IACC VISTA Leadership Webinar Packet

 (
How do you define leadership? 
)







“A leader is one who knows the way, goes the way, and shows the way.” - John C. Maxwell 

“A true leader has the confidence to stand alone, the courage to make tough decisions, and the compassion to listen to the needs of others. He does not set out to be a leader, but becomes one by the equality of his actions and the integrity of his intent.” – Douglas MacArthur

“True leadership is not a credential, but rather a set of operating attitudes and skills, used with sound insights and a thorough vision focused on passionately and altruistically serving others.” – Kapila Wewegama

Transformational Leadership									
Leadership gives you an opportunity to transform others, not just change them.

Five Practices of a Transformational Leader
1. Inspiring a Shared Vision
· Envision an exciting and believable future for the group/organization
· Enlist others in a common vision by appealing to their core values, hopes, and dreams
2. Enabling Others to Act
· Foster collaboration by promoting cooperative goals and building trust
· Strengthen constituents by giving choices, developing competence, assigning critical tasks, and giving support
3. Challenging the Process
· Search out challenging opportunities to change, grow, innovate, and improve services, processes, or programs
· Experiment, take important risks, and learn from the inevitable mistakes and help your team do it, too
4. Modeling the Way
· Set the example by behaving in ways that are consistent with your shared values and vision
· Achieve small wins that promote consistent progress and build commitment among constituents
5. Encouraging the Heart
· Recognize individual contributions to the success of every project
· Celebrate team achievements regularly and genuinely



 (
List 5-7 leadership activities that you like to do.
  
  
  
  
  
  
  
) (
Identify which transformational leadership practice it is.
 
  
  
  
  
  
  
)



















Which transformational practice do you use most? Why do you think that is? (i.e. Does it relate to your communication style? Did you have previous experiences that you drew from?)






Which do you use least or not at all?  Why do you think that is?







How can you adapt your leadership style to encompass all five practices?





Leadership Roles											

6 Main Leader Roles
1. Ambassador
2. Facilitator/Educator
3. Mentor
4. Liaison
5. Resource Generator
6. Recruiter


1. Ambassador

Ambassadors serve as representatives or messengers for certain institutions or interests. As a leader, you represent your group’s main focus, mission, and vision. In a nutshell, you are the spokesperson and advocate for your group, your sponsoring organization, and their respective missions. When acting in the Ambassador role, you also represent an ethic of service demonstrated by your individual commitment to serve.

Knowledge
· A thorough understanding of your group’s legacy, vision, and mission
· Awareness of specific members’ projects, assignments, and roles
· Familiarity with the overall project’s priorities and goals
· Some understanding of members’ sponsoring organizations and communities
· Familiarity with key organizational d service partners operating in the members’ area
· Information about similar projects carried out in the area

Skills
· Ability to articulate the vision and mission
· Capacity to foster excitement in others
· Effective public speaking and presenting
· Leadership skills in promoting, communicating, and persuading
· Networking and relationship building skills
· Diplomacy skills such as empathic and attentive listening, tactful communication, and effective negotiation


Transformational Leadership & the Ambassador Role
· Inspiring a Shared Vision
· Modeling the Way

Resources
· One key to success will be improving your communication skills. Assess your communication style and then explore different avenues to improve upon your communication abilities.
· Larry King’s How to Talk to Anyone, Anytime, Anywhere – The Secrets of Good Communication

2. Facilitator/Educator

Facilitators foster and maintain mutually respectful, safe, and meaningful learning environments. As a leader, this means you will help your members identify learning and development goals and work with them to achieve those goals.

Educators are responsible for imparting knowledge, skills, and attitudes to group members. This transfer of knowledge, skills, and attitudes occurs both formally and informally in serving as a teacher, instructor, and/or role model.

Therefore, your leader role as facilitator/educator requires you to facilitate the transfer of knowledge, skills, and attitudes to your members to help contribute to a meaningful experience and successful project outcome. In some cases, leaders act as educators to directly impart knowledge. More often, however, leaders facilitate learning and reflection by identifying and creating learning and growth opportunities for members to engage in.

