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There is continuous learning, delivered 
through a series of multi-modal 
experiences in intervals that allow for 
practical application. The program 
includes periodic assessments to 
monitor progress and make 
adjustments as needed based on the 
needs of both organization and leaders.

LD strategy is complete and largely 
aligned with business goals, but is still 
being implemented. Some elements of 
a continuous learning program, 
delivered in a series of multi-modal 
experiences, are in place.

A formal LD strategy is under 
development; LD is under 
transformation from event-oriented to 
continuous learning.

No set Leadership Development strategy; 
approaches may differ between business 
units or even departments. Results are 
weak or inconsistent. 

A mature program with 
fully developed 
strategy that drives 
business performance

LD is beginning 
to contribute to 
business performance

LD is not yet 
contributing to 
business performance

Leadership development 
is holding back business 
performance

High-Performance
Leadership Development Impact Model

Leadership development is consistently cited 
as one of the most critical areas of learning 
and development for organizations, yet 
Brandon Hall Group’s research finds that 
few companies have completely mature 
leadership development programs. This is 
in spite of allocating a significant portion of 
the learning budget to developing leaders. 
According to the 2020 HCM Outlook Study, 

Maturity of Leadership Development Programs

© 2019 Brandon Hall Group

leadership development is the No.1 L&D area 
for heavy investment.

Part of the problem is that most companies 
have difficulty determining whether their 
leadership programs have an impact on 
the business. However, companies are still 
somewhat optimistic they will be able to 
identify and develop new leaders.

Introduction
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Future Investment in Leadership Development

Impact is Tough 
to Measure

Cautious Optimism

No 
investment 

Heavy 
investment 

Moderate 
investment 

Small 
investment 

Source: 2020 Brandon Hall Group HCM Outlook

Source: 2020 Brandon Hall Group HCM Outlook

Can you definitively and demonstrably 
prove that your leadership development 
program has significantly impacted 
your organization’s ability to meet its 
business objectives?

How do you feel about the outlook for 
identifying and developing new leaders?

Concerned

Optimistic

Neutral

Yes

No

34%

42%

39%
34%

5% 15% 36% 44%

66%

The types of skills organizations want for their leaders are applicable and valuable throughout the 
organization, not just at the very top. The Top 10 skills are :

High-performing companies are more likely than others to develop these skills throughout the 
workforce rather than solely at the top.

Emotional intelligence

Critical thinking

Innovation

Analytics

Collaboration

Continuous learning

Adaptability

Coaching mindset

Learning agility

Valuing diversity1073

4

962

851

Source: 2019 Brandon Hall Group 
Leadership Development Survey
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When companies don’t take this approach, 
it is typically because they don’t have a 
consistent set of competencies and skills 
for everyone. In other cases, it is because 
leadership skill sets for the organization are 
too specialized to be universally applied. 
In any case, only 14% of companies said 
they don’t believe that everyone should be 
developing these skills. It is not a matter 
of being the wrong approach; it’s about 
adjusting how leadership development is 
executed, and made accessible and relevant 
to everyone.

Overall, however, the biggest obstacle to 
leadership development is time. Leaders 
have few opportunities to break from their 
day-to-day responsibilities to develop 
required skills and competencies. We also 
see many companies lack learning tools 
and modalities to deliver on their vision of 
leadership development. 

Leadership Development for All? Why Not?

Our leadership program 
teaches leaders the same skills, 
irrespective of job or level, 
and they advance within the 
organization based on their 
level of proficiency/mastery

We have not established a consistent set of 
competencies and skills for every manager 
regardless of level

The leadership skill sets needed are very 
specialized based on the job, level, geography 
or business unit.

Our development focuses mostly on middle 
management.

We only offer leadership development at the 
upper levels of management.

Our organization does not believe in that 
philosophy.

