Strengthening leadership for change
Results of a training-action programme in West and Central Africa
Aichatou Assane

Hubert Diabaté

Brigitte Dia

Faoussa Tadjou

Edited by Thea Hilhorst

Ouagadougou, 2007

SNV West and Central Africa, CS-FEMAC, ORFED and Royal Tropical Institute (KIT)

This publication is developed by SNV, KIT, CS-FEMAC and ORFED. It documents innovative practice to promote sharing, learning and stimulate debate.
SNV is an international non governmental organization present in 33 countries in Africa, Asia, Latin America and the Balkans. It is dedicated to a society where all people enjoy the freedom to pursue their own sustainable development. SNV seeks to strengthen the capacities of local organisations that are working towards a more sustainable development and a more equal and equitable distribution of resources and access to basic services. SNV focuses on advisory srevices and knowledge brokering (connecting capacities) towards identifying and promoting promising local dynamics. SNV - West and Central Africa Regional Office; 01 BP 625 Ouagadougou 01, Burkina Faso. E-mail: Rowca@snvworld.org ; 
website: www.snvworld.org
The Royal Tropical Institute (KIT) in Amsterdam, The Netherlands, is an independent centre of knowledge and expertise in the areas of international and intercultural cooperation, operating at the interface between theory and practice and between policy and implementation. The Institute contributes to sustainable development, poverty alleviation and cultural preservation and exchange. Royal Tropical Institute (KIT); P.O. Box 95001, 1090 HA Amsterdam, The Netherlands. 
Website: www.kit.nl

CS-FEMAC is an independent research and consulting firm based in Niamey (Niger). CS-FEMAC focuses on micro-finance, decentralisation and local governance issues and is specialized in trainings, process facilitation and conducting research and evaluations. E-mail: aich_atou@yahoo.fr
ORFED is a Malian NGO and stands for Organization for Reflection, Training and Education for Democracy and Development and is defined as a social company. As such, they are active in two domains: the social domain in which they work towards good local governance through the support of grassroot associations in view of their full participation to local development processes; and the economic domain in which various services are delivered in order to contribute to the self-financing of the organization. ORFED dreams of an equitable and democratic society where, men, women, poor and rich can freely express their views and can actively participate in the public as well as political environment. ORFED, BP E 2453 Bamako, Mali. e-mail : as_orfed@yahoo.fr  or  diabatehub@yahoo.fr
© 2007 SNV & KIT

Key words: leadership, organizational change, West Africa.
ISBN : 

ISSN : 

Table of contents 
4Foreword


5Acronyms


61
Introduction


72
Programme approach


72.1
Developing the programme


82.2
Content of the PLC course


112.3
Programme coordination and its monitoring and evaluation


123
PLC programme achievements


123.1
Programme assessment by the Leaders


133.2
Typology of PLC participants


143.3
Self-leadership


153.4
Team leadership


163.5
Leadership and organisationnel change


183.6
After the PLC


194
Strengths of the PLC Approach


194.1
Workshops


194.2
Support material


204.3
Selection of leaders


214.4
The Leader and his organization


214.5
The coaches


224.6
The D-group


235
Conclusions




Foreword
It is a great opportunity for me to introduce this document on the Leadership for Change Programme (PLC). I still remember when this Programme first started in Mali and Niger in 2005. I met several leaders, men and women, who had followed the leadership training during my various trips through the countries of the SNV West and Central African region. I was surprised by the enthusiasm with which these leaders talked to me about the programme. Their commitment and also that of the SNV advisors was the reason why I decided that the PLC was to be extended to the other SNV countries in my region: Benin, Burkina Faso, Cameroon and Guinea Bissau. 
At present, more than 100 leaders of organizations with whom SNV works have participated in the PLC. Effects can already be observed in terms of improvement of leadership styles that led to some organizational changes. 
This publication introduces the PLC approach, the tools and methodologies used, and presents some first results and lessons learned. The experience is still recent, but we decided deliberately to already document and analyse the first years, in order to decided whether the programme can be reproduced in other SNV countries. 
I sincerely wish to thank the country-level focal points of PLC: Mireille Capo, Foki Ngomsu Foki, Laouali Sadda, Waly Ndiaye, and Geneviève Yoni, for their determination and commitment that made the programme such a success. I equally extend my thanks to the designing team: Brigitte Dia, Faoussatou Tadjou and Jan-Willem Eggink, to Niko Pater who was responsible for the process and Herma Mulder who diligently worked on the translation into English. 
I would like to encourage all leaders and their organisations in their process of change because they face the real challenge of putting the leadership training into practice. 
Jan de Witte

