
DEVELOPING LEADERSHIP DEVELOPERS 

FEATURE ARTICLE

CONTACT Michael Norton  luning@usna.edu
© 2023 The author(s) 
This is an Open Access article distributed under the terms of the Creative Commons Attribution License (http://creativecommons.org/
licenses/by/4.0/), which permits unrestricted use, distribution, and reproduction in any medium, provided the original work is properly cited.
Citation: Journal of Character & Leadership Development 2023, 10: 253 - http://dx.doi.org/10.58315/jcld.v10.253

A Strategic Organizational 
Approach to Developing 
Leadership Developers 
Celeste K. Raver, United States Naval Academy

Andrew K. Ledford, United States Naval Academy

Michael Norton, United States Naval Academy

ABSTRACT
In leadership development, the emphasis is often on the direct development of the individual, focusing on 
the individual’s development as a leader or on skills to deal with the process of leadership. However, less 
attention is paid to developing those that develop the leaders—the leadership developers. This article pro-
vides two frameworks to consider in developing leaders through a layered approach focused on leadership 
developers rather than simply those that are being developed. The first framework highlights the levels 
of leadership development within an organization: the emerging leaders, those that develop the lead-
ers—leadership developers, and those that develop the leadership developers—leadership tutors. All levels 
require cognitive understanding of the necessary leadership concepts—knowing, behavioral patterns that 
foster success—doing, and cultivation of affective qualities of “being a leader.” The article highlights how the 
experiential learning cycle serves as a foundation for both leader and leadership development as it enables 
emerging leaders to grow in the domains of knowing, doing, and being a leader and gaining leadership 
skills. The article further highlights how leadership developers support the development of emerging lead-
ers by actively engaging the experiential leader cycle. The second framework links the experiential learning 
cycle with a deliberately developmental organization focused on continued growth of those within the 
organization relative to core leader and leadership competencies. The deliberately developmental leader-
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ship organization utilizes principles embedded into the culture of the organization, practices enacted by all 
in the organization, and community to robustly form successful leaders.

Introduction
Leadership can’t be taught. Leaders are born, not made. 
The only way to learn leadership is at the school of  hard 
knocks. These myths of leadership development still exist 
today despite decades of study that demonstrate they 
are in reality, myths. The science of leadership develop-
ment is ongoing and increasingly revealing leadership 
as complex, occurring through a social dynamic process 
(Hollander, 2009; Wallace et al., 2021). In the process 
of leadership, there is an interaction that takes place 
between the leader, the followers, and the context of 
the leadership situation (Avolio, 2007; Silva, 2016). For 
decades, leadership development programs have tried 
to enhance leaders and improve their ability to navigate 
this social dynamic process. However, no singular solu-
tion has abounded, and leadership development pro-
grams have fallen short due to a gap between leadership 
theory and practice (Day & Thornton, 2017), allowing 
the myths to persist. 

There is agreement that to develop a well-rounded 
leader, leadership development programs must focus 
on both the advance of the person, the leader, as well as 
pedagogy regarding the leadership process (Day et al., 
2009; Lunsford & Brown, 2017). However, this focus 
on both the leader and social dynamic process of lead-
ership alone does not develop expert leaders (Day & 
Thornton, 2017). Over the last decade, a more holistic 
approach to the complexities of leadership development 
has begun. Researchers have suggested that leadership 
development programs should concentrate on cogni-
tive, behavioral, and affective development (Kolditz et 
al., 2021; Wallace et al., 2021). Others have highlighted 
how leadership development must take place over time, 
where long-term development only occurs with delib-
erate and dedicated practice (Day & Dragoni, 2015). 

Recent research proposes the importance of a deliber-
ately developmental organization (DDO) approach 
to leadership development (Kegan & Lahey, 2016). 
A DDO embeds an enriching and holistic approach 
within the culture of the organization.

To establish a culture that fosters this continuous 
development, there must be an emphasis on developing 
both the target audience—the emerging leaders—as 
well as the key influencers that will have an impact on 
the target audience. Yet, leadership development pro-
grams and organizations focus almost exclusively on 
developing the target audience. Little emphasis is placed 
on developing the individuals—leadership developers—
who have an impact on the emerging leaders. Leader-
ship developers are those who serve in both formal and 
informal roles to develop future and emerging leaders’ 
cognitively, behaviorally, and affectively through both 
short-term and long-term interactions. 

