Leadership Academy for
Middle Managers (LAMM)

Module I:

Foundations of Leadership

National Child Welfare Workforce Institute
A Service of the Children’s Bureau, a member of the T/TA Network

© September 2013

Module I: Foundations of Leadership

Acknowledgments
This publication represents a collaborative effort by the partners of the National Child
Welfare Workforce Institute (NCWWI)—State University of New York at Albany,
University of Denver, Fordham University, University of Iowa, University of Maryland,
Michigan State University, University of Michigan, Portland State University, and
University of Southern Maine. Production of this curriculum was a team effort involving a
number of dedicated individuals. The LAMM curriculum team was led by Freda
Bernotavicz and included Charmaine Brittain, Sue Ebersten, Katharine Cahn, Nancy
McDaniel, Cathryn Potter, Deborah Reed, and Patricia Mosher.
We are grateful to Jane Berdie for developing the group Change Initiative, to Nancy
Dickinson for her ongoing support, and to all of the NCWWI team members who
participated in providing input throughout the design process. We would also like to
acknowledge the assistance of Rod Johnson, Nichole Culley, Michelle Clinch, Mark Preston,
Vicky Hina, and Jodi Hill-Lilly. Thanks to Sara Munson for final editing and to Rea Gibson
for formatting and production.
The NCWWI is funded through a Cooperative Agreement with US Department of Health
and Human Services, Administration for Children and Families, Children’s Bureau, Award
No. 90CT0145. Special thanks to Randi Walters, Children’s Bureau project officer, and to
Robert Lindecamp, child welfare program specialist (CB/ICF), for their support.

Recommended citation

National Child Welfare Workforce Institute. (2013). Leadership Academy for Middle
Managers (LAMM): Module I—Foundations of leadership. Albany, NY: Author.

For more information

Please visit the NCWWI website at www.ncwwi.org

© 2013, National Child Welfare Workforce Institute, University at Albany, Albany, New
York.
The contents of this document are solely the responsibility of the National Child Welfare
Workforce Institute and do not necessarily represent the official views of the Children’s
Bureau.
This document may be reproduced in whole or part without restriction as long as the
National Child Welfare Workforce Institute is credited for the work. Upon request, the
contents of this document will be made available in alternate formats to serve accessibility
needs of persons with disabilities.

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

2

Module I: Foundations of Leadership

Table of Contents
Day One at a Glance ................................................................................................................. 4
Module I Overview ................................................................................................................... 6
Overview and Review of Day’s Activities ................................................................................. 7
Unit 1: Leadership in Child Welfare ........................................................................................ 8
Unit 2: The NCWWI Leadership Model ..................................................................................15
Unit 3: Strength-Based Leadership ........................................................................................27
Unit 4: Adaptive Leadership ...................................................................................................43
Unit 5: Learning Circle ...........................................................................................................58

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

3

Module I: Foundations of Leadership

Day One at a Glance
I. Overview and Review of Day’s Activities ................................................... 8:30–8:40 a.m.
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Whitewater Activity ..................................................................... 8:45–9:00 a.m.
Leading in Child Welfare ............................................................. 9:00–9:05 a.m.
Introduction to Middle Managers as Leaders.............................. 9:05–9:10 a.m.
Making the Distinction Between Managers and
Leaders ......................................................................................... 9:10–9:25 a.m.

Unit 2: The NCWWI Leadership Model
a. Presentation on the Leadership Model ........................................ 9:25–9:30 a.m.
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Module I Overview
Materials
•
•
•
•
•
•
•
•
•
•
•

Module I PowerPoint presentation
LCD projector, laptop, speakers, and microphones
DVD/TV player
Video: “The 8th Habit,” by Steven Covey
Flip charts and easels
Sticky notes
Markers
Tape
Name tags and table name cards
Book: Banyai, I. (1995). Zoom. New York, NY: Viking.
Book: Rath, T., & Conchie, B. (2008). Strengths Based Leadership. New York, NY:
Gallup Press.

Training Pre-Work
•
•
•
•

“Coaching Sign-Up Sheet” and sign with arrow to direct participants
Poster: Four Quadrants of Leadership
Learning Circle names on flip charts (around room)

Participant Change Initiatives and LAMM Participant Contact List

Handouts
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Handout 1:1 The Multiple Skills and Functions of a Leader
Handout 1:2 The NCCWI Leadership Model
Handout 1:3 The NCWWI Leadership Model Quadrants and Pillars (including
competencies for each quadrant)
Handout 1:4 Applying the Quadrants and Pillars to the Group Change Initiative
Example
Handout 1:5 Applying the Quadrants to My Change Initiative
Handout 1:6 The Needs of Followers
Handout 1:7 Maximizing Team Contributions Through Strengths
Handout 1:8 Worksheet: Using Your Strengths
Handout 1:9 Worksheet: Custom Distribution Chart
Handout 1:10 Technical and Adaptive Challenges
Handout 1:11 Examples of Technical and Adaptive Challenges
Handout 1:12 Terry Jackson’s Change Initiative on Father Involvement: Technical or
Adaptive Challenges?
Handout 1:13 Behaviors of Adaptive Leadership
Handout 1:14 Day 1 Learning Circle
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8:30–8:40 a.m.—Overview and Review of Day’s Activities
Ask if there are any questions regarding Sunday evening or if they had any “aha” moments.
Share expectations about use of laptops and provide a brief orientation to demonstrate how
to toggle between documents (PowerPoint and handouts).
Display PowerPoint slide 1: Module I: Foundations of Leadership.

Module I:
Foundations of
Leadership
A Service of the Children’s Bureau, a Member of the
T/TA Network

Slide 1

Display PowerPoint Slide 2: Module I Training Competencies.
Module I Training
Competencies
1. Able to describe leadership behavior as a middle manager in child
welfare.
2. Able to apply the components and dynamics of the Child Welfare
Leadership Model to the work of a child welfare manager.
3. Able to assess one’s own strengths and challenges and model
authentic behavior as a leader.
4. Able to describe adaptive leadership behavior as a middle manager.
5. Able to demonstrate a commitment to continuous learning by
applying leadership skills to the implementation of a change
initiative.

Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network
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Slide 2

Review training competencies for the day.
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Unit 1: Leadership in Child Welfare
Training Competency
1: Able to describe leadership behavior as a middle manager in child welfare.
Objectives
1a. Describes middle manager challenges with leading change in a “permanent whitewater”
environment.
1b. Distinguishes between management and leadership and provides examples from own
experience as a middle manager.

8:40–8:45 a.m.—Group Agreement for Participation
Display PowerPoint slide 3: NCWWI Leadership Model.

NCWWI
Leadership
Model

10
Leadership
Leadership
Academy
Academy
forfor
Middle
Middle
Managers
Managers
• www.ncwwi.org
• www.ncwwi.org

A Service
A Service
of the
of the
Children’s
Children’s
Bureau,
Bureau,
a Member
a Member
of the
of the
T/TA
T/TA
Network
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Slide 3

Develop and discuss “Group Agreement” for participation while at the LAMM. Engage
participants to support active and in-depth involvement in the development of behavioral
expectations. Include expectations about use of laptop. Use flip chart to document the
agreement.
Trainer Note: Agreement will be posted through the week and remain open for additional input. It also will be
used later in the week for the fishbowl exercise, “Leveraging Diversity.”

8:45–9:00 a.m.—Whitewater Activity
Introduce the video clip. Say,
The video you are about to watch helps to illustrate the challenge of leadership in child
welfare today.
Show the clip from the DVD, “The 8th Habit,” by Steven Covey. To cue this clip, select “#7
Permanent Whitewater.” Stop the video when the clip ends. The entire clip is
approximately 4 minutes.
Give participants about 10 minutes to discuss their whitewater challenges with each other
at their table.
The facilitator might walk around, listen in, and make notes.
Bring the participants back to a large group and ask them,
National Child Welfare Workforce Institute
www.ncwwi.org
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What are some examples of your whitewater challenges?
On the flip chart, capture some of the key words describing challenges. Use a topsy-turvy
style to capture the sense of chaos and commotion.
Be sure to elicit at least one response from each table.
Examples could include: turnover, budget cuts, reorganization, fewer resources, or program
changes combined with resource depletion due to recession, lawsuits, or media pressures.
Sum up the discussion, acknowledging the whitewater environment, and transition to a
discussion about leading in child welfare.

9:00–9:05 a.m.—Leading in Child Welfare
Display the PowerPoint slide 4: Surviving Permanent Whitewater.

Slide 4

Provide a statement about the nature of leadership in child welfare:
It’s all fine and good to discuss leadership in a time of stability, but we don’t live in
times like that. Your comments make it clear that child welfare leaders work under a
lot of pressure. It can be hard to get out of a pure “survival” mindset where you’re just
getting through the day and responding to the next crisis. Navigating through
whitewater requires constant learning and maintaining your balance in the present
while continuing to “look downstream” to anticipate what’s coming up next. It takes
resilience. It takes the ability to rebound quickly and remain confident. The person who
studied managing in this “permanent whitewater” condition said that the most
important ability involves constant learning and developing an organization that has
the capacity for ongoing learning. Navigating the whitewater also takes the ability to
hold a vision and still be honest about reality–and respond to the facts on the ground.
This “two-headed” or “split-level” approach to leadership is key. Leaders need to hold
the big picture in mind and at the same time have the skills and mindset to deal with
the task at hand. This tension–between vision and reality–might be similar to the
tension of a rubber band stretched between your two hands.
Trainer Note: You may consider using a rubber band as a prop.

