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“Leadership is everybody’s business, and the leadership challenge is everyone’s challenge.   

The next time you say to yourself, ‘Why don’t they do something about this?’ look in the mirror.  Ask the 

person you see, ‘Why don’t you do something about this?’ 

 

Kouzes and Posner, The Leadership Challenge, 2
nd 

Edition, p. xxv 

 

In the end, we realize that leadership development is self-development. Meeting the leadership challenge is 

a personal—and a daily—challenge for all of us. We know that if you have the will and the way to lead, you 

can. You have to supply the will. We’ll do our best to keep supplying the way.  

 

Kouzes and Posner, The Leadership Challenge, 5
th

 Edition, p.7  

 

 

Why Leadership?   Why You? 
 

At some point in everyone’s life—whether it’s in the workplace, the community, or a family setting—we’re 

called upon to be a leader.  We see an opportunity, a better way, or simply something that needs to be done.  

We reach out towards it and we enlist others to reach out, too.  

 

Leadership isn’t only about making headlines.  As Kouzes and Posner point out, it’s more frequently about 

ordinary people accomplishing extraordinary things as they go about their daily lives.  Leadership is 

everybody’s business. 

 

Why Leadership? 
 

Various reports at all levels of government have identified a need to build leadership capacity in all roles 

within the public service to deal effectively with significant changes in the workplace including: 

 

• Retiring Baby Boomers and arrival of the Net-Generation—our demographics show a risk of loss of 

expertise and organizational continuity as an increasing number of staff approach retirement. The 

emerging worker has a different value system, work style, and skill set compared to previous 

generations. Skilled and knowledgeable leaders will be required within all public service roles. 

 

• Becoming the best employer to work for—to attract new staff and engage current workers, the work 

environment will need to support workers’ needs. Studies have shown that a desirable workplace, 

especially for the new knowledge workers, is one that offers people challenge, flexibility, and 

opportunities to grow and learn. Kouzes and Posner advise; what makes the biggest difference in how 

people feel about their workplace is how they report leaders behave.  

 

• Changing role of the public service—changes in the way we work, including more partnering and 

contracting, have shifted our roles to focus on creating policy, partnerships, managing contracts and 

providing expertise.  The core competencies needed in these roles are evolving to include networking, 

self-development, collaboration, creative problem solving, systems thinking, agility, and drive for 

results.  

 

Leadership development addresses these challenges.  As a result, the Alberta Public Service has identified a 

commitment to promote the development of leadership skills along with values of respect, accountability, 



LPIntake-2 – November 2013 4 

integrity and excellence within its culture.  The Alberta Government has developed a leadership model 

encompassing our 4 values, 7 competencies, and 5 practices of exemplary leadership
tm

:.  

 

 
 

 

Over 12 years ago, the predecessor to Human Services developed and implemented a leadership program to 

meet the needs of the changing public service.  Over time, the program has expanded across all ministries.  

It is built on leading practices in leadership development.  It is unique in that:   

 

• it is open to all levels of the organization, “from file room to board room;” 

• it invites individuals to self-select into the program; and 

• it is based on a comprehensive learning process that includes formal, active and applied learning 

methods over an extended period of time. 

 

 

Why You? 

 

Perhaps you don’t think of yourself as having leadership abilities.  Myths about leaders loom large: 

 

• Leaders possess special qualities that only a select few are born with. 

• Leaders must have strong, charismatic personalities. 

• Leaders need positional power to be effective. 

 

These myths may be dramatic, but they’re just not true.  In fact, research has shown that: 
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• Leadership is a set of behaviors that can be learned. 

• Leaders come in all shapes and sizes and have a range of personality types. 

• Being a leader is a role, not a classification.  People can demonstrate leadership at any level of the 

organization and/or in other settings like professional groups, communities and families. 

 

If you were to take part in the Leadership Program, what could be in it for you? 

You could anticipate: 

 

• Career enhancement - leadership qualities are highly prized in today’s work world. 

• Personal and professional growth and learning - taking the program is an investment in yourself. 

• The ability to make a difference and the resulting sense of personal satisfaction. 

• Personal influence - leadership behaviors enhance credibility, influence and recognition. 

 

Caution!  Taking the leadership program won’t automatically guarantee these outcomes.  

You’ll need to learn, practice, demonstrate and incorporate these practices into your work 

daily before you begin to see these results. 

 

Caution, too!  There’s no guarantee that by taking the Leadership Program you’ll be 

next in line for a promotion.  However, leadership practices are valued and demonstrating 

leadership may give you an edge over other applicants. 