This article will begin to address these gaps by providing 
a framework to think of leadership development through 
a multilayered approach focused on the target audience—
the emerging leaders—those that develop the leaders—
the leadership developers—and those that develop the 
leadership developers—the leadership tutors. This frame-
work requires a consideration of the multiple levels of 
leadership development, which are presented in Figure 1. 
In the model, Level 1 entails the emerging leaders, where 
development of both the leader at the individual (intra-
personal) and leadership (interpersonal) level can be 
achieved with a focus on building specific competencies. 
Level 2 incorporates those that formally and informally 
serve to develop emerging leaders, referenced as leader-
ship developers. Level 3 holds the leadership tutors; those 
that dedicate time explicitly to developing the leadership 
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developers. One important component in the model is 
that leadership development is perpetual. Thus, leader-
ship developers and leadership tutors must continuously 
focus on their own leader and leadership competencies to 
avoid stagnation. This article will first highlight develop-
mental approaches that should inform the development of 
leaders. Then, using the model presented in Figure 1, the 
article will build a framework for a multilayered approach 
for leadership development focused on both the emerging 
leaders and the leadership developers. 

Approaches to Development

Domains of Learning
An approach to development in general that applies 
equally to leadership development incorporates three 
domains of learning: the cognitive, behavioral, and 
affective (Anderson & Krathwol, 2001; Bloom et al., 
1956). Development across these domains ensures 

complete understanding of the concept being taught 
(knowing), deliberate practice (doing), and personal 
integration of the idea into how one operates (being). 
The cognitive domain contains the intellectual develop-
ment—knowing (Bloom et al., 1956). In this domain, 
there are six levels which range from basic awareness of 
a certain idea (remembering) to being able to synthesize 
and generate new ideas based on the underlying knowl-
edge of a concept. In the development of leaders, this 
knowing, or the cognitive domain, must be integrated 
into the developmental process to ensure the individ-
ual has foundational knowledge about components 
of human behavior (both their own and others) and 
the dynamics of teams, organizations, and society that 
impact leadership effectiveness (Day & Zaccaro, 2004; 
Kolditz et al., 2021). 

The behavioral domain describes psychomotor 
functions—doing (Harrow, 1972). In this domain, the 

Figure 1
Levels of Leadership Development.
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emphasis is on physically accomplishing tasks, perform-
ing movements, and skills; the highest level is a mastery 
of the skills. Leadership is inherently an active endeavor; 
it requires a leader to respond to others and the situa-
tion in which one is immersed. Leaders must do; they 
cannot passively allow the world to shift around them. 
Thus, leadership development should include a focus on 
doing activities associated with leading. In other words, 
effective leadership development programs incorporate 
a focus on the behavioral domain of learning (Brown, 
2022; Kolditz et al., 2021; Wallace et al., 2021).

The affective domain entails emotions and atti-
tudes—being (Bloom et al., 1956). Development in this 
domain enables individuals to move from lower pro-
cessing of emotions to higher processing (placing value 
on ideas which enable an individual to find solutions to 
intrapersonal or interpersonal issues) (Krathwohl et al., 
1964; Pierre & Oughton, 2007). In general, the ability 
to process information at more complex levels and in 
turn respond to the world centers on internalization 
which is central to development in the affective domain 
(Hoque, 2016). One progresses through the affective 
domain of learning with an internalization process 
where comprehension of an emotion goes from general 
awareness to a value that guides or controls behavior. 
For leadership development, the affective domain—
being—is central to one’s growth as a leader (Kolditz et 
al., 2021). Much of leading centers on awareness of one’s 
emotions, which become internalized into the leader’s 
values that then serve to guide the leader in responding 
to situations (Wallace et al., 2021). Thus, leadership 
development programs are remiss if they do not focus 
on the affective—being—aspects of leading.

Although each of the domains has a specific focus, 
learning activities can certainly overlap. One of the 
ways to magnify and capitalize on this overlap is to 
combine the domains of learning with other devel-
opmental approaches, such as the experiential learn-
ing cycle (Kolb, 1984). There is support to suggest 

developmental approaches that combine the learning 
domains with experiential learning lead to higher level 
cognition, psychomotor acumen, and affective capa-
bilities (Bergsteinera & Avery, 2014; Simm & Mar-
vell, 2015).