One hand is vision, and the other is reality. The farther apart these two are, the greater
the tension. Peter Senge [pronounced “sang-gee”] says that your success as a leader is a
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function of your ability to stand powerfully in the tension created by that gap between
vision and reality.
This tension can be uncomfortable, and consequently some people reduce the tension by
letting go of the “vision hand” to close the gap. With no vision, managers may become
cynical or resigned, just walking through the motions of management on a day-to-day
basis. These are the people who say, “We tried that already,” or who come up with
reasons why things can’t be done; they often assume a reactive stance, keeping their
heads down and out of trouble. Clearly, that’s not leadership.
Others deal with the tension by letting go of the “reality hand” and retreating to a world
of high-blown concepts, mission statements, and slogans, with no ability to implement.
These leaders quickly lose credibility and power.
In this Academy and through the ongoing support of peer networking, you will have an
opportunity to develop skills to deal with both aspects of the leadership role: vision and
reality. You’ll develop the resilience to stand in the gap between the two and bring
about a more powerful, effective child welfare system.

9:05–9:10 a.m.—Introduction to Middle Managers as Leaders
Display the PowerPoint slide 5: Defining Middle Managers.

Defining “Middle Managers”

Slide 5

Present the information below, asking questions whenever possible to generate discussion.
Trainer Note: Tribal managers may not be comfortable with the term “Middle Managers.” Be sure to include
questions that encourage discussion from all participants.

Usually, when we think about agency leaders, we think about the agency executive
director, or someone with a management title in a box near the top of the organizational
chart. If we limit our view of leadership to a group of people with executive titles, we
will miss the critical leadership role played by people in your positions–middle
managers.
Middle managers can be defined broadly as those holding positions above the first-level
supervisor and below the level of executives—those who have agency-wide
responsibility. Some of you manage staff in the field, while others primarily have
programmatic responsibility with various degrees of authority over those who will
implement programs. In this position between strategies and operations, you have a
National Child Welfare Workforce Institute
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unique insight into the nature of strategic requirements. You also have different roles
to play in the change process–sometimes as creators, sometimes as designers,
sometimes as implementers.
You may not always feel like a leader. Instead, you may often feel caught in the middle
and squeezed between expectations of staff in the field, senior managers, and the
community. Exercising leadership requires courage.
Having the courage to provide leadership requires all of you as a person: heart, mind,
spirit, and guts.

9:10–9:25 a.m.—Making the Distinction Between Managers and Leaders
Introduce the thought of differentiating between the roles of managers and leaders.
Many of you may have already identified yourselves as skillful managers, and you have
made a lot of effort to accomplish this. Now you are thinking about what has to happen
to fully move into the leadership role.
Ask participants on the left side of the room to consider, “What do managers do?” Have
them jot down their ideas on one of the sticky notes at their table.
Ask participants on the right side of the room to consider, “What do leaders do?” and to jot
down their ideas on a sticky note.
Give participants 2-3 minutes to discuss at their table, and then generate large-group
feedback starting with “What do managers do?” and recording on chart paper. Ask each
table to give only one response first until each group has offered one. Continue listing
responses from any table. Repeat with “What do leaders do?”
Use the responses provided to generate the following points:
•

Leadership is an activity.
o

•

As we have said, it is useful to define leadership as an activity rather than as
a position of authority in a bureaucratic structure or as simply a set of
personal characteristics. This is useful because it allows for leadership to
come from multiple positions. You do not necessarily have to have authority
to exercise leadership. The fact of the matter is that we are all leaders at
some point, and sometimes we are not. None of us is a “leader” all of the time.

Leadership is not about authority.
o

If you understand that leadership is not synonymous with authority, it’s
easier to recognize the opportunities to demonstrate leadership in virtually
all of your interactions. In fact, it is probably more effective to talk less about
leaders and more about “those who exercise leadership.” This helps avoid the
trap of believing leadership is related to authority or to certain personality
traits. As we will talk about in the training, more organizations are
recognizing the value of encouraging leadership at all levels (distributive
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leadership). In this sense, helping to develop leadership in others expands
your own leadership effectiveness.
Show the corresponding PowerPoint slides and sum up the discussion by covering the
information below:
The terms leadership and management are often used interchangeably. While they are
complementary, they are not exactly the same thing.
Display the PowerPoint slide 6: Key Leadership Tasks.
Key Leadership Tasks

 Do things right
 Do the right things
 Do the right things right

Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network
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Slide 6

Say,
A classic distinction between leaders and managers is: Managers do things right;
leaders do the right thing (Bennis, 2008). These are not mutually exclusive. The two
concepts are inextricably linked and, when linked, make for stronger performance. We
need leaders who “do the right thing right.”
Display the PowerPoint slide 7: Leadership and Management.
Leadership and
Management

3
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Slide 7

Say,
In the NCWWI Leadership Model, we used the symbol of a double helix to suggest that
leadership and management are intertwined, and both roles are important to the job of
“middle manager.”
Display PowerPoint slide 8: Multiple Skills and Functions of a Leader.
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Slide 8

Discuss PowerPoint slide 8 and refer to Handout 1:1 The Multiple Skills and Functions of a
Leader. Review it briefly.
Summarize the discussion:
The good news is that leadership skills are not the province of a chosen few. People
aren’t necessarily born leaders. Everyone can develop leadership skills through a
process of self-assessment and professional growth. And just through the act of leading,
you are further building and reinforcing those very skills.
We will be addressing your role as a leader and how to integrate that with your role as a
manager. We will encourage you and will remind you to think about this duality as we
begin to look at the NCWWI Leadership Model in depth.

National Child Welfare Workforce Institute
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Unit 2: The National Child Welfare Workforce Institute
(NCWWI) Leadership Model
Training Competency
2: Able to apply the components and dynamics of the Child Welfare Leadership
Model to the work of a child welfare manager.

Objectives
2a. Explains the balanced application of the NCWWI Leadership Model’s four quadrants by
exemplary managers.
2b. Defines the five pillars or fundamental values of child welfare leadership and their
importance to child welfare practice, commitment, and client outcomes.
2c. Gives examples of the application of the leadership competency model to individual
leadership situations at work.
9:25–9:30 a.m.—Presentation on the Leadership Model
Trainer Note: The Introductory Module includes a detailed description of the National Child Welfare
Workforce Institute Leadership Model. This unit is intended as a refresher as well as an opportunity to generate
specific examples and ask questions.

As we have discussed, the child welfare system is complex and constantly changing. We
are living in an unpredictable world, and the goal of providing safety, permanency, and
well-being for children is challenging. In these uncertain, turbulent times, we all need to
step up and provide leadership to achieve our common vision.
As we do so, we need to adopt a view of the world that embraces complexity and change
and the permanent whitewater we discussed earlier. For centuries in the Western
world, we have been planning, predicting, and analyzing the world. We’ve organized
work and knowledge based on our beliefs about a predictable universe. We have
constructed organizational charts and logic models to try to control a slippery, difficultto-comprehend reality.
Display PowerPoint slide 9: Organizational Chart.

6
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Take a look at this chart and think about your own organization. How well does this
capture the reality that exists there? What happens in the space between the boxes? I
sometimes think the reality looks more like a Jackson Pollock painting.
Display PowerPoint slide 10: Jackson Pollock-style painting over organizational chart.

7
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Slide 10

Show PowerPoint slide 11: Our View of the World.

Slide 11

Say,
In recent years, some management theorists have recognized what many of us,
especially in social services, have known intuitively to be true:
•
•
•

The linear view of the world doesn’t capture reality.
The whole is greater than the sum of the parts.
The world is a complex, never still, always-weaving tapestry.

It is, however, part of the human condition to try to create order and find meaning and a
way to function most effectively within the complexity of life. With this in mind, we
have created a holistic leadership model that provides a framework for understanding
and navigating in the permanent whitewater of your work life.
Show PowerPoint slide 12: NCWWI Leadership Model. Refer to Handout 1:2 The NCWWI
Leadership Model.
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NCWWI
Leadership
Model

9
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Slide 12

Say,
This model was presented and discussed in the Introductory Module. In this unit we
will be reviewing the National Child Welfare Workforce Institute’s Leadership Model
and see examples of how it can be applied.
Trainer Note: As the following is discussed, point out the relevant areas on the model. Also have the model
displayed as a wall chart throughout the training.

Provide the information below, pointing to the relevant area of the diagram.
The Leadership Model includes a graphic (shown here) and a detailed listing of the
competencies.
Quadrants: Let’s start with the quadrants. The quadrants are based on a Competing
Values Framework which recognizes the dynamic, complex reality of the leader’s world
and that the leader needs to maintain a constant balancing act:
•

Change— and keep order

•

Make the numbers—and nurture your staff

•

Open up to the community—and manage your internal operations

The constant balancing act among competing viewpoints and areas of responsibility can
be broken into four quadrants: internal flexibility, external flexibility, internal control,
and external control. Each quadrant has a specific leadership focus: leading change,
leading in context, leading for results, and leading people.

9:30–9:50 a.m.—Large-Group Application of Leadership Quadrants to Group
Change Initiative
Say,
Let’s take a look at the elements of the model and see how they play out in real-life
situations. As we go through the model, we will refer to your pre-work group Change
Initiative. As you remember, this involves a manager, Terry Jackson, who is developing
a Change Initiative on Enhancing Family Engagement by Expanding Father
Involvement.
Let’s start by looking together at the quadrant, Leading Change.
National Child Welfare Workforce Institute
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Trainer Note: Specific skills for each quadrant are listed and discussed in the Introductory Module. The purpose
of this section is to give an overview.

Continue displaying PowerPoint slide 12: NCWWI Leadership Model.
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Slide 12

Leading Change: As you see on Handout 1:3 The NCWWI Leadership Model Quadrants
and Pillars, this first quadrant refers to the leader’s role of setting high standards,
seeing the big picture, understanding its impact on the day-to-day work of child welfare
staff, and anticipating the impact of contextual factors, economic trends, and political
changes. To meet organizational goals, we need leaders with the ability to bring about
strategic change both within and outside the organization. This includes the ability to
establish an organizational vision and to implement it in a continuously changing
environment.
The competencies relevant to Leading Change are presented tomorrow and include:
•
•

Creativity and innovation
Vision

Trainer Note: Provide 5 minutes for participants to review the group Change Initiative.

