for 

development as a strategic priority. 

Book 

Connection 

Chapters 11, 12, 13, 14, 15, and the Leadership 

Multiplication Canvas are the primary references for 

Phase 3. 

 

Key Principle from the Book (Chapter 11): “Organizations with strong 

leadership multiplication often experience greater agility because 

decision-making authority is distributed across many capable leaders.” 

For this financial institution CEO, building that distributed capability 

is not a nice-to-have. It is a strategic necessity in an environment where 

competitive advantage increasingly depends on the speed and quality of 

decisions made throughout the organization, not only at the top. 

 

Leadership Development Journey 3 

Leader Profile Chief Technology Officer / VP of Engineering 

Sector Technology / Digital Transformation 

Organization 

Scale 
500–5,000 employees; high-growth environment 

Development 

Horizon 
12 months 

Framework 

Alignment 

LEADER Multiplication Framework – all six 

elements 
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Context and Leadership Challenge 

Technology leaders occupy a unique and increasingly complex 

position in modern organizations. They are expected to maintain 

deep technical credibility while simultaneously building the 

organizational and people leadership capabilities that allow 

technology functions to scale, attract talent, and deliver strategic 

value. 

This development journey is designed for a senior technology 

leader who has built their career on exceptional technical expertise 

and has recently stepped into an expanded leadership role with 

P&L responsibility, cross-functional influence, and accountability 

for a team of several hundred engineers, architects, and product 

professionals. 

The leadership development challenge is a classic one, but no less 

difficult for being familiar. As Chapter 3 of this book describes 

through the lens of the Leadership Pipeline model, the transition 

from technical expert to organizational leader requires a profound 

shift in how success is defined, where attention is directed, and 

what value the leader creates. Many of the habits and instincts that 

made this leader technically exceptional — deep diving into 

problems, optimizing for personal output, valuing precision and 

correctness above speed and consensus — can become obstacles to 

organizational effectiveness at the leadership level. 

The multiplier effect described in Chapter 11 is particularly 

relevant for technology leaders because the leverage available 

through developing others in a technical environment is 

exceptional. A senior engineer who develops five strong mid-level 

engineering leaders creates orders of magnitude more value than a 

senior engineer who continues to solve technical problems 

personally. 
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Development Priorities 

· Completing the transition from individual technical 

contributor to organizational multiplier (Chapters 8 and 11) 

· Building coaching capability as a leadership practice, not just a 

managerial skill (Chapter 9) 

· Creating a psychologically safe environment within a technical 

culture that can prize correctness and analytical certainty over 

experimentation and learning from failure (Chapter 7) 

· Designing stretch experiences for high-potential engineers and 

technical leads that build leadership capability without 

removing them from technical work they value (Chapter 4) 

· Developing the organizational and political navigation skills 

needed to lead effectively across functions that do not share the 

technology leader’s technical frame of reference (Chapters 5 

and 7) 

Phase 1: Months 1–4 — Self-Awareness and Experience 

Redesign 

LEADER 

Element 

Learning Through Experience (L) + Development 

Through Reflection (D) 

Key Activity 1 

Leader completes a comprehensive 360-degree 

feedback assessment, with feedback gathered from 

direct reports, peers in non-technical functions, and 

senior stakeholders. Assessment specifically examines 

the gap between technical and organizational 

leadership capabilities, providing the self-awareness 

foundation described in Chapter 6 as essential for 

development. 

Key Activity 2 

Leader is assigned to co-lead a strategic initiative with 

a senior business leader from a non-technical 

function (e.g., Chief Marketing Officer or Chief 

Operations Officer). This cross-functional stretch 
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assignment (Chapter 4) requires the technology 

leader to exercise influence without technical 

authority, build consensus among people with 

different knowledge frameworks, and communicate 

complex technical realities in terms that non-

technical stakeholders can understand and act on. 

Key Activity 3 

Leader begins a structured coaching relationship with 

an executive coach experienced in technology 

leadership transitions. Coaching focuses specifically 

on the leader-to-leadership-builder transition 

(Chapter 8), using the GROW framework (Chapter 

9) to examine real organizational challenges rather 

than abstract development concepts. 

Reflection 

Practice 

Leader commits to a ‘Weekly Leadership Review’: 30 

minutes every Friday reviewing the week’s leadership 

interactions against three questions drawn from the 

reflective framework in Chapter 6 — What did I do to 

help someone grow this week? Where did I solve a 

problem I should have coached someone else to 

solve? What assumption did I hold that turned out to 

be wrong? 

Book 

Connection 

Chapters 1, 4, 6, 8, and 9 are assigned reading in this 

phase, with specific reflection prompts connecting 

passages to the leader’s current challenges. 

Phase 2: Months 5–8 — Coaching Culture and Empowerment 

LEADER 

Element 

Accountability Through Responsibility (A) + 

Empowerment of Emerging Leaders (E) 

Key Activity 1 

Leader participates in a structured coaching skills 

development programme (not leadership theory, but 

practical coaching practice), with specific emphasis 

on applying coaching techniques within technical 

conversations. Objective: to replace the instinct to 

provide technical solutions with the practice of asking 
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questions that develop others’ technical and 

leadership thinking. Chapter 9 provides the 

conceptual foundation for this work. 

Key Activity 2 

Leader redesigns the team’s operating model to 

distribute decision-making authority more 

deliberately. Identifies five categories of decisions 

currently made personally, and formally transfers 

ownership of three to specific team members with 

appropriate support and accountability structures. 

Creates a 90-day review cycle to examine how 

delegation is working and what the people receiving 

new authority are learning. 

Key Activity 3 

Launches a ‘Tech Lead Development Path’ — a 

structured experience for senior individual 

contributors who are candidates for team leadership 

roles. The path is built around stretch assignments 

(Chapter 4), mentoring relationships with current 

engineering managers, and monthly reflection 

conversations. The leader personally mentors two 

individuals on this path. 

Reflection 

Practice 

Introduces ‘Sprint Retrospectives with a Leadership 

Lens’: augments the engineering team’s existing agile 

retrospective practices to include a leadership 

dimension — at the end of each sprint, the team 

discusses not only what worked technically but what 

the team learned as a team, and what leadership 

behaviors (including the leader’s own) supported or 

hindered that learning. 

Book 

Connection 

Chapters 5, 9, 10, and the Leadership Multiplication 

Canvas are the primary framework references for 

Phase 2. 
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Phase 3: Months 9–12 — System Building and Replication 

LEADER 

Element 

Exposure to Role Models (E) + Replication of 

Leadership (R) 

Key Activity 1 

Leader designs and sponsors a ‘Technical Leadership 

Community of Practice’ within the organization: a 

monthly forum where engineering leaders across 

levels share challenges, discuss leadership approaches, 

and learn from each other’s experiences. The leader 

facilitates the first three sessions, then rotates 

facilitation to emerging leaders within the 

community. This directly enacts the replication 

element of the LEADER framework. 

Key Activity 2 

Leader creates a ‘Leadership Stories’ series: monthly 

45-minute sessions where senior technology leaders 

from within and outside the organization share 

candid personal development stories, including 

failures, pivotal experiences, and lessons from 

leadership transitions. These sessions provide the role 

model exposure described in Chapter 7 as essential 

for emerging leaders learning what leadership looks 

like in practice. 

Key Activity 3 

Leader completes the Leadership Multiplication 

Canvas for the technology function and shares it with 

direct reports and the CHRO. This creates public 

accountability for development commitments and 

signals to the team that developing leaders is a 

genuine organizational priority, not a statement of 

intent. 

Reflection 

Practice 

Leader conducts end-of-year ‘Development 

Conversations’ with each direct report: structured 

one-hour discussions focused entirely on 

development — reviewing growth over the past year, 

identifying development priorities for the coming 

year, and designing specific experiences, 
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relationships, and learning activities to support that 

growth. 

Book 

Connection 

Chapters 11, 12, 13, 15, and the Leadership 

Multiplication Self-Assessment and Canvas provide 

the framework for Phase 3 reflection and system 

design. 