Developmental Approach
Experiential learning theory lays out a holistic learn-
ing process which enables individuals to learn, grow, 
and develop complex capabilities (Kolb et al., 2014). 
There are four components of the learning cycle: 
concrete experience, reflective observation, abstract 
conceptualization, and active experimentation (Kolb, 
1984). Concrete experience involves having an experi-
ence; the behavioral domain of learning, and at times 
the cognitive depending on the experience, is engaged 
during this phase. This experience generates emotions. 
Reflective observation centers on analyzing the emo-
tions generated by the experience, reflecting upon the 
experience or engaging the affective domain of learn-
ing. Abstract conceptualization moves to thinking 
about the experience which generates learning, which 
involves both the affective and cognitive domains. 
Finally, during active experimentation, one tries 
out what they have learned engaging the behavioral 
domain through doing. 

Experiential learning can serve as a foundation for 
leader and leadership development programs (Guthrie 
& Bertrand Jones, 2012; Huey et al., 2014). Relative to 
leadership, an example of the experiential learning cycle 
can be seen on the athletic field with the team captain 
pushing the members of the team to peak performance. 
As the team has a concrete experience, losing against a 
team they should have beaten, for example, the team 
captain reflects on what she or he observed, formulates 
a concept of why it happened, and then draws conclu-
sions. The team captain then actively experiments with 
ways to address the conceptualization that mitigates the 
problem in the hopes of a more positive future experi-
ence, the team winning their next game. This cycle con-
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tinues in the hope of optimizing behavior for optimal 
performance. 

The experience learning theory is used in leadership 
development at service academies, such as the U.S. 
Naval Academy (Huey et al., 2014), in the development 
of business leaders (Baden & Parks, 2013), and broadly 
in leadership education (Guthrie & Bertrand Jones, 
2012). In leadership development organizations, the 
experiential learning cycle may be used either explicitly 
or implicitly (Guthrie & Bertrand Jones, 2012; Kolb & 
Kolb, 2009). Individuals at leadership institutions or 
programs who are tasked with developing leaders uti-
lize key elements of the cycle (Huey et al., 2014), spe-
cifically the reflection and conceptualization phases, to 
drive home lessons that allow the students to effectively 
generate and experiment with their own leadership 
style. Learning about leadership in the classroom, as one 
example of where development in the cognitive domain 
can be found, is only one step in the effective leadership 
learning process. 

To impact the affective domain, cognitive learning 
must be followed up with an experiential process that 
can leverage the reflection and conceptualization phases 
of Kolb’s (1984) cycle to alter the behavioral domain 
(Wallace et al., 2021). These critical elements of this 
learning process, the reflection and conceptualization 
phases, can often be overlooked, especially by those that 
have been in leadership positions for years but lack the 
leadership education background to understand the 
process of developing leaders. The importance of reflec-
tion in this cycle has been documented (e.g., Healey & 
Jenkins, 2000; Leberman & Martin, 2004), as well as 
the importance of reflection in general to leadership 
development (e.g., Raver Luning & Raver, 2021; Wu & 
Crocco, 2019). Being a leader does not imply that one 
can effectively develop leaders or provide leadership 
development; it requires an educated understanding 
of the key components of the learning cycle and most 
importantly, the space in the development process for 

reflection and conceptualization to occur which helps 
one in becoming a leader. 

Developing Emerging Leaders
Moving beyond the general frameworks that are 
informing the development of leaders, we must con-
sider the specific methods used for building emerging 
leaders (Level 1 from Figure 1). In developing leaders, 
it is important to strike a balance between developing 
the person through a concentration on the intraper-
sonal aspects of behavior and teaching the individual 
how to navigate the social dynamic process (inter-
personal aspects) of leadership (Dalakoura, 2010). If 
too much emphasis is placed on intrapersonal aspects 
of developing a leader, there is a risk of generating an 
individual who is highly aware of who he or she is, 
but lacks the ability to form and foster relationships 
that are the key to the process of leadership (Wood & 
Dibben, 2015). On the other hand, if developmental 
approaches are grounded in merely a process perspec-
tive, there is the potential to generate leaders who can 
form relationships and accomplish shared goals, but 
lack insight into who they are (Avolio & Gardner, 
2005). Before thriving in a leadership role, leaders 
need to expend effort to develop themselves as individ-
uals first, taking primarily a leader development focus 
(Wallace et al., 2021). As the individual gains greater 
self-awareness and strong underlying values, it then 
becomes important to transition to building skills 
related to the process components of leadership. 