Display Power Point slide 13: Applying the Leadership Model Quadrants to the Group
Change Initiative.
Applying the Leadership Model
Quadrants to the Group Change
Initiative
Quadrant: Leading Change
 Refers to the leader’s role of setting high standards, seeing
the big picture, understanding its impact on the day-to-day
work of child welfare staff, and anticipating the impact of
contextual factors, economic trends, and political changes.
Competencies for Leading Change are:
• Creativity & Innovation
• Vision

Leadership Academy for Middle Managers • www.ncwwi.org
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Slide 13

Ask:
From the information we have so far, what would you say are possible examples from
the group Change Initiative of the leadership issues for this middle manager (Terry
Jackson) related to: setting high standards, seeing the big picture, understanding its
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impact on the day-to-day work of child welfare staff, and anticipating the impact of
contextual factors, economic trends, and political changes?
Second trainer records participant examples on the flip chart, using the Trainer Note as
possible examples.
Trainer Note: Leadership Issues for the Leading Change Quadrant—Examples
•

•

•

•

Setting high standards—The collaboration formed to work on this father involvement initiative must
involve representatives of groups that are most relevant to fathers whose children are involved in the
child welfare system. These include service providers, the faith-based community, fathers, the court
system, and employment services, as well as the Social Services agency. The representatives must also
reflect the diversity of the child welfare system.
Seeing the big picture—The big picture recognizes that involving fathers in a meaningful way will require
changes in attitude for some, because fears exist that involving fathers more could threaten child and
mother safety.
Understanding its impact on the day-to-day work of child welfare staff—Once the agency does a better job of
finding absent fathers, workers will be expected to be skilled in engaging them in the case planning
process and services. This may involve additional skill sets in working with men, with mothers, and with
community partners.
Anticipating the impact of contextual factors, economic trends, and political changes—Cutbacks in funding will
mean that funding for new efforts will be difficult and that additional legitimate but competing pressures
on child welfare will emerge. Community groups and faith based organizations are becoming interested in
helping child welfare serve fathers, and this may mean new partners may emerge and compete for
resources. Father involvement is becoming a hot topic, and more resources may be available. Positioning
the agency to get a share of these could be a positive outcome.

Ask:
Given these issues, what are examples of what Terry might do to demonstrate the
leadership competencies of creativity, innovation, and vision? Facilitate a discussion
using the Trainer Note as examples.
Trainer Note: Leadership Competencies for the Leading Change Quadrant—Examples
•

Creativity and Innovation—Terry might bring together groups of key constituents along with a skilled father
group facilitator to focus on a discussion of beliefs (not solutions) as a way to move toward a shared
vision. They could show one of the new videos on father involvement. Afterward, they could ask
participants to discuss what father involvement could mean for children and youth who spend time and
sometimes age out of the child welfare system without a connection to their fathers.

•

Vision—Terry may want to first think through a personal vision for the effort. What would success look
like several years from now?

9:50–10:15 a.m.—Small-Group Application of the Leadership Model to the Group
Change Initiative
Display PowerPoint slide 14: NCWII Leadership Model.

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

18

Module I: Foundations of Leadership

NCWWI
Leadership
Model

10
Leadership
Leadership
Academy
Academy
forfor
Middle
Middle
Managers
Managers
• www.ncwwi.org
• www.ncwwi.org

A Service
A Service
of the
of the
Children’s
Children’s
Bureau,
Bureau,
a Member
a Member
of the
of the
T/TA
T/TA
Network
Network

Slide 14

Conduct a small-group activity. Assign each of the three remaining quadrants to the tables
and have them do the same in relation to the group example. Review Handout 1:3 The
NCWWI Leadership Model Quadrants and Pillars and show them how the previous
discussion on the Leading Change quadrant would fit into the questions on the handout.
They will be having the same conversation focusing on the quadrant assigned to them.
Groups then will discuss and be prepared to present on the questions on Handout 1:4
Applying the Quadrants to the Group Change Initiative Example. They should do so from
Terry’s point of view as much as possible.
Allow the groups about 10–15 minutes to complete their worksheets. Make sure trainers
circulate to each table to help facilitate the discussion. Then have each table present. (If
more than one table has the same quadrant, have the second table add to the leadership
issues and take the lead in presenting on the competencies.)
Facilitate the discussion using the Trainer Note for examples.
Trainer Note:
Leading in Context
1.

Leadership issues for this quadrant:
•

•

•

2.

Helping others to see that child maltreatment is a community concern and that the child welfare agency can’t do it
alone—Share and ask partners such as churches and provider agencies and family advocates to share
examples of where their efforts have helped families (particularly fathers) to be successful in their child
welfare cases.
Engaging community, youth, and families—Have partners help identify and bring people from each group to
father-involvement forums such as steering committees and workgroups. Support their involvement in
conscious ways.
Building collaboratives internally and with other agencies (federal, state, local, and tribal governments, and
nonprofit and private sector organizations) to achieve common goals—Ensure that all key agencies are involved,
and create an infrastructure of support and process that will encourage them to stay involved. Look for
examples of collaboration with communities of color as well as professional, faith-based, philanthropic, or
family partners.

Leadership competencies for this quadrant:
•

Partnering—Share information freely, ask people (particularly fathers and informal support partners) to tell
their stories, seek input from everyone, and create safe environments for people to disagree and share
stores of pain, anger, and fear as well as successes. Focus on interests, not just positions.
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•

Influencing/Negotiating—Be in a frame of mind to share power and to change one’s own ideas and
positions. Be prepared so that you can be clear about information and ideas that will be helpful for others
to understand.

Leading People
1.

Leadership issues for this quadrant:
•

2.

Valuing staff and recognizing that good working relationships, competent people, and a supportive organizational
climate are essential to achieving positive outcomes for children and families–Be clear in your own mind about
the impact of staff on the outcomes for families including fathers and children whose fathers are involved
in their lives. Convey information and stories about worker effectiveness within and outside the agency.
Recognize, seek out, and use staff input on agency and community issues. Recognize and honor staff
contributions. Encourage employees to do the same with others in the agency.

Leadership competencies for this quadrant:
•

Developing Others—Seek input of staff about father involvement questions; share information about father
involvement programs, and help staff to develop awareness, knowledge, and skills through training,
mentoring, and supervision. Recognize special interests some staff have in father involvement and help
them find ways to pursue this in their work. Encourage employees to do the same.

•

Team Building—Bring supervisors in the division together to explore ways that they can further father
involvement in the division and agency. Distribute work in ways that give each person a lead position in
some aspect of the work.

•

Resilience—Anticipate and expect setbacks and resistance and do not personalize it. Find creative and selfnurturing ways to handle disappointment and frustration and to pursue new avenues to make progress.

•

Cultural Responsiveness—Be aware of own thoughts, biases, influences, and past actions regarding
involvement of fathers in their children’s lives in the field of child welfare. Be open about these and about
one’s own efforts to overcome issues; encourage the same self-responsibility in others. Seek to
understand others’ perspectives about fathers and father involvement; ask questions when not
understanding. Accept that differences are a part of a pluralistic society.

Leading for Results
1.

Leadership issues for this quadrant:
•

•

•

•

Focusing on accountability and the need to track outcomes—Let all staff know that the efforts to involve
families including fathers will be tracked and used to assess progress and make adjustments in plans. Work
with data management and QA staff to identify relevant data elements and ways to collect and analyze and
report data so that it will be helpful in tracking outcomes.
Ensuring effective internal management systems—Work with staff to make certain that all key processes are
being completed (such as father identification/location efforts), that information is being properly
recorded, and that data are routinely reviewed in decision-making venues at the case and systems levels.
Ensuring that the culture values data analysis to help make decisions and demonstrate the achievement of
outcomes—Demonstrate own interest in and reliance on data for assessing performance and decision
making. Institutionalize data review as part of decision making at all levels (such as father identification,
location, contact, and participation in various case milestones).
Demonstrating the ability to make decisions that produce high-quality results by applying technical knowledge,
analyzing problems, and calculating risks—Use consultation as needed from data experts to understand and
use data effectively. For example, if an analysis of data shows that certain groups of absent fathers are
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more or less likely to be identified, located, and engaged at various points along the case, then bring the
data to various father involvement forums to brainstorm implications for changes in practice.
2.

Leadership competencies for this quadrant:
•

Service Orientation—Demonstrate commitment to using data to improve services and outcomes.

•

Problem Solving—Find ways to show how data can be used to better understand issues and find solutions
(such as how various intervention strategies such as Family Team meetings do or do not impact ongoing
connections of fathers with their children in placement).

•

Accountability—Demonstrate accountability in using data by following through on plans based on data
findings. For example, the child welfare agency and the father-involvement collaborative might commit to
directing more resources to father-involvement programs that are shown to be successful.

Tell participants:
After the break, we will look together at the pillars.

10:15–10:30 a.m.—Break
Break clip: “Who Will Drink First?”
Trainer Note: Logistics team will toggle and press play on YouTube video to start break.

10:30–10:45 a.m.—Large-Group Application of Leadership Pillars to Group Change
Initiative
Transition to a discussion on the leadership pillars. Explain:
Let’s now look at the pillars of the Leadership Model, the five key principles that form
the foundation for child welfare leadership in all of the quadrants.
Show PowerPoint slide 15: Leadership Pillars.

Slide 15

Review the five pillars. Refer to the last page of the Handout 1:3 The NCWWI Leadership
Model Quadrants and Pillars that includes definitions of the pillars that form the
foundation of the model.
Facilitate a discussion of each of the pillars related to Terry’s leadership efforts.
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Trainer Note: An alternative is to have participants read aloud the pillar definitions and ask for an example of
each.