Regional Director of SNV West and Central Africa 

Acronyms
	ADKAR
	Awareness – Desire – Knowledge- Ability – Reinforcement

	CSRef
	Reference Health Centre

	DISC
	Dominant-Interactive-Stable-Conscientious

	FIRA
	Facts-Interpretation-Reaction-Expectations

	MDG
	Millennium Development Goals

	NGO
	Non Governmental Organization

	PDP
	Personnel Development Plan 

	PLC
	Leadership for Change Programme 

	SNV
	Netherlands Development Organization 

	WCA
	West and Central Africa


1 Introduction

SNV (Netherlands Development Organisation) is an international NGO aiming to contribute to poverty alleviation and promote good governance, by improving access to basic services and increasing productivity, revenues and employment through building the capacity of local organisations. SNV partner organisations include civil society, government, local governments, farmer unions and federations and other organizations. The SNV supports organizational and institutional development of these partner organizations by means of advisory services and sharing of expertise and know-how. 
SNV is a learning organization and the development, testing and sharing of methodologies and results is a permanent activity. In 2003, an internal analysis was undertaken of its approach in West Africa, which showed that interventions mainly focused on the partner organizations, interactions amongst them, and the environment in which they operate. SNV has identified four capacity building areas: individual, team, organization, society or interaction between organizations. The analysis concluded that limited attention was paid to the individual and his/her team. However, SNV advisors know that a leaders’ behaviour determines the development and performance of their organizations to a great extent. In fact, leadership support is a decisive factor for organisational development, but this more individual dimension had not been taken into account sufficiently in SNV’ advisory practices. The internal analysis also concluded that in the capacity building work, limited time was spent on coaching or promoting alliances and networking.
When acknowledging that individuals are the driving force of change within an organization, SNV decided to start working also directly with leaders. The aim was to induce changes in a leaders’ behaviour and management style in order to improve the performances of the organisation. Moreover, it was expected that individual and organisational changes will also influence other political, social and economic levels. These reflections led to the setting up of the «Leadership for Change Programme» (PLC). The PLC regards leadership development as an important element in the organizational and institutional strengthening of partner organizations so that these can become a “motor of development”. 

PLC programme objectives are:
· Contributing to a better leadership of partner organizations.

· Facilitating exchange of experiences among leaders and promoting the emergence of a network of leaders for change 

· Integrating coaching into the advisory practice of SNV. 

The PLC defines four main outcomes for the leaders participating in the programme. They are: 

1. More ambitious and take more initiative; 
2. Direct their organization more efficiently towards impact and change;
3. The leadership style is adapted to the situation of their organization;
4. Better equipped and have more influence on the institutional environment at different levels.
In 2007, after three years of implementation, the approach and results of the PLC programme were documented and analysed to draw lessons, learn from experiences, assess its potential, and publish the conclusions. This effort is in line with the learning and knowledge brokering approach of SNV. This documentation and analysis process started in 2007 and was entrusted to two consultants, who had been involved in the PLC as facilitators. The methodology used included a review of available documentation, interviews and a workshop with 5 PLC participants, 5 SNV advisors and the national focal point in each of the six countries involved. These workshops were complemented with one-on-one interviews. A draft report was used as working document for an evaluation/way-forward workshop held in September 2007. The conclusions from this workshop are integrated in this publication. 

2 Programme approach 

2.1 Developing the programme

In 2004, a one week leadership workshop was organized in Mali. The evaluation was conclusive on the relevance of the programme, but it was suggested to include more themes. Moreover, implementing the new knowledge and tools without support seemed hard and offering coaching to the participants was advised. 

It was then decided that the leadership programme should consist of multiple workshops, in which between ten and twelve leaders would participate. In between the workshops leaders could put the results into practice, with support of a coach. Another decision was to undertake first a pilot before going to scale.
The pilot consisted of three four-day workshops, which are alternated by a three-month period. The objective of this testing phase was to assess the relevance of the modules and the efficiency of the methodology used. The design team started with collecting and exploiting documentation on personal development, organizational change and team management. The pilot was undertaken in 2005 in Mali and Niger. The workshops were facilitated by the designing team of the programme. Evaluations were regularly held during the implementation phase of the programme.
The leaders (ten in Mali and eleven in Niger) evaluated the programme, identifying its strengths and weaknesses and its possibilities for up-scaling. The programme structure, its content and methodology were highly appreciated. According to the participants, the alternation of workshops and coaching sessions complemented the other SNV interventions with their organizations, such as organizational analyses. They appreciated the added value of the coaching sessions and found it an important motivational factor when implementing changes in their organizations. The participants therefore recommended that this kind of support was to be provided on a regular basis and continued also after the programme. In 2006, the programme was introduced in Benin, Burkina Faso, Cameroon, Guinea Bissau, (see diagram 1). 

Diagram 1: the programme implementation outstanding stages 
	Key moments in the PLC implementation 

	Years 

Stages
	2004
	2005
	2006
	2007
	2008

	Identification/designing 
	
	
	
	
	

	Pilot phase Niger and Mali
	
	
	
	
	

	Pilot phase assessment workshop (October 2005)
	
	
	
	

	Training of PLC facilitators 
	
	
	

	Scaling-up Phase (Benin, Burkina, Cameroon, Guinea Bissau, Mali, Niger) 
	

	Capitalization 
	
	


2.2  Content of the PLC course 
A « Leadership for Change » (PLC) course covers a period of a year, in which three one week workshops are alternated with coaching sessions. Each workshop treats specific issues with precise objectives (see box 1). The personal development plan (PDP) and organizational capacity building plan link the ‘theoretical’ workshops to implementation. These plans define the objectives of change, the activities to be implemented, the results and the indicators for monitoring. The organizational capacity building plan is a guidance, monitoring and negotiation tool for the leaders and their organizations and its elaboration has been facilitated by SNV advisors. All leaders have a copy of this plan and use this as a « compass» for orienting and managing their organization. 
Workshop 1: Self-leadership 
Create awareness among the leaders of the characteristics of their own personality; their strong and weak points and to help them understand the personality of others so that they can take it into consideration when applying their leadership skills. At the end of the first workshop, participants will have an outline of a vision and have elaborated their personal development plan, serving as basis for the coaching sessions held between workshops 1 and 2. The PDP should be linked to the organizational capacity building plan.
Workshop 2: Leadership and Organizational Change 

Leaders define strategies for realising their vision and improving their knowledge on change management (internal organization, achieving the MDGs) for a more significant impact of their organizations. At the end of this workshop, the leader has made an outline of an organizational change plan.

Workshop 3: Team Leadership 

Provide the leader with various techniques and tools to ensure, together with his collaborators, an organizational dynamic best adapted to change and excellence.

Box 1: Content of the workshops programme 

Workshop 1: Self-Leadership 

1- Challenge of leadership

2- Leadership in the African context

3- Types of leaders according to the DISC model 

4- Non-defensive Communication

5- Time Management.