Knowledge
· An understanding of facilitation
· Familiarity with group member’s education/development needs to successfully complete their project; awareness of member’s learning styles/preferences
· Knowledge and information about potential training opportunities in the region
· An understanding of the experiential learning cycle, adult learning principles, and different training/teaching techniques
· Information about team building and ice breaker/energizer activities

Skills
· Needs assessment skills
· Facilitation skills
· Effective presentation skills
· Training/teaching skills
· Team building skills
· Training design, facilitation, and evaluation skills
· Mentoring and coaching skills


Transformational Leadership & the Facilitator/Educator Role
· Enable Others to Act
· Modeling the Way

Resources 
· MOSAICA – The Center for Nonprofit Development & Pluralism 
· Planning & Conducting Effective Sessions
· Using a Personal Style Inventory for Volunteer and Member Development



The Experiential Learning Cycle by David Kolb


Principles of Adult Learning by Malcolm Knowles




3. Mentor

A mentor is a trusted counselor or guide, a tutor, or coach. As a leader, you have a role in influencing and guiding your group members toward achieving their goals. In a nutshell, a mentor guides more than directs. Mentoring can be a peer-to-peer relationship or it can be a relationship between an individual with more experience who shares information and skills with one who is less experienced. Mentoring can also be a combination of the two in which varying levels of experience in different areas can be shared within the partnership.

Mentoring can be formal or casual/informal. Formal mentoring happens when there is a clear structure to the relationship. The mentor and mentee agree to meet regularly over a period of time to address a specific objective. Together, they participate in training development or community-related activities. In a formal mentoring relationship, the intention is that the mentee learn and develop by following the mentor’s example and by making use of the mentor’s help and support.

Informal mentoring relationships often happen on their own, instead of being actively structured with explicit objectives. There may be no formal expectations or regularly scheduled meeting times. In this case, the Mentor simply acts as a role model for the mentee and may not even be aware that the mentee is using his or her behaviors as an example to follow.

The mentor’s goal is to foster a purposeful relationship between themselves and the group member interested in developing skills and finding opportunities for personal and professional growth. The assumption underlying the mentoring relationship is that the mentee is trustworthy, competent, dedicated, and motivated to grow and develop with support from the mentor.

Knowledge
· Self-awareness
· An understanding of the personal and professional goals of members
· Awareness of group member’s projects, timelines, and priorities
· Insight into the how the member’s strengths match the needs of the project

Skills
· Active listening
· Ability to ask questions – without always giving an answer – to help members solve problems
· Ability to support without rescuing
· Ability to set clear boundaries to avoid dependency-producing behaviors
· Relationship building skills

Transformational Leadership & Mentoring
· Modeling the Way
· Enabling Others to Act
· Encouraging From the Heart

Resources
· Mentor Handbook, Career Academy Support Network, University of California


4. Liaison

A liaison is someone who connects two or more individuals or groups. The role of the liaison requires the leader to be constantly aware of the relationships between key players (i.e. self, members, supervisor, sponsor, state office, community) and to identify the needs of these players. In a nutshell, the liaison role involves acting as a communication link and a conflict resolver/mediator.

The ultimate goal of the liaison is to bring people together. Part of your responsibility as a leader is to ensure relationships between team members are on track and that members have what they need in order to accomplish their goals. Therefore, as a liaison, you may be the person who members come to when they have a conflict or an unmet need.