Leader Development
As described in the previous sections, the development 
of the leader can be maximized by linking cognitive, 
behavioral, and affective learning to experiential lead-
ership activities that are connected to the four phases 
of the experiential learning cycle. Allowing space for 
the reflective and conceptual aspects of learning not 
only deepens the leader development process but 
increases the longevity of development for the leader 
(Guthrie & Bertrand Jones, 2012). 
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One of the primary goals of integrating these develop-
mental frameworks is to increase self-awareness of basic 
human functioning and personal values, both of which 
are central to developing the person as a leader (Karp, 
2013; Karp & Helgø, 2009). Capitalizing on this aware-
ness, attention can then begin on specific attributes and 
skills for personal excellence. One way to approach this 
development of specific attributes and skills is to cate-
gorize them broadly into competencies. Competen-
cies are the clusters of related behaviors (Lombardo & 
Eichinger, 2009) which stem from the knowledge and 
skills that drive behavior (Koedijk et al., 2021). Inter-
est in developing competencies has a long history as an 
approach to leader and leadership development (e.g., 
Boyatzis, 1982; Lombardo & Eichinger, 2009; McClel-
land, 1973; Peterson & Seligman, 2004). While there is 
debate as to the value of competency-based approaches 
to developing leaders (e.g., Bolden & Gosling, 2006; 
Conger & Ready, 2004), there has been an ongoing 
push to integrate some type of competency develop-
ment as one is growing as a leader (Fowler, 2018; Wal-
lace et al., 2021). 

One competency-based approach to leader and lead-
ership development was presented by Macris et al. (in 
press). This framework breaks down the focus relative 
to four meta-competencies with several subsidiar-
ies. Two of those meta-competencies and respective 
subsidiary competencies highlight the intrapersonal 
aspects of developing as a leader: self-leadership and 
character. This competency approach provides a way 
to consider the multiple aspects of leader development 
and ingrain these competencies using the know, do, 
be framework linked to the phases of the experiential 
learning cycle. Mastery of the competencies involves 
an individual moving along a continuum to develop 
expertise. The individual initially learns the basics of 
what the competency is, cognition or knowing. As 
the individual moves further on the continuum, they 
begin doing (developing the competency through 
behaviors), gaining more acumen in the competency. 

Then, through programs that focus on the experiential 
learning cycle, specifically the reflective and conceptu-
alization components, the emerging leader gains more 
expertise in the competency as they begin to value 
it—be—as part of their leadership identity. Table 1 
presents the specific intrapersonal competencies. Ulti-
mately, an approach such as this generates self-aware 
leaders who have a clear sense of their identity and are 
invested in their ongoing development. 

Leadership Development
Despite the mistaken tendency for many to inter-
change leader development with leadership develop-
ment, the two terms signify separate concepts (Day 
et al., 2014). Leadership development moves beyond 
just the leader and represents an expansion of collec-
tive capability to engage in the social dynamic aspects 
of leadership, the leadership process (Day, 2000; Wal-
lace et al., 2021). The complex interaction between the 
leader, the followers, and the teams and organizations 
in which they are immersed, which is further influ-
enced by the environment, requires a cognitive under-
standing of the multitude of interacting elements as 
well as a learned behavioral response. In leadership 
development, experimentation with group interaction 
followed by reflective observation and conceptual-
ization is critical to achieve leadership effectiveness 
(Wallace et al., 2021). The greater the extent this takes 
place, the greater the organization collectively uti-
lizes the leadership process to effectively achieve its 
goals and thereby reinforces the leader’s realization of 
affective learning, in essence emotionally feeling like a 
leader—being. 

Similar to leader development, a competency-based 
approach can be used for leadership development, 
which provides a method for those that influence lead-
ership development to have the most impact. Lead-
ership development that incorporates a set of com-
petencies—interpersonal behaviors as well as small 
unit leadership skills can lead to greater leadership 
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effectiveness (Table 2). Similar to the intrapersonal 
and character competencies, the leadership competen-
cies incorporate a spectrum of understanding moving 
from knowledge (cognition) to psychomotor acumen 
(learning through doing—behaviors) to expertise 
which centers on affective adoption (being) of the 
competency. A combination of the leader and lead-
ership competencies provides a robust approach and 
allows leadership developers a deliberate destination 
for their development activities. 