6- Personal Development Plan (PDP)

Workshop 2: Leadership and Organizational Change 

1- Integrated Organization Model (IOM)

2- Values and Cultures within the organization 

3- Paradigms

4- Vision, Objectives and Strategies

5- Leadership per objective, the MDGs 

6- External Communication 

7- Organizational Change Plan

Workshop 3: team leadership 

1- Team performance Management; motivation and feed-back

2- Situational Leadership 

3- Conflict Management 

4- Resistance to Change

5- Team Development Plan 

The pedagogic set up of the PLC programme is in line with the adult learning cycle as shown in diagram 1.

Diagram 1: Kolb Learning Cycle 

[image: image1]
The training tools combine interactive presentations, group work, individual work, case studies, role-plays and sharing of experiences among peers. The tools presented in box 2 allow participants to deal with themes through the lens of their own experiences, which then lead to new concepts that are explored in the workshop (deductive method). The inductive approach is also used: theoretical concepts are introduced and discussed first, before linking these to participants’ experiences. Both methods have been used.
The three workshops organized in each country are residential. They are alternated, as earlier mentioned, with coaching sessions. This continuous personal support during the change process is based on the principle that knowledge and know-how do not guarantee good leadership or the ability to deal with “difficulties”. The coaching is based on the PDP. The coaching is provided by SNV advisors, who get regular support from the PLC facilitators. The coaching terms (frequencies, location, dates, etc.) were set on basis of common agreement between coach/advisor and leader
. This coaching component makes the PLC distinctive as compared to other leadership programmes, such as the female leadership programme of Winrock International, the LEAD Programmes, and the leadership programme of the Netherlands Institute for Multipartite Democracy (INMD) in Mali.
Box 2: Training tools 
Interactive presentations are given by the facilitators on leadership theories and concepts, while referring and taking into account the participants’ knowledge and experiences. 

Group work is used to deepen the various themes and to relate them to the experiences of the leaders in their organisation and the society in general. Topics treated include time management, organizational culture, paradigms, situational leadership, etc. Techniques and tools presented during the course are also put into practice during the group work.
Individual work is used to allow leaders to test certain theories on themselves, in particular tools for enabling self-analysis/self-evaluation. Examples are using the DISC-model (Dominance – Influence – Stability - Conscientious) developed by William Marston (1928); identifying one’s personality; exercises to set priorities and improve time management. This tool is also used for the elaboration of the personal development plan. 

Role-plays allow the participants to practice with certain tools or develop a competency. These are generally based on case studies. Tools for which role-plays are used include non-defensive communication, the FIRE model (Facts – Interpretation – Reaction – Expectations), change management according to the ADKAR model (Awareness – Desire – Knowledge - Ability – Reinforcement) by Prosci (1998). 
Films are used as form of case study. The films shown are: Lumumba by Raoul Peck (2002); The Leadership Challenge (J. Kouzes and B. Posner- 2006); Paradigms; 12 Angry Men- Friedkin (1997); and Hotel Rwanda - terry George (2004). 

Exchanging among peers is encouraged during and after the workshops for better personal contacts and developing collaboration between the leaders’ organisations.
2.3 Programme coordination and its monitoring and evaluation

The SNV country directors are in charge of decisions related to the programme’s orientation, budget and human resources. The programme is coordinated at the regional level (West Africa) and in each country a focal point is nominated, generally one of the workshop facilitators. He/she is responsible for implementing the programme in country. Tasks include the planning and execution, exchange and sharing of information and tools with the other focal points and the regional coordinator. The regional coordinator and the focal points are member of the advisory committee, which ensures the overall coherence of the programme. 
The PLC does not have a special monitoring and evaluation mechanism. A baseline of the participants’ leadership qualities and performance is established with the tool « 360° feed-back », which is used in the preparation process before the start of the first workshop. This tool compares the leader’s self-assessment to the assessments made by his/her colleagues. The results are presented in the form of a graph that becomes the basis for their personal development plan. This tool should normally be applied again six to twelve months after the end of the course to asses the leader’s development according to him/herself and his/her colleagues. However, the existing form of the 360o feed-back does not evaluate all measurable competencies related to the PLC contents and should be reviewed to allow for a better comparison of the leaders’ performance before and after the course. The organizational capacity building plan can also be used as a monitoring and evaluation tool of the PLC.
SNV monitoring of its advisory services, provide also some information for assessing the programme’s performance. The information collected though TimeTell
 and clients’ satisfaction measurement of SNV advisory’s practice, can also be used for monitoring and evaluating the programme.

3  PLC programme achievements
This section explores the results of the PLC programme, mostly from the perspective of the leaders. The information was collected through special self-evaluation workshops and interviews with leaders who participated in the 2005 or 2006 PLC programme. A total of forty leaders have been interviewed.
3.1 Programme assessment by the Leaders

At this stage of the programme, the most significant results of the PLC have been on the individual level as was shown by evaluations of knowledge acquisition, use of know-how and behavioural change. Enthusiasm for the programme was very clear among the leaders interviewed. Many had already followed other leadership training, but they found the PLC more relevant and better meeting their needs. They appreciated having found out more on their personality and leadership style, and how they could improve their management skills for improving the performance of their organization. 

