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Preface

We are very happy to present the first proceedings book of the Colloquium on Ad-
ministrative Science and Technology 2013 (CoAST 2013). CoAST 2013 focuses
on the areas of Administrative Science and Technology, Management, and Arts and
Humanities. Other specific areas of social science through technology by providing
contemporary insights within the scope of public sector institutions. The conference
was organized by the Research Management Institute (RMI), Universiti Teknologi
MARA (UiTM) in cooperation with IEEE Joint Chapter of Malaysia, with its pro-
ceedings to be archived in Springer Digital Library.

The CoAST 2013 conference received 98 submissions with a 67.3 % acceptance
rate. However, the final count of 47 papers was submitted to Springer for publica-
tion. All submitted papers were subject to double blind peer review by an indepen-
dent international review board of 750 experts.
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Chapter 1
Leadership Development Initiatives to Ensure
Succession Planning Effectiveness

Sakinah Muslim, Shireen Haron, Rugayah Hashim and Norraidah Hassan

Abstract Leadership development has received considerable coverage in recent
decades, and this is evident by the proliferation of research and popular literature
covering this topic. In practice, organizations are employing leadership development
initiatives in an effort to nurture talented individuals who will provide effective lead-
ership. As a leadership development becomes prevalent in academia and practice, it
is critical to understand what are leadership development initiatives and their related
concepts. In this chapter, we review the literature on these ubiquitous yet elusive con-
cepts. We begin by exploring what are leadership development initiatives, distinguish-
ing between leader development and leadership development terms and highlighting
the difference between experiential and educational leadership development. In the
final part of this chapter, we highlight the importance of leadership development ini-
tiatives in succession planning. This chapter uses supportive literature to examine
leadership development initiatives to ensure succession planning effectiveness.

Keywords Leadership - Development - Succession planning - Academic - Practice

1.1 Introduction

Leadership development program or leadership initiative is “the banner under
which potential successors are developed systematically and visible way” [1]. In
detail, leadership development initiatives are processes or programs that develop
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characteristics of leadership, competencies, personal attributes, traits, and organi-
zational vision, thereby creating emotional connections that support sustainable
change within an organization [2].

Leonard and Lang [3] stressed that identifying future talent needs and creating
solutions to those needs are very important in succession planning. The challenge
is how to create leadership development initiatives that can cater the leadership
skills needed in future. Hence, the aim of this chapter is to explore leadership de-
velopment initiatives in ensuring succession planning goals achieved and related
concepts.

1.2 Leadership Definition and Related Issues

Having a valid leadership theory as a roadmap to guide leadership development
initiatives is fundamental to understanding how it works. It can ensure that we can
expect and evaluate the right things. However, many authors fail to provide a defini-
tion of leadership before discussing leadership development [4].

The leadership literature is diverse and lacks consensus. There is little agreement
on the exact nature of leadership and the effectiveness of particular approaches.
Basically, leadership is “the process of influencing others to understand and agree
about what needs to be done and how to do it, and the process of facilitating indi-
vidual and collective efforts to accomplish shared objectives” [5]. There are many
leadership theories that have been developed over the years. From traits, behaviors
through contingency theory and situational theory to transformational, researchers
have long attempted to understand the determinants of effective leadership. Be-
sides, two mutually exclusive views about leadership involve the school of thoughts
holding that leaders are born and the school of thoughts holding that humans need
to work hard to develop these qualities [6].

1.3 Leadership Development Initiatives

How can potential leaders be cultivated and readied for the challenges they will face
in their institution? One of the answers is implementing leadership development
initiatives. There are many developmental activities or internal employee develop-
ments related to succession planning, or they are part of the succession planning
process. For instance, Rothwell [7] posited that there were 300 general ways to
develop individuals. From a practice standpoint, leadership development has been
classified in many different ways. The majority of the leadership community agrees
that leadership development is best addressed through a systems approach in which
individuals are exposed to developmental opportunities through experience, men-
torship, and formal training [8]. Although Kouzes and Posner [9] suggest that for-
mal leader development programs or initiatives constitute the smallest portion of an
effective leadership development mix, they are still significant.
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To that end, the American Society for Training & Development (ASTD, cited in
[10]) classified these initiatives under four general types of leadership development
practices: experiential learning, education, coaching, and assessment. These four
broad types of initiatives are also known as assessment option, coaching option,
learning option, and experience option.

a. Experiential learning

In related literature, the term developmental experiences, developmental job assign-
ment, experiential learning, experiential leader development, and experiential job
assignment are frequently used interchangeably.

