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LEADERSHIP DEVELOPMENT PROGRAMME  

 

 
The Leadership Development Programme will provide the learning 
and the tools to deliver good governance through high-performing 
teams. 
 
The programme lasts for 5 days and focuses on: 
 

1. Strengthening personal leadership 
2. Building organisation capabilities 
3. Delivering community leadership 

 
Participants will be introduced to new thinking about leadership 
and good governance at local level in a very inter-active way.  A 
range of training techniques will be used.  They will learn: 
 

 How good leadership can tackle the challenges faced 
by municipalities. 
 

 How to strengthen the institutional capacity of their 
municipalities and work effectively with local people 
and organisations.   

 
 How to practise leadership based on a new awareness 

of the values, knowledge, skills, behaviours and 
attitudes that form the foundation of good leadership.   
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PROGRAMME 
DAY 1                                                           

TIME ACTIVITY LEARNING OBJECTIVES METHODOLOGY AND TRAINING MATERIALS 
0900-0930 Opening 

session  
Mutual introductions; expectations; 
programme; objectives 

Plenary  
 

0930-1100 
Module 1 

Values Understand and assimilate the 
values underlying public service 

Group work to identify and understand the key values that are the 
foundation for good local governance. 

1100-1130 Coffee 
1130-1300 
Module 2 

Benchmark of 
an Effective and 
Democratic 
Municipality 

Learn how to use the Benchmark 
to identify evidence to assess 
current levels of performance, id 
entify the key challenges and agree 
action for improvement 

1. Introduction to the Benchmark.  
2. ‘Interview’ Role play in Groups of 3-4:  

a) Use interviews to assess the level of municipal performance, 
identify the evidence, and suggest improvement action.  

b) Group feedback. 
1300-1400 Lunch 
Module 3 
1400-1600 

Seeing from 
different 
perspectives  

Develop skills of working with other 
organisations to develop a tourism 
scheme 

1. Role play the initial meeting of community organisations; feedback 
2. Group work and discussion to identify interests of stakeholders and 

positive / negative forces. 
Module 4 
1600-1630 

Personal 
leadership 
preferences 

Develop self-awareness of your 
own leadership preferences  

Self-assessment exercise, followed by discussion. 

1630 Close 
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DAY 2  
TIME ACTIVITY LEARNING OBJECTIVES METHODOLOGY 

0900-0930 Recall exercise 
and reflection 

Recall yesterday’s learning and 
commitments 

Each participant states key learning point; interactive plenary discussion 

0930-1100 
Module 5 

Performance 
mindset 

Understand how managers might 
need to shift their mindset to 
change organisation culture and 
improve performance  

Buzz Groups: assess the performance mindset in a typical municipality; 
explain the rationale for your judgement and give suggestions for 2-3 
changes that could move the leadership further towards the new model. 

1100-1130 Coffee 
1130-1230 
Module 6 

Leadership 
landscapes 

Learn how to see challenges from 
the perspective of different 
landscapes 

1. Introduction. 
2. Group exercise on seeing a challenge from different landscapes, 
followed by feedback. 
3. Buzz groups to examine a real work challenge from different landscapes 
with feedback on any new thinking. 

1230-1400 
Module 7 
 

Leadership 
styles 

Understand the importance of 
using different leadership styles in 
different circumstances 

1. Introduction to leadership styles, followed by buzz groups to examine 
the strengths, risks and occasions for use for different leadership styles. 
2. Self-assessment of personal social style characteristics. 

1400 Lunch and 
close 
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DAY 3               
TIME ACTIVITY LEARNING OBJECTIVES METHODOLOGY 

0900-0930 Recall exercise 
and reflection 

Recall yesterday’s learning and 
commitments 

Each participant states key learning point; interactive plenary 
discussion 

Module 8 
0930-1100 
 

Organisation 
culture 

Understand the role of leadership 
in transforming the culture of a 
municipality 

1. In groups, assess the nature of your own municipal cultures; list 
what could be done to improve the culture.  
2. Group feedback and discussion.  List actions on flipchart. 

1100-1130 Coffee 
1130-1300 
Module 9 
 

Learning 
organisation 

Learn how to strengthen 
performance by transforming the 
municipality into a learning 
organisation 

1. Introduction to a ‘learning organisation’ 
2. Self-assessment: how well do you encourage a learning approach? 
3. Buzz groups: how to build a learning approach? 

1300-1400 Lunch  
Module 10 
1400-1530 
 

Dynamic 
organisation 
 
 

Learn how to modernise the 
municipality by raising its core 
standards and strengthening its 
organisational integration 

1. Plenary discussion on what constitutes a dynamic organisation 
2. Group exercise: (i) assess your / a typical municipality against the 
‘Route Map’; (ii) identify the linkages, (iii) agree action 
3. Group feedback and discussion 

1530-1600 Coffee  
Module 11 
1600-1630 

Personal people 
– task 
orientation  

Develop self-awareness of your 
own people - task orientation 

Self-assessment exercise, followed by discussion 
 

1630 Close 
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DAY 4                
TIME ACTIVITY LEARNING OBJECTIVES METHODOLOGY 

0900-0930 Recall exercise 
and reflection 

Recall yesterday’s learning and 
commitments 

Each participant states key learning point; interactive plenary 
discussion 

0930-1100 
Module 12 

Benchmarking 
integrity 

Design a new Benchmark 
competence 

1. In groups of 4-5, design a Benchmark competence for ‘integrity’ 
(Definition; Levels 1, 3, 5; Positive / Negative Indicators; Questions)   
2. Feedback and discussion to build up the competence on the 
flipchart 

1100-1130 Coffee 
1130-1300 
Module 13 

Conflict 
management 

Learn different approaches to 
resolving conflicts 

1. Role play: Summerhill 
2. Interactive presentation ‘Conflict Resolution’ and discussion 

1300-1400 Lunch 
1400-1600 
Module 14 

Building social 
capital 

Learn the value of using 
community resources and their 
application in public service 

1. Introduction to social capital 
2. Group exercise on the Partnership Benchmark 
3. Group exercise on the health – social care interface 

1600 Close 
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DAY 5            
TIME ACTIVITY LEARNING OBJECTIVES METHODOLOGY 

0900-0930 Recall exercise 
and reflection 

Recall yesterday’s learning and 
commitments 

Each participant states key learning point; interactive plenary 
discussion 

0930-1100 
Module 15 
 

Emotional 
Intelligence 
(EQ) 
 

Develop deeper understanding of 
how emotions can be used to 
drive performance 

1. Role play of orchestra 
2. Introduction and exercises on Emotional Literacy 
3. Introduction and exercises on the Power of Feelings 
4. Group exercise on Emotions in the Municipality 
5. Group exercise on EQ competences 

1100-1130 Coffee 
1130-1300 
Module 16 

Staff 
emancipation 

Introduce tool for maximising staff 
performance and strengthening 
HR 

1. Introduction to the Road Map for Effective Managers 
2. Group exercise: The Ladder of Emancipation 
3. Group exercise: HR Benchmark 
4. Group discussions: Action to be taken 
Handout: Road Map for Effective Managers 

1300-1400 Evaluation  
Presentation of Certificates 

1400 Lunch and Close 
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MODULE 1:  VALUES 
 
Aim: 
Strengthen the core values underlying public service. 
 
Objectives and planned results: 

1. Understand the values on which effective public service is based. 
2. Understand how the underlying values drive thinking and behaviour. 
3. Assess the strength of public service values in the municipality. 
4. Consider how managers could strengthen key values. 
5. Recognise that values underpin good leadership. 

 
As a result, participants will recognize the values that underpin strong 
municipal performance and encourage staff to examine their own values and 
change them where appropriate. 
 
Duration: 1.5 hours 
 
Content: 

SECTION METHODOLOGY 
1 Introduction (eg 5 minutes) 

The trainer should confirm that participants understand the 
meaning of values and the role they play in public service. 

2 Exercise in small groups (eg 15 minutes) 
Divide the participants into groups of 3-4 persons.  Participants 
should read ‘Stimulating Thoughts on Leadership’ (see below) 
and identify (a) the more important values underpinning good 
local governance and leadership that are implied in the 
quotations and (b) any linkages between them. 

3 Feedback and discussion (eg 20 minutes) 
The groups should present their thinking, perhaps with each 
group providing feedback on one of the quotations and 1-2 
linkages.  They should highlight their relevance to good local 
governance, giving examples where possible.  Illuminating 
questions might include:  
 ‘Why do we work?’  
 ‘Why should we distinguish between what we get from 

our work and what we give?’  
 ‘Where do we get our deepest motivation from?’ 
 ‘To what extent do we encourage our colleagues to be 

successful?’ 
 ‘How could we improve our teamworking?’ 

4 Exercises in small groups (eg 50 minutes) 
Half the groups should complete the template ‘The Driving Force 
of Values’ and the other half ‘Value-driven Organisation 
Behaviour’ (see below for both templates) to consider the role of 
values among typical municipal staff and in a typical 
municipality.   
This should be followed by feedback and discussion. 
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Background: 
High standards of governance cannot be achieved unless the right values are 
shared among the senior managers, elected representatives and members of 
staff.  It is the task of leadership to promote the right values among all 
the stakeholders of the municipality.   
 
For example, managers will be unable to develop effective public participation 
unless they really believe that citizens have something to contribute.  
Community organisations will be reluctant to cooperate with the municipality if 
they see that managers do not care about transparency.  Good local 
governance requires trust among the stakeholders.  Negative attitudes and 
beliefs destroy trust; this reflects underlying values. 
 
Values start with ourselves.  Am I a model for other staff?  Values are what 
we believe to be important in our lives.  They drive our performance.  Our 
work features strongly in our lives; we certainly give a lot of time for it.   Our 
values therefore have a significant effect on our work.  They give us purpose 
and direction; they underpin our relationship to colleagues; they affect how we 
regard the municipality that employs us and what it is seeking to achieve.   
 
If our municipality accepts low standards of performance, we should look first 
at the underlying value system if we want to raise standards.  Why do we 
accept low standards in the first place? 
 

