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Leadership Development

Leadership Is an important factor in fostering connections and guiding change. In
development processes it can play a key role in governance, accountability and
effectiveness of specific programmes. Given its pivotal role, practitioners need to
pay attention to leadership as a critical aspect in capacity-development strategies
and work.

In this chapter, Dia and Eggink use a West African case to illustrate how individual
and collective leadership development complements and provides leverage for
capacity-development efforts. Of particular interest is the combination of individual
and collective approaches. The authors also show how engaging in leadership devel-
opment processes can enhance the capabilities of practitioners themselves.

Leadership, the Hidden Factor in Capacity
Development: A West African Experience

Brigitte Dia and Jan Willem Egoink
with contributions from Lucia Nass

Introduction

From the moment he took office, following Niger’s first-ever local elections in
2003, the young and dynamic mayor of one of the districts of the capital Niamey,
struggled to manage and influence a district council of 23 members. Almost
all were older and more experienced than him and had very different political
ambitions!

Like the mayor, Niger’s national government and the community of develop-
ment partners were keen to make a success of the new decentralized government,
which comprised two levels, regional and municipal. They initiated a wide array
of technical and organizational capacity-development interventions to support the
newly-elected local councils. However, while these were appreciated, none of them
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addressed the organizational and personal leadership issues faced by key players
like this young mayor. With limited financial, as well as human resources, munici-
palities were confronted with an enormous challenge to organize and deliver all
the services that they were now directly responsible for. The mayor wondered if he
had the ability to drive and bring about change in the face of deeply entrenched
traditions, power dynamics and ingrained ways of doing things.

How could this mismatch between a clear need for leadership support on the
ground and policy momentum for ‘doing things differently’ be bridged?

‘This chapter makes a case for leadership development as an integral part of
capacity-development processes by describing a successful leadership develop-
ment mitiative in the West African region, facilitated by the SNV Netherlands
Development Organisation. The programme targeted leaders of local govern-
ment, civil society and other non-governmental organizations (NGQs) that were
already 1mvolved in SNV-supported capacity-development programmes, and
provided them with additional leadership support in order to increase the poten-
tial for results and strengthen the foundation for sustainability and local owner-
ship. We do this in four parts: first we look at leadership as an important link
in the capacity-development ‘puzzle’. We then provide a brief background to the
SNV initiative and the target group for the programme. In the third part we take
a closer look at the design of the programme, starting with the programme ambi-
tions and constraints followed by an overview of various leadership theories or
assumptions that informed our approach. A description of the resulting design is
provided, tailored as close to the specific country as possible. Finally we describe
the key factors that contributed to the success of the programme and show how
the different elements were combined in practice. We also provide some perspec-
tives on the potential for making leadership development a more integral part of
capacity development.

Leadership — an important piece of the
capacity-development puzzle

I eadership is important in almost all human endeavours that involve two or more
people, whether they are civil, public or private actors. The recognition that leader-
ship 1s critical to development success is not new. Two recent, large studies by the
Global Leadership Initiative (2007) and the European Centre for Development
Policy Management (ECDPM, 2008) underscore the importance and relevance
of leadership development in capacity-development processes. Similarly, a review
of successful rural development programmes in the 1990s by Uphoff, Esman and
Anirudh (1996; 1998) highlighted the crucial role of key individuals in initiating
change and guiding innovation.

T'here 1s no shortage of leadership support programmes today. The United
Nations Development Programme (UNDPDP) has supported more than 700 initia-
tives, providing access to leadership programmes in more than 30 countries
(2005). The World Bank Institute’s leadership development programme (2008)
offers customized support to high- and mid-level decision-makers and emerging
leaders at national and sub-national levels in developing countries. In addition,
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many development organizations have promoted and financed some form of
support to the leaders of organizations that they work with or support. This is a
positive trend and there are many more that are not mentioned here. In this sense,
the West African initiative described here is not unique. What makes it interesting
1s the fact that the programme was embedded in local capacity-development
processes 1n a specific country and sought to develop both individual and collec-
tive leadership abilities. It combined introduction to concepts and skill-building
with peer feedback, experimentation in real-time, real-life leadership situations,
and coaching over a significant period of time to building in action-reflection
cycles. The programme was also actively supported by capacity-development
practitioners (SNV advisers) who took on the role of coaches and were them-
selves mentored by skilled programme facilitators to deepen their abilities to work
etiectively with leaders as part of their practice.

