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Proposed Agenda
TONIGHT

 Changing views of leadership

 What is leadership development? identity development?

 The leadership identity development (LID) theory and model

 What does this look like at ECU?

TOMORROW

 How are other institutions applying LID?

 How  can you assess leadership identity development?

 What does this look like at ECU? (continued)



Pair and Share
 How has your view or definition of leadership evolved 

based on your life experiences?

 What does the term “leadership” currently mean to you? 
How is this similar/different to your previous views of 
leadership? 

 What people, experiences, or environments might have 
influenced your views about leadership?  



“Leadership is the most observed 
and least understood phenomenon 

on earth.”

James MacGregor Burns



Dimensions of Leadership
Leadership “Lenses”

 Leadership Positions

 Leadership Skills

 Leadership Experiences

 Leadership Knowledge

 Leadership 
Development

Disciplinary Approaches

 Psychology

 Sociology

 Business

 History

 Political Science

 Education

 Anthropology



Leadership can be developed.

Leadership occurs at all levels of an organization 
and is not just limited to formal positions.

A charismatic personality is not a pre-requisite 
for leadership.

Leadership and management are distinct constructs.

Leaders committed to ethical action are needed.

Leadership: It’s Debatable….

http://images.google.com/imgres?imgurl=http://repairstemcell.files.wordpress.com/2009/02/questionmark.jpg&imgrefurl=http://repairstemcell.wordpress.com/tag/cell/&usg=__CVALVtmn595TP0jiDXG9MptCkwE=&h=310&w=311&sz=7&hl=en&start=7&tbnid=mUSXxbl4DGa6nM:&tbnh=117&tbnw=117&prev=/images%3Fq%3Dquestion%2Bmark%26gbv%3D2%26hl%3Den


May You Live in Interesting Times…

 Complex, multi-faceted problems and challenges

 Shift to information age/ knowledge era

 Globalism

 Interdependence and connectivity

http://images.google.com/imgres?imgurl=http://upload.wikimedia.org/wikipedia/commons/thumb/f/fa/Globe.svg/600px-Globe.svg.png&imgrefurl=http://commons.wikimedia.org/wiki/File:Globe.svg&usg=__DmMsSi2VZApVXw1na3YpKitlbJE=&h=600&w=600&sz=130&hl=en&start=1&tbnid=54PN5NdZLdbR6M:&tbnh=135&tbnw=135&prev=/images%3Fq%3Dglobe%26gbv%3D2%26hl%3Den


Traditional Org Chart



Emerging Organizational Plans



Shifting views of leadership
Industrial

 Stability

 Structure

 Control

 Local or global

 Hierarchy

 Teaching

 Protecting

Postindustrial

 Change

 Order

 Chaotic

 Local and global

 Networked

 Learning

 Connecting



“Relationships are the connective tissue of the 
organization…. over time, these new relationships, built 
on trust and integrity, become the glue that holds us 
together.”

Allen & Cherrey, 2000, p. 31



A definition of leadership…
“Leadership is a 

relational and ethical 
process of people 

together attempting 

to accomplish positive 
change.” 

Komives, S., Lucas, N., & McMahon, T. 
(2007). Exploring leadership: For 
college students who want to make 
a difference [2nd ed]. San Francisco: 
Jossey-Bass.



What is identity development?
 Human development is directional, and movement occurs 

towards greater complexity of the individual

 Process of differentiation and integration of various 
parts of the self

 Sequential and stage - (not necessarily age-) based 
development

 Includes psychosocial, cognitive (intellectual & moral 
development), synthesis/identity theories





What is leadership identity?

“Identity is probably the most important aspect of leader… 

development”  (Hall, 2004, p. 154).

Life span development will be enriched also by recent studies 

conceptualizing “leader” as a social identity

(Lord & Brown, 2004; Lord & Hall, 2005; Ruderman & Ernst, 

2004). 

Kegan (1994) 

Stage of Consciousness shifts (intrapersonal, interpersonal, 

and cognitive dimensions)



Leadership Identity Development Models

Individual 
(me)

• Novice

Relational (you 
and me)

• Intermediate

Collective (us)

• Expert

Hall and Lord (2005)

Recommend

Day, D.V., Harrison, M.M., &Halpin, S.M. (2009). An integrative approach to 

leader development: Connecting adult development, identity and expertise.

New York, NY: Routledge.



Leadership Identity Development
(Komives, Owen, Longerbeam, Mainella, & Osteen,  2005 & 2006)

 Research Question:

What  processes  does  a person go through to come to an 
awareness that he/she can work effectively with others to 
accomplish change? How does leadership identity 
develop?

 Research Methodology:

Grounded Theory 



Leadership Identity Development Study
 Grounded theory: 13 diverse students

 Nominated using intensity sampling

 Three interviews (1-2 hours each)

 Constant comparative method



Developing a Leadership Identity: 
A Grounded Theory

A relational leadership identity appears to be a sense of 
self as one who believes that groups are comprised of 
interdependent members who do leadership together, 
and the perception from others that one acts on that 
belief.