 
Values are the most powerful motivator 
 

 
Other points: 
This is a short session just to introduce the idea of ‘values’.  The role of values 
in generating standards of excellence in local government will be referred to 
again and again throughout the programme.  A core aim of the training is to 
help participants understand that their own value system – and that of their 
managers - has a critical effect on their leadership capacity, on how they 
manage staff and on how they carry out their everyday activities.  The right 
values are fundamental to good leadership and high levels of performance. 
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STIMULATING THOUGHTS ON LEADERSHIP1 
“Leadership as leaders inducing followers to act for certain goals that 
represent the values and the motivations - the wants and needs, the 
aspirations and expectations - of both leaders and followers.”2 
 
 

“To lead people, walk behind them.” (Lao-Tzu) 
 
 
“Leaders can no longer presume simply that they are the people who step out 
first, who take initiative and the first risk, who come up with the new idea. 
They can no longer believe, unquestioningly, that they are the ones who 
express the new vision, who arouse the new awareness, who evoke the new 
excitement. Nor can they assume automatically that they are the ones who 
engage the new commitment, who build the new invention, who point us in the 
new direction.”3        
 
 
“To accomplish great things, we must not only act, but also dream; not 

only plan, but also believe.”  (Anatole France) 
 
 
“We are too tied up in the passive-follower concept to accept the idea of 
active, meaningful roles for everyone…Only when we change the focus of our 
thoughts from solitary acts of leadership to mutual action-dialogues, and the 
foundation of our beliefs from followers to shapers will we let ourselves come 
to terms with such issues as fear and surrender. “4     
 
“A woman leader often has a distinctive approach as the country’s chief story 
teller, personifying a sense of nationhood and telling a story that also helps to 
shape people’s sense of their own identity. This is leadership by influencing 
and inspiring rather than by commanding.”(Mary Robinson)5   
 
“Leaders will need to accept and believe that followers use leaders to make 
the path. Leaders must allow themselves to believe that followers are not 
passive, reactive tools of the system but rather the creators of energy. They 
are the agents who show their leaders where to walk…who validate their 
leaders stepping out in a direction that has meaning for all of us.” 6   
   
Inspired vision: Inspired visions transcend present reality. They create a 
mental image of a community that aspires to greatness. 

 
1 Drawn from the UNCHS Elected Leadership Series 
2Burns, James MacGregor, Leadership (New York, Harper and Row, 1978), p.19.   
3 Nicoll, David, “Leadership and Followership,” in John Adams (ed), Transforming Leadership: From 
Vision to Results, (Alexandria, VA, Miles River Press, 1986), pp.29-38. 
4 Nicoll, p.38. 
5 Pond, Elizabeth, Women in Leadership: a letter from Stockholm, The Washington Quarterly, 1996: # 
4: p.59.  
6 Nicoll, David, “Leadership and Followership,” in John Adams (ed), Transforming Leadership: From 
Vision to Results, (Alexandria, VA, Miles River Press, 1986), pp.29-38. 
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Clarity of mind: The leader’s life is hectic, disruptive, and prone to petty and 
dramatic crises. It tends to clutter the mind with trivia and immediacy. It defies 
clarity of mind which is important if you are going to have “inspired visions.”  
Leadership requires focus, being clear about priorities, and being able to think 
rationally and clearly without closing the door to your intuition and creativity. 
 
 
“Human spirit is indomitable; courage and love are more powerful than 

force.” (Gandhi) 
 

 
Will, toughness and intention: While it may be your intention to follow 
through on your inspired vision, it’s your will and toughness that makes your 
intention a reality. 
 
 

“Leadership is not a position. It’s a job.”  (Max De Pree) 
 
 
Low ego, high results: Ego is the overemphasis on self. While many 
individuals in positions of power have large egos, it is not a sign of personal 
strength. Ego is me versus you. The antithesis of ego is caring, service, 
cooperation, and dedication to results. Low ego is directly associated with 
your enabling competencies and enabling actions as a leader. 
 
 
Trust and openness: “A predisposition to trust creates a powerful energy 
field around a leader. People are drawn to this energy because they 
experience themselves as bigger people in the leader’s presence. The 
leader’s trust bolsters their confidence, creating a sense of stability and safety. 
Inspired visions will fall on barren ground if they are not backed by mutual 
trust and openness.” 7 
 
 

“Never, for the sake of peace and quiet, deny your own experience or 
conviction.” (Dag Hammarskjold) 

 
 
Integrity: Integrity is tied closely to trust. We rarely trust an individual who 
lacks integrity. But what exactly is integrity? It has at times been described as 
“what you see is what your get.” In other words, there is complete congruency 
between what you say and what you do.  For elected representatives, integrity 
is sometimes problematic if their commitment to a political party overrules 
their commitment to the citizens they are elected to serve. 
 
A context of personal growth and fulfilment: Leadership is not just taking 
care of your own personal growth and fulfilment but the growth and fulfilment 
of your municipality’s staff and your citizens. 

 
7 Ritscher, James A. “ Spiritual Leadership” in John Adams (ed), Transforming Leadership: From 
Vision to Results, (Alexandria, VA, Miles River Press, 1986), pp. 61-80. 
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Vulnerability: Leaders often make themselves vulnerable. As a leader you 
need to offer others the opportunity to do their best. In these enabling 
initiatives, you necessarily become vulnerable by being open and honest. 
‘Leaders become vulnerable by sharing with others the marvellous gift of 
being personally accountable.’8 
 
 

“Seek the ways of the eagle, not the wren.”  (Omaha proverb) 
 
 
 
“A leader is one who knows the way, goes the way and shows the way” 
 
“The quality of leadership is reflected in the standards people set for 
themselves” 
 
“Leadership is a choice, not a position” 
 
“The greatest gift of leadership is a boss who wants you to be 
successful”  
 
“Leadership is the capacity to translate vision into reality” 
 
“Leadership is about getting people from where they are to where they 
have never been before” 
 
“Leadership is about harnessing the potential of others” 
 
 
 
“The winds of grace blow all the time. All we need to do is set our sails.”

 (Ramakrishna) 
 
 

 
8 De Pree,  
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THE DRIVING FORCE OF VALUES 
Some of the specific values of effective staff are listed below.  How do these values make staff more effective?  How strong are 
these values among staff in a typical (your) municipality?  Give your staff a score out of 10 (1=weak; 10=strong) for each of the 
values reflected below.  What evidence are you using?    How can you strengthen these values in yourself and among your staff? 
 

TYPICAL VALUES OF EFFECTIVE STAFF SCORE 
1-10 

WHAT CAN YOU DO TO ENHANCE THESE VALUES IN 
YOURSELF AND AMONG YOUR STAFF? 

1. They believe that local people and organisations deserve 
the highest quality of services that they can provide. 

  

2. They believe that local people and organisations have 
much to contribute to their own local government. 

  

3. They are happy to take responsibility for their work and its 
effects, and give it their best. 

  

4. They like to help their own managers achieve their 
objectives. 

  

5. They help their managers to create a work environment in 
which they and their colleagues can give of their best. 

  

6. Their relationships with each other are important to the 
work of both themselves and their managers. 

  

7. They encourage their colleagues to do their best and offer 
them support. 

  

8. They value the staff whom they supervise and seek to 
help them to achieve their full potential. 

  

9. Their work in public service gives them deep satisfaction 
and motivates them internally. 

  

10. Their integrity is of utmost importance to them. 
 

  

11. They are happy to work with outside organisations to 
deliver better services. 

  

12. They like to share information in order to increase 
awareness among colleagues and partners. 
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VALUE-DRIVEN ORGANISATION BEHAVIOUR 

How strong is this behaviour in a municipality?  What values are needed to underpin this behaviour?  What fears might obstruct?  
BEHAVIOUR UNDERLYING VALUES FEARS 

1. Giving responsibility 
 

Eg respect for other people Eg the other person might be better than me 

2. Learning from mistakes 
 

  

3. Sharing good practice 
 

  

4. Sharing information 
 

  

5. Seeking the best 
 

  

6. Valuing diversity 
 

  

7. Challenging existing practice 
 

  

8. Demanding results 
 

  

9. Trusting citizens 
 

  

10. Welcoming partnership-working 
 

  

11. Asking for opinions 
 

  

12. Listening and responding 
 

  

13. Encouraging innovation 
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MODULE 2:  LEADERSHIP BENCHMARK 
 
Aim: 

To train participants in a benchmarking tool that can be used to raise the 
standards of performance of a municipality. 

 
Objectives and planned results: 

1. Understand how municipal performance can be defined in a set of 
competences and levels. 

2. Learn how to identify levels of performance in a municipality and how 
they might be improved. 

3. Learn to use an interview technique to discover evidence about the 
level of performance in a particular competence. 

 
As a result of this training, participants will become familiar with a powerful 
tool that they can use when they return to their municipalities. They will have 
further practice with benchmarking during the programme. 
 
Duration:  1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 20 minutes) 
The trainer should explain the meaning of benchmarking and 
introduce participants to this particular Leadership Benchmark.  
Taking the participants through the Benchmark, he/she should 
identify the 3 roles and the 9 competences and then explain how 
each one of the competences is set out (definition; 5 levels; 
positive and negative indicators; sample of questions). 

2 Group work (eg 40 minutes) 
Participants should be divided into groups of 3 for an interview 
role-play.  The interviewee represents a Mayor; there should be 
2 interviewers – these are senior colleagues invited by the Mayor 
from other municipalities.   
Each group will be allocated a competence.  They should have 
time to read the page with the competence. 
 
The interviewers have been asked by the Mayor to help him/her 
identify his/her strengths and weaknesses in the competence 
and agree action for improvement.  The interviewers should 
make an assessment of the level of current performance in that 
competence by seeking evidence through questioning the 
Mayor.  They should create a friendly environment and ask 
challenging questions that get deep into the issue. 

3 Feedback (eg 30 minutes) 
Each group will be asked 4 questions that will dictate the 
feedback: 

1. What did the interviewers think was the level of 
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performance at which the municipality was currently 
operating in the selected competence? 

2. What evidence did the interviewers use to determine that 
level?  Does the Mayor agree? 

3. What improvement actions would the interviewers 
recommend to the Mayor so that the municipality can 
move towards level 5/6? 

4. What was the Mayor’s assessment of the process?  Did 
the interviewers create a relaxing environment, ask 
penetrating questions and go deep into issues? Did the 
Mayor learn to see issues from a new perspective? Was 
he/she defensive?  Was he/she honest in responding? 

 
Background: 
There are many ways of handling this exercise, such as: 

- Each group could be given a different competence to examine; 
participants would then learn about more of the Leadership 
Benchmark. 

- An observer can be added to each group and report at the end on the 
process.  This would mean that there would be less groups and 
feedback may not take so long. 

- This is a role-play; but it is more powerful if the interviewee can talk 
about his/her own municipality.  Honesty is important if this 
benchmarking tool is to be effective.  Some participants may find it 
difficult not to be defensive at first, especially in areas of weakness.  
This does not matter as it is a role-play, but it should be a learning 
point. 

 
It is important that questions are not just read out robotically by the 
interviewers; rather they should work as a team; they should plan the 
interview and seek to ask ‘why’ questions and seek examples in order to go 
into depth. 
 
