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Achieving the alignment of identity with “true self” (Ladkin & Taylor, 2009, p. 64) that is the 

hallmark of authentic leadership requires self-awareness of discrepancies between manifest leadership 

capacity (“current self”) and a more perfected aspirational identity (“ideal self”) (George, 2003; Marcus 

& Nurius, 1986). Theoretically, the necessary insight to achieve leader authenticity can result from a 

variety of ‘trigger events”, planned or unplanned, which serve to draw attention to aspects of self that 

fall short of ideal (Gardner, Avolio, Luthans, May & Walumbwa, 2005).  This perspective on leader 

development reflects a recognition that identity is not a single, integrated entity, but is actually 

constituted of multiple “selves”, each associated with alternate roles, differentially activated by 

circumstances and evoking concomitant behavioral responses (Stets, 2006). Leadership development is 

said to occur as those facets of self-identity associated with leadership roles become more integrated 

and grow in complexity, while simultaneously becoming differentiated from other, non-leader identities 

(Hall, 2004).  

Theoretical Foundation 

Recent models of leadership development that incorporate elements of identity development 

assert that self-awareness arising from traditional leadership development strategies can serve as 

trigger events for fostering leadership development, prompting individuals to seek out subsequent 

developmental experiences, and thus fueling an “identity development spiral” (Day, Harrison & Halpin, 

2009). Interventions designed to heighten self-awareness of discrepancies between existing and ideal 

images of self can promote the internal process underlying developmental change. Developmental 

experiences, techniques and tools designed to enable leaders to more accurately conceptualize the gap 

between their current and true self identities, along multiple facets simultaneously, therefore have the 

potential to accelerate these developmental processes (McCauley & Van Velsor, 2004). Providing 

leaders more effective ways to visualizing the multi-dimensional conceptual dimensions that separate 

their present reality from their aspirational ideals may be the most beneficial contribution development 

professionals can make to promoting authentic leader development.   

Personal constructs psychology (PCP) provides both the conceptual framework and technical 

apparatus for promoting the multifaceted insight required to align current self with aspirational ideals. 

The theory of PCP (Kelly, 1955) is premised on the notion the human beings are inherently meaning-



making organisms innately endowed with cognitive-rational impulses to codify and manufacture implicit 

theories about the world based on individual experience. These meaning-making mechanisms, Kelly 

(1955) asserted, operate implicitly, independent of learned strategies for information processing. He 

conceived of individuals functioning as a lay scientist continually collecting evidence from experience 

and assembling it into personally meaningful cognitive structures. Once created, these “personal 

constructs” provide the basis for interpreting and assigning meaning to experience, predicting future 

events, informing decisions and dictating behavioral responses to both familiar and novel stimuli. 

The repertory grid is a flexible tool designed to elicit facets of individuals’ personal construct 

systems, and to probe the unique ways in which components of their meaning-making frameworks are 

applied to interpret and inform interaction with the world (Beail, 1985). The grid provides a structured 

way for individuals to surface and explore their own mental models and organize their thoughts relating 

to specified topics. Yet, while the grids capture individual constructions of reality, value can also be 

gained from exploring other’s perspectives and interpretations of events as captured in their repertory 

grids (Beail, 1985).  

Workshop Description 
This workshop will introduce the fundamental tenets of PCP and demonstrate the application of 

the repertory grid technique to leadership development with a focus on authentic leadership for 

promoting progress, peach and prosperity. Participants will contribute to the construction of a collective 

leadership framework using the grid technique, demonstrating the utility of this approach to identifying 

developmental objectives. In the second half of the workshop, strategies for analyzing and interpreting 

grid data will be illustrated using software specifically designed for grid applications. Interpretation of 

grid data will be illustrated using applications of PCP for leadership development, conducting research 

and enhancing doctoral education. In the culminating workshop activity, participants will complete their 

own individual leadership grids, providing insights for charting a developmental path for aligning current 

leader identity with their own “true self”. 

Learning Outcomes  
Specific outcomes participants will gain from this workshop include:  

 A working knowledge of personal constructs psychology and the repertory grid technique. 

 A shared perspective on the elements of authentic leadership required to promote greater 
progress, peace and prosperity. 

 Deeper self-understanding of one's own implicit theory of leadership and elements to target for 
achieving greater alignment with one's "true self". 

 Awareness of current and future applications of personal constructs psychology for leadership 
development, education and research.   
 

Workshop Schedule (Timeline) 
1:00-1:15  Overview of Personal Constructs Psychology  
1:15-1:30  Introduction to Repertory Grid technique  
1:30-2:15  Interactive construction of collective Authentic Leadership Grid for achieving  

Progress, Peace and Prosperity 
 
 



Break (15 mins) 
 
2:30-2:45  Demonstrate Analysis of Grid Data  
2:45-3:15  Interactive interpretation of Progress, Peace & Prosperity Grid  
3:15-3:45  Construct individual grids reflecting elements of participants’ “true selves” 
3:45-4:00  Wrap-up & Implications for Scholarship & Practice 
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