There are a few important activities included under these initiatives. While the
classification of developmental assignment can vary, there are a number of com-
mon initiatives typically associated with the effective approach. Day [10] claimed
that action learning, job rotation, and stretch assignment were under this approach.

Velsor, McCauley, and Ruderman [11] added up job moves, temporary assign-
ment, and leadership roles outside work in the list. Groves [12] recommended
stretch assignments, cross-divisional or cross-site assignments (job rotation), and
action-learning projects as the most critical of this technique. DeRue and Wellman
[13] argued that the types of assignments that were particularly developmental in-
cluded an increase in the scope of responsibilities and unfamiliar responsibilities,
creating change, job rotations and transitions, stakeholder engagement assignment,
and working in a different culture or across boundaries. Basically most of the schol-
ars discussed quite the same approach but in different and sometimes interchange-
able terms.

b. Education
Another factor impacting the succession planning goal is education. Education is
one of the important developmental initiatives of especially strategically relevant
and powerful well-timed programs [14]. Education includes formal training or tar-
geted educational programs. However, it should be supplemented with real-world
experiences [15].

According to McCall [16], educational experience becomes a significant part of
learning when

1. used as an opportunity to reflect on and make better sense of experience,

2. substituted for an experience that is either unavailable to enough people or is too
risky or expensive to use for development, and

3. preparing people to choose more wisely and get more from the experience.

c. Developmental relationship

Coaching and mentoring or developmental relationships are often considered as a
formalized form of feedback and often lead to succession planning goals. Coaching
can be a short-term intervention intended to develop specific leadership skills or
a more extensive process involving a series of meetings over time. Coaching can
take place in two different forms. A coach may choose to work one-to-one with an
individual manager or conduct workshops and seminars with larger groups of man-
agers. The latter approach is a one-to-many coaching process, also defined as team



4 S. Muslim et al.

coaching [17]. Mentoring, on the other hand, is a committed, long-term relation-
ship, in which a senior person supports the personal and professional development
of a junior person [4]. Sosik, Lee, and Bouquillon [18] concluded that mentoring
relationships have been increasingly used as a means for leadership development
across a range of contexts. As a result, organizations may enhance the levels of
organizational commitment, retention, managerial succession, and productivity by
supporting mentoring.

The difference between mentoring and coaching is that a mentor is normally
someone who is higher up in the organization while a coach can be someone in
or outside the organization. According to Rothwell et al. [19], a mentor serves as
a sounding board and offers a less experienced person advice on what to do, when
to do it, and how to do it. On the other hand, coaching enables to provide an indi-
vidual, unfiltered feedback and provides reinforcement of the knowledge and self-
awareness gained in the developmental process. Coaching can strengthen the ties of
the other inputs to knowledge and self-awareness.

Furthermore, coaching is question based in which the coach does not need to
have any specific “sector” experience. Coaching therefore extracts all the various
options available to the one being coached through questioning, encouraging him to
select the option he feels best fits the issue. In contrast, mentoring is solution based.
The mentor is able to guide the conversation in a manner that will enable the mentee
to profit from the mentor’s experience in context with his issue [20]. In short, the
coach demonstrates and the mentor models and guides.

d. Assessment

Assessment or feedback mechanism is also argued as an important intervention in
achieving the succession planning goal. Under the assessment method, the 360°
feedback has gained momentum and become the most important trend in leadership
development [21]. The 360° feedback is an assessment tool used in many executive
development initiatives to evaluate leadership skills of participants based on an or-
ganization’s core competencies. This is conducted by surveying supervisors, peers,
subordinates, and outside colleagues in order to gather feedback to be used to nar-
row the performance gaps [22]. By using assessment, the future potential of an em-
ployee is analyzed in terms of not just what was accomplished in the past, but also
what this individual could bring to the table in going forward. The organization is
then able to see where the employee’s potential plays into future company strategies,
analyze any gaps, and chart a development course for closing those gaps [23]. At
the same time, this approach also encourages self-reflection and self-analysis [24].
However, this effort is not a stand-alone event, but there must be follow-up sessions.