 

Key Principle from the Book (Chapter 8): “The most effective leaders 

eventually recognize another responsibility. They must develop other 

leaders.” For technology leaders in particular, this recognition is often 

the most difficult and the most important transition of their professional 

lives. The leverage available through leadership multiplication in a 

technical environment is extraordinary. The leader who develops ten 

strong engineering leaders creates far more value than the engineer who 

solves ten technical problems personally — and the compounding effect of 

that investment grows with every year. 
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Case Study: The LEADER Framework  

in Action 

Note: The following case study is a composite illustration based on 

patterns observed across multiple real organizations. Names, specific 

figures, and identifying details are fictional. The organizational 

dynamics, leadership challenges, development interventions, and 

outcomes described reflect genuine patterns drawn from experience in 

leadership development practice across multiple sectors and geographies. 

Organization Overview 

Organization Meridian Financial Group 

Sector Diversified Financial Services 

Geography 
Headquarters in Dubai; operations across 12 

countries 

Employees Approximately 22,000 

Revenue USD 3.8 billion (at the start of the case) 

Case Period Three years (Year 1 through Year 3) 

Background: The Leadership Crisis That Sparked Change 

In the spring of Year 1, Meridian Financial Group’s newly 

appointed Group CEO, Layla Al-Rashid, faced a problem that she 

described, in a candid address to her senior leadership team, as “the 

most important strategic challenge this organization faces.” 

It was not a market share problem. Meridian’s core businesses were 

performing adequately. It was not a regulatory problem, though 
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those existed. It was not a technology problem, though digital 

transformation was urgently needed. 

It was a leadership problem. 

Over the previous three years, Meridian had lost seven senior 

leaders to competitors. Each departure had been described, in exit 

interviews and public statements, as a career opportunity. But when 

Layla reviewed the pattern more carefully in her first months in the 

role, a different story emerged. 

Six of the seven departing leaders had cited, in confidential 

conversations, a variation of the same concern: they did not feel 

they were growing. They felt they were executing rather than 

developing. They had not been given meaningful stretch 

assignments in years. They had received little coaching from their 

own leaders. And they had seen no credible path to the kind of 

expanded leadership responsibility they were seeking. 

Simultaneously, when Layla asked her HR team to assess the 

organization’s succession readiness for the top 50 leadership roles, 

the results were troubling. Only twelve of those fifty roles had a 

ready-now successor identified internally. For the remaining thirty-

eight, the honest assessment was that it would take three to five 

years to develop an internal candidate — if the right development 

investments were made immediately. 

“We have been growing the business,” Layla told her team, “but we 

have not been growing the people.” 

That recognition became the starting point for what Meridian 

would eventually call its Leadership Multiplication Initiative. 
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Diagnosis: Applying the Leadership Multiplication 

Diagnostic 

Layla’s first significant development action was to commission a 

comprehensive organizational assessment using the Leadership 

Multiplication Diagnostic framework. 

The diagnostic was administered to 380 leaders across all 

geographies and leadership levels, from team leaders to the 

Executive Committee. Results were analyzed by level, function, 

geography, and tenure. 

The results revealed a consistent and sobering pattern. 

Section 1: 

Leadership 

Awareness 

Score: 68/100 — Reasonable clarity on leadership 

expectations at senior levels; significant gaps at 

middle management 

Section 2: 

Coaching and 

Mentorship 

Score: 41/100 — Severely underdeveloped. Fewer 

than 20% of managers reported receiving regular 

coaching from their own leaders 

Section 3: 

Experiential 

Development 

Score: 44/100 — Limited use of stretch 

assignments; most development was formal training 

Section 4: 

Empowerment 

and Ownership 

Score: 38/100 — Highly centralized decision-

making; limited delegation; low initiative-taking 

Section 5: 

Leadership 

Multiplication 

Score: 29/100 — Very limited evidence of leaders 

developing other leaders as a cultural practice 

Overall Diagnostic Score: 220/500. By the framework’s 

interpretation, Meridian was squarely in the ‘Early Stage 

Organization’ category, with leadership development occurring 

primarily through formal training programs and with minimal 

evidence of the coaching, experiential, and replication practices 

that produce sustainable capability. 
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The diagnostic results were shared, with unusual transparency for 

a financial institution, at Meridian’s annual leadership conference. 

Layla presented the findings personally, framed them as an honest 

organizational assessment rather than an indictment of any 

individual, and used them to launch a committed, multi-year 

Leadership Multiplication Initiative. 

“These numbers tell us where we are,” she told the assembled 

leaders. “My commitment to you is that in three years, every one of 

these scores will look different. But only if every one of us in this 

room takes personal responsibility for developing the leaders 

around us.” 

Year 1: Foundations — Building Awareness and Leadership 

Commitment 

Intervention 1: Executive Team Alignment 

Layla began with the Executive Committee. Before asking the 

organization to develop differently, she needed her most senior 

leaders to model the behaviors she was requesting. 

Each member of the Executive Committee engaged in a structured 

six-month coaching programme focused specifically on the leader-

to-leadership-builder transition described in Chapter 8. Coaches 

were external practitioners with deep financial services experience. 

Sessions used the GROW framework (Chapter 9) applied to real 

organizational challenges, not abstract development concepts. 

Simultaneously, each Executive Committee member completed the 

Leadership Multiplication Self-Assessment and shared their scores 

and key reflections with Layla and with each other in a facilitated 

team discussion. This was, for an organization with a historically 

private senior leadership culture, a genuinely uncomfortable 

exercise. Several Executive Committee members described it later 
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as the single most impactful development conversation they had 

experienced in years. 

The transparency modeled at Executive Committee level sent a 

powerful signal throughout the organization: leadership 

development is a shared responsibility, and it begins at the top. 

Intervention 2: The Leadership Environment Audit 

Drawing on the principles in Chapter 7, Meridian commissioned a 

qualitative assessment of its leadership environment across five 

business units and three geographies. The assessment examined 

specifically the presence or absence of psychological safety, the 

quality and frequency of feedback, the availability of stretch 

experiences, and the degree to which learning from mistakes was 

genuinely valued. 

The findings mirrored the diagnostic quantitative data. In most 

parts of the organization, the environment actively discouraged the 

behaviors that leadership development requires. Mistakes were 

managed privately rather than examined openly. Challenging 

assignments were given to the most experienced people rather than 

those who could benefit most developmentally. Feedback was rare, 

generic, and almost exclusively delivered downward. 

One business unit, however, showed a markedly different profile. 

The Corporate Banking Division, led by a Managing Director 

named Omar Hassan, had diagnostic scores significantly above the 

organizational average across all five sections. When the assessment 

team examined why, the answer was clear. 

Omar had been practicing, intuitively and without formal 

framework, most of the principles this book describes. He coached 

his direct reports regularly. He delegated meaningful decisions. He 

created stretch assignments deliberately. He talked openly about his 

own leadership failures in team meetings. 
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Omar became the organization’s first ‘Leadership Multiplication 

Champion’ — a living example, referenced throughout the 

initiative, of what the LEADER framework looked like in practice. 

Intervention 3: The Leadership Multiplication  

Canvas Rollout 

In the final quarter of Year 1, Meridian introduced the Leadership 

Multiplication Canvas as a standard tool in annual talent review 

conversations. Every leader at Director level and above was required 

to complete the Canvas and review it with their line manager. 

Initial adoption was uneven. Many leaders completed the Canvas 

as a compliance exercise rather than a genuine development 

planning activity. Layla’s response was direct: she asked each 

member of her Executive Committee to share their completed 

Canvas at the next leadership conference, and she shared her own 

first. 

The quality of Canvas completion improved significantly in the 

second cycle. 

Year 2: Acceleration — Experiences, Coaching, and Structural 

Change 

The Meridian Leadership Academy 

In Year 2, Meridian launched the Meridian Leadership Academy — 

not as a training function, but as an ecosystem architect in the spirit 

described in Chapter 12. 

The Academy’s mandate was explicit: design and curate an 

integrated leadership development system that combines formal 

learning, experiential development, coaching relationships, and 

reflection practices into a coherent experience across all leadership 

levels. 
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The Academy was staffed by a small, highly credible team of 

internal practitioners and supported by two carefully selected 

external partners. Its first year deliverables included three flagship 

programmes: one for emerging leaders (approximately 150 

participants), one for experienced managers (approximately 80 

participants), and one for senior leaders nominated as succession 

candidates (approximately 30 participants). 

Stretch Assignments by Design 

Drawing directly on Chapter 4’s principles, the Academy 

introduced a formal stretch assignment process. Twice annually, 

the top 200 leadership roles in the organization were reviewed for 

their developmental potential alongside their performance 

requirements. 