[t must be mentioned that apart from West Africa, SNV initiated leadership
development in Asia (LLaos) and the Balkans (Albania) as well. The experiences
across the three regions were regularly shared and discussed across the organiza-
tion. SNV advisers involved in the leadership development initiatives also inter-
acted with, and learned from, other organizations, such as the World Bank, UNDP
and IBIS Education for Development (a Danish development organization). With
time, it was possible to distil the following tentative conclusions or insights about
what constitutes effective leadership in a development context. Such leaders:

* work in complex settings, where collective leadership i1s needed;

* achieve results in the face of uncertainty and ambiguity; they show the flexibility
and fortitude needed to achieve tangible results along the way to broader social
change;

* keep learning and guide others in ongoing learning — change is constant:

* manage people through an understanding of their motives and behaviours,
that is, they have a good understanding of the reasons behind their actions and
behaviour in the context of the wider culture and cross-cultural relationships in
which they operate;

° provide vision and meaning and direction, and Inspire, motivate and mobilize
others, drawing inspiration from global development and change movements
(such as gender equality, rights of minorities, or more inclusive approaches to
business);

* take initiative to (co-)create the future, instead of defining oneself as a victim of
clrcumstances;

* demonstrate personal values that are congruent to the values espoused in their
leadership;

* serve the benefit of the whole, of others, the team, the organization, society —
gomng beyond one’s mere self-interest;

* demonstrate credibility and the courage to address value conflicts and exclusion
even when these are embedded in deeply traditional attitudes and practices.
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Background to the Leadership for Change
Programme (PLC)

Before 2005, there was no systematic training and coaching of leaders of the local
organizations and networks that SNV was supporting in its capacity-development
work, although SNV advisers did provide support to individual leaders and were
aware that, while often informal, such support was both effective and highly appre-
ciated. It also became increasingly clear that such mentoring relationships did play
a critical role in the effectiveness of capacity-development support to the wider
team, organization or network that SNV was supportng.

As mentioned earlier, from 2005 onwards, three separate iniiatives took root
‘1 different SNV regions: West Africa, Albania 1n the Balkan region and L.aos in
South-East Asia. In each of these locations, SNV advisers with the support of
senior managers experimented with different programmes to mcorporate lead-
ership development into their capacity-development approach in an eftort to
respond to recurrent 1ssues around leadership that kept coming up in different
processes, especially at the sub-national level.

InWest Africa, a small task force was set up tolookat practical ways of supporting
he leaders of local organizations that were exis ing SNV clients. 1his effectively
became the design team for the new Ieadership for Change Programme (PLC)
programme. The programme started in Niger and over a period of four years 1t
had spread to include seven coun -ies in the region (Niger, Mali, Benin, Burkina
Faso, Cameroon, Guinea Bissau and (Ghana).

One of the first questions that PL.C addressed was which type of leader to target
in order to provide a focus for the programme. The leaders that SNV advisers

encountered in their practice fell into different categories. Figure 16.1 illustrates

ESTABLISHED
T —
Public figures & {Leaders of organisations}
advisers e e
GENERAL T SPECIFIC
INFLUENCE RESPONSIBILITY

Young people &| Entrepreneurs & young
students executives

EMERGING

Source: Eggink, |.WV.,, 2005

Figure 16.1 Typology of leaders
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the typology that gradually emerged from numerous discussions on this ques-
tion. The typology helped to clarify that the programme would be for more or
less established leaders with specific responsibilities in the organizations that SNV
served. These included heads of municipalities or districts within the Niger local
government structure, heads of departments responsible for delivery of basic
services such as health, education, water and sanitation, and leaders of local civil

society organizations (CSOs) and networks who were key players in the sectors
that SNV focused on.