1.4 Leader Development and Leadership Development

The topics of leader development and leadership development are very important in
the context of development in succession planning. However, leader development
and leadership development are not synonymous. Therefore, a distinction should be
made between these terms [25].
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Leader development as described by McDermott, Kidney, and Flood [26] is one
aspect of leadership development. Leader development is based on a traditional,
individualistic conception of leadership that occurs through the development of in-
dividual leaders. That means it is concerned with the personal development of in-
dividual leaders or intrapersonal aspects while leadership development is based on
contemporary relational strategies which help individuals understand how to relate
to others and coordinate efforts or interpersonal aspects.

Based on the works of McCauley and Velsor [27] and Velsor, McCauley, and
Ruderman [28], leader development is enhancing a person’s capacity whereas
leadership development is the expansion of organizational capacity. As Day [29]
suggests, leader development is individual level development whereas leadership
development involves interaction between individual leaders and the social cultural
environment in which they function. Thus, leader development is an orientation
toward developing human capital whereas leadership development is an orientation
toward social capital.

In short, leadership development is a multi-level phenomenon, with individual
leader development as a foundation and collective leadership development at the
apex [30]. Amidst differences, all leadership developments must be linked with
leader development.

1.5 Experiential and Educational Leadership
Development

In an effort to develop potential leaders, diverse developmental job experiences
have been identified as the best way to increase readiness. Barnett and Davies’ [31]
extensive review of succession planning and leadership development literature to
determine the best practices in succession planning led to the conclusion that “new
or expanded job responsibilities, stretch assignments and otherwise challenging ex-
periences are the best ways to prepare individuals for future leadership roles” (p.
729). This conclusion is in line with Garman and Tyler’s [32] report on succession
planning in freestanding US hospitals and Hernez-Broome and Hughes’ [33] re-
views of notable trends where they highlighted that any developmental job experi-
ence is one of the “best practices” used to develop the needed skills and network.

On the other hand, McCall [34] also draws our attention to the importance of
formal initiatives or classroom-based programs. He stressed that formal trainings,
especially strategically relevant, powerful well-timed programs, are also needed as
supplements to the experience-based development. In fact, the greater the variety of
leadership development methods, the better it will be for the potential leaders [35].
One of the reasons is that each approach has its strengths and limitations and sparks
a different kind of learning and development [36].

Basically, the importance of experience and actual work events as vital elements
in expanding the individuals’ capacity to learn is very clear. Specifically the merit
of an on-the-job experience versus formal training is very clear. Workplace devel-
opment rather than classroom-centric development as a primary source of leader
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growth is proven in many studies [37]. All these studies reinforce the importance
of providing meaningful developmental experiences for developing leaders. Fur-
thermore, many researches support the idea that assignments are a major source of
development for managerial skills [38].

Theoretical framework by Tesluk and Jacobs [39] outlined a process model in
which work experiences produce intermediate outcomes such as work motivation,
knowledge, and skill development and work related attitudes which in turn result in
secondary results such as performance and career development. McCauley and her
colleagues [40] found that challenging work experiences are interconnected with
learning and performance results.

In addition, there is also empirical evidence for the relationship between work
experiences and leader development. For instance, McCall, Lombardo, and Mor-
rison [40] asked successful executives of six Fortune 500 companies to describe
the key developmental events in their career. More than half of the events reported
stories about work assignments. Hewitt Associates [41] surveyed 373 private com-
panies and found 89 % of the top 20 companies grow their high potential through
developmental assignments. The use of developmental assignments is considered
very important to develop potential leaders, but these assignments should be long
enough to allow sufficient time for learning to occur.

Clearly, providing succession candidates with challenging job assignments is a
potent developmental strategy. Review of succession systems has emphasized the
importance of developing future high-level managers by placing them in assign-
ments for which they are not fully qualified [42].

Hill [43] emphasizes stretch assignment as the most important learning experi-
ences. Stretch assignment is an experience which stimulates and potentially broad-
ens a person’s current capability of the lens of individual goal orientations. The
Center for Creative Leadership (CCL) conducted a research to answer the questions
of the processes that can make executives learn, grow, and change. They discovered
that stretch assignment and developmental relationship are critical to the develop-
ment of successful executives [44].