A Stretch Assignment Panel — comprising the CHRO, two 

Executive Committee members, and two external advisors — 

reviewed upcoming project opportunities, strategic initiatives, and 

cross-functional assignments against a database of high-potential 

leaders whose development priorities were documented in their 

Leadership Multiplication Canvas. 

The first year of this process produced 34 deliberate stretch 

assignments. Follow-up assessment eighteen months later found 

that 29 of the 34 leaders involved described the assignment as the 

most significant development experience of their recent career — a 

finding consistent with the research from the Center for Creative 

Leadership referenced in Chapters 4 and 10. 

Several of these assignments produced unexpected organizational 

benefits. A stretch assignment placing a corporate banking director 

into an operational transformation leadership role, for which she 

had no prior experience, not only developed her leadership 

capability significantly but also generated a set of process 
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innovations that her fresh perspective made possible precisely 

because she was not constrained by existing mental models. 

The Coaching Culture Programme 

Year 2 also saw the launch of Meridian’s most ambitious initiative: 

a systematic effort to build coaching capability across the entire 

population of 1,200 managers. 

The programme was not a coaching skills workshop, though skills 

development was included. It was a twelve-month culture change 

initiative built on the principles of Chapter 9. It combined skill-

building sessions with practice communities, peer observation, and 

accountability partnerships. 

The most important design decision was the requirement for each 

participant to conduct at least six documented coaching 

conversations with direct reports during the programme, with 

reflection notes submitted to their own coach for discussion. 

This requirement was initially met with resistance. “We don’t have 

time for this,” was the most common objection. Layla’s response, 

delivered at a company-wide leadership webinar, was memorable. 

“You have time for every meeting in your calendar. You have time 

for every email you answer. The question is whether you have 

decided that developing the people you lead is as important as the 

other things you make time for. I believe it is. And I believe you will 

too, once you experience what it produces.” 

By the end of Year 2, participant surveys indicated that 67% of 

programme graduates had significantly increased the frequency of 

developmental conversations with their teams. More tellingly, 360-

degree feedback scores for coaching behaviour among programme 

graduates increased by an average of 22 percentile points between 

the programme’s start and end. 
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Year 3: Multiplication — Replication and Sustained Impact 

Leaders Teaching Leaders 

In Year 3, Meridian introduced the ‘Leaders Teaching Leaders’ 

programme: a formal mechanism through which senior leaders 

across the organization were assigned to facilitate sessions in the 

Leadership Academy’s programmes. 

The design was intentional. Senior leaders were not asked to deliver 

pre-designed content. They were asked to share their personal 

leadership stories — including failures, development moments, and 

hard lessons — in response to questions from programme 

participants. 

The impact was significant on both sides. Participants described 

these sessions consistently as among the most valuable of the entire 

programme: real stories, told with genuine honesty, from leaders 

they knew and respected, modelling the vulnerability and learning 

orientation that Chapter 7 identifies as essential for developmental 

environments. 

For the senior leaders themselves, the preparation and facilitation 

required was itself developmental. Several described the exercise of 

articulating their leadership story — identifying the experiences that 

had shaped them most significantly and the lessons those 

experiences had produced — as one of the most reflective exercises 

they had undertaken in years. 

Year 3 Diagnostic Results 

At the end of Year 3, Meridian administered the Leadership 

Multiplication Diagnostic for the second time, across the same 

population as the initial assessment. 

The results demonstrated significant progress across every 

dimension. 
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Section 1: Leadership 

Awareness 
Year 1: 68 → Year 3: 84 (+16 points) 

Section 2: Coaching and 

Mentorship 
Year 1: 41 → Year 3: 71 (+30 points) 

Section 3: Experiential 

Development 
Year 1: 44 → Year 3: 73 (+29 points) 

Section 4: Empowerment 

and Ownership 
Year 1: 38 → Year 3: 67 (+29 points) 

Section 5: Leadership 

Multiplication 
Year 1: 29 → Year 3: 62 (+33 points) 

Overall Diagnostic Score: 357/500 (Year 1: 220/500). Movement from 

 ‘Early Stage’ to ‘Emerging Leadership Multipliers’. 

The improvement in Section 5 — Leadership Multiplication — was 

particularly significant. From 29 to 62 in three years represented a 

fundamental shift in the culture’s orientation toward developing 

others. Leaders across the organization were beginning to treat the 

development of those around them as a genuine professional 

responsibility rather than an occasional activity. 

Succession readiness data told an equally encouraging story. Of the 

fifty roles assessed as having inadequate succession depth in Year 1, 

thirty-two now had at least one identified near-ready internal 

successor. The dependence on external hiring for senior roles had 

decreased measurably. 

And the senior leader retention problem that had catalyzed the 

entire initiative? In Year 2 and Year 3 combined, Meridian lost two 

senior leaders to competitors, compared to seven in the three years 

prior. 
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Key Lessons: The LEADER Framework Applied 

Reviewing Meridian’s three-year journey through the lens of the 

LEADER Multiplication Framework produces several insights that 

are relevant for any organization seeking to build similar capability. 

Learning Through Experience (L) 

The stretch assignment programme was the single most impactful 

individual intervention of the three years. This is consistent with 

the research cited in Chapters 4 and 10: challenging, consequential 

assignments produce leadership development that formal 

programmes cannot replicate. The key was the deliberateness of the 

design — assignments were made with developmental intent, not 

only operational logic. 

Exposure to Role Models (E) 

Omar Hassan’s Corporate Banking Division served as a living 

laboratory for the organization. By naming him explicitly as a model 

and creating structured opportunities for leaders across the 

organization to observe and discuss what he was doing, Meridian 

accelerated learning in a way that frameworks and workshops alone 

could not. The Leaders Teaching Leaders programme extended this 

principle systematically. 

Accountability Through Responsibility (A) 

The introduction of a development dimension in senior leader 

performance evaluation was culturally significant. It 

communicated, through the mechanism that leaders pay most 

attention to — performance assessment — that developing others is 

a genuine organizational priority, not rhetoric. Several leaders 

described this change as the moment they understood the initiative 

was real. 
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Development Through Reflection (D) 

Reflection was the element that required the most sustained effort 

to embed. The coaching culture programme, the Leadership 

Multiplication Canvas, and the Leaders Teaching Leaders sessions 

all created structured opportunities for reflection. The Executive 

Committee’s willingness to model reflective practice — publicly 

sharing their Self-Assessment scores and Development Canvas 

commitments — was essential for creating the permission that 

others needed to engage seriously with reflection themselves. 

Empowerment of Emerging Leaders (E) 

The most visible culture change over three years was in the 

distribution of decision-making authority. Leaders who had 

previously managed through tight control began creating genuine 

autonomy for their teams. This did not happen automatically or 

without tension. It required consistent messaging from Layla and 

the Executive Committee, supported by the coaching programme’s 

emphasis on the leader-to-leadership-builder transition. 

Replication of Leadership (R) 

The multiplier effect began to appear most clearly in Year 3. 

Leaders who had been developed through the initiative’s first 

cohorts were themselves designing development experiences for 

their teams. Omar Hassan’s Corporate Banking Division, which 

had been the outlier in Year 1, was no longer unusual. Similar 

development cultures were emerging in at least six other business 

units, each shaped by a leader who had internalized the principles 

of the framework and was applying them with their own teams. 
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A Final Reflection: What Made the Difference 

Organizations frequently ask, after reviewing case studies like 

Meridian’s, what made the difference. What distinguishes 

organizations that successfully build leadership multiplication 

cultures from those that invest significantly in development and see 

limited lasting change? 

The Meridian case points to three factors that appear to be 

genuinely critical. 

The first is CEO personal commitment and modelling. Layla’s 

willingness to be personally visible in the initiative — sharing her 

own Self-Assessment scores, completing and publishing her own 

Leadership Multiplication Canvas, leading ‘Leadership in 

Action’ sessions personally, holding Executive Committee 

members accountable for their development commitments — 

communicated the initiative’s seriousness in ways that no 

programme announcement could replicate. 