Some leaders believe that they now are so much in advance compared to their colleagues as well as other leaders that it becomes too difficult to discuss certain leadership issues. Therefore they suggested extending the programme to more organizations. Particularly, the recent establishment of local government in Benin, Burkina Faso, Mali and Niger creates a special need for leadership training. Many newly elected mayors have never managed an organisation before nor worked in a municipality. Another need expressed is the importance of a critical number of “model” leaders who together can achieve more significant impact on the quality of leadership. Some leaders have already attempted to make leadership training available to colleagues. The vice-chairman of the Craftsmen Federation in Burkina Faso, for example, organized several training and feed-back sessions within his organization on leadership. In Benin, a mayor organised leadership training for his staff with the support of a local NGO (see also Box 3). 
Box 3: Some remarks of participants on extending the PLC 

A mayor in Benin: “With the decentralization process we are moving towards local development. All of us have made an effort to support the emergence of new leaders around. A PLC extension is useful and important because everybody’s competencies need to be strengthened, otherwise the chain will be broken and ineffective. If a mayor is the only one with the competencies, it does not work. A mayor needs expertise around him or her.”

Another mayor in Benin: “what is the challenge of decentralization? It is the development of our communities, and the people themselves are the main resource in achieving this development. It is therefore necessary to act upon both people and organizations, and this is what we have learnt here from the PLC”.

Another mayor in Benin suggests to “We should ask the central government of Benin to adopt and expand the programme to other structures, mayors and even members of the Government, because we have been learning fundamental things. This will do a lot for the country.”

An NGO coordinator: “The programme has brought about fundamental changes in such a short time in terms of results and collaboration within the organization. We have succeeded in improving our performance a having more satisfied partners. It is therefore necessary to expand the training to other groups and leaders and spread best practices. The next training course should be opened to a greater number of leaders.”

3.2 Typology of PLC participants

The pilot phase of 2005 and the eight training courses held in 2006 concerned 103 leaders: men (72%) and women (28%), all from different organizations. Presently, only leaders from organizations that work with SNV participate in the PLC, since this programme complements other organizational capacity building activities. Participants’ ages range from 28 to 61 years old. About 60% of participants have a diploma in higher education (at least G.C.E “A”-Levels +1). On average 25% of the leaders, lead organizations at national level. Others work at the meso or local level. An exception was Guinea-Bissau where most of the selected leaders worked in organizations at national level (see Table 1).

Table 1: Distribution of participants per country and scope of intervention of their organization

	Country
	Number of leaders
	National level
	Meso/local level
	Number of courses 

	
	
	%
	
	%
	
	%
	

	Benin
	15
	15%
	2
	13%
	13
	87%
	1

	Burkina Faso
	15
	15%
	3
	20%
	12
	80%
	1

	Cameroon
	13
	13%
	4
	31%
	9
	69%
	1

	Guinea Bissau
	6
	6%
	5
	83%
	1
	17%
	1

	Mali
	28
	27%
	6
	21%
	22
	79%
	4

	Niger
	26
	25%
	6
	23%
	20
	77%
	2

	Total
	103
	(100%)
	26 
	(25%)
	77     
	(75%)
	10


Leaders from civil society organisation dominate, representing around 34% of the total number of participants depending on the country. Leaders of the private sector organizations represent 30%, followed by those of local governments at 28%. Leaders from state services represent 9% of the participants (see table 2). 

The participating civil society organizations are active in the fields of Human Rights, Journalism, Community Radio, Integrated Development, Decentralization, Health, Environment, Sanitation, and Education. The PLC has also trained leaders from trade unions, NGOs and NGO networks. The private sector was represented by organisations and unions of farmers in general as well as market gardeners and sesame producers, livestock holders, craftsmen, and exporters. State services that participated work in the area of Health, Environment, Rural development, Community-based development, and Social development. Finally mayors from twenty-seven rural municipalities and leaders from two associations of municipalities attended to the programme. 
Table 2: Distribution of participants according to the status of their organization 
	Group
	National
	Meso/local
	Total
	%

	Civil society
	13
	22
	35
	34%

	Private sector
	9
	21
	30
	30%

	State service 
	2
	7
	9
	9%

	Local governments
	2
	27
	29
	28%

	
	
	
	
	

	Total
	26
	77
	103 
	


Special attention was given to women in the selection of participants. However, the number of women in the programme remained low (27% of all participants). One of the main reasons is the low number of female leaders in the organizations supported by SNV. Another cause was that for several selected women, family responsibilities made it impossible to attend. 
Clearly, the expansion of female leaders within all type of organisations requires special attention, so that the women have a better representation and equal influence in decision-making bodies at all levels in society (see Box 4). Therefore, SNV Benin and Niger have developed special programmes for promoting female leadership. Some countries have introduced also “gender” as a separate theme in the PLC programme. The objective is the development of more gender sensitivity among leaders and to the acceptance of female leadership, particularly by men. 

Box 4: Emergence of a network if female leaders in Couffo (Benin)

During the International Women’s Day 2007, held in the Couffo administrative department, a regional network was set up bringing together the female leaders from the 6 municipalities. SNV-Benin and Plan-Benin joint developed a series of programmes on literacy, lobbying, women rights promotion and leadership training, for the women of these municipalities. This programme merged the community-based project approaches elaborated by Plan-Benin and capacity building activities of meso-organizations by SNV. These joint activities as well as other meetings organised by the women of these municipalities, have increase the awareness of women leaders’ of the importance of networking and exchanging knowledge to defend their common interests.
3.3 Self-leadership 

One results of the PLC is the improvement of leaders’ self-confidence and self-respect, which has made them often more ambitious. Out of the 40 leaders interviewed for this study, 32 stated that they felt more self-confident. As a Malian deputy mayor put it: “I decided to work on myself and develop my listening skills and asking feedback. It helped me to better control my impulses, and as a result my relationships with the others have become more relaxed than before.” A mayor in Niger spoke of how he had overcome his timidity. Before entering the PLC, a leader from Guinea Bissau used to be controversial due to his way of communicating and pushing ideas. The Programme helped him to change his style and now he has been selected as the leading candidate in his constituency for the parliamentary elections. 