 

 

If a critical mass of people across the Alberta Public Service were to take part in the program and begin to 

actively apply their leadership skills, what would be the benefit for all of us in the organization?  We could 

expect cultural shift where the quality of our working life is improved through: 
 
• higher levels of trust and commitment; 

• more shared information, collaboration and inclusion; 

• increased respect for individual abilities and recognition that everyone has something to contribute to 

the organization; and 

• increased effectiveness and satisfaction in delivering our mandate and meeting our goals. 
 
These kinds of improvements are borne out by research.  Over time, we could begin to see a remarkable 

difference in our workplace. 

 

 

What Do We Mean by Leadership? 

 
The Leadership Program is based on a model researched and developed by Kouzes and Posner that supports 

effective leadership in modern organizations.  They define leadership as the art of mobilizing others to want 

to struggle for shared aspirations.  Or stated more simply, “influencing people to willingly work together 

towards common goals.” 

 

This sounds straightforward, but the challenge is in how this happens and the key words are “want to” and 

“willingly.” 

 

Anyone in a position of power or authority can demand that people do their bidding and may use incentives 

or punishments to ensure that it gets done.  But what if you’re trying to accomplish something but have no 
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formal authority?  Or, what if you have the authority but would rather have people’s willing cooperation?  

True leaders get others to want to give of their time, talents and energy. 

 

 

Management and Leadership — What’s the Difference? 

 

To better understand leadership we must distinguish between it and management.  Let’s define the terms: 

 

Manager - a classification or position with formal authority and power. 

Leader - a role played by a person who may or may not have formal authority.  Relies on informal power 

based on competence, credibility, trust and relationships to make things happen. 

 

Managers play an essential role in making sure things are done and done right.  Peter Drucker calls them the 

“glue” that holds an organization together.  They’re expected to: 

 

• Plan — schedule activities and assign resources 

• Decide — evaluate options and apply authority 

• Organize — get all elements of production to fit and work together 

• Control — direct and correct performance or plans 

• Measure — note results and report on success. 

 

Whereas managers make sure things are done right, leaders make sure we are doing the right things.   

Leaders: 

 

• have an idea or vision that betters the organization and the people in it 

• motivate and inspire others to want to participate 

• provide direction for the group to achieve its goals 

• coach / mentor to bring out excellence in others 

• set the example 

• recognize individual contributions and celebrate team accomplishments. 

 

Managers may be leaders and people who aren’t managers may act as leaders.  Think of examples of leaders 

from your own experience, both those with formal authority and those without, from project teams, 

charities, community groups or sports teams.  What famous or historical leaders do you admire? 

 

 

 

The Leadership Challenge 

 

Since 1983, James Kouzes and Barry Posner have compiled data on over one million leaders and followers.  

From these case studies and surveys, they’ve shown that leadership is an observable, learnable set of 

practices.  Their book, The Leadership Challenge, offers a practically oriented, research-based model for 

leadership development that’s widely used in many executive programs including those at the Banff Centre 

and the University of Alberta School of Business. 
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In The Leadership Challenge, Kouzes and Posner identified five fundamental practices of exemplary 

leadership, and the corresponding behaviors that effective leaders demonstrate.  These practices and 

behaviors are summarized as: 

 

1. Modeling the way 

Leaders model the way by creating standards of excellence and then setting an example for others to 

follow.  They establish their credibility by acting consistently with their values and doing what they 

say they will do.  They create opportunities for small wins (e.g. measurable goals, milestones) that 

promote progress and build commitment.   

 

2. Inspiring a shared vision 

Leaders envision a preferred future, creating an image of what the organization or unit or project can 

become.  They enlist others in the vision by appealing to their values, interests, hopes and dreams, 

and attracting them to common purposes. 

 

3. Challenging the process 

Leaders challenge the process.  This means they search for opportunities to do things better, and act 

on them. They look for innovative ways to improve the organization.  They experiment, take risks, 

and accept inevitable mistakes as learning opportunities.  
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4. Enabling others to act 

Leaders foster collaboration and teamwork by promoting cooperative goals and actively involving 

others. They strive to create an atmosphere of mutual trust and respect.  They strengthen others by 

sharing power and information, providing choice and developing competence.  They give their own 

power away, making each person feel capable and powerful.    

 

5. Encouraging the heart 

Leaders encourage hope and determination by recognizing individual contributions to the success of 

every project.  They are positive and set high expectations.  They use feedback and coaching to give 

support and encouragement.  They link rewards with performance by celebrating team 

accomplishments regularly.   