The second is systemic alignment. The Leadership 

Multiplication Initiative worked because it was not designed as 

a programme. It was designed as a system. The diagnostic 

provided an honest baseline. The Canvas created individual 

accountability. The performance management change created 

organizational accountability. The stretch assignment process 

ensured that experiences were created deliberately. The coaching 

programme built the capability to make development 

conversations meaningful. Each element reinforced the others. 

The third is patience and persistence. Leadership culture does 

not change in a quarter or in a year. Meridian’s most meaningful 

gains came in Year 3 — built on foundations laid in Years 1 and 

2. The temptation to measure success prematurely, or to 

abandon the initiative when early results were mixed, was real. 
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Layla’s consistent communication that this was a multi-year 

commitment, and her personal accountability for holding to that 

commitment, was essential. 

These three factors — personal leadership modelling, systemic 

design, and patient persistence — are not unique to Meridian. 

They are, in the experience that informs this book, consistently 

present in every organization that successfully builds a leadership 

multiplication culture. 

They are also, it is worth noting, themselves applications of the 

framework’s principles. 

The CEO modelled the leader-to-leadership-builder transition 

(Chapter 8). The system design reflected the integrated 

ecosystem approach (Chapter 12). The patience reflected the 

understanding that leadership development is a process of 

accumulated experience, reflection, and practice — not an event 

(Chapters 1 and 5). 

This is what it looks like when an organization genuinely 

commits to building leaders who build leaders. 

The journey is not simple. The results are not immediate. But 

the organizations that make the commitment, and sustain it, 

create something that cannot be easily replicated by any 

competitor: a culture where leadership grows continuously, 

naturally, and at scale. 
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Case Study: Building Leaders in a  

New Global Capability Centre 

Note: The following case study is a composite illustration based on 

patterns observed across multiple GCC (Global Capability Centre) 

establishments in the Indian market. Names, specific figures, and 

identifying details are fictional. The organizational dynamics, leadership 

challenges, development interventions, and outcomes described reflect 

genuine patterns drawn from experience working with GCCs across 

India. 

Organisation Overview 

Organisation NovaBridge Global Services India Pvt. Ltd. 

Parent 

Company 

NovaBridge Group (Headquarters: Amsterdam, 

Netherlands) 

Sector 
Financial Technology / Digital Transformation 

Services 

GCC Purpose 

Technology engineering, data analytics, finance 

operations, and product development for the global 

parent 

Location 
Bengaluru, India (primary); Hyderabad (secondary 

hub, Year 2) 

Employees at 

Launch 
120 (Year 1); 650 (end of Year 3) 

Case Period 
Three years (incorporation through operational 

maturity) 
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Background: The Promise and the Challenge of India GCCs 

India has become the world’s most significant location for Global 

Capability Centres. More than 1,700 GCCs operate across the 

country, collectively employing over 1.6 million people and 

delivering services across technology, finance, operations, analytics, 

and increasingly, strategic and innovation functions. The GCC 

model has evolved dramatically from its origins in cost arbitrage. 

The most sophisticated GCCs today are genuine capability centres: 

organizations that generate intellectual property, lead global 

product development, and contribute to their parent companies’ 

competitive differentiation. 

The transformation of the GCC model from cost delivery to 

capability generation has created a leadership challenge that most 

GCC founders and global HR functions underestimate when they 

begin the journey. 

It is one thing to recruit technically excellent engineers, analysts, 

and operations professionals in India. The talent market, while 

competitive, supplies capable individuals in large numbers. It is 

quite another to build a leadership culture within a new GCC that 

can sustain high performance as the organisation scales, retain the 

talent it has worked hard to recruit, develop the next generation of 

leaders from within, and earn the trust and genuine partnership of 

its global parent organisation. 

This was precisely the challenge that NovaBridge faced when it 

established its India GCC in the spring of Year 1. 

NovaBridge Group’s Head of Global Operations, Marcus van der 

Berg, had championed the India GCC decision and was its 

executive sponsor. His vision was ambitious: within three years, 

NovaBridge India would be recognised by the parent organisation 

not as a delivery outpost but as a co-equal innovation partner. 
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Leadership capability, he believed, was the single most important 

determinant of whether that vision would be realised or remain 

aspirational. 

Year 1: The Foundation Challenge 

The Hiring Paradox 

NovaBridge India’s founding team inherited a paradox that is 

common to new GCCs but rarely well-prepared for. 

To attract strong talent in Bengaluru’s hypercompetitive 

technology market, NovaBridge needed to offer senior titles, 

competitive compensation, and credible growth narratives. The 

result was a founding population in which many individuals had 

been hired at Director or Senior Manager level based on impressive 

technical credentials and experience in larger organisations. 

But senior titles do not automatically produce senior leadership 

capability. Many of these individuals had operated effectively as 

strong individual contributors or as technical leads in organisations 

with established leadership cultures. They had not necessarily built 

the coaching habits, the delegation instincts, or the talent 

development commitment that the LEADER framework describes 

as the hallmarks of genuine leadership multipliers. 

In the words of Priya Nair, NovaBridge India’s founding Head of 

People and Culture: “We hired people for their technical 

credibility. We assumed leadership capability would follow. That 

assumption cost us the first twelve months.” 

The early consequence was predictable in retrospect. Teams were 

performing adequately on technical delivery but the culture was not 

developing as Marcus had envisioned. Senior leaders were solving 

problems themselves rather than coaching their teams. Decisions 

were escalating upward rather than being made at the appropriate 
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level. And retention was emerging as a concern: several high-

potential analysts and engineers had left within the first nine 

months, citing lack of growth opportunity in their exit 

conversations. 

The First Diagnostic 

In Month 9 of Year 1, Priya commissioned a Leadership 

Multiplication Diagnostic across NovaBridge India’s fifty most 

senior people — those in Director, Senior Manager, and Manager 

roles. The results, while unsurprising in their pattern, were a 

valuable catalyst for action. 

Section 1: 

Leadership 

Awareness 

Score: 61/100 — Reasonable awareness of 

performance expectations; weak clarity on what 

leadership development looks like 

Section 2: 

Coaching and 

Mentorship 

Score: 34/100 — Very low. Fewer than 15% of 

managers reported having regular developmental 

conversations with their direct reports 

Section 3: 

Experiential 

Development 

Score: 38/100 — Almost all development was 

formal training; stretch assignments were rare and 

unplanned 

Section 4: 

Empowerment 

and Ownership 

Score: 31/100 — Decision-making heavily 

centralised; low team autonomy 

Section 5: 

Leadership 

Multiplication 

Score: 22/100 — Minimal evidence of leaders 

investing in the development of others 

Overall Diagnostic Score: 186/500. NovaBridge India was at the 

earliest stage of leadership development culture, with significant 

gaps across every dimension. 

The diagnostic results were presented to the NovaBridge India 

leadership team and to Marcus in Amsterdam. His response was 

direct and consequential: leadership development was elevated to a 
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formal strategic priority, with quarterly reporting to the global 

executive team and explicit inclusion in the GCC’s Year 2 

objectives. 

“We are building a capability centre,” he reminded the India 

leadership team. “Capability doesn’t come from the technology we 

deploy. It comes from the people we develop. This diagnostic tells 

us we have significant work to do.” 

The India Leadership Context: Understanding the  

Specific Dynamics 

Any effective leadership development system for an India GCC 

must reckon with the specific cultural and structural dynamics of 

the Indian professional environment. These are not obstacles to be 

overcome but context to be understood and thoughtfully 

addressed. 

The Indian professional talent market at the senior level is highly 

competitive. NovaBridge’s senior leaders were continuously 

receiving approaches from competitors, from larger GCCs, and 

from product companies. The organisation’s ability to retain talent 

was directly connected to whether it could offer a development 

journey that was meaningfully better than what alternatives offered. 

Indian professional culture has a strong orientation toward 

hierarchy that is relevant to leadership development design. Direct 

reports often defer to senior leaders’ opinions even when they hold 

different or better-informed views. This deference can create teams 

that are technically capable but not fully engaged, leaders who 

receive insufficient honest feedback, and organisations that miss 

important signals from the people closest to the work. 

At the same time, Indian professionals — particularly those in 

technology roles — are extraordinarily ambitious. When given 

genuine opportunity for growth, genuine ownership of meaningful 
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work, and genuine belief from their leaders that they are capable of 

more than they have yet demonstrated, they respond with 

commitment and initiative that is among the most impressive Priya 

had encountered anywhere in her career. 