Another change of awareness of ‘self-leadership’ was the decision to arrive at a better balance between professional and family life (27/40), by more delegation and organising their work better, especially time-management (28/40) (see also Box 5).

Box 5: Examples of the effect of better time-management 

A federation of health associations: “In the past I was always interrupted in my work by members who spent all the day talking in my office. I could start working only after 5:00 pm. Moreover, all the workload was on my shoulders. After the first leadership training, I discussed the problem with my coach and this is when I found a solution. I equipped a room with a computer, an Internet connection and a TV-set for the members. Another change was that the secretariat would now do a first screening of visitors, while personal visits were scheduled between 12:30 and 13:00 only. I also learnt to delegate tasks. Now, every member of the board is entrusted with a specific activity. These members feel empowered and I am no more indispensable for some activities. My workload has reduced and I can go home earlier to take care of my family.” 

An umbrella organization of NGOs: “Within our organization, there was a problem with time management. Visitors came by without an appointment but believed that I was obliged to receive them. Everyday many people waited in front of my office. This was taking so much time that other activities were not carried out. I also had a problem with one of my colleagues, who was unable to fulfil her duties on their own initiative. I found myself doing her work plus my own. My other colleagues considered the office work as my responsibility. I was therefore overworked, working late in the evenings, and even on public holidays. Still, I wasn’t able to honour my commitments to third parties. During the leadership training sessions, we identified our weaknesses, and based on these I developed an action plan. I had to adapt my leadership style to situations and persons. The secretary now screens the visits. She asks people to make an appointment, and increasingly I manage to refuse certain visitors. I decided to call the person who was not working well and give her the list of duties to be carried out. Whenever someone cannot carry out a job, I now encourage him or her, while appointing another person for mentoring and supervision. Activities are planned and monitored together and progress is discussed during regularly scheduled meetings. A climate of confidence is in place; an attitude of self-confidence and responsibility is developing within the team.” 

3.4 Team leadership 

Many leaders succeeded in changing their leadership style and adapting it to the situation of their organizations by implementing the knowledge they had acquired. Results observed by leaders are more involvement of their colleagues, who have become more committed, contribute more and have more confidence in each other. 
Most of the leaders (35/40) believe that they have «become a “more professional” leader as they now know what decisions to take in a given situation. They have improved team management and increased staff work motivation by introducing changes in the internal organization and management and by changes in their own behaviour and leadership style (see 3.3). 
At organizational level, the changes made include improvements in internal communication and information flows (15/40), more delegation and a better distribution of tasks and responsibilities (15/40), better planning and more transparent decision-making mechanisms, introduction of self-evaluations and more openness to feedback (19/40). Most leaders are now showing their appreciation of the efforts made by colleagues (“encouraging the heart”), giving responsibility to colleagues to treat important files, taking into account their ideas (see Box 6). 
Box 6: Leaders discover the benefits of delegating responsibility 

A mayor in Benin: “The 360° feed-back tool showed me that nobody knows me in my municipality. I do not listen to others, making them feel uncomfortable. Now, I question myself a lot and I take concerns of others more into account. As a result, the municipality is managed in more and more participative way. Other councillors and heads of service departments have become more involved in the management and take more responsibility. I have gained time. Today, I am happy to see that around me confidence is restored among most councillors and the municipality staff”.
An NGO leader in Guinea Bissau: “Within our organization, internal communication was a major concern. Questions were treated in the corridors and there were never formal staff meetings. Our staff was always complaining about the driver who never showed up on time for appointments. The driver was dissatisfied with the treatment he received from the staff and thus did as he pleased. I presented this problem during the leadership training, which was then included in my personal development plan. With the help of the coach, I was able to initiate change. I started developing more relaxed relationships with staff, such as by visiting them also at home. I also developed a plan to make better use of the complementarities between staff (intellectual type and pragmatic type). I then organized a staff meeting, which was conducted in such a way that all saw their common interest. Now, we have regular meetings during which organizational issues are discussed. There are oral or written reports after each activity. Internal communication has become the strength of our organization. The work climate is more relaxed and there is a team spirit. Confidence is restored.” 

A union leader in Guinea Bissau: “After the leadership training and coaching sessions, I started changing my attitude. Instead of doing everything alone, I gave responsibility to my colleagues by delegating tasks to them. They now understand that I am not the only one responsible for the management of the union. This resulted in new team dynamics, stronger coordination, and even opportunities for new partnerships.” 

The secretary of a Network in Burkina Faso: “For me and for my organization, my participation in PLC course was opportune. Before, I was authoritative; I had no interest in other opinions. I was impatient and very impulsive. My behaviour blocked the team spirit in the organization. Therefore, I found myself controlling everything and even doing other peoples’ work because I did not trust their competences. I worked non-stop, without a leave. The first thing I did after the PLC was to share my personal development plan to the team and ask feedback. Later, we undertook a participatory elaboration of our strategic plan. This led to the redefinition of staff profiles, even leading to the dismissal of some employees. Other staff received training. All tasks and duties were redefined and negotiated. These changes significantly improved the relationships between management and staff and improved the quality of technical support and monitoring services of our members and partners.” 
The secretary of a health network: “More than once, audits discovered that money had gone missing. I then decided to pay this out of my own pocket, even although the audit report clearly showed fraud. I did not have the courage to take disciplinary measures against that person, who was experiencing many problems. After the PLC, we made a strategic plan in which we clearly defined the values of our network. Being the leader, I had to set the example and make sure that these values are respected. I no longer hesitated to implement the necessary sanctions, such as firing this person after the next offence.” 
3.5 Leadership and organisationnel change

Most leaders (36/40) feel more capable of supporting their organization effectively and improving performance and many (30/40) now have a clearer vision for their organizations. Some leaders implemented in their organization a participatory process leading to the elaboration of a vision, sometimes with support from their coaches. An interesting example is the case of a union working on developing the potential of non-forest timber products in Cameroon. The session on developing a clear and shared vision, and making this coherent with their practice led to the decision to move their headquarters from Yaoundé to Sangmélima, where all the work is done. Another case is a youth association working on sanitation in Guinea Bissau. They used to work only with youth. Understanding the importance of stakeholder interaction, they started approaching other groups in their area. The elders are now supporting actively their work.

