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Pathwaysto Transfor mational L eadership

“Many times | realise how much my outer and inner life is built upon the labours of my fellows, both living and dead,
and how eamestly | must exert myself in order to give in return as much as | have received.” Albert Einstein

1. Introduction

Unfortunately, there are no handily numbered stieaswe can follow to grow leadership
behaviours in managers. This is because so matimg @haracteristics that we ascribe to
leadership have to come from deep inside peopkte8is are important as they provide
the context that influences behaviour from the idetsn and the way people cooperate to
make things work from the bottom-up. Leadershipfansformational change has
therefore to be seen from a number of perspectinagust from the top-down.

What is proposed here is a process for develogiaddrs for change by engaging
managers and team members at all levels inlf@ader ship Pathways. All four reflect
the aspirational values of what being BEEST means to Birmingham City Council. This
links into the BEST Programme and the need fordesup for change to be
demonstrated at all levels across the organisation.

2. Leadership Pathways

The four Leadership Pathways outlined below refleetfour main sources of energy that
drive change in organisations. It starts with BleBef that individuals understand what
self-leadership means when they have to changehtakits and mindsets from the
inside-out. The direction for that change and the requiraddsrds foExcellence are
framed from theéop-down, with citizens, customers and community groupgiugd

Success from theoutside-in. This requires a working context where key stakdgrs

Trust each other enough to build their capacity to ireprthe way they work together to
change the culture from thmttom-up.

This is not be a traditional leadership developnpeagramme, but it will offer
Birmingham City Council Managers a range of leagnapportunities to master how
leaders think, feel and do things to achieve ti@mnshtional change within themselves
and others.

TOP-DOWN
To use strategic thinking and

planning to achieve Excellence

To hold and practice the Belief that everyone 1 3 | Torespond effectively o .the demands and
wants to learn how to give their best effort. targets of those who wil judge Success

INSIDE-OUT OUTSIDE-IN

BOTTOM-UP
To engage stakeholders to build

cooperation and Trust to get results
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3. Learning Activities

Nothing new can be learned or changed until eatthwagy is travelled and the complex
links between them understood. This is what méa@sership dynamic and authentic. It
is appreciated that everyone’s situation is difi¢@nd they will have their own personal
learning needs, customer demands, performancesaagd resource constraints to deal
with. The following proposal offers participankeetflexibility to learn from reflective
practice, as well as group learning activities dachonstrate their leadership capabilities

through direct action.

Induction Event

Plan, analyse and evaluate the Leadership Journey (3 hrs)

|

v v \

Development Centre Coaching Workshop Theory Assignment Action Learning Set | ~\
I I I

360 Feedback and Myers ~ Two Days plus 12 hours 3,000 word written Group support for work

Briggs Assessment (2hrs)
v

Allocated (8 hrs) with

supervised Coaching Log Assignment (6 hrs)

Professional Coach l

'

1. Inside-Out Pathway
Personal Change

v

2. Top-Down Pathway
Strategic Change

v

3. Outside-In Pathway
Process Improvement

v

4, Bottom-Up Pathway
Team Performance

v

vy

Action Plan, Activity Record and Leadership Log (12 hrs)

v
2

A

Assessment Interview

with Project Team (6 hrs)

|

Allocated (12 hrs) work with a
Change Project

,

Attend at least 6 hrs of
Workshop Options
(suggestive list)

Leadership Theoy
Solutions Focus
Process Mapping
Systems Thinking
Intuitive Solutions

Promise Cycle
Values in Action
Letting Go
Perceptual Positions
Disney Strategy
Questioning & Listening
Storytelling
Problem-Solving
Time Management

J

v

Allocated
within
2 months

Completed
within
10 to 22
months
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Presentations to an Annual “Leadership
and Coaching” Conference
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What galvanises leadership for change are shas@shgi, common objectives and mutual
interests. The Leadership Pathways explores iddalias well as collective issues in
areas where the City Council wants to focus itsigeaeffort. The impact will be
assessed via local performance indicators, emplsyaey results, customer/client
satisfaction results, employee attendance and RD&ds. This makes leadership for
change both real and relevant to the organisat®employees, customers and
stakeholders.

Outlined above are the learning elements that eatompleted within 12 months or
spread over 2 years. They amount to 12 days (86shoontact time plus the recording
of workplace experiences and lessons learned. Soditonal elements such as a
“Theory Assignment” will be required to obtain ar@ecate in Leadership and
Coaching, accredited by the Institute of Leadersimg Management (ILM) and
Associate Membership of the ILM. About 50 managensld be launched into the
process every two months as from January 2007 je8&uio funding 200 employees a
year could participate, priority being given to ragars involved in corporate change
projects.

Within the first two months, all participants mastend a two day ‘Coaching for
Performance’ Workshop. They must demonstrate higihdsirds of interpersonal
communication which they will be expected to diggtaall aspects of their work.

4. TheLeadership Journey

At the Induction Stage participants will be intredd to the Leadership Journey, which
includes the 75 hours of learning activity andgbpport available in the form of
professional coaches, library facilities, e-leagiasources, etc. They will have
participated in Development Centre exercises tabdish their personal learning/change
goals, attended a two-day Coaching Workshop and dé@cated to an Action Learning
Set.

Participants will produce an Action Plan of howytlatend to engage with each
Leadership Pathway and collect evidence of theaegrnce and lessons learned through
their everyday work. These elements will also limio any project work outside the
workplace that they are involved in.

Additional workshops can be chosen to support #regnal learning needs of
participants at a number of points throughout tharyThey must attend at least three. At
the end of their learning cycle participants musdrsit a copy of their learning
experiences in the form of a Leadership Log whidhfarm the evidence for a final
Assessment Interview.

Examples of good practice will be showcased anamual Leadership & Coaching
Conference for all participants and attended by theads of Service and Executive
Management Team, with awards presented by the Exedutive/Leader of the Council.
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5. Organisational Development Wor kstreams

As part of the new corporate Organisation Develaurpeoposals this leadership and
coaching initiative contributes to thesadership & Management Development
Workstream. Its impact on other streams will be monitored amaluated. The
Leadership Pathways support the aims and valugsedEST Programme which is
designed to shift hearts and minds and build tipacéy of managers to be leaders of
change.

1. Thelnside-Out Pathway will promoteleadership for learning, personal
responsibility and career planning. This will le®s as a major investment in
developing talent amongst aspiring managers andgrecruitment and
retention.

2. TheTop-Down Pathway will promoteleadership for strategic thinking, vision
building, policy development and political senstiivThis perspective will focus
on creating the conditions and composing a coheraméative to support “fast”
change in critical areas.

3. TheOutside-1 n Pathway will promoteleadership for effective communication,
service and engagement, by championing the busiressformation process as a
vehicle for improving service standards and lee¢lsitizen satisfaction.

4. TheBottom-Up Pathway will promoteleader ship for performance, team
development, value-for-money and partnership waykirhis perspective will
contribute to reducing waste in work processesiapdoving relationships to
realise system improvements and service benefits.

Steve Trivett
Personal & Professional Change Coach
ChangeZone © 2006
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