The LEADER Multiplication Framework was adapted for this 

context with several specific considerations. Psychological safety 

work was given particular priority, with deliberate effort to create 

conversational norms in which challenge and honest disagreement 

were not only tolerated but explicitly valued. Stretch assignments 

were designed with particular attention to the support structure 

around them, recognising that the cultural discomfort of operating 

outside clearly defined role boundaries needed to be actively 

managed. And the development messaging was consistently 

connected to individual career growth, not just organisational 

benefit, recognising that the development value proposition 

needed to be visible and credible to highly mobile talent. 

Year 2: Building the System 

The NovaBridge India Leadership Academy 

In the first quarter of Year 2, NovaBridge India launched its 

Leadership Academy — not as a training programme but as the 

architectural centre of its leadership development system, in the 

spirit described in Chapter 12. 

The Academy’s design was guided by four principles derived 

directly from the LEADER framework. First, experiences would 

take precedence over programmes: the Academy’s most important 

function was not to deliver workshops but to create and support 

the stretch assignments, project leadership opportunities, and 

developmental challenges that produce genuine capability growth. 

Second, coaching would be built into the operating model: every 

leader above team lead level would receive training in coaching 
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skills and be held accountable for the quality of developmental 

conversations with their direct reports. Third, reflection would be 

structured: the Academy would create specific, recurring 

mechanisms for leaders to examine their experiences and extract 

learning. Fourth, the system would be designed for replication: 

leaders developed by the Academy would be expected to develop 

others in turn. 

The Academy launched with three concurrent programmes: 

· The Emerging Leaders Programme: a nine-month development 

experience for 25 individual contributors identified as having 

significant leadership potential, built around three stretch 

project assignments, monthly peer coaching groups, and bi-

monthly one-on-one development conversations with a senior 

mentor from within the organisation. 

· The Manager Excellence Programme: a six-month coaching 

skills intensive for all 42 managers in the organisation, 

combining skill-building workshops with practice 

communities, peer observation, and monthly accountability 

check-ins. 

· The Director Development Cohort: a twelve-month 

programme for NovaBridge India’s 15 most senior leaders, 

focused on the leader-to-leadership-builder transition described 

in Chapter 8, delivered through a combination of executive 

coaching, peer learning, and a personally sponsored stretch 

project each director was required to lead. 

The Stretch Assignment Architecture 

The most impactful element of Year 2 was the design and 

implementation of NovaBridge India’s stretch assignment 

architecture — a structured process for identifying, allocating, and 

supporting developmental assignments across the organisation. 
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Priya’s team created what she called a ‘Development Opportunity 

Marketplace’: a quarterly process in which business unit heads 

identified upcoming projects with significant developmental 

potential — cross-functional complexity, stakeholder ambiguity, 

technical novelty, or strategic importance — and submitted them to 

a central talent panel. 

The talent panel, comprising Priya, two senior directors, and 

NovaBridge India’s CEO Arjun Kapoor, reviewed these 

opportunities alongside the documented development priorities of 

approximately 80 identified high-potential employees. Assignments 

were made with deliberate developmental intent: the objective was 

not to find the most qualified person for each project but to find 

the project that would most accelerate the development of the right 

individual at their current stage of growth. 

Each assignment was accompanied by a development agreement: a 

brief document that specified the developmental objectives of the 

assignment, the support available (mentor, budget, executive 

access), the expected duration, and the reflection and review 

processes that would accompany it. 

The first year of this process produced 38 deliberate stretch 

assignments. Post-assignment reflection data collected from 

participants consistently cited these experiences as among the most 

impactful of their careers. Several individuals who had been 

considering departure when approached by competitors during this 

period described the stretch assignment as a significant factor in 

their decision to remain. 

This finding is consistent with the research cited in Chapters 4 and 

10: meaningful work; genuine responsibility for outcomes that 

matter is among the most powerful retention tools available to 

organisations, precisely because it addresses the development need 

that drives most voluntary departures among high-potential talent. 
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The Global-Local Leadership Dynamic 

A challenge unique to GCCs and one that the LEADER framework 

must explicitly address in this context, is the dynamic between the 

local India leadership team and the global parent organisation. 

In many GCCs, this dynamic defaults to a parent-subsidiary 

relationship in which the India team is primarily an execution 

vehicle for globally designed strategy and processes. This default is 

understandable: the global parent has established business context, 

brand relationships, and strategic authority. But it is also 

developmentally limiting for the India leadership team, which 

cannot build genuine strategic and enterprise leadership capability 

while operating in a pure execution role. 

Marcus and Arjun invested significant energy in redesigning 

NovaBridge India’s relationship with the global parent to create 

what they described as a ‘co-creation’ model. Under this model, 

NovaBridge India leaders were given genuine ownership of specific 

strategic initiatives that affected not only the GCC but the global 

parent’s operations. They participated in global product 

development decisions from the design stage rather than receiving 

requirements to implement. And several NovaBridge India 

directors were given rotational assignments in global offices in 

Amsterdam, Singapore, and New York, providing them with direct 

exposure to the global business context that enterprise leadership 

requires. 

These assignments were stretch experiences in the deepest sense. 

They took strong technical leaders out of familiar environments, 

placed them in complex cross-cultural contexts, and required them 

to earn trust and credibility through the quality of their thinking 

rather than through positional authority. Each returning leader was 

significantly more capable of the kind of global partnership that 

Marcus’s vision required. 
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Within the LEADER framework, these global rotations addressed 

multiple elements simultaneously: Learning through Experience 

(L), Exposure to global role models (E), and Accountability through 

genuine responsibility for global outcomes (A). 

Year 3: Multiplication Takes Hold 

The Replication Signal 

By mid-Year 3, something was happening at NovaBridge India that 

Priya described as the clearest sign that the development system was 

working as intended. 

Leaders who had been through the Academy’s programmes; 

particularly those who had completed the Emerging Leaders 

Programme and the Director Development Cohort, were 

spontaneously creating development opportunities for their own 

teams. 

A senior engineering director who had completed the Director 

Development Cohort in Year 2 had introduced a version of the 

Development Opportunity Marketplace within his own business 

unit. He identified stretch project opportunities at the team level, 

matched them to team members’ development needs, and held 

monthly one-on-ones focused explicitly on development rather 

than task management. 

A product manager who had completed the Emerging Leaders 

Programme in Year 2 had created an informal peer coaching group 

among her peers in the product function, meeting fortnightly to 

discuss leadership challenges, share feedback, and support each 

other’s development. 

These were not initiatives that Priya or the Academy had designed. 

They were instances of organic replication: leaders who had 

experienced the value of deliberate development investing in 

creating that experience for others, without being asked to do so. 
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This was the multiplier effect, visible and measurable, unfolding at 

NovaBridge India. 

Year 3 Diagnostic Results 

Section 1: Leadership 

Awareness 
Year 1: 61 → Year 3: 81 (+20 points) 

Section 2: Coaching 

and Mentorship 
Year 1: 34 → Year 3: 68 (+34 points) 

Section 3: 

Experiential 

Development 

Year 1: 38 → Year 3: 74 (+36 points) 

Section 4: 

Empowerment and 

Ownership 

Year 1: 31 → Year 3: 66 (+35 points) 

Section 5: Leadership 

Multiplication 
Year 1: 22 → Year 3: 61 (+39 points) 

Overall Diagnostic Score: 350/500 (Year 1: 186/500). Movement from the 

lowest category to ‘Emerging Leadership Multipliers’. 

The improvement in Section 5: Leadership Multiplication was the 

most striking: a 39-point increase over three years, reflecting a 

fundamental shift in how NovaBridge India’s leaders understood 

their role in relation to the development of others. 

Retention data told an equally compelling story. Voluntary 

attrition among Director and Senior Manager level employees had 

decreased from 28 percent in Year 1 (high even by competitive 

GCC standards) to 12 percent in Year 3. Exit interview data 

showed a corresponding shift in departure reasons: where Year 1 

departures had cited lack of development opportunity as the 

primary driver, Year 3 departures cited compensation as the 

primary driver a healthier signal that development was no longer a 

differentiating weakness. 
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NovaBridge India’s succession data was equally encouraging. Of 22 

senior leadership roles, 17 had at least one identified near-ready 

internal successor by the end of Year 3 compared to three at the 

start of Year 1. The GCC was building the internal leadership 

pipeline that its growth trajectory required. 