Many leaders also invested in external communication and as a result their organization has become more visible (13/40). This visibility has enabled a diversification of partnerships and invitations to consultations at national and international levels. Most have succeeded in negotiating technical and/or financial support.

However, implementing new visions and ideas is much harder for mayors of local governments and for those working in government agencies. The working of these structures is set out in laws and regulations and they have to deal with fixed procedures and bureaucracies. Particularly local governments may also be politicized, and partisan interests may influence decision making and hamper the functioning of the organisation (see Box 7). 

Box 7: Examples of improved performance 

Mali - municipality: “The municipalities have to prove their efficiency but are, faced with many difficulties, including the mobilization of internal resources. The maximum recovery rate of taxes in my district was 47%. In my PDP, I chose the mobilization of resources as the main activity. The PLC helped me to make a plan. I made the municipal finance committee responsible and organised regular meetings. All village chiefs and other influential actors were involved in the process, as were all councillors upon request of the Finance Committee. Two groups of tax collectors were established. Financial incentive measures were taken: 4% of the amount for village chiefs who collect all taxes before the end of June, 2% for those who complete the collection later on. Moreover, the village that pays all its taxes has priority in development activities. After two months of work, the tax collection rate increased already to 55%. These extra funds enabled us to benefit from ANICT funding which was used for building 2 classrooms, repairing 2 pumps, paying timely the wages of municipality staff and drafting a financial plan.”
Cameroon - municipality: “After the PLC, a motivation system was set up for tax collectors. They were given more responsibility and their contribution to the municipality was openly appreciated. This change contributed to a significant increase of the tax collection rate in 2006. As a result, the construction of three classrooms and assistance to local organizations working in the area of sanitation were made possible. Also, sport events were organized by local associations with the support of the municipality”.

Mali - municipality: “In the past, the administration at the registration office in my municipality was a disastrous. For a mere birth certificate, citizens sometimes had to wait for hours or come back a few times before being able to register. There were always complaints. Improved management became one of the priorities in the organizational strengthening plan. We held a meeting with the registrar and his colleagues to identify the bottlenecks, to redefine the tasks of each officer, and to identify the means required for improving performance. Now, this administration is equipped with a computer and our data base is operational. Services are provided within reasonable deadlines to the satisfaction of the users”.

Niger - municipality: The Municipality was faced with difficulties related to tax payment and lack of collaboration with the decentralized services. This led to extreme slowness in the functioning of the municipality. The Mayor, inspired by the PLC and assisted by his coach, redefined and renegotiated the tasks of the other councillors by delegating responsibilities; sharing information and improving information flow (team meetings). Having delegated some of his responsibilities and tasks to his colleagues, the mayor now has more time to invest in strategic activities, represent the municipality and seek partnership and meet with citizens. A platform was set up which allowed for consultation with all actors working in the municipality were invited (civil society, government etc.) to identify and implement development initiatives that are of importance to the municipality, such as hygiene and sanitation. At present, we note a larger degree of local participation and  involvement and an increase of 18% of tax collection. 
Mali- healthcare centre: “The healthcare centre was operational but a patient tracking system was not available and everyone came to see “his physician”. With my coach, we started by trying to understand what the population thought about the health system so as to identify bottlenecks and find suitable solutions. This led us to making the following proposals: define a patient tracking system; inform users through local radios about the pricing of medical consultations and operations; reduce the fear of going to healthcare centres; set up an information system that enables the population to understand health indicators and to make adequate decisions; reduce the fear of going to healthcare centres. Within the centre, we now organise twice a week meetings; every three months meetings were held with our partners of the health centre and an annual (internal) evaluation of which the results are also presented to partners. These interventions resulted in improved popular understanding and appreciation of healthcare centres and at the national level we are now seen as a reference. However, we experienced difficulties during the process in terms of resistance to change of agents who are already a long time in their post, and of the population “formatted” to pay fixed sums; some politicians refused to comply with the reforms; and there were disputes within the team. Moreover, the changes that have been made are too much related to my presence because whenever I am absent people tend to take up their old habits again.”
3.6 After the PLC

When the PLC ended, many leaders kept in touch, which varied from sharing news to peer-to-peer coaching (22/40). In one case a formal partnership relation was established between two organizations in Burkina Faso. As a result, women groups of shea-butter producers became affiliated also to a healthcare insurance programme.

SNV promoted the emergence of a network of leaders to allow a continuation of exchanges, knowledge development and dissemination. However, only one country (Cameroon) out of the six countries actually set up the network. Constraints mentioned are a lack of funding and knowhow. In Mali, there’s a committee working out the terms of reference and they have organized a meeting with the “2006 PLC leaders”, but they have not managed yet to hold a second meeting. In Niger and Burkina Faso, a committee was set up at the end of the PLC course. The Niger committee held two meetings to draft the legal texts of the network, which were submitted to SNV for observations. 
To consolidate the results of the PLC programme, assistance and support to leaders must continue after the end programme. SNV counted on formal networking, but this is not getting of the ground easily. A refresher course is not been planned yet.
4 Strengths of the PLC Approach

4.1  Workshops

The working method adopted - alternate workshops with coaching sessions - is one of the main characteristics of the PLC and was highly appreciated by the participants. After the first workshop, the leaders return to their work with a personal development plan. This is complementary to the organizational development plan. A coach supports the leader in implementing the plans. The leader meets with his coach before and after the workshops. 