62%
    HiPOs

38%
    Others

Source: 2019 Brandon Hall Group 
Leadership Development Survey

Source: 2019 Brandon Hall Group 
Leadership Development Survey

58%

25%

22%

22%

14%
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The consensus is that organizations seek 
to develop skills such as managing teams, 
coaching/mentoring, managing change 
and critical thinking throughout the 
organization. To do this, companies must 
reconsider how they approach leadership 
development, making it more continuous, 
flexible and personalized — even if they 
only want to focus on high potentials or 
current leadership.

Companies traditionally sent their 
leadership candidates to in-person training 
and workshops for development, which 
was costly and time consuming. This 
often restricts participation to the very 
top — even though these leaders didn’t 
necessarily have time to participate. But as 
leadership skills trickle down through the 
organization, there is a shift to delivering 
these types of soft skills online. In addition, 
the types of training moving online is more 
complex and high-level.

Our leaders have limited time to learn.

Inadequate measurement of impact of 
leadership development.

Current learning modalities are not sufficient to 
support the program.

Lack of consensus on a universal set of 
competencies for leaders.

Our current assessment models are not 
sufficient to identify individual leadership 
development needs.

Our high-potential program needs to be 
improved.

Objectives of program are not highly aligned 
with business objectives.

What Holds Us Back?

61%

59%

38%

38%

35%

34%

25%

Migration of Training Online 
(1990-2016)

Pe
rc

en
t,
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ou

rs
 o

f T
ra

in
in

g Offline training today 
covers skill development 
and behavior change

Online training supports 
mostly basic content delivery 

Online, Basic Offline, BasicOnline, Higher Offline, Higher

Source: Extrapolated from Corporate Learning 
Factbook and ATD State of the Industry reports, 

smoothed for illustrative purposes.

Source: 2019 Brandon Hall Group 
Leadership Development Survey
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Ideally, it’s about more than cost. An 
effective leadership development 
program combines online elements with 
opportunities to collaborate and  incorporate 
learning into the work environment. 

•	 Mix-and-match content, discussion, 
application and group work

•	 An emphasis on applying learning in 
one’s working environment 

•	 Incorporating peer feedback and 
mentors in a seamless way in the flow 
of learning

•	 Provide a way to work together in 
small groups to provide a personalized 
experience

Results in higher completion, 
engagement, and satisfaction rates and 
aligns learning with business objectives.

Learning platforms must enable more than 
one-on-computer experiences

Group 
Collaboration

Applied 
Learning

Peer & 
Mentor 

Feedback

Source: 2019 NovoEd

Case in Point

Global, multi-brand, consumer 
goods organization

$6 billion+ in sales

25+ countries

~9,000 employees

2019 Glassdoor Best Places to Work

Source: 2019 Brandon Hall Group
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Years ago, this organization realized that 
learning was changing. There was no 
longer a “time-and-place” mentality, but an 
“anywhere, anytime” mentality. As learning 
became more personalized, global and social, 
programs were being designed to:

•	 Be part of everyday work through 
experience and practice

•	 Include social collaboration and self-
reflection components

•	 Be flexible and personalized to meet 
individual needs

•	 Be easy to access and use

•	 Be Integrated and responsive to changing 
business needs

It soon became apparent this transition should 
occur within the leadership development 
program. The company sought to move from 
local, disconnected classroom experiences to 
connect its emerging leaders across functions 
and geographies. The goal was to leverage 
social, collaborative and team-based learning 
with ongoing mentorship and feedback from 
organization leaders. The program’s success 
was based on four criteria:

Develop capabilities that managers need 
to optimize the employee journey

Learn with an online community 

Fit bite-sized learning into a busy schedule

Immediately apply and develop skills 

1

2

3

4
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Managers Impact All Parts of The Employee Journey The organization wanted to 
focus on four key manager 
responsibilities that anyone 
leading people should 
master:

•	 Attract. Skills around 
the manager’s role 
in attracting and 
onboarding employees

•	 Develop. Skills focused 
on developing, coaching 
and growing employees

•	 Support. How to 
manage and support 
employee transactions

•	 Engage. How to 
motivate, recognize and 
reward employees

Source: 2019 Brandon Hall Group

A learning council was created that included HR professionals, Learning professionals from 
functional parts of the organization and line managers. They conducted research and focus groups 
to pull together content and design the program.