Display PowerPoint slide 16: Application to Group Change Initiative.

Slide 16
Trainer Note: The discussion may highlight the following:
•

Adaptive: Be prepared to adjust our focus and direction for this Change Initiative as necessary. For
example, we will need to adapt if the data suggest that our most pressing need is with fathers of a certain
age group or ethnicity.

•

Collaborative: Work to find ways to engage all of our partners, especially those that we generally do not
involve as much. Make opportunities for all of us to explain and understand our various viewpoints.

•

Distributive: Be alert to ways to share leadership with all of the partners and with staff. Look for areas
where leadership is needed and for people who seem to be willing and able.

•

Inclusive: Continue my efforts and commitment to involve all key constituents, especially when their views
differ from mine (or my administration). Work to find representatives of underserved groups who could
partner with us (faith-based organizations, fathers).

•

Outcome focused: Work with our partners to identify what outcomes we want and make them specific.
Work with our data resource people to identify or develop data sources that help answer questions
about the extent to which we are achieving our outcomes.

10:45–11:00 a.m.—Sharing Individual Change Initiatives
Orient participants to all the Change Initiatives everyone has brought to the Academy.
Provide the following information:
You have all come with a Change Initiative on which you have had coaching in the prework. By the end of the week you will be ready to present this initiative to your fellow
participants. The Change Initiatives are part of the materials available for you to
download, and they are posted on the flip charts in this room. Let’s take 5-8 minutes to
look at these flip charts so you can see the range of Change Initiatives that people will
be working on and can also identify those that are similar to the one that you are
working on. You are encouraged to discuss your Change Initiatives with each other and
with the coaches through the week. Let your peers help coach you as you grapple with
applying this week’s material to your own situation. We expect that you will sign up for
coaching at scheduled times, and you can also approach Trainers/Coaches individually
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to arrange coaching. Through the week we want you to fine-tune your Change
Initiatives and apply the concepts learned in this Academy to your Change Initiative.

11:00–11:15 a.m.—Applying Leadership Model to Own Change Initiative
Explain that at this point, participants will have time to conduct the same processes of
applying the Leadership Model’s quadrants to their own Change Initiatives. While the
group has only 15 minutes in session for this activity, participants should begin the process
now and continue their work later. Next, they will discuss the activity with a partner to get
feedback and ask questions about appropriately applying the quadrants. They will also
have the opportunity to share their questions and comments in their Learning Circles this
afternoon. This work will be part of their Change Initiative Plan that they will present on
Friday.
Display PowerPoint slide 17: Applying the Quadrants to My Change Initiative.

Slide 17

Refer participants to Handout 1:5 Applying the Quadrants to My Change Initiative.

11:15–11:35 a.m.—Partner Activity
Ask participants to explore their thoughts with a partner. Form pairs and ask them
to interview each other about their Change Initiative within the context of the
Leadership Model’s quadrants.
11:35–11:50 a.m.—Reconvene
Reconvene the large group and ask participants the following questions to process the
activity.
•
•
•

What were some similarities with your partner?
What were differences with your partner?
Were some quadrants more difficult than others to apply your own experiences to?
Which quadrants, and why?

11:50–11:55 a.m.—Summarize Model
Summarize the model and provide the following:
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Today we are focusing on the center of the model and the leader’s need for selfknowledge. Self-knowledge applied to the leadership role is concerned with knowing
your strengths and areas for growth and actively applying those strengths while
working to become competent in identified areas. This knowledge assists leaders in
being transparent with staff about their own learner role and models/encourages
learning at all levels.
Two concepts are central to the model: self-managing and regenerative. In the
permanent whitewater of child welfare, we each need to have a stance of understanding
and managing our own behavior, and of ongoing reflection and growth, including
developing ourselves and developing others. We will talk more on Friday about specific
strategies for being self-managing and regenerative.
Because of the importance of personal values, it is critical to take an inside-out
approach to leadership development.
Display PowerPoint slide 18: Leadership Development: Inner and Outer Journey.
Leadership Development: Inner
and Outer Journey
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Slide 18

This inside-out approach includes the skills of self-awareness, knowledge of personal
strengths and limitations, and clarity of personal values as they relate to your work.
Remind participants that they will be referring to their StrengthsFinder Report after lunch,
so they will need to have it ready.

11:55–12:55 p.m.—LUNCH
Lunch clip: “Stand by me”
Trainer Note: Logistics team will toggle and press play on YouTube video to start break.
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Unit 3: Strength-Based Leadership
Training Competency
3: Able to assess one’s own strengths and challenges and model authentic behavior
as a leader.

Objectives
3a. Describes the key qualities of leaders and their impact on child welfare systems and staff.
3b. Based on self-assessments, identifies own leadership strengths and challenges.
3c. Provides examples of genuine and consistent behavior in relation to the leader’s role.

12:55–1:25 p.m.—Activity
Purpose: To practice looking beyond the obvious and to be more aware of other perspectives.
Materials: Copies of book Zoom by Istvan Banyai—one per table and one for the trainers.
These books will need to be unbound prior to class. Remove identifying pages (such as title
page). Shuffle the pages into random order and place them in folders.
Trainer Note: This activity is a metaphor for “getting on the balcony” and also sets the stage for the “work of
the leader” and Day 2’s topic of “Collaborative Leadership.”
For this activity to be effective, it is essential that the trainers not reveal any details about the book (e.g., name of
book, name of author) until the end.

Conduct the Zoom Activity. Place loose pages from one Zoom book in a folder with all pages
face down. Assemble a folder for each table and put these folders on the tables. Follow the
numbered instructions below to conduct the activity.
Trainer Note: For variation, combine two tables, or ask participants to complete the entire activity in silence.

1. Ask someone at each table to open the folder and distribute the pages, remembering to
keep pages face down. It’s OK if some participants receive more pages than others.
2. When the trainer gives the signal, ask participants to turn over their pages and put all
of the pages in a logical order.
3. Allow participants about 7 minutes to complete the activity.
4. After pictures are in order, ask for silence and use your copy of the book to share with
participants the way the illustrations progress, with each page providing a context that
makes sense of the preceding one, as the following sample from the book demonstrates
(reading each row across first before moving to the next row):
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Ask participants to speculate on the lessons learned from this activity. Ask questions such
as:
•
•
•

Where are you putting your focus?
What makes it so challenging to look at something from such a different perspective?
What is the value of having different perspectives?

Generate at least the following key points in the subsequent discussion:
•
•
•
•
•
•

Value of different perspectives.
Working together is more than the “sum of the parts.”
Look beyond the obvious.
Big picture gives different information.
Beware of assumptions; our senses can trick us.
Wise to withhold judgments (staying open to ideas/information.)

Summarize the discussion and connect it to Adaptive and Distributive Leadership by telling
participants that taking the time to get perspective is a strategy that will help “give the
work back to the people.” Tell participants that now we’ll take the lessons learned from
Zoom and apply them to leadership.

1:25–1:30 p.m.—The Leadership Challenge—Leading with Strengths
Display PowerPoint slide 19: We Can’t Ignore Problems.

National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

26

Module I: Foundations of Leadership

 We can’t ignore
problems—we
just need to
approach them
from the other
side.
18
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Say,
We’re accustomed to seeing the problems—they seem to “pop right out”—but looking for
strengths takes both attention and intention.
Provide some examples such as home visits, employee issues, and policy implementation.
Tell participants:
We want to help clients identify and build on strengths that are specifically relevant to
the problem at hand, i.e., those that will help them advance their case plan in the face of
risks. Even though it may be encouraging to identify several strengths, it is most
helpful to find a strength that will help overcome or diminish a problem/issue.
Similarly, we are looking to identify strengths that are directly relevant to your
leadership role as middle managers. A fundamental competency of leadership is selfknowledge. One aspect of increasing your self -knowledge is by looking at your
strengths. You have started this process by taking the StrengthsFinder assessment.
Hold up a copy of Strengths Based Leadership for participants to see and remind them that
they all received a copy of the book and should have completed their self-assessment.
Ask participants to take out their copy of their assessments.
Notice that the title of the Strengths Based Leadership book also says “Great Leaders,
Teams, and Why People Follow.”
Display PowerPoint slide 20: Key Findings from the Gallup Research.
Key Findings from the
Gallup Research
The most effective leaders:
 Always invest in strengths
 Surround themselves with the
right people and then maximize
their team
 Understand their team’s needs
(Rath & Conchie, 2008)
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Cover the information below:
•
•

The most effective leaders are always investing in strengths.
The most effective leaders surround themselves with the right people and then
maximize their team.
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•

The most effective leaders understand their followers’ needs.

The research also shows something very surprising: “Of all the leaders we have studied,
we have yet to find one who had world-class strength in ALL areas. Those who strive to
be competent in all areas become the least effective leaders overall. While our
society/organizations encourage us to be well-rounded, this approach breeds mediocrity.”
Trainer Note: Optional activity: Have quotes read, such as the one below, by participants.

“Perhaps the greatest misconception is that of the well-rounded leader.” (Rath & Conchie,
Strengths Based Leadership, 2008, p. 7).
When you look at historical leaders, you may see more differences than similarities. For
example, think about Winston Churchill and Mahatma Gandhi. Their differences
defined them AND led to their respective successes.
Things get done when a leader recognizes that he/she can’t do it alone. The effective
leader recognizes that he/she has a unique combination of strengths but does not
necessarily have all of the skills to get a job done. So the first steps for effective
leadership are recognizing one’s own strengths, identifying others who have the needed
strengths to achieve an outcome, and personally investing in strengthening skills and
abilities that might be underdeveloped.
Display PowerPoint slide 21: The Path to Great Leadership.
The Path to Great Leadership
“The path to great
leadership starts with
a deep understanding
of the strengths you
bring to the table."
(Rath & Conchie, 2008)
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Say,
The path to great leadership starts with a deep understanding of the strengths you
bring to the table.