The exercise is not ‘black and white’.  The performance of most municipalities 
reflects competences from different levels.  The interviewers have to come to 
a reasoned judgement in deciding the performance level. 
 
If the participants have the opportunity to repeat this exercise, eg with groups 
focusing on a different competence, they will carry it out much more effectively 
as they get used to the format of the benchmark and the process.   
 
This benchmark is a generic model; different countries might have other 
competences. For example, there are no competences about public ethics or 
public-private partnerships in this model.  In a later stage of the programme, 
participants will have the opportunity to design a competence about 
transparency. 
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THE BENCHMARK  

 
OF AN EFFECTIVE 

  
DEMOCRATIC LOCAL AUTHORITY 

 
(‘The Leadership Benchmark’) 
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HOW TO USE THE BENCHMARK 
This Benchmark will help municipalities to become more effective.  It will enable a municipality to assess its effectiveness in 3 of its 
main roles – organisation capacity, service delivery and community engagement.  The municipality will be able to compare its 
performance against the criteria of an ‘ideal’ municipality, as set out in the Benchmark.  The results will provide a baseline for an 
Improvement Plan that can be used to drive up standards of performance.  
 
For the 3 roles, the Benchmark sets out 9 core competences.  These describe what a municipality should be doing to carry out 
that role effectively.   
 
In practice, municipalities are at different levels of performance, but each of them should be seeking to improve their performance 
to the levels of the best.  The Benchmark sets out performance in each competence from Level 1 to Level 5.  This allows the 
municipality to assess its level of performance in each competence.    
 
For each competence, a local authority will exhibit indicators that may be positive or negative; a few examples of such indicators 
are provided.  Indicators provide the evidence of performance, or level of competence.  There are also some questions that can be 
used in interviews and workshops to elicit further evidence of performance in each competence.    
 
A municipality can apply the Benchmark to its performance through self-assessment, using surveys and discussion groups. 
 
But a more powerful process is through a ‘Peer Review’.  A municipality might like to invite an external ‘peer team’ (consisting of 3-
4 trained senior elected representatives and officials from other municipalities) to help it assess its performance.  This team can use 
the Benchmark to undertake a ‘peer review’ of the municipality.  This would make the assessment much more significant, and add 
a degree of objectivity; it would encourage municipalities to work together and learn from each other. 
 
A visiting ‘peer team’ can use documents, workshops and interviews with all stakeholders to gain a picture of the performance of a 
municipality, of its strengths and weaknesses, over a period of about 3 days.  The team should discuss its draft findings with the 
Mayor and colleagues and seek agreement on the recommendations.   
 
It will be for the municipality itself to draw up an Improvement Plan to build upon its strengths, exploit any opportunities and improve 
performance in areas of weakness. 
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CORE ROLES AND COMPETENCIES OF AN EFFECTIVE LOCAL AUTHORITY 
 
Role 1: Organisation capacity 
 
 
1  Vision and strategy 
 Develops a realistic vision and a set of values in consultation with local people and organisations, balancing short- and long- 

term requirements. 
 Develops and communicates policies and strategies, welcoming contributions from others.  
 Leads by example, setting high standards of behaviour and performance. 

 
2  People management  
 Values all staff and elected members, and helps them to play a constructive role with proper support and resources. 
 Applies effective personnel disciplines and promotes career opportunities. 
 Devolves responsibility to managers where appropriate and supports innovation. 

 
3  Communication 
 Reaches out to all groups in the community, maintains dialogue and helps them become engaged with local government. 
 Keeps elected members, staff and local people well-informed about its policies and performance, and consults them on its 

plans. 
 Ensures all elected members are contactable and have the interests of local people at heart. 
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Role 2: Service delivery 
 
 
1  Service planning and review 
 Has clear planning arrangements at community, corporate and service levels for both short and medium term. 
 Demonstrates clear mechanisms for scrutinising the performance of local services. 
 Reports clearly and in public on performance results and future plans. 
 Consults elected members, staff and service users on the design of local services. 

 
2  Innovation and change  
 Challenges the status quo, and introduces new ideas and better ways of doing things. 
 Seeks out good practice, disseminates lessons and provides learning opportunities. 
 Uses project management effectively to introduce change and deliver specific goals. 

 
3  Service management 
 Manages services efficiently and effectively, in a way that delivers value for money, encourages staff to give of their best, and 

takes account of the views of service users. 
 Uses objectives, priorities, performance indicators, standards and targets in all services to drive up performance, and 

monitors them regularly to inform policy and planning, and to demonstrate accountability. 
 Compares its performance to the best in other authorities and sets targets for improvements. 
 Carries out fundamental performance reviews of service provision in order to deliver real improvement. 

 
4  Resource management 
 Manages finance transparently to achieve maximum benefit, deliver value for money, and avoid unmanageable risk. 
 Makes best use of assets. 
 Ensures that resource management responds to the objectives and priorities of the local authority. 
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Role 3: Community engagement 
 
 
1  Citizen participation 
 Keeps citizens informed; requests, listens and responds to local views, and welcomes feedback on users’ experience of 

services. 
 Creates opportunities for local participation in the design and delivery of services. 
 Develops neighbourhood bodies to ensure citizen participation in local decision-making. 
 Encourages registration and voting. 

 
2  Alliance-building 
 Builds strong partnerships (eg for service delivery) with local organisations, with other tiers of Government. 
 Creates opportunities for local organisations to contribute to effective local governance. 
 Makes best use of international opportunities for cooperation. 
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    Role 1: Organisation development   /   Competence 1: Vision and strategy 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

In consultation with all groups 
in the community, develops a 
realistic vision of the kind of 
community and local 
government that people want 
in the longer term, and 
develops practical strategies 
and longer-term planning to 
achieve that vision. 
 

 Has begun to define the 
vision, but with little 
consultation. 

 
 
 Some attempts to set out 

strategies, but planning 
tends to be short term 
and tactical. 

 
 
 

 Has consulted / 
communicated vision 
internally and externally, but 
not much influence on 
service outcomes.  

 
 Explicit strategies 

developed (eg codes of 
conduct, training, links with 
other organisations etc), 
along with some (but not 
very effective) longer term 
planning.   

 Widespread understanding of 
vision, reinforced by induction and 
training, with clear roles for staff 
and elected members (including the 
opposition) and mutual respect 
between them. 

 
 Strategies and longer term planning 

directly influencing policy and 
practice; active partnerships with 
local institutions; clear focus on 
making a difference for local people 
and resolving community issues. 

 
Positive indicators:   
- good strategic plan available and used; 
- partner organisations / institutions fully engaged; 
- all parties have access to information, facilities, 
advice. 
 
Negative indicators: 
- poor communication; 
- certain community groups feeling excluded; 
- internal conflict, inappropriate conduct. 

Key questions: 
Does the leadership understand the meaning of good local government? What do local 
people think? 
Is the local authority clear about the main strategic issues? 
What are the arrangements for working with external partners? With what results? 
Does the local authority focus on peoples’ needs (eg youth) and issues (eg housing)? 
Has the vision been translated into clear objectives, milestones, plans and targets? 
Do elected members (including the opposition) and staff work well together? 
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   Role 1: Organisation development   /   Competence 2: People management 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Clearly values staff and elected 
members; generates 
commitment to the local 
authority internally and 
externally; manages staff 
effectively to ensure personal 
contribution to the successful 
achievement of the vision, 
policies and programmes. 

 Leadership takes limited 
responsibility; weak 
personnel strategy.  

 Roles and responsibilities 
for staff and elected 
members unclear. 

 Staff management not 
seen as important by 
managers. 

 Training plans mainly on 
paper only. 

 Authority centralised. 

 Leadership creates 
confidence, and works 
through personnel strategy. 

 Roles are clear and build on 
individuals’ strengths. 

 Team work and 
management support is 
emphasised; staff are 
regularly consulted; 
promotion encouraged. 

 Full induction for members, 
and competency-based 
training and appraisal for all 
staff. 

 Leadership inspires commitment 
and enthusiasm; personnel 
strategy has widespread support 
and leads to effective recruitment 
and retention. 

 Climate of cooperation and 
learning; good working 
arrangements between staff and 
elected members. 

 Good communications and team-
working; innovation  encouraged; 
achievement celebrated. 

 Strong personal motivation to 
improve; staff feel valued.  

 
Positive indicators: 
- staff newsletters and communications vehicles; 
- effective training strategy; 
- low levels of sickness and absence, and good 
work discipline; 
- clear arrangements for recognising individual 
and team success and sharing good practice. 
 
Negative indicators: 
- the main source of information is unofficial; 
- staff openly critical of senior management and 
the organisation; 
- unhealthy, divisive, blame culture; 

Key questions: 
Are staff satisfied with their employment status? Is the local authority a good 
organisation to work for? 
Is there a staff appraisal scheme?  Is it working well and do staff support it? 
Does the recruitment process attract the best people for the job?  Do they stay? 
What arrangements are there for staff views to be communicated to senior 
management / elected members? 
Are staff committed to delivering high standards of service provision? 
Do staff have enough authority to manage their responsibilities well?  Is this reflected in 
budget allocations? 
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Role 1: Organisation development   /   Competence 3: Communication 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Listens, encourages feedback 
and continuous dialogue with 
staff, elected members and all 
sections of the community; 
informs, convinces and 
influences, using a variety of 
communications channels 
appropriately; builds / uses 
networks through which to 
communicate; encourages 
community participation. 

 Disseminates some 
information about the 
municipality; 
communication 
responsibilities unclear. 

 
 Senior managers do not 

know what staff think. 
 
 Produces information on 

specific services, but gets 
little feedback from service 
users. 

 Communicates wide range 
of information through 
several channels; 
responsibilities clear. 

 
 Internal communication 

adequate and clear; staff 
and elected members 
understand policies and 
priorities.  

 
 Information on services / 

members available and 
clear; gets feedback from 
service users. 

 Communication given strategic 
importance both internally and 
externally; timeliness, targeting 
and access managed well. 

 
 Senior staff and elected members 

seen as good communicators; 
training and expertise available; all 
staff involved. 

 
 Positive steps taken to engage 

local people, with special efforts 
directed to hard-to-reach groups 
(eg minorities, young people). 

 
Positive indicators: 
- examples of good communications; 
- a corporate communications strategy; 
- use of wide range of communications channels; 
- mechanisms to engage with specific groups. 
 
Negative indicators:  
- poor relations with local media; 
- leadership seen as poor communicators; 
- communications used to attract praise and minimise criticism; 
- little communications on major issues. 

Key questions: 
Is there an annual report that puts in the public domain a clear account of 
performance and plans? 
Are staff and elected members aware of the need for good 
communications?  Are they trained to communicate? 
Is there a well-publicised complaints procedure?  How constructively is 
the information used? 
How do local people and organisations assess the communications of the 
local authority?  Do they feel well informed? 
What are the key objectives of the communications strategy? 