Keeping the leaders informed is at the centre of the PLC programme approach. Before the start of each workshop a letter is sent reminding the leaders of its date, location and the programme. A copy of the workshop report is sent to all participants after each workshop

Finally, at the end of the programme leaders are given a list with contacts of all leaders who participated in the PLC, including those from the other countries.

The PLC has opted for workshop outside the working environment in order to guarantee the full availability of the participants and to promote peer exchanges. The participants had a mixed background with respect to type of organisation and level of operation. The working together on one theme by these leaders with various profiles and experiences provided an opportunity for sharing knowledge and know-how. This has resulted in more understanding and acquaintance among leaders who sometimes knew nothing of the work of other participants. The programme contents could become more powerful if case studies and visits to the organizations of the leaders are integrated into the modules. There have been some experiments in Mali and Niger with inviting leaders to the training to share their experiences, which participants have found enlightening. 
In 2005, at the start of the programme, the workshops were facilitated by two or three advisors selected among SNV staff. Criteria such as facilitation experience and motivation to learn have guided the selection of the trainers. SNV staff was prepared for their work in the PLC through training in the principles of the programme, theoretical concepts of the workshops and practicing the facilitation of some elements of the three modules. During the extension phase in 2006, in addition to SNV staff also external trainers working for so-called “local capacity builders” were added to the facilitation teams. 

4.2 Support material
After the pilot phase, a manual was developed, which was organised by workshop and theme. For each theme, the module provides various supports and tools necessary for the facilitation (case studies, PowerPoint presentations, exercise and work sheets, role-plays etc). The manual proposes for each workshop a programme but does not give detailed instructions on how to treat the themes or which handout to use. This allows the country facilitators to select the supports in accordance with the local context, the characteristics of target group, the time available and interest. Indeed, the availability of a wide range of supports and training tools for a given topic is very much appreciated by the facilitators. 
The manual contains background material that has been translated from English into French. Even though the contents of the programme are highly appreciated, some of the theoretical sections are perceived as too far-off the leaders’ reality, hence the suggestion to “Africanise the modules to make them more accessible”.
The training sessions are in French and take place in countries where illiteracy rate is very high and many local languages are spoken. In Cameroon and Guinea Bissau, French is not even the only official language. Moreover, the decentralization process and other local developments stimulate the emergence of (potential) leaders, both men and women, who are not fluent in French. One challenge for the PLC is to adapt the tools and translate the training supports into English, Portuguese and other local languages. First experiences in Mali with adjusting the tools to the reality of leaders of district level farmer unions have been encouraging.
4.3 Selection of leaders

The selection of leaders for the programme determines the results obtained and is thus an important phase of the PLC. 
The selection criteria used are: 
· Responsible for an organization or department that is already supported by SNV for at least another period of two years at the start of the PLC course;
· a good level of French reading and writing skills; 
· desire to improve one's personal leadership style; 
· open to feedback; 
· guaranteed availability for all three workshops; 
· pay a participation fee of 40.000FCFA. 

The selection of leaders need to take into account also the composition of the group (with a maximum of fifteen participants) such as gender and a mixture of public (including local governments), civil society and private sector organisations.

The selection process is as follows at the country level:
· Selection of the kind of PLC programme that will be undertaken: national or regional level, number of courses;
· Identification of potential participants by SNV account managers (portfolios) and deciding on a shortlist; 
· Informing the potential candidates who are asked to confirm their interest and availability;
· Interview of all shortlisted candidates by the PLC training facilitator and the future coach;
· Final selection of the leader by the coach in consultation with all those concerned;
· A selection notification letter is sent to the leader, specifying the programme and conditions (the transport and accommodation modalities)
· Signing of the tripartite contract (leader, his/her organization and SNV)

· Preparation for the workshop: Self assessment by the leader of leadership competencies and a similar evaluation by his staff/ colleagues, facilitated by the coach (360° feed-back tool).
The first experiences showed that there is a tendency to select chiefs, but who are not necessarily leaders. In some cases, chiefs are not change agents. The selection therefore has to be based on good knowledge of the organizations as well as involving the whole organisation in the selection procedure. The emphasis on the ability to read and write French prevented some leaders from participating in the PLC, even though their charisma was clear. This was often the case for the rural organizations and municipalities.

SNV staff is reflecting if changes are required in selection criteria to increase impact and efficiency as well as to promote the spreading of the experience. One option is to have a more topical, sectoral or geographic focus and select leaders from all organisations that can influence change. Another option is to open the PLC course to leaders of organizations that have no formal contract with SNV, but whose interventions could have undeniable influence on the impact of the work of SNV partner organizations (including even members of parliament). However, the impact may be more limited when the leadership training is not accompanied by organisational capacity building. A related option is to transfer the leadership programme to local training institutions. 
4.4 The Leader and his organization

The involvement of the leaders’ colleagues and staff in the programme remains a challenge for the PLC. Despite the efforts of SNV advisors, the participation of the PLC leader is not always perceived as an activity of the organization. Several methods were tested. Some activities such as the 360° feed-back tool and the payment of a financial contribution requires the involvement of the organization. Leaders were also asked to give feed-back of each workshop to their colleagues during internal meetings, which were done by many participants. However, it seems that these feed-backs are too brief and too superficial. Even when a special meeting is organized (which is rare) the possible impact of the PLC on the organization and the leader is not discussed. Although most SNV staff made sure that the organizational development plan is related to the leaders’ PDP, the latter tends to focus mainly on the leader’s personal capacity building. It is thus necessary to rethink the participation of the organisation in the PLC during the selection process, in relation to the PDP, when evaluating the organizational capacity building plan and in information flows. The coaching could be extended also to other staff of the organization.
4.5 The coaches
The PLC programme wanted to add coaching to its range of advisory services and build capacity of SNV staff on coaching. The coaching consists of seven (sometimes overlapping) phases, which emphasise confidence building (see Box 8). 
Box N° 8: Coaching Interview Structure 