1:30–1:50 p.m.—Strengths-Based Assessment
Trainer Note: Participants should have printed out their leadership report and guide. The first pages give an
overview of their assessment results, and the guide goes on to tell participants how to use their strengths most
effectively.

Refer the group to their leadership report at the beginning of the Leadership Guide, which
will help them identify their dominant themes. Say:
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Now let’s look at your Leadership Guide. The guide describes your strengths and lists
strategies for leveraging each strength in your leadership style to meet the needs of
others. It also provides examples of what that strength looks like in action.
In addition to describing strategies for leading with your strength, the guide explains
how to lead others who have the same strengths as yours, which could be a blind spot
for you. This section could also provide insight into your needs as a follower.
Tell participants that we will begin by reviewing their unique combinations of themes or
strengths.
Ask participants to look at the chart on the first page of their four-page report. Provide the
following information:
All reports show five signature strengths. The domain in which your strengths are
concentrated is your dominant leadership style— Strategic Thinking, Influencing,
Relationship Building, or Executing. Your report lists your five signature strengths and
further explains how you most likely use these strengths.
Your five strengths could be spread over all four domains or clustered in one or two. If
you have the same number of strengths in two domains, choose the domain that “speaks
to you” as your dominant style.
Now we’ll discuss each of these four domains of strength.
Display PowerPoint slide 22: Four Domains of Strength.

Slide 22

Four Domains of Strength: (1) Strategic Thinking; (2) Influencing; (3) Relationship
Building; and (4) Executing.
Trainer Note: Color-code each of the domains: Strategic Thinking–Blue; Influencing–Green; Relationship
Building–Purple and Executing–Red.

Cover the following, displaying the corresponding PowerPoint slides (23–26):
•

Leaders with dominant strength in Strategic Thinking keep the group focused on
what could be.
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Strategic Thinking
 Leaders with
dominant strength
in strategic
thinking keep the
group focused on
what could be.
(Rath & Conchie, 2008)
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Slide 23

•

Leaders with dominant strength in Influencing help their people reach a broader
audience.
Influencing

 Leaders with
dominant strength
in Influencing help
their people reach a
broader audience.
(Rath & Conchie, 2008)
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Slide 24

•

Leaders with dominant strength in Relationship Building hold a team together.

Slide 25

•

Leaders with dominant strength in the Executing domain know how to make things
happen.

Slide 26

Sort participants into groups.
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Ask participants to raise their hand to show their strongest domain and comment on the
total number of participants who show up in each domain. Give each participant a preprinted file card that reflects their dominant domain. If individuals do not have one
dominant strength, ask them if they would like to choose the one most like them, so that
they can participate in a group activity in a moment.
Ask participants:
•
•
•

Were there any surprises?
Were there any gaps?
How much overlap was there between the domains?

Remember our earlier discussion about the importance of knowing the unique
combination of strengths? Let’s look at how two people who have the same number of
strengths in the same domain could go about accomplishing a task very differently
because of their personal combination of strengths.
Divide participants into four groups based on their dominant strength domain. Ask them to
go to different areas of the room. Give the following instructions verbally, and
Display PowerPoint slide 27: Questions for “Strengths” Groups.

Slide 27

•
•
•

Introduce yourself and list your strengths within the domain.
Using the first strength listed within the domain on your results, explain how you
see yourself using this strength in your role.
Prepare to give two contrasting examples to the large group when we reconvene and
come to “your” domain.

Trainer Note: Alternate Activity: Give the groups 10 minutes to quickly accomplish their task. Then, rather than
presenting the material below, use the groups’ examples to illustrate the information in the bubble charts on slides
28 to 31.

Display PowerPoint slide 28: Influencing. Continue the presentation.
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Influencing
Activator
Command

Woo

Influencing

Significance

Self-Assurance

Communication

Competition
Maximizer

(Rath & Conchie, 2008)
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For example, let’s say we have two people both with the dominant style of “Influencing.”
One person has strengths of “Command” and “Self-Assurance.” She or he may use few
words, but his or her confidence will continue to project authority and win followers. In
contrast, the second person with strengths of “Communication” or “Woo” (win others
over) might get people involved by helping individuals feel comfortable and connected to
the issue at hand.
Show the following PowerPoint slides (29-31) and ask for examples of each domain.
Trainer Note: Be prepared to give examples below if any of the groups do not.

Display PowerPoint slide 29: Executing.
Executing
Achiever
Arranger

Restorative

Belief

Responsibility

Executing
Focus

Consistency

Discipline

Deliberative

(Rath & Conchie, 2008)
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Trainer Note: If the small group does not come up with examples, contrast Achiever and Arranger. The
Achiever is driven to work—to be productive, to be the most productive person on the team. This person
executes by exerting personal effort. The Arranger executes by putting the pieces in place, or assigning and
delegating tasks well to get things done. Different strengths, both focused on task accomplishment.

Display PowerPoint slide 30: Relationship Building.

Slide 30
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Trainer Note: If the small group does not come up with contrasting examples, use the example of Includer and
Developer. The Includer strength results in the ability to anticipate who else may want to be part of the effort
from the standpoint of bringing multiple voices forward, while the Developer is always thinking of how to advance
the strengths and growth of others. You may have both strengths: The Includer strength allows for more
perspectives to inform the work and process, while the Developer strength builds individual capacity to serve the
greater task. Two sides of one strength domain.

Display PowerPoint slide 31: Strategic Thinking.

Slide 31
Trainer Note: If the group does not come up with contrasting examples, use the examples of Futuristic versus
Context. The strength of Futuristic means that the leader is always thinking of how the current practices and
realities position the project for the future. This leader can think about the long-term view, trends, and a
connection forward. The strength of Context refers to understanding today’s project and work in the historical
and environmental context. This is the leader who is thinking about how to learn from and adapt previous
experiences and strategies. As we will discuss as we venture into Adaptive Leadership, both strengths are needed
in organizational functioning, although they do not both have to come from one person.

1:50–2:05 p.m.—Leaders Need Followers
Say,
Let’s look at another important aspect of leadership–the needs of followers.
Show PowerPoint slide 32: New Yorker Cartoon.
New Yorker Cartoon
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Say,
You can’t be a leader unless you have people to lead and they are willing to be led. In
this cartoon, what strength do you think the “cowpoke” is using? (Influencing/Woo?
Relationship Building?)
This cartoon emphasizes the need for leaders to adapt and use strengths in relation
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what we know about the particular followers we are leading: This steer is clearly not
going to respond to “command,” but may respond to “woo” as a combination of
empowerment, peer pressure, relationship, and charisma motivate him to go along with
the herd.
Refer to Handout 1:6 The Needs of Followers and suggest that participants follow along as
you go through the next slides.
Ask,
How do effective leaders meet the needs of their followers?
Discuss the four qualities most valued by followers. Display PowerPoint slide 33: Gallup
Poll Questions.
Gallup Poll Questions
 What leader has had the most positive
influence in your daily life?
 List three words that best describe what this
person contributes to your life.
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Cover the information below:
In a study conducted by the Gallup organization from 2005–2008, researchers asked a
random sampling of more than 10,000 people the following questions:
•
•

What leader has had the most positive influence in your daily life?
List three words that best describe what this person contributes to your life.

Display PowerPoint slide 34: Four Basic Needs of Followers.
Four Basic Needs of
Followers
Trust

Compassion

Hope

Stability
29
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Provide the information below:
The research team collected thousands of words and, after studying the frequencies and
patterns of the most commonly mentioned words, they arrived at four core qualities
most valued by followers as leadership qualities: trust, compassion, stability, and hope.
What do they mean in the context of child welfare leadership?
Show PowerPoint slide 35: Trust.
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Trust
Honesty

Trust
Respect

Integrity

(Rath & Conchie, 2008)

30

Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network

Slide 35

Provide the information below:
Trust is key to leadership. People need to trust that a manager will act with integrity
and keep his or her word, providing a buffer against unreasonable work demands and a
clear communication channel to agency management. Staff need to trust that managers
have their best interest at heart, can offer solutions to work-related problems, and will
protect and advocate for them in the agency.
Show PowerPoint slide 36: Compassion.
Compassion
Caring

Love

Compassion

Friendship

Happiness
(Rath & Conchie, 2008)
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Provide the information below:
Good managers understand the need to support staff. It means that you are able to
balance the need for agency outcomes with the staff’s need to be acknowledged, to be
recognized as people with their own stresses and responsibilities, and to be supported in
highly emotional situations.
Show PowerPoint slide 37: Stability.
Stability
Security

Stability

Peace

Strength

Support
(Rath & Conchie, 2008)
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Provide the information below:
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In the whitewater climate of child welfare, the role of leaders in providing stability is
critical. Staff want a leader who will provide a solid foundation and can be counted on in
times of need. Staff needs to know that your core values are stable. This will buffer
them from unnecessary change and ensure that they know what is expected.
Show PowerPoint slide 38: Hope.
Hope
Direction

Hope
Faith

Guidance

(Rath & Conchie, 2008)
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Provide the information below:
Followers want stability in the moment and hope for the future. Hope gives people
something to look forward to and helps them see a way through chaos and complexity.
Knowing that things can and will be better in the future is a powerful motivator. It is an
area where you can have the most influence, especially during times of limited resources
and ongoing change.
Providing hope is particularly important in child welfare, where sometimes society’s
problems can seem overwhelming. By appealing to the staff’s values about making a
difference in the lives of children and families, you give them a more positive vision of
the future. And by identifying and building on small successes in achieving interim
goals, you’re able to give people a sense that the job is doable and worth their
commitment and efforts.
Ask participants to apply these concepts to their own experience as a follower.
Say:
Tell us about a time that stands out for you when your need was met by a leader. What
was the need, and what did the leader do?
Take 2-3 stories and then move on.
Trainer Note: You may want to have a conversation with a “likely person” at the break and prime that person to
be ready to think of an example about working with good leaders.