Responsive design

As a team, we were not interested in simply developing a standard, albeit good
quality leadership programme. We wanted a design that would help participants
to begin to confront and address the leadership issues they currently faced in their
roles. We wanted a design that would develop leadership capabilities but also act
as a resource; tackling real-time issues by drawing on the collective knowledge and
experience of participants, facilitators and coaches alike. The PL.C design had to
bring ‘the world of participants into the room’. Instead of starting with what the
programme could contain, we began by posing two sets of issues the design would
have to respond to: the programme ambitions: what we wanted the programme
to contribute to the nature and quality of local leadership, and the anticipated
constraints; aspects of the context and culture that we knew could be problematic
if not redressed or accounted for 1n the final design.

Programme goals and target group

We wanted to help individual leaders to increase their self awareness, develop
their flexibility in using particular leadership styles, and be more open to feedback
(both direct and indirect) about the quality and impact of their leadership style.
The leaders we worked with were certainly aware of the power that came with
their positions, especially in a culture where hierarchy was important. They were,
however, less aware of themselves as individuals and the impact or effect they
had on others and the organizations they led. They did not show awareness of
the potential for using their power as a force for change and often did not realize
that they had different options when faced with difficult situations. Would they be
prepared for example to drop the common ‘leader decides it all’ approach and give
more space to others to contribute and collaborate?

One of the persistent issues that come up in practice 1s the loss of momentum
when leaders and their immediate teams have to follow through on some of the
more challenging change processes needed to achieve effective coordination and
delivery of services. A fundamental goal of the programme was thus to provide
a space where leaders could be challenged by their peers to take some risks and
show results, boosting their confidence to keep going at the end of the programme.
In addition, the programme also aimed to help leaders demonstrate some early
results as this would enhance their credibility within their organizations and wider
communities and further improve their potential to influence others.
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Although SNV worked with some of the organizations individually and with
others as part of multi-stakeholder networks, the development issues in a partic-
ular area were so interconnected that within this group, it made sense to stimu-
late a sense of joint responsibility among participants. We felt that collectively,
the leaders involved in the programme had the potential to influence and drive
significant shifts in performance and culture at the sub-national level. We also
understood leadership in capacity-development processes to be broader than
training and coaching of leaders to improve their individual leadership skills. It
also touches on the spaces where rules and norms about governance and mecha-
nisms of accountability are created, negotiated and practised.

In summary, we wanted the design of the PL.C to combine a focus on helping
individuals to play an influential and helpful role in the performance and sustain-
ability of their different organizations, on the one hand, and helping the collective
to drive development processes that required complex collaboration beyond single
organizational borders on the other. We asked ourselves such questions as: How
will the design support the emergence of a community of leaders that share a
vision for change and can call on each other for support and feedback? How can
the programme sustain their motivation and focus on deeper change possibilities
while they are constantly called upon to address daily worries of their constituents
and employees?

Constraints

Right from the outset, we also anticipated a number of constraints that needed to
be mitigated in the resulting design and approach of the programme. Addressing
the behaviour of a group of high profile leaders in a setting where ‘face saving’
was an important motivation, especially for public leaders, would not be an easy
task. Would they be interested in organized self-reflection? How would we handle
direct feedback in a cultural context where the opposite was the norm in social
relationships? Did we, as facilitators, have the right competencies to guide them
and provide them with enough valuable insights:?

We also had concerns about how the design could be implemented in such a way
that it would also build the capacity of SNV advisers who would act as coaches to
improve their ability to work with leaders in a more systema 1C Way.

Resulting design and programme structure

The design that emerged from this soul-searching combined different elements
to create a truly responsive programme. PLC was an innovative and intensive
training and coaching programme that took place over a period of ten months,
combined residential group workshops with practical projects on-the-job and
follow-up and coaching that ensured the principles learned at the workshops
were internalized and applied to real-life situations. Although the programme
introduced new concepts and skills relevant to leadership in the residential
workshops, it drew heavily on participants’ experiences of being leaders and
the dilemmas they needed to resolve. This made it highly relevant to them at a
practical level.
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Table 16.1 Main blocks of the PLC curriculum