The Global Recognition 

At the NovaBridge Group’s annual leadership conference in Year 

3, Marcus presented NovaBridge India as the organisation’s most 

improved unit across all global talent metrics. 

More significantly, he presented it as a model for how other 

regional operations should approach leadership development. 

Several global business units requested to study NovaBridge India’s 

development system. Two regional offices from Singapore and 

Dubai visited Bengaluru specifically to observe the Development 

Opportunity Marketplace and the peer coaching structures in 

operation. 

Arjun, reflecting on the journey, offered a perspective that captured 

what the LEADER framework had produced in practice. 

“When we started, we thought our challenge was building a GCC 

that could deliver quality work. That was the easy part. The real 

challenge was building a GCC where people grew. Where leaders 

invested in each other. Where the organisation got stronger with 

every year because the people in it were getting better. 

We are not finished. But we are, for the first time, building 

something that will outlast any of us individually. That is what a 

real capability centre looks like.” 
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Key Lessons for GCCs Establishing in India 

The NovaBridge India case offers several lessons specifically 

relevant for global organisations establishing or scaling GCCs in 

the Indian market. 

Lesson 1: Technical Hiring is Necessary but  

Not Sufficient 

The GCC’s initial assumption that technical excellence would 

generate leadership capability is a common and costly mistake. 

Technical expertise and leadership capability are distinct, and the 

transition from one to the other requires deliberate investment. 

GCCs that design leadership development from Day 1, rather than 

adding it reactively when performance problems emerge, save 

themselves the first year of the kind of rework that NovaBridge 

experienced. 

Lesson 2: The India Context Requires Specific  

Adaptation 

The LEADER framework’s principles are universal, but their 

application must be adapted to the specific dynamics of the Indian 

professional environment. Psychological safety requires particular 

investment in a high-deference cultural context. Development 

messaging must be connected to individual career growth to 

resonate with ambitious and mobile talent. And the competitive 

talent market means that the development value proposition must 

be genuinely differentiated, not merely aspirationally described. 

Lesson 3: The Global-Local Dynamic is a  

Development Opportunity 

GCCs that default to a pure execution model miss an enormous 

leadership development opportunity. The tension between local 

excellence and global partnership, managed well, creates exactly the 
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kind of complex, high-stakes, relationship-intensive challenges that 

Chapter 4 identifies as the most powerful sources of leadership 

development. GCC leaders given genuine co-creation responsibility 

with their global parents develop capabilities that execution-only 

roles cannot produce. 

Lesson 4: Retention and Development are the  

Same Problem 

The talent retention challenge that most GCCs treat as a 

compensation problem is, at its root, a development problem. 

High-potential professionals leave not primarily because of salary 

differentials but because they do not see a credible path to the 

growth and impact they are seeking. GCCs that build genuine 

development capability address their retention problem at its 

source, not merely its symptom. 

Lesson 5: Replication is the Signal of Success 

The most meaningful indicator that a leadership development 

system is working is when leaders begin spontaneously creating 

development opportunities for others — not because they have been 

asked to, but because they understand its value from their own 

experience of being developed. NovaBridge India began seeing this 

signal in Year 3. When it appears, it means the multiplier effect is 

genuinely underway, and the organisation’s leadership capability 

will continue to grow even without additional formal investment. 

Key Principle from the Book (Chapter 11): The leadership multiplier 

effect occurs when development spreads through relationships in a self-

reinforcing pattern. In the GCC context, this multiplier is the difference 

between an organisation that grows in headcount and an organisation 

that grows in capability. NovaBridge India’s journey from 186 to 350 

on the Leadership Multiplication Diagnostic represents that difference 

made visible and measurable. 
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Leadership Experiences Beyond  

Formal Learning 

A Tangible Takeaway: What Builds What 

The research is unambiguous: the majority of meaningful 

leadership development happens not in training rooms but 

through experiences; real work, real relationships, real challenges 

with real consequences. Yet most organisations leave this 70 

percent of development largely to chance. 

The table that follows is designed to make the 70 percent 

intentional. It catalogues the most powerful categories of 

experience that develop leadership capability outside of formal 

learning, identifies the contexts in which each typically occurs, and 

specifies the key leadership behaviours that each experience is 

particularly well-suited to build. 

This table is intended as a practical tool for leaders designing their 

own development, for managers thinking about how to create 

growth opportunities for their teams, and for talent and Learning 

and Development professionals designing developmental 

ecosystems rather than programme catalogues. 

It is not exhaustive. Leadership development is too contextual and 

too individual for any list to be definitive. But it provides a starting 

point for the most important conversations: not “What programme 

should we run?” but “What experiences can we create?” 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

A. Stretch Assignments and Project Leadership 

Leading a cross-

functional 

project for the 

first time 

Mid-level 

manager given 

enterprise scope 

Influencing without 

authority; stakeholder 

alignment; navigating 

ambiguity; systems 

thinking; 

communicating across 

functions 

Turnaround 

assignment; 

rescuing a failing 

project or team 

Leader placed 

into a crisis or 

underperforming 

situation 

Diagnostic thinking; 

courageous decision-

making; rebuilding 

trust; managing under 

pressure; resilience 

Managing a start-

up or greenfield 

initiative within 

the organisation 

Building 

something new 

from the ground 

up 

Entrepreneurial 

thinking; resource 

creativity; vision 

setting; tolerance of 

uncertainty; building 

culture from scratch 

Significant scope 

increase; a role 

expanded well 

beyond the 

original brief 

Organic growth 

of responsibility 

without title 

change 

Strategic prioritisation; 

managing upward; 

delegation; developing 

direct reports; working 

through others 

Leading a 

geographically 

dispersed or 

virtual team 

Team spread 

across time 

zones, cultures, 

countries 

Inclusive leadership; 

trust-building without 

proximity; 

communication clarity; 

cultural intelligence; 

remote accountability 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

Delivering a 

high-visibility, 

high-stakes 

project 

Project with 

board or 

executive 

scrutiny 

Executive presence; 

managing upward 

expectations; decision-

making under pressure; 

reputational risk 

management 

B. Leading Through Change and Crisis 

Guiding a team 

through major 

organisational 

restructuring 

Merger, 

downsizing, or 

significant 

redesign 

Change leadership; 

managing uncertainty; 

emotional intelligence; 

candid 

communication; 

maintaining team 

morale 

Leading through 

an external 

crisis, market 

disruption, 

regulatory 

change, or 

reputational 

event 

External shock 

requiring rapid 

leadership 

response 

Crisis decision-making; 

composure under 

pressure; stakeholder 

communication; 

judgment with 

incomplete 

information 

Navigating a 

significant 

technology 

transformation 

Major platform 

change, digital 

migration, or AI 

adoption 

Change adoption; 

managing resistance; 

learning agility; 

translating technical 

complexity for diverse 

stakeholders 

Stepping into an 

interim 

leadership role 

Sudden 

departure of 

predecessor; 

Rapid situational 

assessment; building 

quick credibility; 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

with no 

preparation time 

immediate 

accountability 

decisive early action; 

managing ambiguity 

C. Relationships, Mentoring and Coaching 

Being mentored 

by a significantly 

more senior 

leader 

Formal or 

informal 

mentoring 

relationship 

Self-awareness; 

receiving feedback; 

strategic thinking; 

understanding 

enterprise-level 

priorities; broadening 

perspective 

Formally 

mentoring a less 

experienced 

colleague 

Mentor role in a 

structured or 

informal 

programme 

Coaching mindset; 

patience; empathy; 

listening deeply; 

perspective-taking; 

investing in others’ 

growth 

Peer coaching 

relationships 

Structured peer-

to-peer 

developmental 

conversation 

Reflective listening; 

giving and receiving 

honest feedback; 

collaborative problem-

solving; humility; 

accountability 

Sponsoring a 

high-potential 

individual 

Senior leader 

advocating for 

and opening 

doors for a 

junior colleague 

Strategic talent 

advocacy; 

organisational 

influence; 

understanding of what 

future leaders need; 

inclusion 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

Working closely 

with a high-

performing peer 

with a very 

different style 

Complementary 

partnership at 

the same level 

Collaboration; style 

flexing; constructive 

disagreement; valuing 

diversity of approach; 