27 
 

Leadership Development Programme for Mayors 2021 

 Role 2: Service delivery   /   Competence 1: Service planning and review  
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Systematic planning 
arrangements that link vision 
and strategy with practical 
implementation / service 
provision; performance is 
subjected to rigorous review 
and uses results to inform 
planning. 

 An annual planning 
process is short term and 
mainly a paper exercise, 
seen as responsibility of 
senior staff. 

 
 Internal planning starting 

to focus on improving 
service delivery. 

 
 Little effective review of 

performance. 

 Planning covers short and 
medium term (3 years), and  
linked to financial and 
personnel planning. 

 
 Planning allocates 

responsibilities, indicators 
and targets. 

 
 Planning derives from aims 

and objectives, which are 
reviewed regularly. 

 Planning is visible and active, 
engaging all elected members and 
staff, covering shorter and longer 
terms (up to 10 years), and 
integrated across service areas. 

 
 Planning linked to job descriptions 

and individual / team performance 
appraisal.  

 
 Evaluation regularly used to inform 

policies and plans. 
Positive indicators: 
- plans are discussed regularly at team meetings and are 
visible through notice boards, IT systems etc; 
- plans are being achieved; 
- examples of services being improved as a result of  review; 
- good community, corporate, service plans accessible. 
 
Negative indicators: 
- absence of planning or out-of-date / unrealistic plans; 
- excessive central control with managers uninvolved; 
- planning seen only as annual exercise; 
- elected members negative about performance review; 
- information restricted. 

 Key questions: 
Are the local authority’s aims and objectives clear to everyone? 
Are elected members and officers positive about planning and 
performance review? 
Is there evidence of plans being discussed in team meetings and 
committee meetings? 
How does monitoring, evaluation and performance review feed into future 
plans? 
Do all parts of the local authority contribute equally and enthusiastically? 
Do staff feel they work for a local authority that knows what it is trying to 
achieve? 
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Role 2: Service provision    /   Competence 2: Innovation and change 
DEFINITION OF  
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Able to think and operate 
outside existing parameters, 
challenging the status quo and 
taking advantage of 
opportunities; welcomes and 
manages change in order to 
improve services. 

 Leadership does not see 
need for change. 

 
 Is aware of new forms of 

local government, 
partnerships, 
management and service 
delivery. 

 
 Shows some attempts at 

planning and 
implementing change. 

 Leadership communicates 
need for change among staff 
and elected members. 

 
 Actively encourages new 

approaches; encourages 
learning from elsewhere. 

 
 Can show several practical 

examples of innovation, and 
has a few pilot projects. 

 Leadership demonstrates personal 
flexibility and willingness to change; 
reputation for innovation; asks people 
to contribute views about future. 

 
 Effective arrangements for evaluating 

new approaches, learning lessons 
and disseminating good practice. 

 
 Examples of innovation and evidence 

of learning widely identifiable. 

Positive indicators: 
- seen as a centre of good practice and innovation; 
- new approaches to service provision and 
partnership working; 
- processes in place to support change; 
- many staff involved in implementing change. 
 
Negative indicators: 
- no, or few, examples of different approaches; 
- creativity discouraged; 
- little acceptance of change; status quo defended; 
- examples of change that were not sustained or had 
little effect. 

Key questions: 
How well known is the local authority for innovation? In what areas? 
Has the local authority undertaken performance reviews of service provision that 
brought about change? 
Does the local authority belong to benchmarking groups or best practice networks? 
Has the local authority really considered the changes implied by national legislation 
and policy? 
Is the local authority implementing sufficient change to achieve high standards of 
service delivery? 
Have major changes been recently introduced successfully? 
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Role 2: Service delivery   /   Competence 3: Service management 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Actively seeks to improve the 
economy, efficiency and 
effectiveness of service provision 
in a balanced way so that they 
better meet the needs of local 
people and community 
organisations; staff have the 
authority to fulfil their 
responsibilities well and are 
encouraged to give of their best; 
local people and organisations 
are consulted. 

 Some ad hoc attempts 
to improve performance, 
but few indicators and 
targets; generally 
satisfied with status quo. 

 
 Staff not very motivated. 
 
 Views of service users 

have little influence on 
service delivery. 

 

 Some improvements, but 
focus is more on process 
than outcomes; some 
joint working. 

 
 Manages performance 

with objectives, 
indicators, standards,  
targets. 

 
 Manages budgets well. 

 Real drive to deliver high standards of 
service provision, seeking out best 
practice and comparing performance. 

 
 Performance information readily 

available; good project management; 
good use of IT; uses reviews to deliver 
improvement. 

 
 Outward-looking approach to citizens, 

users and potential users; local people 
actively engaged. 

 
Positive indicators: 
- a clear suite of performance indicators, standards, 
targets used to drive performance; 
- various arrangements for citizen engagement; 
- reviews used to drive improvements; 
-some services provided jointly with other bodies. 
 
Negative indicators: 
- performance indicators and targets rarely used;  
- local views of services not taken into account; 
- widespread satisfaction with the status quo; 
- no external partnerships for service provision. 

Key questions: 
Do the performance indicators, standards and targets reflect user interests?  How are 
they used to drive up standards? 
How does performance in key service areas compare with other local authorities? 
How effective are initiatives to encourage greater participation by local people in 
service provision?  
How far are services subject to fundamental performance reviews? 
How effectively are projects used to implement major initiatives?  Is there sufficient 
project management expertise? 
Do local people have good access to information about services?  How is IT used to 
provide performance information?  Is there a constructive complaints procedure?   
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Role 2: Service delivery   /   Competence 4: Resource management 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Actively manages all financial 
resources, facilities and assets 
to ensure maximum benefit, 
value for money and 
manageable risk; maximises 
capacity to achieve successful 
implementation of policies and 
programmes to meet the needs 
of service users and citizens; 
makes best use of systems 
and processes. 

 Budget management is 
fully centralised. 

 
 Budgets are managed in 

line with regulations. 
 
 Local people are informed 

of the budget. 
 
 Staff do not have the 

resources to do the job 
properly. 

 Some budget responsibilities 
with managers; some 
training. 

 
 Local taxes, fees, debt 

collection and property 
actively managed; some 
additional income generated. 

 
 Local people are consulted 

on the budget in advance. 

 Managers / elected members actively 
develop budgets and manage assets 
/ liabilities to meet service priorities; 
use IT systems effectively; 
implements best practice in financial 
management 

 
 Alternative sources of funding 

actively sought. 
 
 Staff and local people actively 

influence budgetary priorities. 
 
Positive indicators: 
- integrated finance, personnel, service planning; 
- some devolved financial responsibility; 
- clear financial information / performance data; 
- up-to-date procedures. 
 
Negative indicators: 
- panic about resource or debt levels;  
- high levels of unit costs, poor comparative costs; 
- accountancy-driven approach; 
- property poorly managed. 

Key questions: 
Does the local authority have a reputation for good financial management?  Is there good 
internal audit? How far does IT make financial information easily available? 
Is there a clear strategy for drawing up the budget?   
How much funding has the local authority attracted from alternative sources? 
Are there examples of significant cost saving through changed approaches? 
How does the local authority consult local people about financial matters? 
Are there examples of joint working with partner organisations that increase resources? 
What innovative use is local authority property put to? 
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     Role 3: Community engagement    /    Competence 1: Citizen participation  
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Understands the relationships 
required with all sections of the 
community; listen to views of 
service users and organisations 
to learn how to improve policies 
and performance; involves 
them actively in relevant 
decision-making; actively 
encourages voter registration 
and electoral turnout. 

 Some elected members 
active in some areas. 

 
 Not really concerned 

about engaging local 
people; consultation 
seen as means of 
informing local people. 

 
 Only traditional methods 

used, eg public 
meetings. 

 Most members trained and 
actively representing 
interests of local people. 

 
 Has strategy for encouraging 

involvement of local people; 
encourages electoral 
registration /voting. 

 
 Consultation ad hoc but 

some innovation; training 
available. 

 Close contact between authority and 
all sections of community. 

 
 Culture of consulting and 

encouraging participation especially 
with hard-to-reach groups; high 
electoral turnout.   

 
 Wide range of techniques in use, 

especially promoting citizen 
participation in decision-making, eg 
through neighbourhood bodies. 

 
Positive indicators: 
- examples of good, innovative participation; 
- mechanisms to support registration / voting; 
- special measures to engage minorities; 
- examples of resources and decision-making 
powers devolved to local communities. 
 
Negative indicators: 
- no sense of accountability to local people; 
- no surveys of public opinion; 
- elected members not visible in their community; 
- people disenchanted with local politics. 

Key questions: 
What mechanisms are used to engage local people?  
How does the local authority consult with specific groups (eg small businesses, minorities, 
youth)? 
What do people say about their experiences of being consulted?   
How are the results of consultation fed into the local authority’s priorities, policies and 
plans? 
How open are committee meetings?  Are decisions taken openly, or secretly in advance? 
Do councillors seek to maintain an exclusive role of speaking for local people, or do they 
encourage local people to speak for themselves? 
How far are local people involved in the solutions to the problems they face? 
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    Role 3: Community engagement   /   Competence 2: Alliance-building 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Recognises the need to work 
with central government and 
local organisations to benefit 
the community; works in 
partnership with a number of 
bodies to initiate and 
implement policies and 
programmes jointly or in co-
ordination; some international 
cooperation. 

 Communicates 
occasionally with other 
sectors (central 
government, NGOs, 
community organisations, 
private sector, other public 
sector institutions). 
 

 Information mostly one-
way. 

 
 Minimal joint working. 
 

 Proactive approach to 
engaging with others 
sectors. 

 
 Structures in place to 

enable the different sectors 
to work together. 

 
 Awareness of how 

partnerships will impact on 
the structures and 
responsibilities of the local 
authority. 

 Partnerships are producing positive 
outcomes; some partnerships 
international. 

 
 Sense of responsibility and sufficient 

expertise among staff and elected 
members for joint working. 

 
 Effective planning at community level 

with all sectors contributing; evidence 
of shared decision-making, shared 
resources, shared management. 

 
Positive indicators: 
- a good, comprehensive plan for the community; 
- local forum / joint committees operating well; 
- shared strategies for key issues (eg health 
improvement, business development etc). 
 
Negative indicators: 
- few attempts to communicate with other sectors; 
- no obvious signs of partnership working; 
- some sections of the community excluded; 
- partnership arrangements seen as ‘talking 
shops’. 