The program was developed to be as flexible as possible, with enough variety within the program 
to keep participants engaged. Learners are expected to devote 45-60 minutes every two weeks to 
the program. All elements are available or facilitated through the company’s learning-experience 
platform.
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Self-Directed 
Micro-Learning Content

Short self-paced learning 
on targeted topics 

Virtual Learning  Sessions

Live virtual learning 
sessions with experts 

and leaders

Peer Learning & Coaching

Social learning with peers;
Optional 1:1 coaching

Measurement: Surveys, Quizzes, Assignments, Feedback

Learner Experience Technology Platform
Interactive learner portal

Source: 2019 Brandon Hall Group

Source: 2019 Brandon Hall Group

The program runs for 12 months, and is broken up across four quarters, with each section focusing 
on a specific area. A cohort of 50-80 managers is added each quarter, so the program continuously 
rolls through focus areas. The essential management skills and responsibilities are covered via 
eLearning modules, videos and articles, then reinforced through assignments, peer feedback, role 
playing and social learning.

12-Month Program With Quarterly Focus Areas

Program Structure
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Participant feedback was overwhelmingly positive, with elements that were not present in previous 
programs often identified as what learners liked best:

Incorporate the voice of the customer 

Be flexible

Blend the learning

Include facilitation

Invest in the learner experience

Bite-sized training pieces that you 
are able to work into your schedule 
(so) you're practicing and learning 
over a long period of time.

The amount of examples and 
situations with a clear explanation 
has been very, very useful.

The learning style offered 
has always been a highlight. 
Moving from videos, to 
articles, to internal links, 
always gives a good 
avenue for learning.

The direct and candid 
conversation with my peers.

The diversity of the 
group was a key 
aspect from my POV.

Leadership Development 
Lessons Learned
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David Wentworth (david.wentworth@brandonhall.com) wrote this report. He is 
Principal Learning Analyst at Brandon Hall Group, focusing on all aspects of learning 
and the technology that supports it. David has been in the human capital field since 
2005 and joined Brandon Hall Group as senior learning analyst in early 2012.

Mike Cooke (mike.cooke@brandonhall.com) contributed to this report. He is 
CEO and Principal HCM Analyst at Brandon Hall Group. Mike has more than 20 
years’ experience in human capital management and the research, software and 
technology industries. Before running Brandon Hall Group, Mike was co-founder of 
AC Growth, a research and consulting firm, and VP and General Manager of Field 
Operations at Bersin & Associates, a global analyst and consulting services firm in all 
areas of HCM.

Michael Rochelle (michael.rochelle@brandonhall.com) contributed to this report. 
He is Chief Strategy Officer and Principal HCM Analyst at Brandon Hall Group. 
Michael leads a wide range of advisory support and strategic engagements for 
Fortune 1000 and small- to medium-sized organizations as well as leading and 
emerging solution providers across the HCM industry. Michael has more than 30 
years’ experience in HR, IT, sales, marketing, business development, and strategic 
and financial planning in Fortune 500 and venture-backed start-up organizations. 

Richard Pachter (richard.pachter@brandonhall.com) edited this report. He is the 
Content Manager at Brandon Hall Group and is responsible for editing all types of 
content related to research. He has experience as a journalist, copywriter, editor, 
marketer, blogger, and social media marketing manager. He also served as the 
business books columnist for the Miami Herald for more than a decade.