Developing Leadership Developers
As we consider Level 2 and to a lesser degree Level 3 
(a robust discussion of the leadership tutors is beyond 
the scope of this article and will be addressed in future 

work) from Figure 1, it is important to consider how 
to move beyond direct leader and leadership devel-
opment to developing leadership developers—those 
directly and indirectly focused on building emerg-
ing leaders’ competencies. In many ways, the idea of 
developing leadership developers can be likened to 
train-the-trainer concepts. Train-the-trainer models 
are often used in professional settings as a way to pro-
vide training to those responsible for delivering pro-
fessional development material to a targeted audience 
(Pancucci, 2007; van Baarle et al., 2017). Yet, there 
is minimal literature linking train-the-trainer frame-
works to leader and leadership development. Persaud 
et al. (2022) study a link between train-the-trainer 
programs for opioid reduction in the workplace to 

Table 1
Leader Development Competencies

Self Leadership

Competency Demonstration of Competency
Self-Awareness Excellent leaders are self-aware of their internal states and motivations
Self-Development Excellent leaders lead and develop themselves with insight, 

intention, and consistency
Decision Making Excellent leaders are excellent thinkers and decision makers
Individual Talents Excellent leaders understand and optimize their talents
Emotional Management Excellent leaders proactively engage and manage their emotions
Optimal Performance Excellent leaders can create resilience and set the conditions for 

optimal performance
Cultural Competency Excellent leaders effectively integrate themselves within cultures

Character

Competency Demonstration of Competency
Prudence Excellent leaders exemplify good judgment and practical wisdom
Justice Excellent leaders recognize both rights and duties and strive for a 

fairness
Fortitude Excellent leaders have the courage to pursue the good in the face 

of danger
Temperance Excellent leaders exercise self control and align their behavior with 

their values and intentions
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leadership program goals; however, this does not link 
the train-the-trainer model to specific development 
of leaders or leadership skills. Thus, to gather a robust 
underpinning for developing leadership developers, 
we move beyond a focus on train-the-trainer models. 
One approach to developing leadership developers 
that extends beyond the train-the-training framework 
is to create DDOs that focus on an ongoing develop-
mental approach within organizations that are embed-
ded into the culture (Kegan & Lahey, 2016).

Deliberately Developmental Organizations
The central principle with DDO is that organizations 
are able to thrive when they are aligned with people’s 
motivations to grow (Kegan et al., 2014a). Developing 
individuals is woven into the cultural norms of DDOs; 
they are driven by the notion that adults can grow and 
everyone within the organization contributes to the 
growth of one another. There are three main develop-
mental features of DDOs: principles, practices, and 
community (Kegan et al., 2014b). DDOs are driven by 

Table 2
Leadership Development Competencies

Interpersonal Skills

Competency Demonstration of Competency
Social Skills Excellent leaders are highly socially intelligent and competent
Building and Maintaining 
Relationships

Excellent leaders establish and maintain high quality 
relationships of trust

Communication Skills Excellent leaders communicate effectively
Performance Management Excellent leaders help make other people great (e.g., goal 

setting, feedback, coaching, mentoring)
Resolving Conflict and 
Difference

Excellent leaders capitalize on diversity and manage conflicts

Exercising Influence Excellent leaders effectively influence others
Generating Motivation Excellent leaders use multiple approaches to generate 

motivation

Small Unit Leadership

Competency Demonstration of Competency
Professional Competence and 
Presence

Excellent leaders exemplify professional competence 
[Inhabiting the standard]

Providing Vision and Creating 
Purpose

Excellent leaders provide vision and direction

Implementing, Executing, and 
Monitoring

Excellent leaders create and sustain the structures necessary 
for effective function with a bias for action while managing risk

Delegating  Great leaders lead through others
Building Cohesion and 
Inclusivity

Excellent leaders lead and manage teams so that the sum is 
greater than the parts

Engaging Culture and Climate Excellent leaders understand and engage the cultures and 
climates of their units and manage change
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a set of deeply ingrained principles, which drive daily 
decision making. These principles center on embedding 
a growth mindset (Dweck, 2016) into the individuals 
in the organization and weaving a culture of growth 
mindset (Murphy & Dweck, 2010) into the fabric of 
the organization. 

Developmental practices are applied to carry out 
these developmental principles in the daily and ongo-
ing operations of DDOs (Kegan et al., 2014b). Devel-
opmental practices of DDOs set them apart from 
other organizations in that they depart from the rou-
tines, structure, and language of most organizations. 
One of the key aspects of developmental practices 
is that individuals feel they can be their true self in 
DDOs. They are able to be authentic to their values, 
which is at the core of developing one’s leader identity 
(Avolio & Gardner, 2005). Finally, community plays 
a central role in DDOs where value is placed on the 
individual, all are held accountable, and there is real 
and sustained dialogue. 