Module | - Leading yourself ~ Module 2 — Leading your Module 3 — Leading people

organization and context and teams
Main aim was to increase Alm was to improve Aim was 1o develop
self awareness in context of strategic leadership within unaerstanding of groups
leadership styles and quality,.  and across organizations. and dynamics from
Topics included concepts of lopics included visioning ndividual level to teams.
eadership / personality types  / values and paradigms / Topics included situational
/ leadership in Africa / time strategizing / leadership eacership / conflict
management and the Millennium management / change and
Development Goals / resistance / leading teams
external communication / and meetings.

public relations

Cross-cutting elements and recurrent themes in egch module

Preparatory readings to provide framework and anguage

ntroduction of some theoretical concepts and application to context

oxercises to ground theory and build underpinning skills that relate to leadership practice
Real-life cases brought in by the participants for peer reflection

Individual reflection (diary) and action planning.

. T — A A T _ ik . .

The main elements of the programme itself were not new or unique — they are
well known and widely used. What was distinctive was the way they were combined
over the duration of the programme and consistently used to address questions
and needs of participants as they arose. Participants did not experience a break in
the programme so motivation and momentum was sustained throughout, although
the intensity of interaction obviously varied.

Figure 16.2 captures the main features of the programme in chronological order.
T'he preparation phase involved personal intake interviews with each participant
and a ‘360-degree’ feedback exercise to Create a baseline for assessing results and
impact of the programme and to guide aspects that individuals might want to
focus on.

Each of the three P1.C four-day workshops provided an intensive Interaction
space for experiential-based introduction of new concepts, skill building, peer
coaching and reflection. In between the workshops participants benefited from
one-to-one coaching from senior SNV advisers as they formulated and imple-
mented action plans for change in their respective organizations, based on the
personal leadership and organizational goals they had set themselves. By keeping
the workshops three months apart, we allowed enough time for participants to
take meaningful actions in their organization and observe some short term results.
They also kept in touch informally with each other. The relationships formed in
the residential workshops made it easier for participants to call on each other for
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peer learning This culminated in a network that continued to stay in touch after the
programme.

_______________________ >

Programme duration 10 to 12 months depending on gaps between
workshops (typically 3 to 4 months)

Figure 16.2 Structure of the Leadership for Change Programme (PLC)
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help and also to start collaborating where they would previously not have done so.
Coaching continued for a while after the programme, and participants repeated

the 360-degree feedback exercise three months after the closure to assess the
progress made.

Notions of leadership in the programme

[.eadership theories and conceptual frameworks are plentiful and have evolved
over many years. We did not define leadership in abstract terms or propose one
theory that explains leadership 1n a coherent manner. Just as there are many defi-
nitions of leadership, there are many different approaches to the development
ot leadership. Each of them is informed by particular assumptions or theories of
what leadership 1s and how it comes about. The simple classification provided
in Table 16.1 (page 216) gives some idea of this evolution. The theories listed
are a product of their time. 'They all serve to explain some aspects of leadership
and 1gnore or downplay others. While we did not propose one ‘grand’ theory that
explains leadership in a coherent manner, we made a conscious choice to work
with leadership development interventions that reflected behavioural, situational
and participatory views of leadership. We felt that these would help participants to

develop the capabilities and attitudes demanded by the complexity of issues they
had to deal with 1n work situations.

Bringing it all together - key success factors

On reflection, 1t was the combination of a number of major as well as very small
design and process choices in direct response to our context that contributed to

the PLC’s success. The major design choices showed their value during imple-
mentation 1n a number of ways, which are now described.

Choice of participants

P1.C partcipants were carefully chosen. The first criterion was leadership of an
organization or network to which SNV was already providing capacity-development
support. I'he aim of the programme was not only to develop individual leaders but
also to contribute to the effectiveness of ongoing capacity-development projects
by boosting the quality of leadership. The organizations represented 1n the PLC
were seen as key actors with the potential to bring about significant change in their
respective sectors and areas. Participation was restricted to the very senior level of
leadership 1n these organizations. This helped participants to open up and accept
others as peers who understood the specific challenges at that level of seniority
and from whom they would accept feedback. This criterion also had the added
value that participants in the P1L.C pilot attained a certain status in the community
of local leaders. Choosing the name ‘Leadership for Change’ made clear from the
start that we were 1n search for participants ready to look in the mirror, to face
what they would encounter and to act upon that and improve their performance.
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Table 16.2 Broad classification of leadership theories and related interventions

Classification of
leadership theories
or concepts

Main assumptions upon which interventions are Relevance/helpfulness

based for West Africa
leadership development
brogramme

Trart

Behavioural

Srtuational or
contingency

Transformational/
charismatic

Dispersed or
distributed /
collective

Participative

Leaders are born with certain characteristics  None
and personality traits, These ‘tralts’ are inherent

- a person efther has them or not.