2:05–2:25 p.m.—Collective Talent of a Team
Discuss the importance of the collective talent of the team. Refer to Handout 1:7
Maximizing Team Contributions Through Strengths.
Display PowerPoint slide 39: Maximizing Team Contributions Through Strengths.
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Slide 39

Say:
This table represents the ways that your dominant strengths can contribute to team
functioning. As leaders, we are part of many teams. Use your knowledge of your
strengths to think of teams where you felt that your contribution was valued and
unique.
• How did other team members contribute to team functioning with their strengths?
• How can you benefit from partnering or teaming with others who bring strengths
you don’t possess to a task you lead?
Cover the information below:
Research shows that what serves a team well is to have strengths in each of the four
domains. Instead of one dominant leader who tries to do everything or individuals who
all have similar strengths, it is the contributions from all four domains that lead to a
strong and cohesive team. Although individuals need not be well-rounded, teams should
be. On Thursday morning we will talk more about how to apply this approach to a team.
Right now we’re going to have a small-group exercise with teams with a combination of
different strengths.
Ask participants to divide into small groups so that a person from each domain is
represented at the table (at least one person should be from blue, green, purple, and red
domains). Ask that they bring their Leadership Guide, Leadership Report and Learning and
Action Plan Journal with them.
Once in small groups, refer participants to Handout 1:8 Worksheet: Using Your Strengths
and show the corresponding PowerPoint slide 40: Using Your Strengths.
Using Your Strengths
1. Describe a time in your organization that you
consider a high point experience, a time when
you were most engaged and felt alive and
vibrant.
2. What strengths were you using and how were
you using these strengths?
Handout 1:8 Worksheet: Using Your Strengths
40
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Ask participants to respond to the question in their small groups. Conduct the activity in a
round-robin fashion with each person taking turns to respond to the question. As each
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person answers the question, other group members should note the person’s domain and
make notes about his/her response. The question is:

•

Describe a time in your organization that you consider a highpoint experience, a
time when you were most engaged and felt alive and vibrant. What strengths were
you using, and how were you using these strengths?

Trainer Note: Circulate to each table to facilitate the discussion.

2:25–2:30 p.m.—Feedback and Summary
Reconvene the group and process the small-group discussion. Ask participants the following
questions:
•
•
•

What were some of the themes?
What were the differences based upon the preferred strengths domain?
How could this inform the way you identify and build a team?

Display PowerPoint slide 41: Custom Team Distribution Chart.
Custom Team Distribution Chart

(Rath & Conchie, 2008)
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Describe the slide and refer to Handout 1:9 Worksheet: Custom Team Distribution Chart to
help participants think of their team related to the initiative.
• Based on the work you have done in small groups, and the team you were on that
was a “high point” experience, whom do you now have and whom do you need on
your team?
• Take a moment to fill in the chart with some ideas about who could help advance
your initiative.
Summarize the discussion and display PowerPoint slide 42: The Task of Organizational
Leadership.
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The Task of Organizational
Leadership…..
…Is to create an alignment of strengths in ways
that make a system’s weaknesses irrelevant.
~Peter Drucker
As quoted by Cooperrider & Whitney, 2005
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Say:
Could it be, as Drucker implied, that leading change is ALL about strengths? By
connecting strength to strength we can create positive change. As managers and leaders
we can start with our unique skills. The discovery and fusion of strengths can elevate
and extend a system’s capacity to adapt, learn, and create upward spirals of
performance, development, and energizing work. Strengths do more than help with
optimal work performance. Collective strengths transform.
(Adapted from Cooperrider & Whitney, 2005).
Let’s look at how the strength-based approach fits with our Leadership Model.
Show PowerPoint slide 43: Leadership for Implementation of Change.
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Say:
As you see, the four areas of strength in the middle, as they were also depicted in our
earlier table, relate to the four quadrants of the model. To do Goal-Setting for Leading
Change, we need strengths in Strategic Thinking; to Lead in Context (Build
Collaboratives), we need strengths in Influencing; to Lead People, we need strengths in
Relationship Building; and to Lead for Results and achieve Accountability, we need
strengths in Executing. As we’ve learned, we don’t all have equal strengths in these
areas, but by working together and valuing the strengths of people with different
cultural perspectives, we can achieve the balance and synergy successful teams need.
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Display PowerPoint slide 44: Quote, from Mahatma Gandhi.

Slide 44

Summarize this section with the following:
“We must become the change we want to see.” Mahatma Gandhi
As we said at the beginning of this unit, effective leadership begins with knowledge of
self. A grounded sense of our own strengths, challenges, and values provides the basis
for our growth and development as leaders. As you develop, you are encouraged to
model the leadership behaviors you aspire to–try them on, show them off, until they
become part of who you are.
Transition to a discussion on adaptive leadership.

2:30–2:45 p.m.—Break
Break clip: “How to Pick a Dog”
Trainer Note: Logistics team will toggle and press play on YouTube video to start break.
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Unit 4: Adaptive Leadership
Training Competency
4. Able to describe adaptive leadership behavior as a middle manager.

Objectives

4a. Applies concepts of technical and adaptive leadership to work situations.
4b. Applies major components of effective leadership in the adaptive change process.
Transition to a discussion on technical and adaptive work and note:
Technical work is more associated with being a manager, while adaptive work is more
associated with being a leader. Understanding this distinction is critical to achieving
your vision as a leader.

2:45–3:10 p.m.—Technical and Adaptive Work
Show PowerPoint slide 45: Technical and Adaptive Work.

Technical and
Adaptive Work
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Provide an introduction to technical and adaptive work:
Today in the world of child welfare, we work with children and families from many
diverse communities; many issues in child welfare are complex and require
collaboration with multiple systems and stakeholders. Our challenges demand new
ways of working in order to be effective.
Heifetz refers to this type of challenge as an “adaptive challenge” and distinguishes it
from more routine “technical work.” Let’s look at the characteristics and implications of
each.
Trainer Note: Ronald Heifetz, Alexander Gashow, and Mary Linsky are the authors of “The Practice of Adaptive
Leadership.”

Let’s talk first about technical work.
Display the corresponding PowerPoint slides (46–48).
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Technical Work





Perspectives are aligned
Definition of the problem is clear
Solution and implementation are clear
Primary locus of responsibility for
organizing the work is the leader

(Heifetz, Grashow, & Linsky, 2009)
Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network

39

Slide 46

Say,
According to Heifetz, a technical challenge is something the group already has the
knowledge to fix; the solution is already in the group’s repertoire of actions. Solving a
technical challenge is more a management task than a leadership process. When
deciding if it is a technical or adaptive challenge, it is helpful to use the following
criteria:
•

Perspectives are aligned

•

Definition of the problem is clear

•

Solution and implementation are clear

•

Primary locus of responsibility for organizing the work is leadership

When the answer to all of these criteria is yes, the challenge is a technical one. In this
sense, technical challenges are more associated with management rather than with
leadership and can be handled within the existing management and authority
structure.
If today’s “permanent whitewater” management environment were nothing more than
technical problems coming at us at an ever faster pace, the traditional management
response would still work.
Why doesn’t it? The management tools we have developed over the years aren’t broken.
And they’re not obsolete. Expertise is still the essential oil of effective management. The
problem is that expertise alone won’t solve problems that require adaptive work.
Display PowerPoint slide 47: Adaptive Work.
Adaptive Work
 Legitimate, yet competing,
perspectives emerge
 Definition of the problem is unclear
 Solution and implementation are
unclear and requires learning
 Primary locus of responsibility is not
the leader
(Heifetz, Grashown & Linsky, 2009)
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Present information, covering the content provided below:
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What is different about an adaptive challenge? A challenge is adaptive when it requires
something new—a new behavior, knowledge, action, or way of thinking that is not in the
group’s current expertise. In adaptive change, people don’t know how to solve the
problem, and in fact, people are the problem. Adaptive challenges require people to
learn new ways, change behavior, reach new understandings, see the world through
new filters, and work through the problem in a collective process.
Offer:
Adaptive challenges can be painful because they may involve:
•
•

•
•

New learning: The knowledge or behaviors to handle the problem don’t yet exist.
Refashioning loyalties: People may be asked to look at a problem in a new way that
contradicts something held dear—such as the values an individual was raised with,
the philosophical foundations of a discipline studied, or learnings from a parent or
mentor.
The loss of a sense of competence.
The loss of a sense of equilibrium.

For these reasons, adaptive work is more difficult than technical work. In fact, adaptive
change is often so difficult that both leaders and group members are tempted to reach
for technical solutions rather than doing the more painful adaptive work. But what
happens when you apply a technical solution to adaptive challenge? You fail to reach a
long-term solution.
In your role as a leader, you need to identify when a challenge is adaptive rather than
technical in order to respond appropriately. How can you tell if a problem is technical or
adaptive? Using child welfare examples, let’s look again at the characteristics discussed
with technical challenges and notice the differences.
Refer to Handout 1:10 Technical and Adaptive Challenges and display the corresponding
PowerPoint slide 48: Differentiating Technical and Adaptive Work.