Action learning, described by Groves [45], is the project-based learning directed
at current, critical business problems, often involving cross-functional teams of
high-potential people. Further, Leonard and Lang [3] claim that action learning is
being used increasingly as a main method for building leadership skills and improv-
ing leadership behavior.

Action learning teams usually set out to solve a business problem. In so doing,
members learn from each other and from the project experience, and those lessons
help to build individual and organizational competence. Hernez-Broome and Hughes
[4] note that action learning solved important real-time organizational problems.

The action learning method gives the kind of real-world practice and account-
ability that Hicks and Peterson [46] identify as necessary situations for transferable
leadership learning to occur. One of the strengths of action learning is that learn-
ing focuses on the skills that individual team members consider high priorities for
them. Furthermore, individual team members determine what behaviors or leader-
ship skills they want to develop at that time and given the problem at hand [3].
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Recent studies also found job rotation as one of the important activities, and
useful development takes place when job rotations are part of an integrated leader
development program binding into a larger succession plan [47]. One of the para-
mount goals of job rotation is to create a strong base of talent that can be matched up
to a portfolio of available jobs within a company [48]. There is a general consensus
in the business literature that rotating potential leaders through a number of leader-
ship experiences provides a variety of challenges that cover the spectrum of the
company’s activities and gives the new leader the best opportunity for learning [49].

In short, experiential approach toward leadership development is very important
and effective. This has been proved by many previous studies. However, the practice
is always misdirected where an organization emphasizes more on formal training
compared to experiential learning [50]. Thus, the architecture of the pipeline should
be weighted much more heavily toward work experiences than formal programs.

1.6 The Importance of Leadership Development
Initiatives in Succession Planning

Why do we need succession planning? The main reason is to get the best people to
lead the organization [51]. In detail, the goal of succession planning is to ensure that
potential leaders are identified, fully capable, and ready to contribute [52]. We can-
not expect good leadership to simply exist in the organization. According to Allio
[53], “leadership is a potentiality, undeveloped and unrealized until it is developed”
(p- 1072). Therefore, leadership development initiatives play an important role in
succession planning by helping to provide leadership capabilities to employees.

As reflected in most of the literature, leadership development is an essential
factor in developing a successful succession planning. Leadership development is
seen as one of the ways to assure that enough leaders are present to meet the future
challenges [54]. The first step in effective and integrated succession planning sys-
tem is to decide how the succession process will link to other management and HR
systems including links to leadership development [55].

In general, the use of development initiatives is considered to be a best practice
leading organization as a means of ensuring the maintenance of leadership pipeline
or bench strength [56]. However, there are criticisms of developmental initiatives
as well. For example, research focusing on outcomes of developmental activities
is still considered, by some, to be in a relative early development [57], and most
programs have an ad-hoc nature [58].

Systematically driven leadership development initiatives usually lead to en-
hanced leadership capabilities and organizational performance [59]. Accomplish-
ment of the most comprehensive succession planning systems involves providing
the process and structure for identifying and understanding the leadership talent in
the organization and emphasizes and facilitates ongoing learning and development
for the organization’s most talented leaders [60].
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It is argued that succession planning can be successful only if high-potential em-
ployees are given the opportunity to develop their skills, knowledge, and attitudes
through an ongoing learning process [61]. It is therefore not surprising that research
by advocates indicates a direct link between development opportunities provided by
an organization to leaders and the overall strength of the leadership bench. Hence,
the critical task, faced by any organization, is to ensure that the potential leaders
have access to the right developmental opportunities.

1.7 Conclusion

In ensuring a qualified pool of potential leaders to ascend to leadership positions,
developing sufficient leadership development initiatives is very critical. A combina-
tion of both experiential and educational leadership development is very important
to cultivate the next crop of leaders in effort of succession planning. There must be
a proper planning for every individual development, and it must be an ongoing pro-
cess. The year-end practice of formulating a set calendar of development programs
for the following 12 months, where people self-nominate, has to be reconsidered
with elements of individual potential leadership character that is further enhanced
and upgraded. To upkeep the schedule for a future year training projection may no
longer be effective and may not meet people’s actual needs at work.
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