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Are You a Transformational Leader? Self Assessment

This paper-and-pencil exercise will help you decide whether you use a transformational style of
leadership. Twelve statements are listed below. Judge how frequently each statement fits you.
The word others may refer to your coalition members, other coalition leaders, staff, or those outside
the coalition.

O=Never 1=0nceinawhile 2=Sometimes 3 =Fairlyoften 4 = Frequently or always

1 | make others feel good to be around me. 0 1 2 4
2 | express with a few simple words what we could do 0 1 2 3 4
3 | help others to think about old problems in new ways. 0 1 2 3 4
4, | help others develop themselves. 0 1 2 3 4
5 Others have complete faith in me. 0 1 2 3 4
6 | provide appealing images of what we can do. 0 1 2 3 4
7 | provide others with new ways to look at things. 0 1 2 3 4
8 | let others know how I think they are doing. 0 1 2 3 4
9 Others are proud to be associated with me. 0 1 2 3 4
10. | help others to rethink ideas not questioned before. 0 1 2 3 4
11. | get others to rethink ideas not questioned before. 0 1 2 3 4
12. | pay personal attention to others who seem dejected. 0 1 2 3 4
Scales: Total

Idealized influence (Items 1, 5 and 9)
Inspirational Motivation (Iltems 2, 6 and 10)
Intellectual Stimulation (Items 3, 7 and 11)
Individualized consideration (Items 4, 8 and 12)

Score Interpretation:

Idealized influence indicates whether you hold others’ trust, maintain their faith and respect, show
dedication to them, appeal to their hopes and dreams, and act as their role model.

Inspirational motivation measures the degree to which you provide a vision, help others focus on their
work, and try to make others feel their work is significant.

Intellectual stimulation shows the degree to which you encourage others to be creative in looking at
old problems in new ways, create an environment that tolerates opposition, and nurture people to
question their own values and beliefs and those of the organization.

Individualized consideration indicates the degree to which you show interest in others’ well being,
assign projects individually, and pay attention to those who seem less involved in the group.

Source: Coalitions and Partnerships in Community Health
Adopted from the Multifactor Leadership Questionnaire by B. M. Bass and B.J. Avolia.
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Traits of Transformational Leaders

1. Let go of things others can do
e Letgo of tasks and responsibilities that will help others develop.
e Let go of authority to make decisions about the work.
¢ Know what others in the group can do and want to do.
e Build people’s skills to take over by involving them in the work.

2. Encourage initiative, ideas and risk taking
e Actively seek ideas and suggestions from the work group.
e Allow people to run with an idea, even if it might involve some risk.
*  Recognize ideas and initiative through compliments, formal recognition and tangible rewards.
e Are careful not to put down or discount ideas.

3. Ensure people have goals and know how they are doing
e  Encourage work group to take lead role in setting goals and assessing the leader’s performance.
¢ Ensure that goals are clear and understandable.
e Letpeople know how they're doing in meeting goals and provided needed guidance and support.

4. Delegate to challenge, develop and empower
¢ Delegate to challenge and develop people.
¢ Delegate authority to make decisions about the work.
*  Provide clear understanding of responsibility, authority, expectations and constraints.
e Support delegation within and outside the group.
e Setup controls that keep themselves appraised of progress but aren’t seen as restrictive.

5. Coach to ensure success
e Coach before a person begins a task or assumes responsibility and along the way.
e Use coaching to guide and instruct people while maintaining and enhancing their self-esteem.

6. Reinforce good work and good attempts
e Use verbal praise frequently.
*  Know kind of reinforcement that works best for each person.
¢  Provide tangible reinforcement when possible (for example, recognition letters, awards, gifts)
¢ Remember to reinforce what someone does well even when his or her work has a few flaws.

7.  Share information, knowledge and skills
e Meet with groups regularly to share and update information.
e Make sure people have or know how to get information they need to succeed in the task or responsibility.
e Share their insights, knowledge, expertise, and skills.

