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As management consultants, one of the 
profound problems we found that exec-
utives are facing is that they are wrong. 

After years of management consulting, there 
was a huge number of leaders to create an ef-
fective and ongoing 
succession planning 
model for transforma-
tional leadership. The 
crucial role in develop-
ing transformational 
leadership skills for the 
future is at the heart of 
business acumen today 
and while our model 
worked in this environment, we encourage ad-
ditional experimentation using the magic spark 
model. In our experiment, we found a new way 
of leadership succession planning which is cru-

cial for business success. Without the selection 
and progression of leadership, the organiza-
tional life cycle will end with death. The mag-
ic spark model will help organizations better 
plan leadership succession and help them stay 

vital to the organiza-
tional life cycle. This 
article offers novel in-
sights into the future of 
leadership succession 
planning. As execu-
tives across the globe 
develop a solid founda-
tion that builds upon 
the idea of passing the 

torch (i.e., Succession Planning), they will be 
able to withstand any tumultuous activity 
facing organizations in our hypercompetitive 
work environment.

How can companies implement an 
effective transformational leader-
ship succession plan? Answering 
this question will determine their 

success in the future.
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Leadership succession planning has begun to take 
on a new turn as organizations need to strengthen 
the transformational effects of the great resignation 
and quiet quitting’s impact on leadership.  A more 
systemic way to make an impact on leadership suc-
cession planning can enhance the recruitment and 
selection of future leaders (Keller, 2018; Lamm et al., 
2021; Drysdale & Gurr, 2022; Lu et al., 2022; Samans 
& Nelson, 2022; Zapata-Cantu et al., 2022; DeSimone 
& Roberts, 2023). The magic spark model uses trans-
formational leadership theory and systems manage-
ment theory and focuses on leadership succession 
planning and mentoring methods by implementing 
patience, benevolence, and building real friendships 
between the current and future leaders. The goal is 
to use innovation to optimize existing processes and 
activities by developing transformational leadership 
skills. Interpersonal relationships between mentors 
and trainees, or future leaders, working together 
on projects from multiple parts of the organization 
will also strengthen the systemic approach needed 
for future leaders. Using theories and case studies 
enhances relationships between leaders and follow-
ers, encouraging future leaders to innovate not only 
themselves but also their organizations. This is im-
portant today because the Organizational Life Cycle, 
if not managed well, will result in the elimination of 
leading organizations. Succession planning coupled 
with the organizational life cycle consists of four 
phases: planning, growth, maturity, and decline. To 
avoid decline, we feel that the answer is succession 
planning for the planning, growth, and maturity 
phases to keep an organization vital and current. In 
the next section, we will look at the educational con-
tent of a transformational leadership succession plan 
based on the magic spark model.

The Magic Spark Model’s Trans-
formational Leadership Succes-

sion Plan  
We found that managers’ failures in the implemen-
tation of their leadership succession plans led to in-
ertia. Our magic spark model utilizes the captured 
experience of years of management consulting in 
various companies and shows that each company, 
big or small, needs to have an expert system that 
encapsulates knowledge built up over time and is 
stored in case studies and decision-making sugges-
tions. This model is easier to implement when com-
pared to other leadership succession planning mod-
els such as Caudron’s (1999) Succession Planning 
model and Brandt’s (2001) Executive Succession 
model. We suggest that leaders use what works but 
consider all models available before deciding on one 
and, in some cases, take something from each model 
to build their own unique model that fits their orga-
nization. Leaders must also be aware that depend-
ing on the type of industry and activities of each 

company and its business environment, the content 
of the leadership succession plan of each compa-
ny will be specified directly for that organization 
(Hildebrand, 2016; Islam, 2017; Holt et al., 2018). 
Transformational leaders who show themselves as 
pioneers to create changes that inspire employees 
and improve their performance and their followers 
will succeed while others will be left behind (Hayati 
et al., 2014; Chen et al., 2018; Khan et al., 2020). In 
terms of transformational leadership skills, leaders 
should also know that transformational leadership 
includes four main aspects: the idealized influence 
aspect that improves relationships with subordinates 
(Lorente & Salanova, 2014; Schwarz, 2017; Den Har-
tog, 2019); the inspirational motivation aspect that 
inspires employees to achieve better results (Sekhar 
et al., 2013; Erden, 2020; Moon et al., 2020); the in-
tellectual stimulation aspect that develops better and 
more innovative ideas and solutions for problems 
(Gogus, 2012; Sharifirad, 2013; Khan et al., 2020); 
and the individualized consideration aspect that 
focuses on empowering followers (Helmold, 2021; 
Kehr et al., 2022). 
When using the magic spark model, leaders first 
must take the following two steps: 

1.	 Intermittent and gradual development of 
the trainee’s transformational leadership skills 
from the beginning of the training to help them 
become an innovative leader which we call a 
step-up program; and 
2.	 Creating a systematic and integrated approach 
to their organization by conducting an in-depth 
interview, or gap-analysis, before beginning the 
training with each participant to better under-
stand what they feel about the current problems 
for better collaboration among departments. 