co-leadership 

D. Stakeholder and Organisational Navigation 

Managing a 

complex, high-

profile senior 

stakeholder 

relationship 

Board member, 

major client, or 

demanding 

executive 

sponsor 

Executive presence; 

political intelligence; 

managing expectations; 

influence; credibility 

under scrutiny 

Presenting and 

defending a 

recommendation 

to a board or 

executive 

committee 

High-stakes 

formal 

presentation 

with challenge 

Structured thinking; 

confidence; handling 

difficult questions; 

synthesising 

complexity; decision-

influencing 

Leading through 

a significant 

conflict between 

functions, teams, 

or stakeholders 

Cross-boundary 

tension 

requiring 

resolution 

Conflict navigation; 

mediation; balancing 

competing interests; 

courageous 

conversation; building 

coalition 

Influencing a 

decision you 

have no 

authority to 

make 

Lateral influence 

in a matrix or 

complex 

structure 

Persuasion; 

relationship-building; 

evidence-based 

advocacy; political 

awareness; persistence 

without power 

Negotiating a 

critical outcome 

Formal or 

informal high-

Principled negotiation; 

managing competing 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

commercial, 

organisational, 

or strategic 

stakes 

negotiation 

interests; strategic 

patience; emotional 

regulation; outcome 

focus 

E. International, Cultural and Cross-Boundary Experience 

Living and 

working in a 

different country 

or cultural 

context 

International 

assignment, 

secondment, or 

expatriate role 

Cultural intelligence; 

adaptability; humility; 

cross-cultural 

communication; 

identity flexibility; 

global mindset 

Leading a 

culturally diverse 

team 

Team with 

members from 

multiple 

nationalities or 

backgrounds 

Inclusive leadership; 

listening across 

difference; creating 

psychological safety; 

avoiding cultural bias; 

equity awareness 

Working in a 

significantly 

different 

industry or 

sector 

Secondment, 

project, or career 

move across 

sectors 

Transferable thinking; 

beginner’s mindset; 

challenging 

assumptions; pattern 

recognition across 

contexts 

Partnering with 

a global parent 

or headquarter 

organisation 

GCC, 

subsidiary, or 

regional office 

working with 

global leadership 

Managing across 

hierarchy and 

geography; global-local 

balance; influencing 

upward; enterprise 

citizenship 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

F. Personal Challenge and Growth 

Receiving and 

acting on 

significantly 

challenging 

feedback 

360 feedback, 

performance 

review, or candid 

conversation 

Resilience; intellectual 

humility; willingness to 

change; growth 

mindset; self-regulation 

under criticism 

Recovering from 

a significant 

professional 

failure or 

mistake 

Missed target, 

failed project, or 

misjudgement 

with 

consequences 

Accountability without 

self-destruction; 

learning from failure; 

rebuilding credibility; 

psychological resilience 

Managing a 

period of intense 

personal 

pressure 

alongside 

professional 

demands 

Significant 

personal 

challenge during 

a demanding 

role 

Self-awareness; 

emotional regulation; 

seeking support; 

modelling 

vulnerability; 

boundaries and 

sustainability 

Taking on a 

voluntary or 

community 

leadership role 

outside of work 

Trustee, charity 

board, 

community 

initiative, school 

governor 

Leading without 

positional authority; 

purpose-driven 

leadership; board-level 

perspective; values 

clarity 

G. Learning and Teaching Roles 

Facilitating a 

learning session 

or leadership 

programme as 

faculty 

Internal trainer, 

facilitator, or 

programme lead 

Clarity of 

communication; 

translating experience 

into insight; listening 

and responding to 

groups; humility 
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Leadership 

Experience 
Typical Context 

Key Leadership 

Behaviours Built 

Being a member 

of a peer 

learning 

community or 

cohort 

Leadership 

programme 

cohort or peer 

learning circle 

Reflective practice; 

giving and receiving 

feedback; learning from 

peers; building trusting 

relationships 

Writing about 

leadership — 

articles, blogs, 

case studies, 

internal 

communication 

Thought 

leadership or 

internal 

communication 

Clarity of thinking; 

articulating personal 

leadership philosophy; 

sharing perspective; 

building credibility 

Actively seeking 

and using a 

coach over a 

sustained period 

Coaching 

engagement of 

three months or 

more 

Self-awareness; goal 

clarity; willingness to 

change; reflective 

capacity; accountability 

to commitments 

How to Use This Table 

For individual leaders, this table can be used as a development 

portfolio audit. Review the experiences listed and consider: which 

categories are well-represented in your own leadership history? 

Which are conspicuously absent? The gaps often point to the most 

important development priorities. 

For managers, this table can be used when designing stretch 

assignments and developmental conversations. When you identify 

a specific leadership behaviour you want to help a team member 

develop, this table suggests the categories of experience most likely 

to build that behaviour. 

For talent and Learning and Development professionals, this table 

can serve as a framework for designing developmental ecosystems: 
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ensuring that the full range of high-impact experiential learning is 

available to leaders at every level of the organisation, not only to 

those fortunate enough to encounter it by chance. 

The most important insight embedded in this table is simple: 

almost any significant experience, approached with deliberate 

developmental intent and accompanied by honest reflection, can 

produce meaningful leadership growth. The question is not 

whether the experiences exist in any active organisation, they are 

abundant. The question is whether they are being used. 
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About the Author 

Sumesh Khatua is a leadership development practitioner, advisor, 

and speaker with more than two decades of experience working 

with Multinational organizations. 

Throughout his career, Sumesh has partnered with organisations 

in financial services, technology, professional services, 

manufacturing, and the public sector to design and deliver 

leadership development systems that build lasting capability rather 

than episodic learning events. He has worked with leaders at every 

level from frontline managers navigating their first people 

leadership responsibilities to chief executives shaping the cultures 

and pipelines of global organisations. 

Sumesh’s work is grounded in a conviction that has shaped his 

practice since the early years of his career: that the most important 

thing any leader can do is invest in the development of other 

leaders. This conviction is the foundation of the LEADER 

Multiplication Framework, which he developed over many years of 

practice and which forms the intellectual core of this book. 

He is a sought-after facilitator of leadership programmes and 

executive team conversations, known for combining intellectual 

rigour with practical relevance and for creating the kind of honest, 

reflective dialogue that produces genuine insight rather than 

comfortable agreement. 

Sumesh holds qualifications in leadership, Building Human 

Capital, and executive coaching. He is accredited as a professional 

coach and brings a coaching orientation to all dimensions of his 

work with individuals and organisations. 
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Beyond his work in organisations, Sumesh writes and speaks 

regularly on leadership, talent development, and the future of 

work. He believes that the organisations that will thrive in the 

coming decades are those that take the development of their people 

as seriously as the development of their strategy and that this book 

is his contribution to helping more organisations make that 

commitment. 
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A Note on the Scholarship 

This book draws on several decades of accumulated research and 

practice in leadership development, organisational learning, and 

the psychology of adult development. The ideas presented here 

have been shaped by the work of many scholars, practitioners, and 

thinkers whose contributions to this field have been foundational. 

In the chapters that follow, the author references a number of 

frameworks and models that have influenced his thinking, 

including the experiential learning cycle, the leadership pipeline 

concept, psychological safety research, the 70:20:10 framework for 

how leaders learn, research into self-awareness and its relationship 

to leadership effectiveness, and the principles of coaching and 

developmental conversation. These references are offered as 

acknowledgement of the intellectual heritage from which any 

serious leadership development practitioner draws, and as signposts 

for readers who wish to explore the underlying research in greater 

depth. 

The LEADER Multiplication Framework, the Leadership 

Multiplication Diagnostic, the Leadership Multiplication Self-

Assessment, and the Leadership Multiplication Canvas are the 

original work of the author, developed through sustained practice 

across many organisations over more than two decades. While they 

have been informed by the wider field, they represent the author’s 

own synthesis, interpretation, and original contribution. 

The case studies and illustrative examples in this book are 

composites, constructed from patterns observed across many real 

organisations. All names, organisations, and identifying details are 

fictional.  
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The dynamics, challenges, and interventions described reflect 

genuine patterns from practice, but they do not represent any single 

organisation or individual. 