Knowledge
· Thorough understanding of the team members’ goals
· Awareness of team’s progress in order to forecast current and future needs
· Awareness of relationships between project members (remember that conflict is a normal part of the team process and can develop even in the most friendly and productive teams)
· Familiarity with some methods of improving communication among key players so that each is aware of the other’s responsibility and progress

Skills
· Ability to network
· Good listening skills
· Ability to develop trust quickly with all partners and team members involved in a project
· Ability to hear, understand, and explain multiple perspectives in a conflict
· Intuition (to hear what is said and notice what is not being said)
· Ability to foresee or predict future needs


Transformational Leadership & Liaison
· Inspiring a Shared Vision
· Enabling Others to Act
· Modeling the Way

Resources
· The National Association for Community Mediation has a web site with links and information on conflict mediation
· Conflict Management (book)
· Getting Past No: Negotiating with Difficult People (book)
· Getting to Yes: Negotiating Without Giving In (book)
· Managing Conflict at Work (book)





5. Resource Generator

Resource generators identify and build relationships that lead to the acquisition of needed resources. These resources generally include, but are not limited to, money, materials, supplies, people, knowledge, information, partnerships, and alliances. This role requires leaders to actively identify, link, educate, and connect themselves and other team members with those who have power and influence when it comes to getting the resources you need.

Resource Generator Role Objectives
· Do your homework. Learn about successful resource generation practices used by other VISTA leaders and members and then share the information. Share your success stories with other leaders and members.
· Think creatively. What do you really need? Can you substitute something else? Can you adapt or modify your need or the resource? Can one resource be put to multiple uses?
· Know your resources. Discover the resources you already have. The four major categories of resources include: people, money, goods, and services.
· Know your needs. Determine what you need now and what you’ll need next.
· Continually scan the external environment for possible resources.
· Plan ahead and consider the amount of time others will need to make decisions.
· Foster and maintain mutually satisfying resource exchange relationships.
· Manage and maintain key relationships with other leaders, members, etc.
· Remember, success often depends on persistence and building relationships.
· Build a resource exchange team with the VISTA members you support.
· Bring potential donors on site visits. Make the project come alive and touch the heart of the potential resource donor.

Knowledge
· Thorough understanding of specific members’ projects and project needs
· Continued awareness of changing member resource needs throughout timeframe of project
· Awareness of potential community resources

Skill
· Networking & ability to indicate mutual need
Key networking tools when someone helps you:
1. Think the person and be specific about what you are thanking them for.
2. Acknowledge the effort they made on your behalf.
3. Tell them what it means to you.

Transformational Leadership & Resource Generator
· Inspiring a Shared Vision
· Enabling Others to Act
· Challenging the Process
· Modeling the Way
· Encouraging From the Heart

Resources
· Discover Total Resources: A Guide for Nonprofits
6. Recruiter

Recruiters persuade others to unite their abilities and expertise to achieve common goals. In a nutshell, a recruiter is responsible for finding the right team members for their project. The recruiter role is an exciting one; it combines elements of the sales representative, the matchmaker, the manager, the public relations specialist, and the artist. 

The goal of the recruiter is to advertise open positions and attract as many people as needed. However, it is not enough to simply recruit members; you must also work to retain ones that you have. Good member retention is related to other leader roles such as Mentor and Liaison, but keeping members starts with recruiting the right members in the first place.  

Remember, you recruit the heart, not the brain.


Knowledge
· Thorough understanding of the goals of your project
· An understanding of the benefits of serving with/for your project
· Familiarity with the positions you are recruiting for
· Basic information about marketing and public relations

Skills
· Community skills, written and verbal
· Public speaking/presentation skills
· Good active listening skills and a willingness to ask questions in order to learn more about someone
· Project planning and event organizing skills
· Creativity


Transformational Leadership & Recruiter
· Inspiring a Shared Vision
· Encouraging from the Heart

Resources
· Resource Center (http://www.nationalserviceresources.org)
· Effective Practice: Employing 10 Outreach Strategies when Recruiting Individuals with Disabilities
· The Resource Connection, Volume 3, Number 3
· The Resource Connection, Volume 4 , Number 1
· Art of Recruiting and Retaining Volunteers
· Becoming a Better Supervisor: A Resource Guide for Community Service Supervisors
· Recruiting New Members
· Secrets of Motivation: How to Get & Keep Volunteers & Paid Staff!


Share a time when you acted as a(n)…

 (
Ambassador…
Facilitator/Educator…
Mentor…
Liaison…
Resource Generator…
Recruiter…
)























Which role(s) did you find the easiest?