Key questions: 
How well has the local authority engaged with central government, other public sector 
institutions, NGOs, the private sector and other community organisations?  
What is the level of its investment (effort, staff, finance, facilities, equipment) and 
expertise in partnership working? 
What is the level of investment by other sectors in working in partnership with the local 
authority? 
Are there successful examples of partnership working?  What difference have they made 
in the community? 
Are there examples of pooled resources or integrated service delivery? 
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MODULE 3:  SEEING FROM DIFFERENT PERSPECTIVES 
 
Aim: 
To learn to see situations from different perspectives. 
 
Objectives and planned results: 

1. Learn to understand the interests of other stakeholders in any situation. 
2. Develop skills in looking at situations from the perspectives of other 

players. 
3. Identify the forces affecting the balance between the status quo and 

change. 
 
The planned result is that participants will be better able to arrive at ‘win-win’ 
solutions when seeking to make agreements or resolve conflicts.  
 
Duration:  2.0 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 10 minutes) 
The trainer should explain that the group task is to plan a local 
economic development (LED) initiative in tourism through role-
play.  The scenario is set out below.  The participants will work in 
groups of 5-7 persons (add, amend or leave out some roles to 
ensure everyone participates (eg 3 groups of 5). 
 
Divide the participants into groups.  Each group does the same 
role play.  Let them read the scenario. 
 
Allocate the individual roles to the members of each group; cut 
the roles from the handout and give them out. Members will not 
know about the specific interests of each other, only which 
organisations they represent.  
 
The scenario is that the Mayor of Municipality A has invited the 
other stakeholders to his/her office to discuss a possible LED 
initiative to create jobs in the area through a tourism project.   

2 Role play (eg 50 minutes) 
At this initial meeting, the Mayor will seek agreement on the way 
forward; participants in the meeting will be representing their own 
interests while at the same time trying to accommodate the public 
interest.   
 
Consider the aim, objectives, activities, financing, 
communications etc of the initiative.  What best reflects the public 
interest? Try to come to an agreement on the way forward. 
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3 Feedback (eg 10 minutes) 
The trainer should facilitate a feedback session after the role play 
to see how the negotiations were carried out.  What interests 
dominated at the start? Was the public interest seen as the most 
important?  How far were the perspectives of each stakeholder 
taken into account?  Were there hidden agendas? How far were 
mutual interests identified? How was consensus achieved?  
Were alliances built?  What was the leadership style of Mayor A 
and the participation styles of the others? 

4 Group exercise (eg 30 minutes) 
a) Stakeholder Analysis  
Half the groups should work together to set out, on the chart 
below, (a) the interests of each stakeholder in supporting the 
proposal, (b) the potential obstacles to agreement and (c) action 
to be taken to engage them more effectively.   
b) Force Field Analysis  
The other groups should work together to identify those forces 
(social, psychological, economic etc) that will support the agreed 
proposal and those that will hinder it.  What can be done to 
strengthen the supporting factors and reduce / remove the 
hindering factors? 

5 Feedback (eg 20 minutes) 
The trainer should facilitate a feedback session to discuss the 
thinking of each group.  The trainer may want to use flipcharts to 
list key points. 

 
 
Background: 
Leadership is more than about generating a vision for better local government; 
it is also about listening to the views of stakeholders, identifying mutual 
interests, agreeing with them a shared vision and facilitating the necessary 
steps to be taken to deliver that vision. 
 
For example, consider a well-run municipality that delivers good services and 
is appreciated by local people.  But the municipality may be making little 
impact on the issues of most concern to the community.  These issues might 
include high unemployment, few opportunities for young people and little 
income in the villages. 
 
Managers may think that they have neither the power nor the capacity to 
tackle these challenges; local people may have come to accept their 
judgement.  After all, it is usually easier to say that the solutions lie with the 
Government. 
 
The real challenge is that these concerns belong to the community as a whole 
as well as to the municipality.  The municipality cannot resolve such issues by 
itself.  It may have neither the resources nor the expertise.  Nor might it have 
the authority.  Other public sector bodies (eg the State Employment Agency, a 
local College, neighbouring municipalities), as well as the private / voluntary 
sectors and community organisations all have an interest in finding a solution; 
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but relevant decision-making in these bodies may take place not just locally 
but at national or regional levels.   
 
Yet the Mayor is the figurehead for the community; he/she has the 
responsibility to try to do something about such challenges, perhaps by 
introducing a new approach.  This implies a change in thinking, attitudes and 
practice.  This is where leadership is needed. 
 
Managers need to recognise that the municipality cannot take on aa the 
challenges alone; the support of others is needed.  How does the municipality 
get other organisations to share their challenge, to agree to work together to a 
common purpose?  Each of them will have their own interests.  Where do 
those interests overlap?  How can the municipality achieve a ‘win-win’ 
solution? 
 
The leadership task is to: 

(a) Identify mutual interests. 
(b) Generate a vision for change.  
(c) Encourage other stakeholders – both within and outside the 

municipality – to share that vision. 
(d) Join in a common initiative to respond to the challenge.   

 
How will the municipality harness the efforts of all relevant organisations in 
such a shared initiative? 
 
Notes: 
Role-plays allow participants to express themselves in new ways and think 
new thoughts.  They are great fun and will be used several times in the 
Leadership Development Programme to explore such issues as conflict 
management.   
 
It will be important to explore, in the follow-up discussions, the extent to which 
participants were able to take into account the various, often conflicting, 
interests reflected in the meeting.  Those who are identified as having focused 
excessively on their own interests at the expense of the interests of others – ie 
a ‘win-lose’ approach - should be talked about. 
 
Time should be treated with flexibility.  It is important to maintain dynamism.  
However, if time is short, it is possible to reduce the time allocations. 
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SCENARIO – DIFFERENT PERSPECTIVES 
 

Tourism – the “Grand” Hotel 
This role play takes place in a small, but up-and-coming coastal town, which 
has not quite become a centre of tourism, but does have it followers. It has 
managed to retain its charm over the years.  
 
An opportunity has arrived to build a ten-story hotel in Mayor A’s Municipality 
(the Mayor’s cousin runs a construction firm). The project has promised to 
bring a number of construction jobs, as well as the sourcing of local raw 
materials, notably cement. The project timeline will be approximately 24 
months, once the documentation has been signed by the investors.  
 
Some opposition does exist to the project, notably from (i) an environmental 
NGO upset about the approach to mass tourism and what it could do to the 
local habitat, and (ii) the Mayor from the next Municipality (Mayor B), upset 
that the hotel wants to create a private beach, literally cutting off those walking 
along the beach from Municipality A to Municipality B.  
 
Unemployment is relatively low in the summer season in Municipality A at 6%, 
but higher in the winter because of the seasonal nature of tourism. The project 
will bring jobs during the out-of-season period. 
 
Both Mayor B and the environmental NGO want a different approach towards 
tourism.  They would emphasize smaller hostels, bed and breakfast 
accommodation and small industries to cater for tourists rather than a big 
hotel.  This would spread the economic benefits more widely.  They also want 
to develop the local cultural heritage in a way that would attract visitors.  
 
Mayor A has already explored funding sources.  His plan is that the funding 
would come from a split between the European Union (40%), the Regional 
Development Agency (40%) and his municipality (20%).  It is not yet clear how 
sustainable the project is. 
 
The initial meeting 
Mayor A has called for an off-the-record meeting with 5 other key 
stakeholders to try to move the project ahead.  
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Roles 
1. Mayor A – you want this project to go ahead, as it will cement your 

reputation as someone who accomplishes big projects. Elections take 
place in 18 months, so you are keen that although you won’t finish the job, 
the economic and employment impact will be visible in the run-up to the 
election.   
Allies include the Director of Tourism and the Chamber of Commerce.  
Opponents include Mayor B (from the opposition party), the environmental 
NGO and the Archaeological Institute.  

 
2. Mayor B – you are against the project as it will physically cut the beach off 

from your residents, as well as ensure that most money will be invested 
only in Municipality A.  The hotel would mean a substantial reduction in 
local ‘bed and breakfast’ opportunities.  If the hotel is built, your most 
important condition is that there is no private beach.  You are in the 
opposite party to Mayor A.   

 
3. Director of Tourism – As you have been appointed by Mayor A, your 

political capital rises and falls with him.  However, while a hotel sounds 
very appealing, you know that the idea is flawed. There will be costly 
delays and it is far from clear that the hotel will be able to pay for itself in 
the longer term, given the lack of out-of-season demand.  You think (as 
someone who has lived there all of his life) that maybe the subtle approach 
of a smaller, more manageable project is a better approach.  
 

4. Archaeological Institute – While you are pleased that the proposed hotel 
builder has promised to exercise caution when digging the foundation, you 
are sure that if any antiquities are discovered, they will be covered up, 
meaning a lost opportunity for your Institute and the chance to use cultural 
heritage to attract visitors. This is important because of a nearby Roman 
settlement was discovered in recent years.  That said, your Institute would 
never have the funds to carry out a proper archaeological dig in this area, 
so this may be your only chance.  However, the area is rich in cultural 
heritage, and you feel that you do not need to be constrained by the 
boundaries of Municipality A. 
 

5. Environmental NGO – You have seen too many projects like this that 
promise much and deliver very little. Your immediate concerns are the 
impact of the 10-floor building on the green space and lake (where the 
hotel is planned to be built) and the threat to local biodiversity.  You prefer 
a different kind of tourism.  With this project, eco-tourism and community-
based tourism will be more difficult. You are trying to convince the 
Chamber of Commerce to embrace this approach. You even think that it 
would be better to strengthen the jetty to encourage tourist trips along the 
coast.  
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6. Chamber of Commerce – You like this project as it will bring in a 

substantial number of contracts to your members, notably the cement 
factory, but also to other service-based industries. You don’t know enough 
about the alternatives which would increase tourism in bed and breakfasts.  
One problem is that you are unsure of how you could train local people in 
working on large building construction. They have no experience and, with 
the tight 2-year deadline, less than 50% of the construction workers will 
come from the local area.  However, you would welcome a stronger push 
to market the town in order to attract business and investment.  

 
 
 
. 
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STAKEHOLDER ANALYSIS 
WHAT ARE THEIR SPECIFIC 

INTERESTS IN COOPERATION?  
WHAT ARE THE POTENTIAL 

BENEFITS OF COOPERATION? 
WHAT ARE THE POTENTIAL 
RISKS OF COOPERATION? 

HOW TO HARNESS THEIR 
SUPPORT / MANAGE ANY 

RISK? 
Mayor of larger municipality 
 
 
 

   

Director of Tourism  
 
 
 

   

Mayor of smaller municipality 
 
 
 

   

Archeological Institute 
 
 
 

   

Chamber of Commerce 
 
 
 

   

Environment NGO 
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FORCE FIELD ANALYSIS 
FORCES THAT WILL ENCOURAGE / PREVENT THE PROPOSED LOCAL ECONOMIC DEVELOPMENT 

FORCES FOR FORCES AGAINST 
 

 
 
 

 

 
 
 
 

 

 
 
 
 

 

 
 
 
 

 

 
 
 
 

 

Strategies for changing the balance towards supporting factors: 
1. 
2. 
3. 
 