Readers who wish to explore the scholarly foundations of the ideas 

in this book will find a curated reading list in the pages that follow. 
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Further Reading 

The following works have been influential in the thinking behind 

this book. They are recommended for readers who wish to explore 

the scholarly and practical foundations of leadership development 

in greater depth. 

On How Leaders Learn and Develop 

· McCall, M. W., Lombardo, M. M., and Eichinger, R. W. — The 

Career Architect Development Planner. Research into how 

leaders develop through experience, relationships, and formal 

learning. 

· Kolb, D. A. — Experiential Learning: Experience as the Source 

of Learning and Development. The foundational text on the 

cycle of learning through experience and reflection. 

· Lombardo, M. M. and Eichinger, R. W. — The Leadership 

Machine. A practical guide to developing leadership capability 

through experience-based development. 

On Leadership Pipelines and Transitions 

· Charan, R., Drotter, S., and Noel, J. — The Leadership 

Pipeline: How to Build the Leadership Powered Company. The 

definitive work on how leadership requirements change across 

organisational levels. 

· Watkins, M. — The First 90 Days. A practical guide to 

navigating leadership transitions effectively. 

On Psychological Safety and Learning Environments 

· Edmondson, A. C. — The Fearless Organization: Creating 

Psychological Safety in the Workplace for Learning, 
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Innovation, and Growth. The leading research on how safety 

enables learning and performance. 

· Edmondson, A. C. — Teaming: How Organizations Learn, 

Innovate, and Compete in the Knowledge Economy. On how 

teams learn together in dynamic environments. 

On Coaching and Developing Others 

· Whitmore, J. — Coaching for Performance: The Principles and 

Practice of Coaching and Leadership. The foundational text on 

the coaching conversation structure and philosophy. 

· Rock, D. — Quiet Leadership: Six Steps to Transforming 

Performance at Work. On how leaders can develop others’ 

thinking through coaching. 

· Clutterbuck, D. — Everyone Needs a Mentor. On the practice 

and design of mentoring relationships in organisations. 

On Leadership Effectiveness and Multiplying Others 

· Wiseman, L. — Multipliers: How the Best Leaders Make 

Everyone Smarter. Research on how leaders either amplify or 

diminish the capability of those around them. 

· Collins, J. — Good to Great: Why Some Companies Make the 

Leap and Others Don’t. Research on what distinguishes 

enduringly excellent organisations and their leaders. 

· Maxwell, J. C. — The 21 Irrefutable Laws of Leadership. On the 

principles that distinguish leaders who add value from those 

who multiply it. 

On Organisational Learning 

· Senge, P. M. — The Fifth Discipline: The Art and Practice of 

the Learning Organization. The foundational framework for 

understanding how organisations learn and how they can learn 

better. 
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· Argyris, C. and Schön, D. — Organizational Learning: A Theory 

of Action Perspective. On how organisations learn through 

action and reflection. 

· Garvin, D. A. — Learning in Action: A Guide to Putting the 

Learning Organization to Work. A practical guide to building 

learning organisations. 

On Self-Awareness and Reflective Practice 

· Eurich, T. — Insight: Why We’re Not as Self-Aware as We 

Think, and How Seeing Ourselves Clearly Helps Us Succeed at 

Work and in Life. Research on self-awareness and its impact on 

leadership effectiveness. 

· Schon, D. A. — The Reflective Practitioner: How Professionals 

Think in Action. On how professionals learn and develop 

through reflective practice. 

On the Future of Leadership Development 

· Bersin, J. — Irresistible: The Seven Secrets of the World’s Most 

Enduring, Employee-Focused Organizations. On how 

organisations build cultures where people thrive and develop. 

· Rock, D. and Cox, C. — SCARF: A Brain-Based Model for 

Collaborating with and Influencing Others. On the 

neuroscience of leadership and development. 
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Key Concepts and Frameworks 

The following concepts and frameworks are central to the ideas in 

this book. This reference guide is designed to help readers locate 

key discussions quickly and to provide a concise definition of the 

most important terms. 

The LEADER Multiplication Framework 

The author’s original framework for understanding how leadership 

capability develops and spreads through organisations. The six 

elements are: Learning Through Experience (L), Exposure to 

Leadership Role Models (E), Accountability Through 

Responsibility (A), Development Through Reflection (D), 

Empowerment of Emerging Leaders (E), and Replication of 

Leadership (R). Introduced in the Introduction; applied 

throughout all chapters and case studies. 

The Leadership Multiplication Diagnostic 

An original assessment tool developed by the author to help 

organisations evaluate the strength of their leadership development 

culture across five dimensions: Leadership Awareness, Coaching 

and Mentorship, Experiential Development, Empowerment and 

Ownership, and Leadership Multiplication. Scores range from 25 

to 125. Found in the Diagnostic Assessment section. 

The Leadership Multiplication Self-Assessment 

An original self-assessment instrument for individual leaders, 

evaluating their practice across the six elements of the LEADER 

Multiplication Framework. Scores range from 18 to 90. Found in 

the Self-Assessment section. 
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The Leadership Multiplication Canvas 

An original planning tool for leaders who wish to move from 

intention to action in developing others. Structured around the six 

LEADER elements, the Canvas creates specific, accountable 

commitments for developmental action over a six-month horizon. 

Found in the Canvas section. 

The Leadership Multiplier Effect 

The compounding process through which leadership development 

spreads through an organisation when leaders consistently develop 

other leaders, who in turn develop others. The central thesis of this 

book. Discussed in depth in Chapter 11. 

Leadership Builder 

A leader who has made the transition from focusing primarily on 

personal or team performance to investing systematically in the 

development of other leaders. Distinguished from the individual 

contributor (Stage One) and the team leader (Stage Two) by their 

orientation toward replication of capability. Discussed in Chapter 

8. 

Stretch Experience 

A developmental assignment that challenges an individual 

significantly beyond their current comfort zone, requiring new 

skills, greater responsibility, and the capacity to navigate genuine 

uncertainty. Distinguished from comfort-zone work by its demand 

for new thinking and new behaviour. Discussed in Chapter 4. 

Psychological Safety 

The shared belief within a team that individuals can express ideas, 

ask questions, admit mistakes, and take interpersonal risks without 
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fear of punishment or humiliation. Identified in the research of 

Amy Edmondson as a critical condition for team learning and 

development. Distinguished in this book from the absence of 

challenge or accountability. Discussed in Chapter 7. 

The Leadership Pipeline 

The sequence of leadership levels through which individuals 

progress across a career, each requiring a fundamental 

reorientation of skills, values, and priorities rather than simply the 

addition of new technical competencies. The pipeline concept, 

developed in leadership research, describes the passages from 

managing oneself to managing others, from managing managers to 

managing functions, and beyond. Discussed in Chapter 3. 

70:20:10 

A framework derived from research into how leaders learn, 

suggesting that approximately seventy percent of meaningful 

development comes from challenging on-the-job experiences, 

twenty percent from relationships such as mentoring and coaching, 

and ten percent from formal education and training. Used in this 

book to challenge the over-investment in formal programmes. 

Discussed in the Introduction and Chapter 2. 

Experiential Learning Cycle 

A model of how learning occurs through a cycle of four stages: 

concrete experience, reflective observation, abstract 

conceptualisation, and active experimentation. Rooted in the work 

of learning theorists, it explains why reflection is the essential link 

between having an experience and learning from it. Discussed in 

Chapters 1, 4, and 6. 
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Coaching Mindset 

The orientation of a leader who defaults to asking rather than 

telling — who helps others develop insight, capability, and 

ownership through questions and genuine dialogue rather than 

through instruction and direction. Distinguished in this book from 

the expert or directing mindset. Discussed in Chapter 9. 

Learning in the Flow of Work 

The integration of development into everyday work, rather than 

separating it into distinct learning events or programmes. 

Described as the primary context in which leadership capability 

develops, complemented by formal learning rather than replaced 

by it. Discussed in Chapter 5. 

Psychological Safety (Learning Environment) 

See Psychological Safety above. In the context of leadership 

development, the quality of the environment that either enables or 

suppresses the stretch, honesty, and reflection that development 

requires. Discussed in Chapter 7. 

Developmental Portfolio 

The full set of developmental experiences a leader has accumulated 

over time. A portfolio lens asks whether a leader’s history of 

assignments provides sufficient range, challenge, and progression 

across all the experience categories that research identifies as most 

powerful. Discussed in Chapter 10. 