8. Value, trust and respect each individual
e Show trust and respect by encouraging people to take control of their jobs - give authority to take action.
*  Take opportunities to compliment people for good work, creative ideas and contribution to the group.
e Listen to people and emphasize with their problems and concerns.
e Never put people down or minimize their contributions

9. Provide support without taking over.
¢ Understand that support is essential and know when it is needed.
*  Know how to support others by coaching reinforcing, preparing for resistance, gaining others’ commitment.
*  Resist temptation to take over when things go wrong.

10. Practice what they preach.
e Support people through rough spots of new tasks instead of punishing them for errors or taking over.
e Ask for ideas and empower people to implement them - especially those that involve risk.
¢ Tell people that they are important and show them through your actions.

Source: Coalitions and Partnerships in Community Health
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Leadership Responsibilities

Coalition leaders fulfill multiple aspects and multiple roles.

1. Leader as facilitator. Leaders promote open and effective dialogue among members; maintain a
group environment that encourages and respects diverse viewpoints; and help transform conflict
into creativity. Leaders need to monitor the quality of the coalition’s discussions and members’
interactions and know when and how to encourage changes to help the group work synergistically
together.

2. Leader as content meta-expert. Leaders do not need to know everything about the coalition’s
problem domain (i.e. reducing substance abuse). However, it is helpful to have leaders with ex-
pertise on particular issues or activities as the coalition embarks on its assessment, planning, im-
plementation, and evaluation. This meta-expertise drives leaders to ask the right questions,
promote appropriate data gathering, identify technical assistance needs, and bring in new expert-
ise.

3. Leader as visionary. Great leaders often hold a compelling vision that inspires others to join in
and help make that vision a reality. Leaders who can maintain the big picture and offer a sense
of direction help to keep members motivated in the face of many obstacles.

4. Leader as strategist. Leaders who are good strategists can help coalition members identify their
objectives and translate their ideas into workable goals and approaches. Good strategy depends
on determining not just what to do, but what order to do things in and who needs to be involved or
informed along the way. Leaders with strategic skills help their coalitions develop detailed work
plans that cover these bases and anticipate both possible setbacks and conditions needed for
success.

5. Leader as broker. Coalitions need leaders who can help broker the exchange of resources among
partners and negotiate organizational involvements and commitments. Coalition leaders and in-
dividuals organizations conduct much of this work behind the scenes. Leaders serving in a broker
role can be more effective if they take the time to get to know member representatives and talk
with them privately about their role and their organization's participation in the coalition. As a
broker, leaders will want to ask: What authority has been granted to members as part of their
participation in the coalition? What resources will they be prepared to offer? What decisions can
they make? What do they hope to achieve through this coalition effort?

6. Leader as spokesperson. Coalition leaders are typically asked to represent and speak on behalf
of the coalition. Coalitions need good communicators and individuals comfortable with public
speaking to help promote the coalition’s work, conduct outreach, and participate in fundraising
activities.

7. Leader as coordinator. Last (but certainly not least), keeping track of the implementation aspects
of coalition work— managing deadlines, assuring accountability to funders and partners, and han-
dling the logistical requirements of coalition projects—is an essential function that requires orga-
nizational skills and a fair amount of tact.

Source: CADCA Capacity Primer.
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Leadership Responsibility Worksheet

For each coalition leader identified indicate:
a) whether the individual (or position) should be involved in the function and
b) whether the individual currently is involved in the function

Coalition Chairperson
(Volunteer)

Executive Director
(Paid)

Key Leader Champion

Youth Leader
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Sample Job Descriptions

Coalition Chair (Volunteer)

