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EXECUTIVE SUMMARY

What difference does leadership development make?

Leadership development is widely recognized as
an important investment for organizations, yet
understanding its contribution remains
challenging. Individual learning experiences are
often visible, but the ways in which leadership
development may influence organizational
practice and contribute beyond direct
participants are less easily understood.

Beyond the Framework addresses that question
through an independent, evidence-led
assessment of ZER Consulting Africa’s leadership
development work, examining what the
available evidence reasonably supports rather
than evaluating a single program.

The report asks a single question:
what difference does leadership
development make, and what does
the available evidence reasonably
allow us to conclude about ZER
Consulting's wider contribution?

The findings that follow are grounded in
documented evidence and interpreted
proportionately to that evidence. Throughout the
assessment, clear distinctions are maintained
between observation, interpretation,
contribution, and attribution, ensuring that
conclusions remain consistent with the strength
of the available evidence.

Assessment Scope and Approach

This assessment considers evidence drawn from
participant reflections, interviews, testimonials,
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baseline questionnaires, organizational
documentation, program participation records,
published leadership resources, and
independently verified professional recognition.
These sources were reviewed collectively to
identify recurring patterns while preserving the
context and limitations of each evidence type.

The evidence spans multiple leadership
development activities undertaken by ZER
Consulting Africa. Where participant
experiences are discussed, the report
distinguishes between evidence relating to the
CEO Sanctuary, advisory engagements, and
other activities where appropriate, rather than
assuming identical experiences across
different interventions. This distinction is
maintained throughout the assessment to
ensure that interpretations remain faithful to
the underlying evidence.

The assessment also distinguishes between
different levels of analytical confidence. Direct
participant accounts provide evidence of
leadership experiences. Participant
descriptions of organizational application
support carefully bounded interpretation of
organizational influence. Evidence relating to
documented knowledge resources, recurring
learning communities, and independent
professional recognition supports interpretation
of wider ecosystem influence. Broader systems
change, however, requires a different order of
evidence and remains outside the conclusions
supported by this assessment.
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Figure ES.1. The report's evidence pathway summarizes the progression of findings presented throughout the
assessment. It illustrates the strongest interpretation supported by the available evidence while maintaining a clear
distinction between observed influence and inferred contribution.
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What the Evidence Demonstrates

n Leadership Reflection H Organizational Practice
Baseline assessments describe founders and Leaders describe applying new perspectives
organizational leaders navigating growth, within their organizations through governance,

transition, and increasing complexity. Participant ~ succession planning, strategic decision-making,
reflections from the CEO Sanctuary, supported by ~ client engagement, and organizational

advisory engagement testimonials, describe development, in recurring examples across
structured opportunities to pause, examine multiple qualitative sources.
assumptions, and explore difficult leadership
questions alongside peers. n Ecosystem Influence

Leadership knowledge is documented through
n Leadership Practice books and practical resources, shared through

recurring learning communities across
countries, and reflected in independent
recognition through publications,
appointments, and industry awards.

Participants describe becoming more intentional
in decision-making, exercising greater judgment
under uncertainty, and approaching complex
questions through reflection, dialogue, and
purposeful questioning rather than receiving
predetermined solutions.

‘These observations demonstrate that leadership knowledge
continues to circulate beyond direct engagements, with
credible evidence that its reach extends beyond individual
consulting relationships.”

— Ecosystem influence

An Emerging Systems Contribution

The assessment does not conclude that ZER Consulting has achieved systems change. It does,
however, indicate a coherent progression through which broader contribution may emerge over
time: leadership development is observed through changes in practice, applied within organizations,
then documented, shared, and recognized beyond direct engagements.

Looking ahead

Understanding leadership development requires looking beyond immediate learning experiences to
consider how leadership practice is subsequently applied, documented, and shared. The report's
conclusions remain intentionally bound by the available evidence: they do not extend to claims of
systems change, nor attribute complex organizational developments to a single intervention.

Read the full report here
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