In doing these two steps and by providing basic 
training and awareness of the theoretical principles 
of the four aspects of transformational leadership, 
the magic spark model will work. The reasoning 
behind this finding is that simultaneously, with the 
gradual development of transformational leadership 
skills and practical case studies that are related to 
projects provide the trainees to form more cohesive 
relationships to solve real-world problems. 
As management consultants, we have an interactive 
interest in helping CEOs from around the world on 
current issues that need to be addressed, and these 
issues become the basis for a leadership succession 
plan. Case studies will improve the two aspects of 
individualized consideration and intellectual stimu-
lation, by creating a spirit of learning and innovation 
among trainees. Solving these case studies also im-
proves the idealized influence aspect, by searching 
among different parts of the organization and gain-
ing a systematic and integrated view of the entire 
organization (Carlsson, 2004; Pratelli, 2019; Sieber 
et al., 2022; Cardona & Rey, 2022). Also, providing 
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these case studies is a step-by-step training platform 
that will become more rigorous at each stage. These 
case studies become more difficult as the trainees 
progress in their position as leaders, and collabora-
tion and sharing of ideas among trainees is encour-
aged to improve innovation and collaboration. To 
better inspire each participant (i.e., the inspirational 
motivation aspect), the steering committee matches 
each participant with the best actual case study to 
develop the higher skill levels. This idea of contin-
uously raising the bar builds upon prior improve-
ment.
The following three steps of the magic spark model 
are also needed to perpetuate changes: 

3.	 In the third step, leaders analyze the current 
situation and assess the future needs of partici-
pants coupled with the organization. Attempting 
to ascertain an understanding of the organiza-
tion’s strategy and competitors. Based upon the 
gap between the current situation and long-term 
goals, leaders identify the skills necessary to 
meet the future needs of their organization.  
4.	 Next, by blending into the training and 
development principles and concepts of applied 
theory and case studies, the magic spark model 
begins to formulate structure and camaraderie. 
Building a cadre of presenters in the leadership 
succession plan by establishing mentors and 

external professionals adds value to the current 
set of vendors by bringing to the table more 
experts. After introducing theoretical knowledge 
and case studies, leaders establish role models 
and share their experiences with members. This 
process invites successful company managers as 
pilot studies and examples of successful external 
managers in the industry that can share their 
experiences with trainees.
5.	 The magic spark model is designed to enable 
projects that trainees will face in the future. 
The fifth step is to build steering committees 
within the framework of the training so that 
future leaders of different departments explore 
different areas of the organization and share 
ideas with each other to suggest innovative 
solutions to solve problematic issues. Designing 
future projects and gradually making them more 
difficult by implementing gradual increases, and 
then sharing ideas by disseminating information 
across business units enables knowledge man-
agement. Steering committees are responsible 
for making decisions about planning, supporting 
those plans, approving the plan’s budget to solve 
the problems, and monitor the progress of the 
leadership succession plan. Based on these ideas, 
we depict an applicable model for executives as 
Table 1 and Figure 1.

Figure 1: The Magic Spark Model 
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Pilot Study and Application of the 
Model

A few years ago, we provided management consult-
ing services to an international financial organiza-
tion in Australia. Our initial assessment showed that 
despite the organization’s rapid growth in the market 
and its significant share of the Australian financial 
market, the company still suffered from mismanage-
ment in its human resource department and a lack 
of a systemic approach. To improve the systemic 
approach, we suggested a full-scale development of 
transformational leadership skills throughout the 
organization. We identified through a gap analysis 
that a lack of required training caused the company, 
which was mostly made up of Southeast Asian im-
migrant staff and Australian executives, to lack the 
required skills to perform adequate leadership. In 
some cases, leaders were unfamiliar with manage-
ment concepts such as planning, leading, and orga-
nizing, and this caused a level of inertia. Thus, the 
organization was not performing to its full potential.
After initial meetings with the CEO, we decided to 
create our presentation of the magic spark mod-
el, and the explanations of the potential financial 
benefits of this model. The CEO showed interest in 
this model and decided to employ us to develop the 
leaders throughout the organization. We explained 
in detail each step of the model and how the imple-
mentation of the model would positively impact on 
the organization’s performance. We then implement-
ed the magic spark model which lasted ten months 
and advanced the organization. Mentors were select-
ed as top creative award holders of the company by 
the board of directors. Under the monitoring and 
budgeting of the steering committee, these men-
tors, with the help of our program implementation 
of leadership succession planners, several executives 
were able to perform their duties and get team mem-
bers well involved in the learning process, and as a 
result, positive change was imminent.
After covering theoretical concepts about transfor-
mational leadership and engaging in case study anal-
ysis, the cross-functional teams were selected from 