The Chair of the Steering Committee of the Coalition is a member of the Steering Commit-
tee that is selected by the consensus of the Coalition Steering Committee during a sched-
uled meeting. The term of service of the Steering Committee Chairperson is for one year.
General Duties:
* Develops and approves Coalition and steering committee agendas
* Directs periodic reviews and updating of the Strategic Plan
* Presides over steering committee meetings
e Participates in the recruitment of new Coalition and steering committee members
* Develops and maintains positive community relations with Coalition members,
community prevention and treatment services providers, member communities,
the Governor’s Office and other local, state and federal agencies
* Represents the Coalition before the media
e Coordinates Coalition support for local, state, or federal grants

Coalition Vice Chair (Volunteer)

The Vice Chair of the Steering Committee of the Coalition is a member of the Steering
Committee that is selected by the consensus of the Coalition Steering Committee during a
scheduled meeting. The term of service of the Steering Committee Vice Chair is for one
year. It is intended that after one year of service that the Vice Chair will then serve for an
additional year as the Chair of the Coalition Steering Committee.
General Duties:
* Presides over meetings of the Coalition and committee when the Chair is absent
* Participates in the recruitment of new Coalition and steering committee members
* Develops and maintains positive community relations with Coalition members,
community prevention and treatment services providers, member communities,
the Governor’s Office and other local, state and federal agencies
* May represent the Coalition before the media

Source:  Scottsdale Anti-Meth Coalition
http://www.scottsdaleaz.gov/Page6074.aspx
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Sample Job Description

Executive Director (Paid)

Description:

The Executive Director will work with the Community Advisory Board to plan and
implement the Grant Project. The Executive Director will help develop community efforts
to plan and implement science-based prevention programs. Primary responsibilities will
be to coordinate planning efforts of a collaborative group composed of elected officials,
human service providers, law enforcement, educators, etc. The Executive Director will

be trained, as necessary, in the prevention science and related topics. Training will be
provided to the Executive Directors by staff from the Department of Health, Substance
Abuse Division, the WestCAPT Prevention Coordinator and the Department of Education.

Duties:
e Coordinate the Community Advisory Board
* Facilitate data collection and analysis for needs assessment
* Develop and present educational and informational materials
¢ Interface with Intermountain Evaluation Services for Community Resource
Documentation & other evaluation related documentation
e Facilitate program selection and design
* Provide information about Best Practices
e Support program providers to ensure implementation fidelity
* Record and collect project documentation

Qualifications:

* Degree in counseling, social work, psychology, public health, public administration,
sociology, education or other health related field or four years of prevention related
experience.

* Ability to travel and work intermittent evenings and weekends is desired.

 Ability to work with diverse populations is desired.

Knowledge and Skills:

* Must possess a working knowledge of: Substance abuse prevention and prevention
science, community development and mobilization, youth development principles,
and community organizing approaches.

* Must possess the following work skills: Organized, excellent oral and written
communication, public speaking and training, group and meeting facilitation,
word processor, spread sheet, and internet skills, good sense of humor, ability to
learn new concepts quickly, self motivated with ability to work independently.

Source:  Wyoming 21st Century State Incentive Grant Application Instructions
http://sad.state.wy.us/21SI1G/Forms/Instructions.pdf
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Coalition Job Description Worksheet

Name:

Committees/ Title:

Responsibilities/Duties:

Expectations of the coalition / myself:

Knowledge and Skills | bring to the coalition / need to obtain:

Resources needed to do the work / | can provide to the coalition:

Time commitment:
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Decision Making Procedures

Method 1. Decision made by authority without group discussion
Process: The designated leader makes all decisions without consulting group members.

Strengths

Weaknesses

* Takes minimal time to make decision

e Commonly used in organizations (so we are
familiar with method)

* High on assertiveness scale (see conflict paper)

* No group interaction

* Team may not understand decision or be unable to
implement decision

* Low on cooperation scale (see conflict paper)

Method 2. Decision by expert

Process: Select the expert from group, let the expert consider the issues, and let the expert make decisions.