Slide 48

Ask participants to review handout 1:10 silently.
Refer to Handout 1:11 Examples of Technical and Adaptive Challenges.
Ask participants to review the handout silently.
Trainer Note: Follow the silent review with a few questions such as, “How do the adaptive and technical
challenges differ in relation to perspective, to problem descriptions, etc.?”
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Display PowerPoint slide 49: Adaptive Challenges.
Adaptive Challenges
 Requires new behaviors, knowledge, action
or a new way of thinking that is not in the
current expertise.
 There is disagreement about how to solve
the problem.
 Problems are solved through a collective
process.
 Involves refashioning loyalties, loss of
competence and loss of equilibrium.
Leadership Academy for Middle Managers • www.ncwwi.org
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Say,
In reality, most problems are neither fully technical nor fully adaptive. Most
problems are “bundled” with elements of each. A major part of leadership is
teasing out what part of a problem is technical and what part is adaptive.
Explain that we’re going to use “clickers” to differentiate between technical and
adaptive challenges. Display the statement and ask participants to “click” whether
this is primarily a technical or adaptive challenge.
In the following section, three initiatives are mentioned:
1. Improving Productivity Through Distribution of Better Technology
2. Implementation of a Strengths-Based Assessment
3. Parent–Family Involvement
Each initiative will consist of a set of problems that need to be solved, some of which
are technical and some adaptive. Introduce the Change Initiative, and then show
the slide for each problem that needs to be solved, asking whether it’s technical or
adaptive. After the group answers have been tabulated, provide the correct response
(noted by the green check mark on each slide) and then move on.
Initiative 1
Display PowerPoint slide 50: Provide a New Laptop to All Casework Staff.
Provide a new laptop to all
casework staff
A. Adaptive
B. Technical

[Default]
[MC Any]
[MC All]
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Slide 50

Note correct answer: Technical.
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Display PowerPoint slide 51: Help New Users Understand the Value of Technology in Social
Work; Overcome Their Uncertainties.

Slide 51

Note correct answer: Adaptive.
Display PowerPoint slide 52: Train Staff in Using New Software and Hardware.

Slide 52

Note correct answer: Technical.
Initiative 2
Display PowerPoint slide 53: Changing Values to Focus on the Strength of Families Rather
Than Their Challenges.

Slide 53

Note correct answer: Adaptive.
Initiative 3
Display PowerPoint slide 54: Make Sure Families Receive Notice of Meetings.
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Make sure families receive
notice of meetings
A. Adaptive
B. Technical

[Default]
[MC Any]
[MC All]
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Note correct answer: Technical.
Display PowerPoint slide 55: Make Child Care Available so Parents Can Attend.

Slide 55

Note correct answer: Technical.
Display PowerPoint slide 56: Foster Values and Attitudes That Are Inclusive of Families.

Slide 56

Note correct answer: Adaptive.
Display PowerPoint slide 57: Demonstrate Acceptance of Diverse Cultural Beliefs.
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Demonstrate acceptance of
diverse cultural beliefs
A. Adaptive
B. Technical

[Default]
[MC Any]
[MC All]
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Note correct answer: Adaptive.
Display PowerPoint slide 58: Translate Brochures and Other Materials.
Translate brochures and
other materials
A. Adaptive
B. Technical

[Default]
[MC Any]
[MC All]
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Note correct answer: Technical.
Refer participant to Handout 1:11 Examples of Technical and Adaptive Challenges and
explain that if they’d like further clarification on technical versus adaptive challenges, they
can refer back to this later.
Ask participants (if there is time) about adaptive/technical challenges that they have faced
and the distinction between these challenges in their work.
Transition to a discussion to apply the concept of adaptive leadership to our group Change
Initiative.

3:10–3:30 p.m.—Applying Adaptive Leadership to the Group Change Initiative
Display PowerPoint slide 59: Applying Adaptive Leadership to Change Initiative.

Slide 59
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Tell participants:
Leadership involves more than just recognizing which problems require adaptive
solutions. Leadership is also about framing the challenge such that all players are
working toward the same vision.
Leadership requires the recognition that all players in a process will perceive different
aspects of the challenge and will identify solutions from their own perspectives. Team
members must be willing to listen, reflect, and integrate the various ideas so that new
solutions can be identified. The willingness of each team member to take new steps and
learn new skills is crucial for the team’s collective success.
Say,
Let’s look at Handout 1:12 Terry Jackson’s Change Initiative on Father Involvement:
Technical or Adaptive Challenges? Terry has identified two problems and challenges.
Let’s take one problem and speculate about which are technical challenges and which
are adaptive challenges. We will use the criteria on the next slide.
Display PowerPoint slide 60: It’s a Technical Challenge Only if . . . .
It’s a Technical Challenge
Only If ………
 Perspectives are aligned
 Definition of the problem is clear
 Solution and implementation of the
problem are clear
 Primary locus of responsibility for
organizing the work is the leader
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Review the information below:
It’s a technical challenge only if…..
1. Perspectives of major stakeholders are aligned,
2. Definition of problem is clear,
3. Solution and implementation of the solution is clear; knowledge for how to solve the
problem exists, AND
4. Primary locus of responsibility for organizing the work is leadership.
Otherwise, it’s an adaptive challenge.
Display PowerPoint slide 61: Terry’s Challenges.
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Slide 61

Read aloud the statement of Terry’s problem/challenge on the handout and facilitate a
discussion about whether it is a technical challenge (it meets all four criteria), an adaptive
challenge, or both, and describe why.
Discuss possible actions to take and the extent to which these actions are technical or
adaptive. Use the Trainer Note to guide the discussion.
If time, have participants apply their own Change Initiative—trainer can ask for volunteers
to share/guide discussion.
Trainer Note: Adaptive/Technical Challenge on Terry Jackson’s Change Initiative
Terry’s Statement of Problem/Challenge - One of our first challenges is simply to identify who should come to the
table to help us develop our father involvement initiative and what we mean by “being at the table” (what kinds of
forums we should have—such as a steering committee—and also how much control we want to share in decisionmaking with outside partners). Our initial group is all internal to our agency (our director, three other managers,
and me). We need to decide soon how we will kick this off–all of us agree there should be a steering committee
with our partners outside the agency, but we are still discussing (and don’t have consensus) about whom to invite
and how to share power with them. My director is very clear that she wants to have a wide range of partners at
the table and to share power, but she isn’t specific and has said she wants our small group to develop the plan.
•

Is the problem technical/adaptive or both? It appears that the perspectives of the currently identified
stakeholders (the agency management team) about “who should be at the table and what it means to be at
the table” are not aligned, and as other stakeholders are brought in, it is likely that they will not agree
either. The problem seems clear (who to invite and for what purposes), but the solutions are not clear. At
this point the primary locus of responsibility is with the leadership. Therefore, not all criteria have been
met, and so this is largely an adaptive challenge.

•

What are the adaptive aspects? Coming to a decision about how to define what it means to “be at the table”
(be involved in defining issues and decision making) and whom to invite for which types of forums.

•

Possible actions
o

Technical–Identify what other father initiatives in other child welfare agencies have done and prepare
reports/presentations to convey this information.

o

Adaptive–Management team to draw up a list of concerns and pros and cons of various actions and review and
discuss the information from other child welfare agencies and communities that have started father initiatives.

o

Adaptive–Hold a series of forums for all potential stakeholders about the child welfare agency’s interest
in the father initiative and obtain input about these questions as well as others (e.g., what could be done
to involve fathers?).
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3:30–4:00 p.m.—Behaviors of Adaptive Leadership
Transition to another aspect of adaptive leadership. Provide the following information:
So far we’ve talked about why the work of leadership is so difficult, especially in
situations where new solutions require adaptive changes. Now let’s take a look at some
of the actual behaviors of leadership that can help you meet these new challenges.
Heifetz, in several of his publications, identifies seven major behaviors:
Refer participants to Handout 1:13 Behaviors of Adaptive Leadership and show the
corresponding PowerPoint slide 62: Behaviors of Adaptive Leadership.
Behaviors of Adaptive
Leadership








Get on the balcony
Think politically
Be open to all voices
Regulate distress
Orchestrate conflict
Give the work back to the people
Hold steady
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Show PowerPoint slide 63: 7 Behaviors of Adaptive Leadership Activity.

Slide 63

Explain that the Handout 1:11 includes the behaviors and a definition of each. (This
activity may also require time spent on reviewing the Terry Jackson Change Initiative).
Assign one behavior to each table, and tell participants they will report out with a
definition of the behavior and strategies (what has been used and what could be used)
based on the group Change Initiative. Give them 10 minutes for review and table
discussion.
Report Out:
Table 1. Get on the balcony
Say,
Leadership requires not only understanding the individual tasks of staff and regulating
their performance (management), but also stepping back to view patterns, relationships,
context, and implications (leadership). In this sense leadership is both active and
reflective.
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We use the analogy of “Getting on the balcony” to describe this process. When you are
dancing (active), it’s not possible to see the patterns made by others on the floor. To
discern the larger pattern you have to move from the dance floor to the balcony
(reflective), where you can observe who is dancing with whom, in what groups, in what
locations, who is sitting out, and so on. Recall the Zoom activity; it required you to get
on the balcony in order to see the pattern.
The following questions may be used to stimulate large-group discussion:
a) In the Terry Jackson Change Initiative, what is happening on the dance floor?
b) What was observed from the balcony? How did the view from the balcony contribute
to a solution?
Respond to thoughts from the group. Ideas include:
•

On the dance floor, workers were feeling under attack by the media and the courts
and frustrated in their efforts to locate and engage fathers. Many were so busy in
their efforts to deal with individual cases that they didn’t have time to reflect on the
overall system’s effectiveness.

•

On the balcony, the agency director is recognizing a pattern of behavior and
pressures to change, concerns of communities of color, media and court attention,
interest from partner agencies, and workers’ opinions on the need to become less
“mother-centric.” Setting up a discussion workgroup to encourage buy-in and ideas
about how to proceed is an important first step in taking a systemic approach.