Main aim of interventions would be identify

rather than develop these traits.

earned.

to be In training program

_eadership is a set of behaviours that can be  High

People can be taught these leadership
behaviours and apply them to good effect
nterventions are heavily skili based and tend

Mes

Styie of a leader depends on the context, High
situation, types of relationships, tasks, staff

willingness and capability.
nterventions aim to help

leaders to identity

the combination of factors in their particular

situation and choose appropriate styles to

match, Often hand In han

d with training on

how to 'use’ a particular style.

Relationship or bond between leaders ana Medium
iollowers I1s important. Leaders inspire others
to go beyond their own seif-interest for the

cood of the group or organization. Leaders
show desire to serve others

nterventions promote social awareness and
now to understand values and motives of

others to be able to Influence them

s a leader in all of us. The

_eadership Is Informal and emergent — there  Medium to low

collective as a whole

s leader, starting with shared beliefs, emerging

out of a situation and process is In which we

all influence each other

Interventions tend to be with whole group

together

| eadership relies on inpu

L from Tollowers Hish

and encourages participa
collaboration and shared

lon. Emphasizes
DOWer

Interventions stress leaders’ understanding of

diverse views, and address

and how to stimulate others to participate

how to communicate
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The fact that no dependency relations existed within the group also made it easier
for the participants to take a vulnerable position during the training.

Clarity of expectations and commitment at intake

laking time to conduct individual intake interviews before the programme paid off.
Participants received dedicated attention and could freely explore the implications
and demands of committing to such a programme. The PLC intake team gained
significant insight into each participant’s professional situation and motivation for
participation. It also established early trust between individuals and the facilita-
tion. Selected participants contributed the equivalent of about US$67 as a way of
showing their commitment and were required to confirm their participation at all
three workshops before starting the programme. ‘1o facilitate communication about
the programme within the participating organizations a r1-partite contract had to
be signed by SNV, the participant and his/her organization. The ‘360-degree’ feed-
back exercise (a method of gathering feedback on an individual’s behaviour and
performance from multiple sources including peers, subordinates or direct reports,
and managers) at the start and at the end of the programme was instrumental in
determining leadership challenges for the participant as well as setting a baseline
for measuring the effect of the programme. Participants gathered feedback about
their leadership styles and effectiveness from peers at work: those senior to them
and some junior. The feedback questionnaire was based on the leadership skills and

abilities that the programme aimed to help participants to develop.

Coaching on the job

1'he decision to combine a series of workshops with on-the-job coaching proved
to be the most important design element in the programme. Coaches helped
the participants to reflect upon their experiences while experimenting with new
behaviour, perceptions and projects in their daily leadership roles. Assigning a
coaching role to senior SNV advisers who were already working with these organi-
zations, sparked off a very interesting mutual learning process. The relationship
between SNV-adviser and the leader he or she was coaching became much more
personal and behaviour-oriented. SNV advisers working as coaches alongside the
senior facilitators of the programme underwent a training-of-trainers programme
before the programme started and continued to have access to the senior coach
throughout the programme to reflect on their coaching practice and enhance the
quality of coaching they provided. As they developed in their coaching skills and
demonstrated more maturity, they earned more credibility with the leaders they
coached. In all countries where the programme has been adopted, SNV-advisers
now routinely receive extra training on coaching skills and leadership develop-
ment. Furthermore, based on our early experiences, we have learned that it is
worthwhile to invest in making the coaches well acquainted with the content of
the workshops and in briefing them at the end of each workshop before they meet
leaders for coaching.