Strengths

Weaknesses

¢ Useful when one person on the team has the over-
whelming expertise

e Unclear how to determine who the expert is (team
members may have different opinions)

* No group interaction

* May become popularity issue or power issue

Method 3. Decision by averaging individuals' opinions

Process: Separately ask each team member his/her opinion and average the results.

Strengths

Weaknesses

e Extreme opinions cancelled out

* Error typically cancelled out

* Group members consulted

» Useful when it is hard to get the team together to talk
* Urgent decisions can be made

* No group interaction, team members are not truly in-
volved in the decision

* Opinions of least and most knowledgeable mem-
bers may cancel

* Commitment to decision may not be strong

* Unresolved conflict may exist or escalate

* May damage future team effectiveness

cision.

Method 4. Decision made by authority after group discussion
Process: The team creates ideas and has discussions, but the designated leader makes the final decision. The des-
ignated leader calls a meeting, presents the issue, listens to discussion from the team, and announces her/his de-

Strengths

Weaknesses

* Team used more than methods 1-3
e Listening increases the accuracy of the decision

e Team is not part of decision

* Team may compete for the leader’s attention

* Members may tell leader “what he/she wants to hear”
* May not have commitment from all to the decision

12
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Decision Making Procedures

Method 5. Decision by minority

Process: A minority of the team, two or more members who constitute less than 50% of the team, make the

team’s decision.

Strengths

Weaknesses

* Method often used by executive committees

* Method can be used by temporary committees

* Useful for large number of decisions and limited
time

* Some team perspective and discussion

e Can be railroading

* May not have full team commitment to decision

e May create an air of competition among team mem-
bers

e Still may not have commitment from team
to decision

Method 6. Decision by majority vote

Process: This is the most commonly used method in the United States (not synonymous with best method). Dis-
cuss the decision until 51% or more of the team members make the decision.

Strengths

Weaknesses

e Useful when there is insufficient time to make
decision by consensus

e Useful when the complete team-member commit-
ment is unnecessary for implementing a decision

* Taken for granted as the natural, or only, way for
teams to make a decision

* Team is viewed as the “winners and the losers”; re-
duces the quality of decision

* Minority opinion not discussed and may not be val-
ued

* May have unresolved and unaddressed conflict

¢ Full group interaction is not obtained

Method 7. Decision by consensus

Process: Collective decision arrived at through an effective and fair communication process (all team members

spoke and listened, and all were valued).

Strengths

Weaknesses

* Most effective method of team decision making

e All team members express their thoughts and feelings
* Team members “feel understood”

 Active listening used (see communication paper)

* Takes more time than methods 1-6

* Takes psychological energy and high degree of
team-member skill (can be negative if individual
team members not committed to the process)

Coalition Foundation.
http://www.foundationcoalition.or

Source:

13
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Leadership Training Topics

Content Knowledge

Skills Development

SPF-specific content:
- Assessment
- Capacity
- Planning
- Implementation
- Evaluation

Coalition planning for:
- Strategic planning
- Funding strategy
- Communications strategy
- Sustainability strategy
- Policy development and implementation

Prevention Strategies
- Evidence-based programs
- Environmental Strategies

Coalition Organizational Development

Coalition building basics:
- membership recruiting
- retaining coalition members
- recruiting and cultivating leaders
- organization infrastructure

Communication:
- Inter-personal communication
- Internal/external communications
- Public speaking

Cultural Competence

Facilitation Skills
- Problem solving
- Decision Making
- Conflict Resolution

Other Topics:

Other Topics:

14
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Leadership Recruitment Worksheet

C = Current Level of Commitment D = Desired Level of Commitment

Source: Leading for a Change.