The theory is that there is a balance between the forces for and against change (social, economic, psychological, environmental, 
cultural, personal interests etc); this creates the status quo.  For change to happen, the balance has to be shifted: the forces for 
change have to be strengthened while the forces against change have to be reduced
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MODULE 4:  PERSONAL LEADERSHIP PREFERENCES 
 
Aim: 
To encourage self-awareness as one of the foundations of effective 
leadership. 
 
Objectives and planned results: 

1. Recognize their own preferred leadership preferences. 
2. Work to improve any areas requiring further development. 

 
As a result of this training, participants will be able to better understand their 
own strengths and weaknesses and therefore recognize when to draw in other 
peoples’ strengths in dealing with any situation.  
 
Duration:  30 minutes 
 
Content 
SECTION METHODOLOGY 

1 Introduction (eg 5 minutes) 
Explain the importance of self-awareness in leadership, the 
objective of this self-assessment. 
 
Distribute the personal survey form below and explain how it 
should be filled in by each participant.  The results are 
confidential to the participant unless he/she wishes to share 
them. 

2 Personal exercise (eg 15 minutes) 
Participants fill the form in.  They may discuss it with their 
neighbour if they like. 

3 Feedback and discussion (eg 10 minutes) 
The trainer should ask the participants what they have learnt 
about themselves from the survey scores (feedback must be 
voluntary).   

 

Background: 

Self-awareness is an important foundation for effective leadership; there 
will be other exercises in the programme to increase participants’ self-
awareness.  For some participants, this will be sensitive.  They may be afraid 
to expose themselves publicly in this way. That is why feedback must be 
requested on a voluntary basis. 

 

However, there are always some who will lead the way and be ready to talk 
about both their strengths and weaknesses, about what they have learned 
about themselves.  The trainer can build discussions on these.  During the 
programme, other participants will be drawn into this sense of openness with 
each other.  It helps to forge strong and enduring bonds among them. 



44 
 

Leadership Development Programme for Mayors 2021  

A key leadership ability is to be able to acknowledge in public that, for 
example, the municipal services might not be as good as they should be.  
Such openness carries risk; the opposition may use apparent shortcomings to 
mount a challenge.  It can be personally difficult to admit shortcomings in 
public.  But leadership includes the ability to make oneself vulnerable and 
manage the consequences. 

On the other hand, this is the core of transparency.  Stakeholders like the 
honesty that such openness implies. Recognised shortcomings become the 
starting point for change.  Leadership is about delivering change.  

 

 



45 
 

Leadership Development Programme for Mayors 2021  

SURVEY OF PERSONAL LEADERSHIP PREFERENCES 

This survey is designed to provide you with feedback about your preferences 
for leadership characteristics.   

Using the scale below, circle the number next to each question that you 
believe comes closest to your natural preference. Be honest about your 
choices as there are no right or wrong answers - it is only for your own 
understanding. 

 

Scoring 

Very Strong – 5; Moderately Strong – 4; Adequate – 3; Moderately Weak – 2; Very Weak – 1. 

 

1. I enjoy working on teams.  5   4   3   2   1 

2. I am able to speak clearly to others.  5   4   3   2   1 

3. I enjoy relating to others on an interpersonal basis.  5   4   3   2   1 

4. I am good at planning.  5   4   3   2   1 

5. I can interpret rules and regulations.  5   4   3   2   1 

6. I feel comfortable asking others for advice.  5   4   3   2   1 

7. I enjoy collecting and analyzing data.  5   4   3   2   1 

8. I am good at solving problems.  5   4   3   2   1 

9. I am comfortable writing memos to others.  5   4   3   2   1 

10. I can delegate work to others.  5   4   3   2   1 

11. I want to take charge.  5   4   3   2   1 

12. Giving directions is comfortable for me.  5   4   3   2   1 

13. I know how to develop goals and carry them out.  5   4   3   2   1 

14. I am comfortable at implementing new techniques.  5   4   3   2   1 

15. I enjoy appraising performance and giving feedback.  5   4   3   2   1 

16. If I made a mistake, I would admit it and correct it.  5   4   3   2   1 

17. I am curious.  5   4   3   2   1 

18. I believe in diversity in the workplace. 5   4   3   2   1 

19. I thrive on change.  5   4   3   2   1 

20. I love using my leadership capacities.  5   4   3   2   1 

 

Total each column __ __ __ __ __ 

 

Total score for all 5 columns           _____ 

Scoring  

Total each of the five columns and then add the five columns together for your 
final score. The maximum score is 100 while the minimum score is 20.  
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As mentioned earlier, there are no right or wrong answers. This means 
there are no right or wrong scores.  

 

This survey is designed to help you: 

(a) Identify the areas you might want to develop (ie your lowest scoring 
answers); 

(b) Determine what abilities you can build on (strengths). 

 

 

 

What are your strengths?  

 

 

 

 

 

What are your areas for development? 

 



47 
 

Leadership Development Programme for Mayors 2021  



48 
 

Leadership Development Programme for Mayors 2021  

MODULE 5:  PERFORMANCE MIND-SET 
Aim: 
To understand the kind of mindset that is better aligned with good 
performance and can drive a performance-oriented culture. 
 
Objectives and planned results: 

1. Understand how notions of leadership have changed over time. 

2. Recognise the different mindsets associated with the thinking and 
behaviour of an old-style organisation and a performance-oriented 
organisation. 

3. Understand the kind of modern mindset that is essential for supporting 
a performance-oriented culture and delivering good governance and 
high levels of municipal performance. 

As a result of this learning, participants will be able to recognise where staff 
and elected representatives might need to change their thinking, attitudes and 
behaviour if they are to strengthen the organisation, reorient its culture and 
deliver high standards of performance. 
 
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 10 minutes) 
The trainer should explain the meaning of mindset and how it can 
drive organisation behaviour, giving examples and asking for 
participants’ experiences of mindsets and organisation behaviour 
at work.   

2 Plenary discussion (eg 10 minutes) 
The trainer should refer participants to the box overleaf that 
identifies the fixed and growth-oriented mindsets.  Participants 
should seek to identify the psychological drivers behind each 
statement.  Why do staff have such attitudes? 

3 Group exercise (eg 40 minutes) 
Using the template below, participants should work in small groups 
to assess where (between 1 and 10) they think their own 
municipalities now stand on each of the spectrums between the 
old and new models.  Their judgement should be based on 
evidence.  (Note that being at the right-hand side of the spectrum 
(ie score of 10) is not necessarily best for all occasions.  For 
example, in cases where staff performance has been poor, it may 
be good to use a ‘carrot and stick’ approach; dealing with an 
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emergency may require top-down communications.) 
4 Feedback (eg 30 minutes) 

Each group should give feedback on 3-4 aspects, citing the 
evidence / examples they used for their assessment.   

 
Background: 
A mindset is about how people use their intelligence9.  It can be closed or 
open, fixed or growth-oriented. The table below sets out the typical feelings 
and behaviour associated with each mindset. 
 

FIXED MINDSET GROWTH-ORIENTED MINDSET 

 Avoids challenges  Embraces challenges 

 Gives up easily in the face of 
obstacles 

 Persists in the face of 
setbacks 

 Does not see effort as a 
worthwhile investment 

 Sees effort as the path to 
mastery and good 
performance 

 Ignores criticism that can be 
useful 

 Learns from the criticism of 
others 

 Feels threatened by the 
success of others 

 Finds lessons and inspiration 
in the success of others 

 
Organisation behaviour reflects the mindsets among the managers and staff.  
With fixed mindsets, staff may plateau early and never achieve their full 
potential; they will feel that they cannot change anything and will accept low 
standards of performance.  With growth-oriented mindsets, staff will reach 
ever higher levels of achievement; they will gain a greater sense of 
confidence and a will-power to overcome the obstacles that they find in 
their way.   
 
This is what leadership is all about; it seeks to shift peoples’ mindsets from 
closed to open.  Growth-oriented mindsets will drive performance–oriented 
organisation behaviour. 
 
In older organisations that have passed from a traditional culture and structure 
to a modern one, it is possible to see how their collective mindset, or 
approach to leadership, has changed in the process.   
 

 
9 This approach is inspired by the work of Dr Carol S Dweck and developed with the help of Abdullah 
Hamad. 
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Certain leadership styles are associated with the old model of ‘doing 
business’, whether in traditional industrial or manufacturing organisations or in 
formerly authoritarian cultures.  Top-down communications, for example, 
reflects one such style, when directives were issued by the ‘boss’ and the 
views of the workforce were not taken into account.  
 

 
The foundation of good performance is good leadership; the foundation 

of good leadership is a performance-oriented mindset. 
 

 
Evidence suggests that there are specific mindsets behind leadership 
behaviour that are particularly powerful in modern organisations; they drive 
the organisation culture and are especially relevant to municipalities in today’s 
changing world.   
 
For municipalities today to deliver the standards of excellence that both 
Governments and local people and organisations expect of them, their 
Mayors, elected representatives, senior managers and staff have to 
understand how mindsets drive organisation behaviour and culture which in 
turn drives municipal performance.   
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MOVING TO A PERFORMANCE MINDSET AND ORGANISATION CULTURE 
 

ASPECT 
 

OLD MODEL 
SPECTRUM 

ASSESSMENT 
(Score 1-10) 

 
NEW MODEL 

1. Management 
 

Control things and people; rely on input measures  Control things but empower people; use outcome 
measures; challenges status quo 

2. Structure 
 

Hierarchical; bureaucratic; static  Flatter; porous boundaries; flexible 

3. Motivation 
 

External; carrot and stick  Internal; whole person 

4. Performance 
    appraisal 

By boss; one-way; finding faults; process-driven  Focus on improving performance; self-evaluation; 360 
degree; win-win; supportive 

5. Information 
 

Short term; limited; protected; kept to self  Accessible; comprehensive; covers sensitive matters like 
performance results 

6. Communications 
 

Top down; focus on formal; few informal 
conversations across hierarchy 

 Open; up / down / horizontal; formal and informal 

7. Culture 
 

Rules; protecting position; risk avoidance; lack of 
trust 

 Based on principles and values; trust; seeking excellence; 
team-working 

8. Accountability 
 

Mainly to Government / Party; managers practice 
nepotism; weak transparency 

 Uses local accountability to generate community 
engagement and drive up standards 

9. Budgeting 
 

Top down; based on last year; poor debt 
management 

 Open; flexible; harnesses external resources; based on 
need and opportunity 

10. Training and 
      development 

Skill-oriented; explanatory; teaching-focused; little 
budget 

 Action-oriented; whole person; learning-focused; seen as 
investment 

11. Staff 
 

Seen as expense; focus on efficiency; full 
capacity not utilised 

 Seen as asset; empowered; responsible; full potential 
realised 

12. Staff voice Seen as unimportant; personal initiative difficult  Make strategic contribution; initiatives welcome; personal 
responsibility; management listens 

13. Customer / citizen  
      care 

Little concern; views not sought; seen only as 
recipient of public services 

 Citizen satisfaction is test for effectiveness; contributes to 
service planning and review 

14. Public ethics Corruption generally accepted as part of everyday 
working life; no process reviews 

 Corruption totally unacceptable; ethics codes and 
commissions in use along with transparent processes 

Where is your municipality on the scale between old and new models? What evidence are you using? What are the underlying 
psychological drivers? What can you do to help move the municipality’s leadership towards a more performance-oriented mindset?  
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MODULE 6:  LEADERSHIP LANDSCAPES 
 
Aim: 
Understand how we should be using up to 5 ‘landscapes’ when considering an issue. 
 