1.
Introduction and establishment of coaching contract 
2.
Establishment and maintaining of the relation

3.
Awareness 

4. 
Finalization of the contract
5.
Facilitation of change
6.
Integration, revision and evaluation
7.
Conclusion

The coach plays a key role in the PLC. The coach must master the techniques and have the time for coaching based on the client’s needs. The PLC programme document defines the basic principles, attitudes and competences required. It is important that leaders have a clear idea from the start of the role of coaching in the learning process. The support by the coach helps to convert theory on leadership obtained during the workshops into practice. The coach also facilitates the implementation of the personal change plans to build competencies and organizational change plan to improve performance, while ensuring the coherence between the two plans. The coach stimulated the leader to identify and implement solutions. 
In most cases, the advisor in charge of supporting the partner organization’s capacity building becomes also the leader’s coach. The coach assures individual support of “his/her” participant throughout the programme, including monitoring the leader’s change plans. He/she should find the balance between his/her role as an advisor to the organization and that of a coach, which implies respecting confidentiality. 

In practice, almost all the leaders (30 out of 40) appreciated the individual support, even although it was not always “real coaching”. The time devoted to coaching was less than the planned 12 interviews of two-hours each. One reason was the difficulty of matching their agenda with those of the leaders. The goal of grounding coaching in the SNV advisory practice is not achieved yet and needs to be improved. Some aspects of the process need to be examined, such as improving the preparation of coaches for their role and making available enough time.
4.6 The D-group

A D-group Leadership was established in 2006 and is coordinated by a SNV advisor. In 2007, there were about 80 members (coaches, facilitators and consultants), although the number of active members was much lower. This electronic discussion tool is used for sharing information and resources (PLC reports by the various countries, summary of discussions, training tools, web-site links etc.) and for sharing views on certain topics. Every three months, a summary of the discussions is made by the D-group moderator. The discussions are conducted in French. 
The D-Group has become a platform for discussion on leadership issues, bringing together facilitators, coaches and facilitators trainers of the six countries. The topics of the discussions included: the link with the other leadership programmes within SNV; leaders’ and coaches’ availability; involvement of coaches in PLC; training of coaches; leaders’ networking; PLC up-scaling; opening of PLC towards leaders with whom SNV has no contractual relationship; strengthening women leadership. Another question discussed is whether graduates of the PLC course should be added to the D-group.
5 Conclusions 

The leadership for change programme (PLC) has improved skills and competences of the participants and improved the functioning of their organisations. The programme stimulated enthusiasm by developing an innovative approach to capacity building, enabling leaders to work on their personal learning goals and organisational change. The PLC succeeded in realizing changes in the behaviour of some key individuals working within SNV partner organizations, who have used their knowledge to improve the governance and performance of their organizations.

These results were achieved because of several features of the PLC. One element was the conviction and commitment of the programme initiators and the support given by SNV management. Moreover, the PLC started deliberatively with a pilot phase which was continuously evaluated by the participants in order to improve content and methodology. The programme that has emerged is perceived as very relevant by the participants. In addition, the first workshop on self-leadership generated much interest while the new insights could be applied immediately, which increased motivation for the other workshops. 
Other attractive aspects of the PLC methodology are the alternation of theory (workshops) with practice, with the latter being supported with coaching sessions. SNV coaches supported leaders with altering leadership style and change management within their organizations. This coaching is one of the determining factors of the PLC. Even although coaching in the strict sense of the concept has rarely taken place, the individual support adapted to the needs of the leaders made change possible. Regular contacts played a key role in achieving the desired changes both at individual and organization level for which establishing a relationship of trust between the leaders and the coach was the starting point. 
Exchange among leaders during the workshops is actively promoted and the personal development plans are linked with the organization strengthening plan. The programme also strengthened contact and trust between leaders and SNV. Another factor that explains the results of the PLC is the rigorous selection and preparation of the leaders. Selection criteria were strictly applied. Care was taken that the person was indeed in a position to introduce change, while being to feedback and willing to learn. 
Before the start of the first workshop, the facilitators got in touch with the leaders to explain them the aims, process and the content of the PLC. The support given to leaders by the SNV advisors must continue after the PLC in order to improve results and internalise the changes. SNV promoted formal networking amongst leaders, but this has not happened yet. The programme would gain in efficiency if there was a more involvement of the leaders’ colleagues and staff in the PLC, from the selection stage onwards. 

The PLC focussed on the leaders themselves and succeeded in helping them to understand how their leadership style influenced the performance of their organization. During the workshops, participants discovered new knowledge and insights, enabling them to analyse their situation and induce changes. The PLC was particularly useful for the newly elected mayors, who often had no experience with managing a municipality and were already facing many issues related to leadership. The PLC experience has showed that leadership strengthening can improve the SNV partner organizations’ performance. People are the driving forces of change in an organization. Therefore, a programme aiming at leadership reinforcement can not be isolated from organisational development. Building the capacity to lead is part of a set of activities to stimulate changes at individual, organizational and societal levels, in order to reduce poverty reduction and achieve sustainable growth. 
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�The time-writing system of SNV does not allow an assessment of the hours spent on the PLC. Only the time spent on workshops and exchange between coaches and facilitators is registered. The PLC costs are estimated at CFA F 10 million (≈15 300 EUR) per course, but without taking into account the costs of equipment, salaries of facilitators and coaches. 


�The SNV software system for time registration 
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