15
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Leadership Quotes

If your actions inspire others to dream more, learn more, do more and become more, you
are a leader. John Quincy Adams

The art of leadership is saying no, not yes. It is very easy to say yes.
Tony Blair

A leader takes people where they want to go. A great leader takes people where they don't
necessarily want to go, but ought to be. Rosalynn Carter

Effective leadership is putting first things first. Effective management is discipline, carrying
it out. Stephen Covey

The leaders who work most effectively, it seems to me, never say "l." And that's not be-
cause they have trained themselves not to say "I." They don't think "I." They think "we"; they
think "team." They understand their job to be to make the team function. They accept re-
sponsibility and don't sidestep it, but "we" gets the credit. This is what creates trust, what
enables you to get the task done. Peter Drucker

Most important, leaders can conceive and articulate goals that lift people out of their petty
preoccupations and unite them in pursuit of objectives worthy of their best efforts.
John Gardner

Good leaders put out fires. Great leaders prevent them. Amanda Maxine Hage-
man
You manage things; You lead people. Grace Murray Hopper

Time is neutral and does not change things. With courage and initiative, leaders change
things. Jesse Jackson

Never doubt that a small group of thoughtful, concerned citizens can change world. Indeed
it is the only thing that ever has. Margaret Mead

| start with the premise that the function of leadership is to produce more leaders, not
more followers. Ralph Nader

Never tell people how to do things. Tell them what to do. And they will surprise you with
their ingenuity. George S. Patton

I cannot give you the formula for success, but | can give you the formula for failure: which
is: Try to please everybody. Herbert B. Swope

Source: _http://www.wisdomquotes.com/cat_leadership.html
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Scenarios

Scenario 1

Context: A newly formed coalition has been working for the past three months on
completing their community assessment process and compiling a report that
summarizes their findings.

Presenting Issue/Symptom: Rachel, the executive director, has sent the following e-mail message to
you requesting advice: “Our community assessment is complete! The two co-chairs of the assessment
committee are going to share the results at our next coalition meeting. I've read the report and spoken
with my co-chairs and I'm really worried about the disagreements they’re having. Charles is steadfast in
his belief that marijuana is a gateway drug and should be the focus of our initial work. Sonya contends
that binge drinking is on the rise and that this is ‘very scary’ and ‘we just have to do something about
it.” | thought the community assessment was going to give us answers, not a fight. . . HELP!”

Resolution: Using information on Transformational Leadership offer a offer a response to Rachel’s
concerns.Specifically:

1. What questions might you ask to better understand Rachel’s situation?

2. What leadership problems/issues do you see Rachel’s coalition having?

3. What might be the causes of these problems/issues?

4. What recommendations can you make that address the issues?

Scenario 2

Context: A coalition working on underage drinking for the past three years has just received their “big
evaluation report.” The coalition’s chairperson is going to share the report as the main topic of
business at the next meeting.

Presenting Issue/Symptom: The evaluation report is very negative and finds no real outcomes. Juan,
the coalition’s volunteer chairperson, has left you the following voice mail: “Hey, sorry to bother you
again but this is Juan from the Oconee HOPE Coalition. Listen, I'm calling because | have to make a
presentation about the evaluation report we talked about. Some key partners and funders are going to
be at our meeting next week. I'm not really sure how to handle this—um, our evaluation report doesn’t
look so good. | can’t see how they’ll even understand some of this stuff. It's going to be a total train
wreck. | know you get this evaluation thing and you’ve done this kind of thing before so . . . just wanted
to bounce some ideas around if you get the chance to call back. Thanks.”

Resolution: Using information on Transformational Leadership offer a offer a response to Juan’s
concerns. Specifically:

1. What questions might you ask to better understand Juan’s situation?

2. What leadership problems/issues do you see Juan’s coalition having?

3. What might be the causes of these problems/issues?

4. What recommendations can you make that address the issues?

17
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Scenarios

Scenario 3

Context: A well-established coalition has funding from their county government. The coalition has
received money from the county for three years. Each year they participate in the county budgeting
process just like a county department