Objectives and planned results: 

1. Introduce participants to the idea of 5 ‘leadership landscapes’. 
2. Enable participants to become accustomed to considering issues from these 5 

landscapes (perspectives). 
 
As a result of the learning, participants will learn to think through challenges more 
effectively, anticipate obstacles more readily and find more comprehensive solutions. 
 
Duration: 1 hour 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 10 minutes) 
Explain the nature of the 5 leadership landscapes in the context of a 
typical municipality.  Give examples (eg IMC).  Use the PowerPoint slide 
of landscapes to illustrate the concept. 

2 
 
 
 
 
 
 
 

 

Group exercise (eg 30 minutes) 
In small groups, consider one key challenge facing municipalities (eg 
planning an IMC project to set up a shared public health service).  Each 
group should consider the challenge from the perspective of one of the 
landscapes set out below and report back on their thinking.  Reflect on 
the following: 
1. What stands out for me?  Does anything surprise or puzzle me? 

2. What landscape am I most aware of? Where do I focus most of my 
time? Are there related issues in other landscapes? 

3. What happens if I focus on another landscape?  Does this shed new 
light?  

3 Feedback and discussion (eg 20 minutes) 
In plenary session, the facilitator should seek to draw out the 
connections between the different landscapes and agree a set of 
priorities for tackling the challenge. 

 
Background 
There are 5 main perspectives that we need to use in our work as senior managers 
in a municipality: 
 
5. National and international:  

The political / economic / social / cultural / environment / technological 
influences and opportunities at national / international level. 

 
4. Local government:  

Other municipalities, legislative, administrative and financial frameworks, local 
government association, best practices, shared challenges. 
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3. Organisation:  

Strategies, systems and processes, organisation culture, resources, mission 
and vision. 

 
2. Team:  

Colleagues, other units, specific goals and challenges. 
 
1. Individual:  

Hopes and fears, motivation, sense of purpose, values, attitudes, behaviours, 
skills, abilities, making friends, opportunities, personal goals, satisfying the 
boss. 

 
When staff are newly recruited, they tend to operate in the individual landscape at 
first but gradually move up into the team landscape as they broaden their horizons.  
It takes a degree of experience and responsibility before they can operate effectively 
in the organisation and other landscapes. 
 
In specific situations, senior managers are usually focusing on one or two 
landscapes.  For example: 
 

 In dealing with a poorly-functioning group of staff, they will be focusing on the 
team and individual landscapes; but they may find that a greater focus on the 
organisation landscape will help find a solution by highlighting the wider 
context.   

 In developing a strategic plan, we would be focusing on the organisation and 
local government landscapes, but need to take account of the individual and 
team landscapes as any plan will need to be delivered by the staff, many of 
whom will be working in teams.  Are their expertise and team-working skills 
sufficient?  Do they understand the cross-cutting issues? 

 
In which landscape do you mainly focus 

your leadership attention? 
 

 
However, many senior managers allow their natural landscape preferences to 
override the needs of their job.  For example: 
 

 Staff who are technically competent in a team landscape often get promoted 
to management positions which require an organisation landscape but in 
which their interest and abilities are limited; in such a case, they may tend to 
micro-manage and ignore the strategic environment.  They continue to 
operate in the team and individual landscapes and fail to think of themselves 
effectively in the organisation landscape.  They will fail to think strategically or 
communicate effectively with colleagues at a similar management level.  They 
will not be able to find real job satisfaction, even if they are stimulated by the 
additional authority. 
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 Managers who pursue their own self-interest at the expense of the 
organisation are working excessively within the individual landscape.  This 
can be seen particularly where corruption is rife. The value of public service 
(essential requirement in the 3rd and 4th landscapes) is down-played. 

 Mayors who spend most of their time in the national and local government 
landscapes will be failing to take sufficient account of the organisation and 
team landscapes.  They are not so much interested in details and that would 
include performance data.  They will be ill-informed about the reality of 
working on the front line and about the organisation culture and will find it 
difficult to initiate change or raise performance standards themselves. 

 
Leadership is about being able to focus on all the landscapes at any time and 
finding the right balance according to the situation.  It is essential to be able to 
understand both the macro and micro landscapes, and make sense of the micro 
within the context of the macro.  By understanding the landscapes and their 
relationships, we will be able to strengthen our leadership by: 
 

(a) Giving a sense of direction. 

(b) Making things clear. 

(c) Inspiring others. 

Reflection 
It is important to be able to reflect on each of the landscapes.  A useful way to 
approach reflection on any issue systematically is to use the 4 most important 
elements of a particular landscape with an ‘integrated thinking approach’ (see 
below).  The 6 relationships between the 4 elements of each landscape may be of 
even more interest than the elements themselves.  Leadership is not so much 
about managing the organisation; it is about managing the relationships, both 
between and within each landscape. 
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LEADERSHIP LANDSCAPES AND THEIR RELATIONSHIPS 
 

5. National and international landscape: 
 
     
 
 
 

     CHALLENGE 
 
 
 
 
 
 
 
4.    Local government landscape: 
 
 
 
     
 
 
 
           CHALLENGE 
 
 
 
 
 
 
 
 
 
3. Organisation landscape: 
 
 
     
 
 
 
         CHALLENGE 
 
 
 
 
 
 

Decentralisation 

Economic, 
social, 

political, 
technological, 
environment 

Public ethics 

European 
influences 

Other 
municipalities 

Local 
government 
association 
 

Legal, admin, 
financial frameworks 

Ministry 

Senior management; structure 
 

Culture and 
values 

Skills and 
behaviours 

Processes 
and systems 
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2. Team landscape: 
 
 
 
     
 
 
 
         CHALLENGE 
 
 
 
 
 
 
 
 
 
1. Individual landscape: 
 
 
 
     
 
 
 
         CHALLENGE 
 
 
 
 
 
 

Purpose 
 

Cooperation 

Skills and 
competences 

Behaviours / 
personalities 

Meaning 
of work 

Work in 
practice 

Work needs / 
environment 

Work 
relationships 



58 
 

Leadership Development Programme for Mayors 2021  
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MODULE 7:  LEADERSHIP STYLES 
 
Aim: 
Learn how to use the right balance of leadership styles in a given situation. 
 
Objectives and planned results: 

1. Identify the main leadership styles. 
2. Learn the strengths and risks of each leadership style.  
3. Identify the circumstances in which each style might be the most appropriate. 
4. Become aware of one’s own preferred style in dealing with other people. 

 
As a result of the learning, participants will have a greater understanding of the 
impact they need to have on other people and will be able to deal with specific 
situations they face with a greater degree of flexibility. 
   
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 15 minutes) 
Explain the nature of the 6 main leadership styles and the fact that each 
style has its strengths in particular situations and carries risks if used 
inappropriately.  Leadership is about being able to change styles and 
using the right balance of styles in a specific situation. 

2 Group exercise (eg 45 minutes) 
In groups of 4-5 persons, participants should consider and complete the 
attached template ‘Leadership Styles – Strengths and Risks’.  If time is 
short, each group might focus on just one style. 

3 Feedback and discussion (eg 30 minutes) 
Each group should explain their thinking – one style at a time, building 
up the learning in a plenary discussion.  At the end of the discussion, 
refer participants to the completed template at the end.  Ask if they 
learned anything further from it. 

 
Background 
Using the right leadership style on the right occasion can make the difference 
between average and outstanding performance.  Finding the right balance is part of 
the repertoire of ‘emotional intelligence’ (see later module).   
 
There are 5 core styles of leadership:  
 

Visionary        Team-working    Pace-setting 
Coaching      Democratic 

 
In addition, there is a ‘Commanding style’ for circumstances (like dealing with a 
crisis or forcing urgent action) where the use of ‘position power’ will be dominant. 
 
Each style has its own strengths and risks; these need to be understood so that a 
judgement can be made as to what particular style should be employed in a specific 
circumstance. 
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Using a specific style for a specific occasion is a function not just of the mind 
but also of the emotions.   
 
To use a team-working style, for example, requires the delegation of responsibility.  If 
you find it difficult to delegate responsibility, you may find this style also difficult.   
You may want to micro-manage to ensure you get the results you want.   
 
On the other hand, such micro-management will not strengthen the capacity of the 
team to take responsibility themselves for delivering high standards of performance.  
To delegate, you have to let go of power; this can be psychologically hard, especially 
if you come from an authoritarian background. 
 

 
Anyone who manages staff should be well trained in coaching 

 
 
Some professions (eg military, engineering….) and institutions (eg NGOs, 
Government….) will tend to use certain styles in preference to others.  Teachers 
should be strong in the coaching style.  The fire service will use the commanding and 
teamworking styles when putting out a fire.   
 

COACHING RULES 
 Ask permission 
 Little and regular 
 Close to the event 
 Have a positive attitude 
 Welcome constructive feedback 
 Link to wider strategies 

 Be specific 
 Talk about behaviour, not the 

person 
 Offer alternatives 
 Use simple direct statements 
 Care about the person 

 
Some people may be reluctant to use some styles or might always use one style.  
Why, for example, might a typically authoritarian Mayor not seem to see the value in 
a democratic style on occasion?  Why do some people like to continue discussions 
when decision-making time has arrived?   What are the obstacles preventing people 
making use of the full range of styles?  What are the underlying fears and needs?  
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LEADERSHIP STYLES: THE MIXTURE 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Commanding style may be used in certain 
circumstances

Democratic 

Team-working 

Coaching 

Vision 
Pace-setting 
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LEADERSHIP STYLES: STRENGTHS, RISKS AND CIRCUMSTANCES 
Consider the list of leadership styles below.  The right style at the right time sets the climate and improves performance.  Managers 
with a wide portfolio of styles are likely to be more flexible.  Consider the strengths and risks of each style and set out the 
circumstances when the style might be best used. 
 