What were some challenges you faced in other roles? How can you improve for the next time you need to do this role?





Which role(s) do you foresee using in the near future? How can you prepare for these roles in order to ensure you are a successful leader?




Leadership Approaches									

Coaching
· Used for “Superior, WOW!” behavior
· Role to inspire and motivate
· Work to evoke excellence in others
· Help members move to the next level
· Challenge them to move beyond the task at hand
· RAISE THE BAR









Mentoring
· Used for “Mediocre, So-So” behavior
· Role is to instruct and model
· Walk alongside them
· Provide hands-on help and feedback
· Lead by example, be a role model









Counseling
· Used for “Poor, Oh No!” behavior
· Role is to confront and correct
· Confront the behavior, not the person
· Do not criticize (criticism = negative approach to negative event)
· Focus on specific behavior and work to correct it together








Leader’s Direct Involvement in the Empowering Process














































Providing Feedback

Feedback should be used a tool to help people. When you are working with someone as their leader, it is your responsibility to provide feedback, both positive and negative. Oftentimes, it is difficult to provide negative feedback – but this is the only way to see an improvement in a team member’s behavior. When you provide feedback, avoid the “sandwich” approach where you provide negative feedback surrounded by positive feedback (positive, negative, positive). When feedback is provided this way, it can condition your team members to only expect positive feedback when paired with something negative. Rather than dancing around the truth, get straight to the point and ensure that your team member feels that you are providing feedback on something they did rather than on them personally. 


5 Step Model for Giving Constructive Feedback Effectively

1. Reality Check
· Am I sincerely interested in helping this individual to better himself/herself or the situation?
· Can this individual use this feedback to improve his/her behavior or situation?
2. Plan Your Feedback
· Ask for permission before giving feedback, sometimes people need to prepare
· Be clear with the specific situation(s) or the behavior that you are planning to provide feedback on
· Develop your feedback focused on the situation or behavior, not on the person
· Identify specific examples that relate to the situation or behavior when possible
· Make is specific and relevant to the present context
· Consider the recipient’s cultural background and communication style
3. Present Feedback
· Establish a safe and comfortable environment and tone
· Use language that focuses your feedback on the situation or behavior, not directed at the person
· Create a context so the recipient doesn’t lose face but sees the feedback as an opportunity for future improvement/advancement
· Give your feedback in an appropriate and effective time context
· Make your feedback a gift of an opportunity, not a weapon of criticism
4. Check for Understanding
· Provide an opportunity for the recipient to check his/her understanding of your feedback
5. Appreciate & Follow-Up
· Thank the recipient for his/her interest and time in receiving/discussing your feedback
· If the recipient is interested and it is appropriate, explore ways to assist them in improving the situation or his/her behavior, and set up follow-up plans


 (
Counseling….
) (
Mentoring….
) (
Coaching…
)Outline a time that you used one of the Leadership Approaches. How did you address your team member’s behavior? How did you work with them to improve upon or change their behavior?

























Which approach are you more likely to use?








Of these three approaches, which do you find most difficult? Why?





Leadership & You									

In order to be an empowering leader, you must first empower yourself. Leadership is a great opportunity for you to help others as well as help yourself. Once you become more self-aware, you will be better able to relate to others and lead them.

Guiding Your Team to High Achievement

1. Empower Yourself First
· Identify your leading styles & tendencies
· Enhance your knowledge and skills in different leading styles
· Develop the traits of an effective leader, coach, mentor, and counselor
2. Develop and Establish a Sound Relationship
· Mutual respect
· Mutual trust
· Open communication
· Easy access
3. Identify the Facilitative Leading Opportunity/Need
4. Choose the Appropriate Approach (based on behavior)
· Counseling
· Mentoring
· Coaching


Self-Awareness
 (
My Strengths…
)Assess your strengths. When you do something, do you feel empowered? Before you do it, do you look forward to it? While you do it, do you feel inquisitive and focused? After you’ve finished, do you feel fulfilled?