Say,
We will be referring to and providing you with the opportunity to develop this key
leadership skill throughout the training.
Continue the presentation.
Table 2. Think politically
Say,
Successful leaders place a lot of emphasis on personal relationships. They spend a great
deal of time and effort creating and nurturing networks of people they can call on, learn
from, and work with to address the issues they face. They know that leadership is
political—it’s about motivating and mobilizing people to change.
Leaders need to work hard at creating allies, keeping close to the opposition, and
finding ways to generate commitment from the uncommitted. This does not mean”sucking up” or giving up what is important.
On Wednesday we’re going to be focusing on the Leading in Context quadrant of the
Leadership Model and will talk about the importance of developing internal and
external partnerships to implement sustainable systems change.
Ask,
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What are some of the ways Terry Jackson can be thinking politically?
Trainer Note: Trainer may offer some ideas: Terry has begun thinking politically by creating networks in the
community, with the local ministerial alliance and their concern about men in families of color, contract agencies,
and the social work school; Terry also is considering the need to add former clients to the agency advisory board,
and working with the community and press. And Terry is creating networks within the agency by involving
supervisors and front-line staff in the workgroup.

Continue the activity:
Table 3. Be open to all voices
Say,
Leaders are open to unexpected voices of leadership, including diverse voices or voices
that differ from your view or the views of others in the group.
Some of the best solutions may come from people who have not had an opportunity to
make leadership contributions in the past. The adaptive leader provides opportunities
for all players to give input. They also manage any attempts by others in the group to
invalidate these new voices.
On Wednesday we are focusing on collaborative leadership, which includes being open
to voices of those who have often not been heard in the child welfare system including
families, youth, and community partners.
Ask the table group: How can Terry Jackson be open to all voices?
Trainer Note: Trainer may offer some ideas: Terry needs to involve a variety of partners in the planning effort:
contractors and community organizations, families who have successfully completed their involvement, and
domestic violence (DV) providers. Terry should be open to learning from the experience of others (going to
conferences, reading the literature).

Continue the activity:
Table 4. Regulate distress
Say,
Adaptive change requires new learning, attitudes, or behaviors. This is difficult and
sometimes painful work. A certain level of distress is necessary in order for change to
occur. Leadership is about finding the right balance.
Trainer Note: Heifetz intentionally uses the word “pain” in reference to adaptive change. He notes that a
technical fix can be difficult, but adaptive change, because it gets at values and one’s sense of competence, can be
painful.

It’s important to remember that a certain level of distress is necessary in order for
change to occur. Leadership is about finding the right balance. Resist the temptation to
remove distress by rushing to solutions (the danger of applying technical fixes to
adaptive problems), while paying attention to the stress of the team and offering
opportunities for discussion and venting.
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Module I: Foundations of Leadership
The secret to effective leadership is to allow enough distress to facilitate change,
without letting distress reach the point where people can no longer function. Heifetz
refers to this as managing the thermostat: permitting enough heat to create change, but
not so much that it creates anarchy. On Wednesday afternoon we will be applying
strategies to encourage creative tension while managing and resolving conflicts.
Ask the tables,
What are some of the ways Terry Jackson could regulate distress?
Trainer Note: Trainer may offer some ideas: Terry needs to be thoughtful in the planning/exploration process,
getting more information from a variety of sources, and being cautious about announcing the new initiative. Also
important are the following strategies:
 Educating the community and the press.
 Anticipating divergent opinions and having a plan for responding.
 Recognizing that there may be resistance from staff and the need to address fears for child safety and negative
attitudes about fathers in general.

Continue the activity:
Table 5. Orchestrate conflict
Say,
Being open to all voices increases the potential for disagreement. People come with
different points of view, and disagreements can escalate into conflict. Successful leaders
use conflict; they don’t shy away from it or suppress it, but see it as an engine of
creativity and innovation.
Some of the most creative ideas come when people in conflict remain in conversation
with one another rather than retreating into their own corners or staking out
entrenched positions. The challenge for leaders is to develop structures and processes in
which such conflicts can be productive. On Wednesday afternoon we will have an
opportunity to develop skills in managing and resolving conflicts.
Ask the table,
In what arenas might Terry Jackson orchestrate conflict?
Trainer Note: Trainer may offer some ideas: They could work with the DV providers up front to surface
concerns and disagreements, recognize the value conflicts that staff may have, and address them.

Continue the activity:
Table 6. Give the work back to the people
Say,
Leaders recognize that no one person, no matter how talented, has all of the answers.
The most effective teams include contributions from all four domains of strength:
Strategic Thinking, Influencing, Relationship Building and Executing. Remember that
although individuals need not be well-rounded, teams should be.
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The adaptive leader encourages team members to assert themselves and show their
skills at appropriate times. Success is far more likely when everyone involved carries
responsibilities for both the problem and the solution.
Remember, your role is both to provide leadership and to build leadership capacity in
others. On Thursday morning we will be looking at some best practices in promoting an
inclusive and collaborative environment where diversity and individual differences are
valued.
Ask the table,
What are ways Terry Jackson can involve other people (think distributive leadership)?
Trainer Note: Trainer may offer some ideas: Terry can identify specific components of what needs to be done to
implement the initiative and figure out strategies to distribute the work. Some members of the workgroup may be
better at making contacts with community agencies, others at clarifying the data needs and working with the data
people; some could work with the media, others with the school of social work on evaluation.

Continue the activity:
Table 7. Hold steady
Say,
Confronting major change generates a lot of conflict and resistance. Managing the
conflict, dealing with the politics involved, and making people accountable require an
ability to hold steady in the heat of action. As distress rises, it’s easy for people to begin
blaming others or to become lost in trivia. It’s up to the leader to keep others focused on
the task at hand.
It’s also important for you to find ways to steady, nurture, and stabilize yourself. On
Friday afternoon we will be talking about ways to sustain yourself and your partners in
your Change Initiative.
Ask,
What advice would you give Terry to keep others focused on the task, to sustain the
partnership and self?
Trainer Note: Be prepared with examples to encourage the discussion.

Acknowledge that a great deal of content has been covered here and they may have many
questions about how to apply these strategies to their Change Initiatives or other work
experiences. Remind participants that the trainer and peer coaching sessions can be used to
learn more about how to apply this information to their own situations.
Trainer Note: Suggest that participants may want specific coaching assistance on topics covered during the day
and how they relate to their Change Initiatives. Topics include the NCWWI Leadership Model, the distinction
between management and leadership, understanding and applying their own strengths, the distinction between
technical and adaptive challenges, and adaptive leadership strategies.
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4:00–4:05 p.m.—Summarize
Summarize the discussion with the following:
Going through adaptive change involves entering an uncomfortable state of
disequilibrium. If you’re the leader, you’re feeling pressure from the group to “come to
the rescue” or to provide a quick solution. But leadership is not about maintaining
equilibrium. Leadership requires an understanding that adaptation is a stressful
process of innovation, creativity, and risk—without which people cannot make the
adaptive leaps (changes in attitudes, values, or behavior) that are necessary to respond
to today’s challenges. Remember that the concept of being regenerative is central to our
model—leadership is a constant process of growth, change, and purposeful adaptation in
ourselves, others, and the systems where we work.
Remind them again to sign up for the coaching sessions.
Transition to the final activity of the day: the Learning Circles.
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Unit 5: Learning Circle
Training Competency
5: Able to demonstrate a commitment to continuous learning by applying
leadership skills to the implementation of a Change Initiative.

Objectives
5a. Applies leadership skills in the area of Leading Change to own Change Initiative.
5b. Reviews and modifies personal development plan in light of leadership Leading Change
concepts and skills.

4:05–4:35 p.m.—Learning Circle
Conduct a Learning Circle for participants to apply their day’s learning to their Change
Initiative and/or leadership experiences. Remind participants that the Learning Circles are
an opportunity to take the information presented and apply it to their individual situations.
Refer participants to Handout 1:14 Learning Circle, and explain that this handout reflects
questions relevant to the day’s training. They do not need to answer all of the questions—
the questions are a tool to support discussion. Remind participants that the Learning
Circles are self-guided. If the material doesn’t apply to their Change Initiatives, it will
apply to other leadership experiences. This is a time for them to go deeper with the day’s
material and make it even more relevant for them. Move them into their pre-assigned
Learning Circle groups and assign them a location (either in a break-out area or a corner of
the room).
The questions on today’s handout are:
1. How can you use your strengths as you lead your Change Initiative? Specifically,
what strengths will act as facilitators?
2. How will you build trust, compassion, stability, and hope based upon your
strengths?
•
•

Will any of these be easier because of your strengths?
Any more challenging? Why?

3. Consider your individual Change Initiative:
•
•
•

What technical changes are required?
What adaptive changes will be necessary for success?
What components of adaptive leadership could you employ to help facilitate
adaptive change?

Each person in the group should contribute to the conversation and monitor each other so
everyone gets a chance to participate. Suggest that one person in the group act as the
timekeeper/facilitator to ensure that everyone participates. Also, suggest that they consider
the content of this discussion when planning for their Friday Change Initiative
presentation. Remind participants to record pertinent information on their Learning and
Action Plan Journal.
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4:35–4:40 p.m.—Review of the Day
Reconvene the group and conduct a brief review of the day.
Ask,
•
•
•
•

What were some significant learning points from today’s training?
What was your “aha” moment?
What would you change about the day’s training?
What would you like more information about?

Show PowerPoint slide 64: Key Points From Today’s Training

Slide 64

Remind participants to think about which elements of today’s training they’ll want to
incorporate into their Friday presentation and make appropriate notes. Successful
implementation of their Change Initiative will depend on both the fundamental leadership
skills that we have covered today and the purposeful and deliberate use of implementation
strategies, which we will be covering tomorrow.
Remind them to jot down their own notes and thoughts about the day in their Learning and
Action Plan Journal.
Tell them the location and time of tonight’s reception, a time for us all to get to know each
other better. Address other housekeeping issues.
Adjourn the training for the day.
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