A Framework for Developing Leadership Developers
We propose that to optimize the development of 
emerging leaders, a concerted effort must be placed 
on the development of the leadership developers. This 
can be accomplished through the creation of a DDO 
concentrated not merely on growth alone but growth 
within the domains of leadership, specifically ongoing 
and continual growth of leader and leadership com-
petencies. Considering the three features of a DDO 
(Kegan et al., 2014b), the developmental principles, 
practices, and community, within the context of leader 
and leadership development provide the optimum 
holistic framework for building a leadership develop-
ment culture in the organization. 

Developmental principles are those that can be under-
stood and embodied by each member of the organiza-
tion regardless of their job title as it relates to leader and 
leadership development. They are unifying principles, 

North Stars, that align the members of the leadership 
development program or organization so that all are in 
tune with one another (Kegan & Lahey, 2016). A leader-
ship focused DDO leverages a growth mindset (Dweck, 
2016), to not only embrace overcoming obstacles for the 
emerging leader but also with navigating the complexity 
of learning successful group interaction. Closely related 
is that errors and mistakes are allowed and viewed as 
opportunities for this growth (Kegan et al., 2014b). The 
experimentation phase of the learning cycle fully expects 
that mistakes will be made and learned from; this is an 
essential part of the leader and leadership development 
process (Wallace et al., 2021). The leadership DDO as 
an organizational principle provides space for mistakes 
to happen. More specifically, these mistakes are in the 
realms of leadership actions and decisions, enabling all 
those within the program or organization to build and 
foster their leadership acumen. 

There is also interdependence between the desired 
goals and outcomes of the organization along with 
the prioritization of the members of the organization 
(Kegan & Lahey, 2016). This interdependence parallels 
the ideas of leadership effectiveness providing a balance 
between results (task and mission accomplishment) and 
the retention (taking care of the people) of the follow-
ers (Horstman, 2016). This interdependence principle 
suggests that the desired results of the organization can 
be achieved with a focus on the members. The two ele-
ments are not separate or prioritized over one another. 
Ensuring these principles are realized by all members of 
the organization is an essential component of a leader-
ship development focused DDO and provides the foun-
dation for its critical practices. 

A leadership DDO community comprises all three 
sub-groups of Figure 1: emerging leaders, formal and 
informal leadership developers, as well as leadership 
development tutors charged with developing those that 
educate others in leadership principles and practices. It 
is this community that utilizes the experiential learning 
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cycle (Kolb, 1984) to enhance cognitive, behavioral, 
and affective learning. Both leader and leadership devel-
opment occur as the developmental practice within the 
learning cycle. The practices provide output measured 
with leader and leadership competencies, which are the 
developmental principles of the DDO. 

The developmental practices of a leadership DDO 
incorporate the elements of the experiential learning 
cycle along the domains of learning by the develop-
mental community of the program or organization. 
Whether a formal or informal leadership developer, all 
members of the leadership DDO play a role in the cog-
nitive, behavioral, and affective learning of the emerging 
leaders. This is accomplished through understanding the 
experiential learning cycle as an organizational standard 
and then actively allowing room for reflective observa-
tion, conceptualization, and experimentation to take 
place. Developmental practices incorporate this cycle 
in both leader and leadership development, as well as 
across the three domains of learning as a way to embed 

the development deeply into the culture of the leader-
ship organization. These practices are specific to leader-
ship DDO’s. Figure 2 presents a framework for how all 
of these components of a leadership DDO converge.

Conclusion
Leadership research over the last several decades pro-
vided a distinct refutation of the common leadership 
myths of the past that leadership cannot be taught or 
that the school of hard-knocks is the only possible ave-
nue for leadership development (e.g., Day et al., 2009; 
Day & Thornton, 2017; Kolditz et al., 2021; Lunsford 
& Brown, 2017; Wallace et al., 2021). This article high-
lights how both leader and leadership development 
can be embedded into the culture of an organization 
to foster true development utilizing a DDO (Kegan & 
Lahey, 2016). This leadership focused DDO is com-
prised of formal and informal leadership developers, 
common principles shared across the organization 
that enhances learning, as well as common practices in 
which learning is cognitive, behavioral, and affective 

Figure 2
Leadership Focused Deliberately Developmental Organizational Framework.
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which serve to generate and inform one’s leader iden-
tity. This approach requires a concerted effort from 
those that develop the developers (leadership tutors) to 
influence leader and leadership development taking a 
targeted focus on developing leadership developers, to 
properly create this framework. More work is certainly 
needed in studying the effectiveness of such leadership 
development tutors in creating this framework, the 
best approaches to developing leadership developers, 
and the outcomes of developing the emerging leaders.
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