Traits of an Empowering Leader






































· Go through the traits listed here. 
· Around the circle, add in any additional traits that you think empowering leaders (you or others) possess.
· Draw three stars next to each trait that you feel is one of your strengths.
· Draw two stars next to traits that you feel you do well but could improve a little.
· Draw one star next to traits that you need to actively work on to improve.


Emotional Intelligence									

Emotional Intelligence refers to the capacity to recognize your feelings and the feelings of others, to motivate ourselves, and to manage emotions well in ourselves and our relationships. It describes abilities distinct from, but complementary to academic intelligence, the purely cognitive capacities measured by IQ. Many people who are book smart but lack emotional intelligence end up working for people who have lower IQs than they do, but who excel in emotional intelligence skills.



















5 Ways to Increase Your EI 

1. Observe
· What body language are you seeing?
· What is your environment indicating to you?
2. Listen
· Listen to what is being said as well as the tone of voice.
3. Sense & Intuit
· Is your inner voice telling you something?
· Listen to your gut?
4. Ask Pertinent Questions
· Verify what you are seeing, hearing, or sensing
5. Become Self-Aware
· Analyze the clues based on your experiences, biases, assumptions, knowledge, etc.
· Assess your personality and ask others for feedback.
· Use tools such as Myer’s Briggs or the Ennaegram to discover more about how you act and why you do so.


Emotional Intelligence Strategies
· Don’t treat your feelings as good or bad. 
· Don’t be fooled by a bad mood. Try to understand what’s behind it.
· Observe the ripple effect from your emotions.
· Lean into your discomfort.
· Feel your emotions physically.
· Know who and what pushes your buttons.
· Check-in with yourself periodically.
· Seek feedback from others. If people are telling you what you want to hear, you are asking the wrong people for feedback.
· Ask yourself why you do the things you do?
· Get to know yourself under stress. Become astutely self-aware.
· Learn to suspend judgments and assumptions.
· Focus more on your own reactions/responses than on those of others.
· Determine how you will manage or regulate your emotional responses. Be specific.
· Determine your level of motivation in greeting challenges and ensuring your growth as a person and a professional.
· Don’t try to develop your social skills or ability to empathetic until you have undertaken the development of the three personal skills involved in increasing, your EIQ: self-awareness, self-regulation, and motivation.

How self-aware are you? 

Write as much as you can about yourself in the box. What do you like about yourself? What do you dislike? What do you know pushes your buttons? What motivates you?
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Concrete Experience Experiencing, Activity, Doing


Reflective Observation
Processing, Sharing and Discussing Reactions & Observations


Abstract Conceptualization
Generalizing, Inferring Truths about the "Real World"


Active Experimentation
Applying, Planning More Effectively
















Adult Learning


self-motivated


bring life experiences & knowledge


goal-oriented


practical


problem solvers


self-directed























Performance


above average


above expected standards


Opportunity


opportunity to escalate to new horizon


raise the bar


Life Application


enhanced skills


increased competencies











Performance


average


Opportunity


opportunity to enhance demonstrated performance to above average


Life Application


enhanced life skills and competencies


where they need to be to meet standards











Performance


below expected standards


Opportunity


opportunity to improve demonstrated performance to expected standards


Life Application


enhanced life skills and competencies


"red-flag" behavior










Counseling


Mentoring


Coaching






redefine the opportunity and describe the desired outcomes


identify possible strategies and agree on the most effective and suitable strategy


develop an action plan


establish mutual expectations and get/make commitment


facilitate the action plan/journey


celebrate intermediate successes & utilize failures/mistakes as learning to enhance the journey


LET GO! 
(be attached to the process, but detached to the outcome)























Leadership


positive


committed to the empowering process


patient


passionate


knowledgeable


enthusiastic


recognize & respect individual


encourage and facilitate participation


attentive - being observant


facilitate towards creating independence


both goal & process oriented


trustworthy

















Self-Awareness


Self Regulation


Motivation


Empathy


Social Skills
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