 

This model of learnable leadership from The Leadership Challenge is the basis of our program. 

 

 

How Do You Learn Leadership? 

 
Leadership development is self-development.  You can’t take a three-day course and expect to emerge a 

leader.  Learning leadership means developing leadership behaviors and that takes time, practice, 

experience and reflection. 

 

Research into best practices of successful leadership development programs has revealed several proven 

practices and principles for growing leaders.  They include: 

 

• Leadership training and education - to increase knowledge and skills 

• Assessment and feedback - on current leadership skills and behaviors 

• Developmental job experiences - for challenge and “continuous improvement” learning 

• Developmental relationships - formal or informal support from mentors, managers or peers 

• Involvement of senior positional leaders - such as by mentoring, team projects, etc. 

 

Research has also shown that these program elements have the most effect when they are combined one or 

two of the elements on their own are inadequate. 

 

The Leadership Program has combined all of these elements for maximum effectiveness. 

 



LPIntake-2 – November 2013 9 

What Does the Leadership Program Look Like? 
 

Program Model 
 

The Leadership Program is based on Kouzes & Posner’s five fundamental leadership practices: 

 

• Model the Way  

• Inspire a Shared Vision 

• Challenge the Process  

• Enable Others to Act 

• Encourage the Heart 

 

Kouzes and Posner’s research shows that the more frequently a person uses these behaviors, the more likely 

it is that he/she will be seen as an effective leader by those around them.  Note that the key here is “uses 

these behaviors”.   

 

 

Program Philosophy 

 

This program is probably different from any you’ve taken before.  First of all, it’s not so much an academic 

course as one that’s set up to encourage “hands-on” learning.  The goal of the program, simply stated, is to 

increase the practice of leadership behaviors throughout the Alberta Public Service.  This is in keeping 

with the Reaching Our Full Potential movement and the adoption of the Five Practices as a key part of the 

leadership model in the APS. Participants are expected to practice and actively apply what they’re learning 

in the program, as they’re learning it.  That is, you don’t learn the theory first and then try to practice it 

later; you immediately apply what you’re learning about leadership to your everyday tasks — in 

assignments you do, in emails you send, in your interaction with others. 

 

Does this mean we expect the program to turn everyone who participates into a leader?  Not exactly.  

Different people are drawn to leadership in different situations.  A leader in one instance may be a follower 

in another.  We want to increase each person’s ability to be effective in leadership roles when required — to 

lead teams, to motivate and encourage colleagues, to think of more effective ways to do our business. 

 

This program is distinctive in another way: in its design, it essentially mimics the leadership experience.  

The program’s open, less-structured, self-accountable nature means that there are few, if any, prescribed 

outcomes or predictable paths through the process.  Think of this as an ideal situation for aspiring leaders to 

find themselves in!  When we’re taking a true leadership role, nothing is certain.  Part of the skill of 

leadership is trying to make things happen in an uncertain, ever-changing environment, while remaining 

calm, supportive, and encouraging of those around us.  Here’s an opportunity to practice that skill! 

This program won’t suit everyone.  It’s an individual choice whether a person will accept uncertainty as part 

of the learning process, or decide on another route, such as taking a more traditional, formal course through 

a post-secondary institution. Either way, for all of us, the call to step forward to lead will come. The 

question is, how well equipped will you be?  
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One of the challenges of designing an effective adult learning program is to offer enough variety so that 

everyone finds some element of the program that suits their learning style.  Each component in this program 

(each shape on the map) represents a somewhat different approach to learning about and practicing 

leadership skills. Here’s a brief look at the programs components (see map for visual representation): 

 
 

Application Process: 
Prospective participants submitting the completed application form, including your 

personal statement on leadership.  
 
 

Leadership Café: 
Via e-mail and self-study, participants complete the Leadership Practices Inventory (LPI) 

[a multi-rater assessment of current leadership practices], reading assignments and 

exercises, and take part in the Leadership Café 10 week on-line discussion group. 
 
 

Leadership 101: 

A 2-day classroom seminar in which participants explore how to apply leadership 

practices to their specific situations, and develop action plans for further leadership 

development. Leadership Teams are formed – groups of 6 leadership participants 

supported by a mentor who encourage each other to meet the goals on their action plans.  
 