Another role played by the coach is providing support to the leader in his or her
etfort to realize the organizational change project (formulated during the second
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workshop). Although the quality and intensity of the coaching may differ consider-
ably in the different coach—leader pairs in successive evaluations ot the programme,
participants invariably name the combination of coaching and training as one ot
the key factors for success of the PLC.

Programme embeddedness in participants’ leadership
practice

This was another strong aspect of the PLLC programme. Participants’ own organi-
zations provided a relatively safe setting in which to start to consciously practise
leadership of a change process. Each participant had to idenuty improvements
or changes they wanted to initiate and lead in their organization or department.
The length of the programme (one year) allowed for this and enabled participants
and their peers to track their own and each other’s progress over time. l'he ime
allowed the development of meaningful relationships between participants and
the level of trust that developed between them, as a result, meant that they could
give each other truthful and critical feedback. The relationships built here were
sustained beyond the duration of the programme. A year after the completion of

the programme, more than half of the participants were still in touch with each
other.

Peer learning and reflection

The targeted participants of the programme were men and women with many
years of experience. Their situation and practice differed, their individual ques-
tions differed and their personal strengths and weaknesses were not the same. S0
the most practical way to help them become more effective leaders was not to offer
a one-size-fits-all explanation of effective leadership behaviour. It made much
more sense to help each participant become better aware of their own leadership
behaviour; help them reflect about more effective ways to reach their goals; and
then monitor them as they put their self-designed new behaviour into practice.

Peer relationships were an invaluable resource in this process. PLC participants
brought a wealth of experiences and diverse perspectives but also found strong
common threads in their stories and cases. This action-learning approach under-
scored the whole philosophy of the PLC. Cut off for four days from the daily fuss
and the claims of their subordinates, the members of the group started to share
their personal worries and pre-occupations among each other, especially during
breaks and in the evenings. The programme also induced reflections on personal
values, democracy and accountability of the leadership towards its employees or
citizens. Ultimately, all participants had end responsibility for an organization or
department and felt personal pressure to deliver: leadership development had
immediate, not future relevance

Creating a network of leaders for change

The last design principle was the creation of a network of PL.C alumni, with the
coal of maintaining relationships and providing mutual support over a longer
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period of time. The alumni network was based on the simple idea of drawing on
the common experience and background of the ex-participants to connect leaders
with a shared passion for good governance.

In Niger and Cameroon an official association of ‘Leaders for Change’ has been
created.

SNV supports these organizations as they fit in well with emerging insights on
the importance of knowledge networks in building capacity. It is hoped that these
assoclations may yield new initiatives for improved accountability of leaders and
continue to empower their members in their often lonely fight against prejudice,
vested 1nterests and culturally-ingrained leadership constraints.

Participants’ perspective on results

T'he evaluations held at the end of each training cycle have shown an invariably
high appreciation among participants with regard to the content and style, as well
as the set-up, of the programme. On content, PLC participants have consistently
highlighted the focus on individual behaviour and practical management issues.
On style, they welcome the personal atmosphere and the opportunity to freely
exchange their experiences and concerns with ‘colleague-leaders’ who are in the
same position but often from completely different sectors of society. They also
value the interchange of training and coaching in the trajectory, which allows them
to gradually grow and learn on the job and which is complementary to other SNV
interventions in their organizations, for example conducting an organizational
analysis.

What better way to conclude than to give the last word to the newly elected
young mayor we encountered at the beginning of this chapter.

The Programme ‘Leadership for Change’ (PL.C) came for me as a gift from
heaven. The modules on psychological types and feedback have opened my
eyes on how perception and behaviour, including my own, determine the
quality of processes in my organization. Participating in the PLC has given
a boost to my self-confidence. It helped me defeat my fear of speaking in
public. I have also learned how to handle delicate feedback of my colleagues
In a constructive way. The modules on non-defensive communication, situ-
ational leadership and management of team-performance have been very
helpful to embark upon a process of joint analysing, visioning and strate-
gizing. This has taken away blockages for development. My district is now
the most successful in Niamey; we have become a district of reference for
all the country.
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New developments