Stage 1:  Awareness
Recognizing that leadership is happening around you • Getting 

exposure to involvements

Dependent

“Other people are leaders; leaders are out there somewhere” • 
external

Developmental Components:
Affirmation & recognition by adults

Observation/ watching



Stage 2:  Exploration/ Engagement

Intentional involvements •  Experiencing groups for first time 
•Taking on responsibilities

Dependent

Doing things: “I want to be involved”

Developmental Components:
Affirmation of adults 
Older peers as sponsors  
Reflection/ retreat
Attributions (others see me as a leader)





Stage 3:  Leader Identified
Leadership seen largely as positional roles held by self or others; Leaders do 

leadership

Phases:

Emerging (trying things on)/ immersion phases (practicing)

Dependent or Independent

“A leader gets things done”

Developmental Components:

Model older peers and adults

Adults as mentors, guides, coaches





Stage 3:  Leader Identified
The KEY Transition

Shifting order of consciousness;
Take on more complex leadership challenges

“Holding a position does not mean I am a leader”

Developmental Components:
Older peers as sponsors/ & mentors 
Adults as mentors & meaning makers 
learning about leadership



Stage 4:  Leadership Differentiated
New belief that leadership can come from anywhere in the group (non 

positional); Awareness that leadership is a group process 

Interdependent

Emerging phase: “I am a leader even if I am not the leader”

Immersion phase:  “Leadership is happening everywhere”

Developmental Components:

• Practicing leadership in on-going peer relationships

• Responds to meaning makers



Stage 5:  Generativity
Active commitment to a personal passion • Accepting 

responsibility for the development of others • Responsible for 
sustaining organizations

Interdependent

“I am responsible as a member of my communities to facilitate 
the development of others as leaders and enrich the life of our 
groups”

Developmental Components:
Responds to meaning makers • shared learning • reflection/ 

retreat



Stage 6:  Integration/Synthesis
Continued self development and life long learning 
• Striving for congruence and internal confidence

Interdependent

“I know I am able to work effectively with others to accomplish 
change from any place in the organization”

Developmental Components:
Re-cycles at more complex level  when context changes or is 

uncertain (contextual uncertainty)



Developing a Leadership Identity: A Grounded 
Theory

To develop leadership…

 Stay with at least one key group (go deep)

 Support anyone who makes group contributions

 Design good group process experiences

 Prepare students to be peer mentors

 Anticipate transitions -- move into generativity



Advice for Leadership Educatorséé

Promote subject/object shift

Encourage shifts in consciousness-- “Plus one”

Meaning making conversations

Stage-appropriate skills to build capacity 

Link groups to other groups 



Extending LID research…
Being replicated/examined:

 With diverse identity groups (GLBT students; women; military; student 
government; etc.)

 At different kinds of institutions (HBCUs, research, religiously-affiliated)

 Used as framework for International Leadership Association’s 
Guidelines for Leadership Development 

 Assessment tools in development: Q technique; Portfolio rubrics

But not yet…

 With k-12 populations

 Cross-sectors



LID Model Resources

Komives, S. R., Dugan, J., Owen, J. E., Slack, C., & Wagner, W. (Eds). (2011). Handbook for 
student leadership development (2nd ed.). A publication of the National Clearinghouse for 
Leadership Programs. San Francisco, CA: Jossey-Bass. 

Komives, S. R., Longerbeam, S. D., Mainella, F., Osteen, L., Owen, J. E., & Wagner, W. 
(2009) Leadership identity development: Challenges in applying a developmental model. 
Journal of Leadership Education, 8 (1), 11-47.

Komives, S. R., Lucas, N., & McMahon, T. R. (2007) Exploring leadership: For college 
students who want to make a difference (2nd ed.). San Francisco, CA: Jossey-Bass. 

Komives, S. R., Longerbeam, S., Owen, J. E., Mainella, F. C., & Osteen, L. (2006). A 
leadership identity development model: Applications from a grounded theory. Journal of 
College Student Development, 47, 401-420.  

Komives, S. R., Owen, J. E., Longerbeam, S., Mainella, F. C., & Osteen, L. (2005). 
Developing a leadership identity: A grounded theory. Journal of College Student 
Development.46, 593-611.



Leadership Identity Development Resources

Day, D.V., Harrison, M.M., & Halpin, S.M. (2009). An integrative approach to leader 
development: Connecting adult development, identity and expertise. New York, NY: 
Routledge.

Drath, W. H. (1998). Approaching the future of leadership development. In C. D. 
McCauley, R. S. Mosley, & E. Van Velson (Eds). Handbook of leadership development (pp. 
403- 432). Center for Creative Leadership. San Francisco, CA: Jossey Bass.

Lord, R. G. & Hall, R. J. (2005). Identity, deep structure and the development of leadership 
skill. The Leadership Quarterly, 16, 591-615. 

Murphy, S. E.  &Reichard, R. J. (Eds.) (in press).  Early development and leadership: 
Building the next generation of leaders. New York, NY: Psychology Press/Routledge.



Questions at your table…
 What does the idea of leadership being developmental 

mean for the work that you do?  How might you 
incorporate some of the LID developmental practices into 
your unit?

 Where does your work/organization fit in to the overall 
ECU leadership framework? What might this mean to ECU 
overall?
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ECU GRADUATES

FACULTY STAFF ADMINISTRATION 

RESPECT AUTHENTICITY   ACCOUNTABILITY   

TEAMWORK    COMMITMENT   TO   SERVE

Domains of Leadership Capacity



For More Information…

The International Leadership Association:   www.ila-net.org

The Multi-Institutional Study of Leadership: www.leadershipstudy.net

The National Clearinghouse for Leadership Programs: www.nclp.umd.edu

Julie E. Owen, PhD
Asst. Professor, Leadership Studies
New Century College
George Mason University, Fairfax, Virginia
jowen4@gmu.edu
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