 

Leadership Teams: 
Continue to meet (twice monthly) for 

remainder of program 
 

Leadership Clinics: 
4 - one-day intensive seminars that will 

focus on specific aspects of leadership 

such as coaching, relationships and 

influence skills 

1 - on-line seminar on Leading Through 

Change 

 

      

 

Developmental Opportunities: 
Participants are encouraged to seek out 

opportunities to develop leadership 

practices through activities such as: 

•  On-the-job enhancement 

• Assignments 

• Projects 

• Committees 

• Secondments 

 

 

Graduation: 
A formal celebration to recognize participants’ effort and commitment to complete the 

Leadership Program; includes a luncheon, speakers and certificate presentation. 
 

 
Advanced Leadership Series: 

Program graduates have access to further leadership development opportunities through an 

annual conference, seminars, e-learning and alumni network activities.  
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Are You Right for the Program? 

 
Taking part in the Leadership Program involves a commitment of time, energy and resources—both yours 

and your ministries.  The following questions are worth pondering as you decide whether or not you and the 

Leadership Program are a good fit.   

 

Do you want to develop your leadership potential? 
 

If you are the type of person who: 

 

• is passionate about building your leadership capabilities; 

• is a strong team player; 

• is energetic, enthusiastic and positive; 

• is self-directed and resourceful; 

• is open to new ideas and willing to listen, observe, and learn continuously; and 

• has demonstrated competence and credibility in previous roles, 

 

then you may be an ideal candidate for the Leadership Program. 

 

 

Are you ready to … 
 

• Willingly invest time and energy into self-development? 

 Taking the program will require you to do some of the work over the next approximatley18 months on 

your own time, since being involved won’t relieve you of your job responsibilities.  You’ll be expected 

to meet your job requirements and fit in program activities. 

 

• Actively participate in leadership exercises and activities? 

 This is not a passive program!  Participants are expected to practice and actively apply what they’re 

learning to their working situations.  As with all self-development programs, what you get out of the 

Leadership Program will equal what you put into it. 

 

• Take the initiative? 

 Significant aspects of this program will not be prepared and handed to you.  You’ll be expected to 

contribute by helping to decide direction, lead teams, support colleagues and search out developmental 

opportunities.  Above all, you’ll be expected to deal constructively with uncertainty. 

 

• Commit the next approximatley18 months to leadership development? 

 Leadership development is self-development.  It takes time and effort to adopt new ways of thinking and 

behaving. 

 

• Believe that you can make a difference? 

 Are you satisfied with the status quo?  Do you view problems as something that THEY have to fix?  Are 

you ready to ask, “What am I going to do to fix this?” 

 

 

 



LPIntake-2 – November 2013 13 

Is the Program Right for You? 
 

Program Guiding Principles  
 

• Every individual has the capacity to develop leadership skills. 

• Leadership can be practiced and is needed at all levels of the organization. 

• Participation in the program is an individual choice. People self-select into the program.  

• The program is experientially based—leadership is learned by doing. 

• Executive management actively supports and participates in the program. 

 
This program brings with it a unique set of opportunities—and demands.  You may be interested in 

developing your leadership skills and this may or may not be the best program for you.  To help you decide, 

ask yourself the following questions. 

 

Will the timing work for you, given your workload and other commitments? 
 

As we noted above, you’ll still be required to fulfill your job responsibilities while you’re taking the 

program.  And you are expected to put in some of your own time into reading, completing assignments and 

attending team meetings.  It is estimated that most people commit an average of three to four hours per 

week during the 10-week Leadership Café.  If your work or vacation plans limit your GoA e-mail and  

internet access during the Leadership Café consider registering for the next intake instead.  Do your 

commitments at work and at home allow you the time you need to put into the program? 

 

How badly do you want to be involved in the program?  What are you willing to give up to make this 

happen? 

 

You may have to make some choices in order to add the Leadership Program to your Learning Plan for this 

year.  You may have to juggle your personal schedule in order to find time to complete some of the 

coursework.  How strong is your desire to learn to model the way, inspire a shared vision, challenge the 

process, enable others, and encourage the heart?  

 

Are you comfortable with the uncertainties of the program?   
 

In the Leadership Program, you’ll be working in an unstructured environment, traveling without a road map, 

taking risks and learning from your mistakes.  You’ll be asked to stay open to new ideas, reflect on your 

actions and choices, respond constructively, think critically and support the learning efforts of others.   

 

If this sounds like you (or like someone you’d like to become), then you’re in the right place. 

 

 

 

 

“Liberate the leader in everyone, and extraordinary things happen.” 

 

— Kouzes and Posner, The Leadership Challenge 