After some vears of experience with the Leadership for Change Programme,
new forms of leadership programmes are emerging based on the classic PL.C
approach. For example, in Mali, SNV advisers have designed and implemented
a leadership programme in a local language, selectively picking from the content
and methods of the PLC those aspects which seem relevant for peasant-leaders,
like personal style of communicating, empowering people and organizing tor
collaborative action. In Benin a mayor of a commune has approached SNV
to facilitate a leadership programme similar to the PLLC for the local leaders
he depends upon for achieving his local development plan. This programme
is run with the help of a trainer based in Benin. In Niger SNV is supporting
the National College for Administrators (ENA) to implement a leadership
programme inspired by the PLC. The UNDP has also shown interest in devel-
oping in-company leadership programmes based upon the ‘Leadership for
Change’ concept.

- - . e

Box 16.1 Some personal reactions and perspectives
from PLC alumni

| how dare to speak out and put the fish on the table....| am able to present my
view to external parties.

| do not talk all the time during meetings any more, but | listen more and ask people
what they think we should do.

| trust others to do their job and now | have more time, my collaborators have
more fun and our organization is much more efficient.

We have analysed together what actions to take and tax-incomes have increasec
20 per cent In a month!

The course made me aware of my own leadership style, which is rather domi-
neering. As a result, | began to have more confidence in my colleagues and have |
started delegating jobs to them. The results have been amazing. My colieagues are
much more motivated, and | go home at 6 pm with the job done. |

Thanks to the support of the group, | persisted in trying to find funding to put my |
blans into action. | used to lose heart whenever money was short, but this time |
succeeded in finding a backer.

Now | can see that once | have delegated a job to someone | have to foliow it up, |
otherwise there may be unwelcome surprises.

— - - |
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Looking ahead - integrating leadership development
as part of capacity development

Most leadership programmes in the development sector are one-otff events or a
series of events within specific agendas of funding organizations. While capacity-
development practitioners, their organizations and an increasing number of
donor organizations fully recognize the need for, and potential of mvestment
in leadership development, there are simply not enough providers at local or
sub-national level. Good quality leadership programmes require specialist
trainers and coaches and a level of investment that is often not available below
the national level. Initiatives like the West Africa programme and those offered
by UNDP and World Bank require substantial investments. Many capacity-
development organizations are not able to commit to developing and running
such programmes — it not part of their core business and they are often not
funded in ways that allow them to invest in this way. There are, however, inter-
esting possibilities for enhancing collaboration among Southern-based institu-
tions to develop leadership programme methodologies that are flexible enough
to adapt for particular groups of participants within a capacity development
context. It is not enough to provide ‘off the shelf’ leadership programmes, no
matter how high the quality. Our experiences in West Africa show how much
leverage can be gained by situating the programme firmly in the daily hives of
practitioners where their immediate dilemmas are up for discussion and where
they can take risks and get immediate feedback. Collaborating with and helping
local institutions and consultancies to become established providers of leader-
ship programmes and interventions would strengthen the supply in a particular
environment making it more accessible to a wider range of leaders at the sub-
national and community levels. |

Although this chapter has focused on leadership support through well designed
programmes, we realize that it is not always possible or feasible to access the
resources required to implement an initiative like the Leadership for Change
Programme. Yet the issues of leadership quality and leader development remain.
[ .eaders of local organizations and key players in multi-actor settings can be
supported as an integral part of capacity-development intervention. It requires
methodical analysis of the types of leadership issues and challenges that occur
different capacity-development settings in order to identify the most appropriate
forms of support. There are implications for practitioner understanding of leader-
ship dynamics and the skills to use the different intervention methods available
to support and develop leaders and leadership teams. This may be addressed mn
professional learning programmes for practitioners. Within the sub-practice ot
leadership development there are smaller scale interventions, for example peer-to-
peer learning, that can be effective with small group of leaders and which do not
require the in-depth preparation or training of practitioners.

If leadership is such an important link in the capacity-development and sustain-
ability puzzle, its provision has to be scaled up but not in a way that separates
leadership support from the substantive capacity-development processes that
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targeted leaders are mvolved 1n. It also requires more consistent attention to the
way practitioners understand leadership and their skilis in working with leaders.
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