91 participants who belonged to different depart-
ments of the organization so that the sharing of ideas 
among their members would lead to the growth of 
a systemic approach. Continuous communication of 
mentors and sharing their experiences with trainees 
led to the greater effectiveness of the leadership de-
velopment program. Mentors, as well as successful 
managers, challenged the trainees as much as pos-
sible to strengthen their exploratory and innovative 
approaches. Team members’ communication with 
the company’s external stakeholders also helped 
develop their communication and facilitated a best 
practice benchmarking relationship.
To further the scholarly literature in leadership, we 
distributed the Multifactor Leadership Question-
naire (MLQ) as a pre- and post-test, among the 
participants, to determine whether the spark model 
had an impact on transformational leadership. The 
results showed that the model was proven to be em-
pirically effective with not only an increase in Likert 
scores but also commentary that extended the lead-
ership development endeavor resulting in qualita-
tive data that supported the transformation. Thus, 
comparing our initial assessments (before conduct-
ing the project) and our last assessments (after con-
ducting the project) indicated a significant change 
in the four aspects of transformational leadership. 
Our open-ended questions, at the end of the MLQ 
questionnaire, participants shared their ideas about 
the training experience. One trainee wrote an assess-
ment note that: “Attending this learning program 
opened our eyes to the real problems that arose from 
the lack of the team working among us and the lack 
of integration among the various departments of the 
company.” Another comment indicated: “I think this 
is a better place to stay and make my dreams come 
true now.” “The most challenging period of learning 
took place from the onset of the training, peaked in 
the middle, and ended with great takeaways,” com-
mented one executive. And one trainee even wrote 
that this learning program “has not only improved 
my performance in the workplace but also, the in-
tense learning improved my relationship with my 
spouse.”

Table 1: The Five Steps of the Magic Spark Model

Step 1 Provide basic training on theoretical principles of the four aspects of transforma-
tional leadership

Step 2 Provide practical case studies related to projects
Step 3 Analyze the current situation and assess the future needs of participants and the 

organization (Gap Analysis)
Step 4 Build a cadre of presenters in the leadership succession plan by establishing mentors 

and external professionals.
Step 5 Design projects that trainees will face in the future. And building steering commit-

tees within the framework of the training
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We established an association via social media for 
the trainees that completed the learning program 
so that we maintain a strong network of these par-
ticipants in which dialogue could continue within 
the company. This continuous communication and 
sharing of experiences and ideas led to further break-
throughs beyond the training platform as a contin-
uous improvement sentiment was ongoing. “This 
group led to a constant sharing of experiences and 
enabled us to innovate after this training program,” 
said one member. Members’ problems, stories, and 
ideas were shared via social media and e-mail in the 
form of a monthly newsletter among the members 
of the association. This led to a continuous improve-
ment of communication between the members and 
the growth of their innovation and creativity.

The Strengths and Weaknesses of 
the Model  

As our measurements of the transformational di-
mensions indicated, the magic spark model created 
for this consulting assignment led to the improve-
ment of the transformational leadership skills of the 
participants. The growth of the systemic approach 
and teamwork built a more integrated and innovative 
system that could better solve organizational prob-
lems, providing more innovative and creative collab-
oration. Our observations also showed that the chal-
lenges of each department were better understood 
by both senior leaders and the other departments, 
which created greater camaraderie among the work-
force. Thus, this training in leadership development 
led to a better collaborative culture. The benefits of 
this training exceeded our expectations and both 
management and senior leadership prospered. 
However, we suggest that more theories and models 
be used to train executives. Just as the magic spark 
model worked, we would like to hear about fur-
ther investigation of this and other models so that 
the dialogue of continuous leadership development 
prospers. The limitations of the magic spark mod-
el resided in the difficulty to encourage many CEOs 
and managers or even employees to participate in 
this model and invest in human resources develop-
ment to gain financial interests. However, once we 
proved that the return on investment was fruitful, 
the leaders began to foster the necessary strategic 
insight to acknowledge and encourage the human 
resource department and other management units 
to participate. We provide this limitation for future 
scholars attempting to employ the transformational 
leadership model or any other leadership model the 
way we conducted our training.

Conclusions
The business world that we once knew no longer 
exists. The new world includes digital technology, 
knowledge management, and continuous leader-

ship development. This article proposes a cadre of 
ideas in a world that has completely changed from 
one decade ago. This change calls for new models of 
change. The magic spark model is a new model that 
could be used in the same context or with another 
leadership theory or model of choice to foster con-
tinuous growth in leaders and organizations.
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