Presenting Issue/Symptom: Irene asked for a conference call to discuss the upcoming county budget
meetings she must attend. She tells you that she has been having one-on-one conversations with each
of the three county council members to “feel out where the coalition stands this year.” She confides
that one of the council members keeps pressing her with the same question, “I know you’re busy. But
what are you actually achieving?” Irene says she’s nervous because she knows that the council person
will ask her that same question again during a meeting. Her past answers haven’t worked very well and
she’s worried her coalition might look bad and that this could hurt their funding”

Resolution: Using information on Transformational Leadership offer a offer a response to Irene’s
concerns. Specifically:

1. What questions might you ask to better understand Irene’s situation?

2. What leadership problems/issues do you see Irene’s coalition having?

3. What might be the causes of these problems/issues?

4. What recommendations can you make that address the issues?

Scenario 4

Context: Ted is the executive director of a community coalition working on tobacco use. He’s been in
the position for just over one year. This is Ted'’s first job as executive director of a community coalition.
He’s a retired plant manager with a lot of executive experience and wanted to start a second career
where he could “give back to the community.” Ted lost his father to lung cancer and is really passionate
about reducing tobacco use. His coalition has been around for six years and Ted is the coalition’s third
executive director.

Presenting Issue/Symptom: Sitting across from you at a lunch meeting during your site visit, Ted
opens up and confides the following: “I'm just burnt out already! Can you believe it? I've been here
barely a year and already I'm thinking about leaving. | swear | can’t get any of the coalition members
to do anything! If we run one more poster contest | swear I'm going to hold a bon fire and just burn
all theentries and roast some marshmallows. | thought | was going to learn a lot in this job but I'm
bored from doing the same things over and over again and I'm tired of doing all the work myself.
What do | do?”
Resolution: Using information on Transformational Leadership offer a offer a response to Ted'’s
concerns. Specifically:

1. What questions might you ask to better understand Ted’s situation?

2. What leadership problems/issues do you see Ted'’s coalition having?

3. What might be the causes of these problems/issues?

4. What recommendations can you make that address the issues?

18
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Action Planning Worksheet

ACTION HOW? (Steps) BY WHOM? BY WHEN?

19
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Resources Referenced in this Workshop

CADCA Primer Series

Capacity Primer
http://www.coalitioninstitute.org/SPF_Elements/Capacity/CapacityHome.asp
Sustainability Primer
http://www.coalitioninstitute.org/SPF_Elements/Sustainability/SustainabilityHome.as

Coalition Foundation.

http://www.foundationcoalition.org/home/keycomponents/teams/decision2.html

Coalitions and Partnerships in Community Health, Frances Dunn Butterfoss.

Collaborative Leadership Website
http://www.collaborativeleadership.org/pages/about.html

Community Toolbox
http://ctb.ku.edu/tools/buildleadership/index.js

Leading for Change. Ralph Jacobson, with Keith Setterholm and John Vollum.

Leadership quotes
http://www.wisdomquotes.com/cat_leadership.html
http://en.wikiquote.org/wiki/Leadershi
http://www.teal.org.uk/Leadership/quotes.htm

Leadership and Management Models (The Bain Model) Northeastern Univ.,
College of Business Admin.
http://web.cba.neu.edu/~ewertheim/leader/models.htm

North Caroline Office of State Personnel: Cultivating High Performance Organizations

http://www.performancesolutions.nc.gov

North Caroline Office of State Personnel: Leadership Style Self-Assessment

http://www.performancesolutions.nc.gov/developmentinitiatives/CareerDevelopment/
Assessments/docs/Scorelnterpretations/LeadershipStyleScorelnterpretation.pdf

Scottsdale Anti-Meth Coalition Job Description
http://www.scottsdaleaz.gov/Page6074.aspx

Wyoming 21st Century State Incentive Grant Application Instructions

http://sad.state.wy.us/21SIG/Forms/Instructions.pdf

WestCAPT Prevention Planning Step 7: Evaluation
http://www.westcapt.or
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