Emma Bui (emma.bui@brandonhall.com) is the Graphic Design Associate at 
Brandon Hall Group. She created the layout and graphics for this report. 
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For more information, please visit: novoed.com

About NovoEd
NovoEd’s collaborative learning platform empowers organizations to design and deliver 
experiential learning that accelerates business performance on a global scale. Since the company’s 
founding at Stanford’s social algorithm laboratory in 2012, global corporations, executive 
education providers, and training firms have relied on NovoEd to develop high-value capabilities 
through purposeful practice and application, coaching and mentorship, and group collaboration.      
NovoEd’s proven approach to learning connects diverse groups of learners, mentors, and leaders in 
a high-impact online environment which unlocks an organization’s collective knowledge and drives 
measurable outcomes.

http://novoed.com
file:https://www.novoed.com/
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About Brandon Hall Group

Our Services

PLAN ATTRACT DEVELOP PERFORM RETAIN OPTIMIZE

Subscribe To Our Interactive Data-Benchmarking Tool: DataNow®
All the data from our studies is available by subscription to DataNow®. DataNow® is Brandon Hall 
Group’s interactive data-benchmarking tool. Organizations use it to make data-based decisions, find 
leading practices, benchmark, and more. You can also filter the data by company size, revenues, and 
industry segments to give you a fully customized view. Learn more about DataNow®.

GET HELP TO DRIVE RESULTS FOR YOUR TALENT

In today’s volatile and global business climate, managing talent for high-performance plays an 
increasingly crucial role in an organization’s growth and future success. Effective talent management 
is a top priority in organizations everywhere because, while organizations recognize the need to 
obtain and retain people with the very best skills, they continue to struggle to implement effective 
strategies to do so. HR and Learning professionals need to be able to successfully define organizational 
talents needs and skills, identify talent strengths and career goals, and align organizational needs to 
individual needs. Rethink your strategy, validate your assumptions, transform your business, and 
optimize your time with the use of reliable data, tools, and guidance.

Brandon Hall Group is an HCM research and advisory services firm that provides insights around 
key performance areas, including Learning and Development, Talent Management, Leadership 
Development, Talent Acquisition, and HR/Workforce Management.

With more than 10,000 clients globally more than 25 years of delivering world-class research and 
advisory services, Brandon Hall Group is focused on developing research that drives performance 
in emerging and large organizations, and provides strategic insights for executives and practitioners 
responsible for growth and business results.

http://datanow.brandonhall.com/
http://datanow.brandonhall.com/
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Our Services (Continued)

GET CONSULTING HELP WITH...

•	 Strategy and Planning
•	 Governance & Business Alignment
•	 Executive Management
•	 Team Development
•	 Measurement & Analytics
•	 Program Design & Deployment

•	 Technology Selection, Management & Integration
•	 Organizational Structure
•	 Measurement & Analytics
•	 Change Management
•	 Budgeting & Forecasting

GET HELP WITH YOUR HR SERVICES MANAGEMENT & DELIVERY

As described in the employee lifecycle, processes are linked to employee transactional processes 
(e.g., compensation, benefits, compliance, contingent workforce management, etc.) via workforce 
planning and analytics.

•	 Policies/Process/Procedure 
•	 Payroll
•	 Expense Management
•	 Benefits & Compensation

•	 Contingent Workforce Management
•	 Compliance
•	 Time & Labor Management

Membership Offers Tailored Support
At the core of our offerings is a Membership Program that combines research, benchmarking and 
unlimited access to data and analysts. The Membership Program offers insights and best practices 
to enable executives and practitioners to make the right decisions about people, processes, and 
systems, coalesced with analyst advisory services which aim to put the research into action in a way 
that is practical and efficient. Membership also provides you direct access to our seasoned team 
of thought leaders dedicated to your success, backed by a rich member community, and proactive 
support from our client services team.

RESEARCH ACCESS & EVENTS
•	 Reports 
•	 Case Studies, Frameworks & Tools
•	 DataNow® & TotalTech®
•	 Webinars and Research Spotlights
•	 Annual HCM Conference

ADVISORY SUPPORT
•	 Ask the Expert
•	 1 on 1 Consultations
•	 Research Briefings
•	 Benchmarking

CLIENT SUCCESS PLAN
•	 Your Priorities
•	 Executive Sponsor
•	 Client Associate
•	 Monthly Meetings

CLICK HERE TO LEARN MORE

http://www.brandonhall.com