STYLE STRENGTHS RISKS CIRCUMSTANCE 
1. Visionary 
 
 

   

2. Coaching 
 
 

   

3. Team-
working 
 

   

4. Democratic 
 
 

   

5. Pace-setting 
 
 

   

6. Commanding 
 
 

 
 

  

 
What obstacles prevent people from making good use of specific styles? 
 
 
When you have completed this table (not before), look below to compare responses. 
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LEADERSHIP STYLES 
RANGE OF RISK 

 
There is a range of risks – from attitudes to behaviour - for each leadership style.  The range is reflected in the spectrums below: 
 

 
 

Too inflexible   

 
VISIONARY 

_________________________ 
 

 
 

Feet not on ground 

 
 
 

Wishy-washy                

 
 

COACHING 
 
 

 
 
 

Micro-managing 

 
 

Self-satisfied clique       

 
TEAM-WORKING 

 

 

 
 

Excessive control; 
excludes initiative 

 
 

Reactive; uninformed; 
conflict   

 
DEMOCRATIC 

 

 
 

Too many meetings; 
indecisive 

 
 

Ignores poor performance; 
emotional cost 

 
 

 
PACE-SETTING 

_________________________ 

 
 

Boss takes over; 
low morale; compliance 
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COMPLETED TEMPLATE 
Consider the list of leadership styles below.  The right style at the right time sets the climate and improves performance.  Managers 
with a wide portfolio of styles are likely to be more flexible.  Each leadership style has strengths and risks; these must be 
understood.  Also, there are circumstances in which particular leadership styles will be more effective than others. 
 

STYLE STRENGTHS RISKS CIRCUMSTANCE 
Visionary 
 

Builds resonance, sense of purpose; 
basis for team-work and standards. 

Does not work if leader is less experienced or 
appears pompous; risks flexibility. 

When a clear sense of 
direction is required 

Coaching 
 

Can help staff achieve short-term goals; 
good for longer term development; 
builds vertical team-work. 

Micro-management if focused too much on 
task rather than person; may create 
disharmony if favouritism suspected. 

When delegation requires 
support to ensure its 
effectiveness 

Team-working 
 

Connects people with each other in 
shared endeavour; maximises use of 
individual talents; can manage conflict. 

Difficult to take personal initiative.  Harmony 
and direction can be upset by personal 
ambition unless managed well; team leader 
must manage team emotions. 

When the challenge is cross-
cutting and it is important to 
cross boundaries, bring in 
ideas and bring coherence to 
the organisation 

Democratic 
 

Creates trust and engagement; gives 
confidence in uncertain situations; 
generates ideas; makes it safe to speak 
up.   

Potential for dithering and being indecisive; 
can undermine sense of direction; platform for 
the incompetent. 

When staff need to get 
involved and own the 
challenge and response   

Pace-setting 
 

Generates high standards; weeds out 
poor performance; gets short-term 
results. 

Might push too hard, ignore context, cause 
second-guessing, create anxiety; pressure can 
be debilitating.  Staff may just wait to be told, 
before taking action; less focus on quality; may 
sacrifice quality for task. 

When there is a need for 
decisive action after poor 
results 
When there is a deadline 

Commanding Best in crisis or when hard decisions 
have to be driven through.   

Can lead to impatience, resentment and micro-
management; may focus on what is wrong 
rather than what needs to be developed; May 
fail to give sense of direction or harness all 
available expertise. 

When urgency is paramount 
and when serious obstacles to 
change have to be overcome. 

See below for a deeper insight into the risks of using specific styles. 
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MODULE 8:  ORGANISATION CULTURE 
 
Aim: 
Learn how good leadership can change the organisation culture to deliver 
better performance. 
 
Objectives and planned results:  

1. Understand the nature of organisation culture and the role it plays in 
municipal performance. 

2. Learn how the leadership might intervene to shape it in a way that 
makes it supportive of high standards of performance. 

 
As a result of the learning, participants will be able to plan for, and manage, 
improved municipal performance.   
 
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 15 minutes) 
Explain the nature of organisation culture.  Participants can each 
write a definition on a post-it note.  Refer to the image of 
‘organisation iceberg’ and to the attachment below ‘Reading the 
Organisation Culture’.  Draw out personal stories that illustrate the 
nature and power of organisation culture. 

2 Group exercise 1 (eg 30 minutes) 
In groups of 3 persons, with each group focusing on either a 
typical municipalitity or on one of their own, assess where the 
selected municipality lies on each of the various spectrums in the 
chart below ‘Dimensions of an Organisation Culture’.   
 
Each group might provide feedback on 2-3 of the spectrums, 
giving both the score and the rationale for the score.   

3 Group exercise 2 (eg 45 minutes) 
Each group should identify 1-2 cultural obstacles to good 
performance in their own municipalities and complete the 
attached chart (see below) on the causes and consequences of 
the obstacle and the action they might take to overcome it.  They 
should use the attached paper ‘Typical Cultural Features in a 
Successful Municipality’ as a reference document.   
 
Each group might provide feedback on one obstacle which they 
plan to overcome in a facilitated discussion.   

4 Checklist (homework) 
Each participant can use the checklist on ‘Open Organisation 
Culture’ below to assess the culture of his/her own municipality.  
They might initiate a series of discussion groups across 
departments and hierarchies in their own municipality and draw 
up an Action Plan. 
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Background: 
An organisation’s culture is about how things are done, about how the staff 
behave in particular circumstances, about their values and attitudes, about 
what they think is more important and less important.  If you have a meal in a 
restaurant, you will see the culture reflected in the way you are welcomed and 
served, in how the food is presented, and in how light, clean and comfortable 
the place is.  
 
A municipality’s culture will affect its performance.  If staff are not motivated or 
have little respect for their managers, they will not give their best.  In an 
authoritarian regime where personal initiative tends to be criticised, staff will 
not try to be innovative.  When a staff member is told what to do, he/she will 
do it because he has to, not necessarily what he/she wants to or because 
he/she believes in it.   
 
Managers can have a really powerful influence on their organisation’s 
culture; indeed, they can direct it.  High levels of performance require a 
performance-oriented culture.  
 
Take communications as an example – both formal and informal; it is a critical 
part of an organisation’s culture.   

 Managers that believe in open communications will see other staff 
communicating among themselves; they set an example.   

 Managers that talk to front-line staff will be better informed about the 
real challenges that the municipality faces. 

 Horizontal communications can lead to an exchange of good practice 
and an understanding of the wider context.   

 Sharing information not only within the organisation but also with its 
partners will encourage partnership thinking leading to new 
opportunities.   

 Keeping non-confidential information to oneself may be personnally 
satisfying for some people but does not lead to better performance.   

 An organisation will have a stronger sense of purpose where 
discussions in meeting rooms reflect conversations in the corridors, 
and where senior and junior staff feel free to talk together. 

 
The way communication works in an organisation is derived from its 
culture. 
 
When managers want to raise performance standards or introduce new ways 
of doing something, they should first look at the culture of the organisation and 
decide whether something in the culture should be changed so that it will 
support the initiative and does not become an obstacle to success. 
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READING THE ORGANISATION CULTURE 
 
Culture is encoded in the values, thinking, history and behaviour of a 
municipality.  It is from within the culture that excellence in performance is 
driven.  It is important, therefore, to be able to read the culture.  Leadership 
requires sensitivity to the culture and a readiness to change it. 
 
Imagine you are an independent researcher. Apply these questions to your 
own municipality.  What creates the culture?  How can it be changed?  What 
can you yourself do about it? 
 

1. PHYSICAL: 
What does the physical setting look like (ie buildings, equipment, layout, 
foyer)?  What messages do they send? 
 

2. PUBLICITY: 
What does the municipality say about itself in reports, leaflets, press releases, 
website, social media etc? 
 

3. PEOPLE: 
What are the first impressions of visitors and new staff when they visit the 
municipality?  What do service users and local organisations say about the 
municipality? 
 

4. HISTORY: 
What are the key events and stories that illustrate the earlier years of the 
municipality? 
 

5. LANGUAGE: 
What are the keywords, catch-phrases etc that staff use that might illustrate 
the underlying culture? 
 

6. ACTIVITY: 
What are the usual topics of conversation among staff?  Do they talk about 
their work out of office? Do their conversations reflect the priorities of the 
municipality? 
 

7. STORIES: 
What stories and anecdotes do staff use to share their experiences?  What is 
the purpose of these stories? 
 

8. SUB-CULTURES: 
Are there any obvious sub-cultures? How do they differ? What purposes do 
they serve? 
 

9. STAFF: 
What sort of staff work in the municipality?  Who gets promoted?  Who is 
influential?  To what extent are they motivated to serve the public interest?  
How well do managers support the staff for whom they are responsible? 
 

10. VALUES: 
What do staff believe in?  What is most valued by the staff?  What is 
important to them? 
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DIMENSIONS OF AN ORGANISATIONAL CULTURE 
 
A healthy organisation reflects strength in a range of cultural dimensions.  
How would you assess your own municipality against the spectrums below? 
Mark between 1 (left side) and 10 (right side) to reflect the balance between 
the old and new models.  Be ready to explain your assessment. 
 
1 Staff are externally motivated   ----------------------------   Staff are internally motivated 

 
2 Staff seen as functional        -------------------------------    Staff seen as whole persons 

 
3 Staff do their own thing   --------------------   Staff operate within corporate framework 

 
4 Task-oriented approach         ---------------------        Achievement-oriented approach 

 
5 Dull climate   --------------------------------------------------------------------   Exciting climate 

 
6 Staff individuality discouraged   ------------------   Differences in thinking encouraged 

 
7 People-centred on paper only   -----------------------------   People-centred in practice 

 
8 Stated values not real   ------------------------------------   A true commitment to values 

 
9 Manufactured image   -----------------------------------------------------   Authentic image 

 
10 Static structures   ----------------------------------------------   Human-oriented structures 

 
11 Enjoyment of public position    -------   Responsible provision of good government 

 
12 Staff seen as a cost   ----------------------------------------- Staff seen as an investment 

 
13 Stakeholders to be manipulated   ------------   Stakeholder support to be harnessed 

 
14 Estranged from civic society   -------------------------------   Attuned to citizens’ needs 

 
15 Bad news seen as threat   --------------------- Mistakes seen as learning opportunity 

 
16 Closed decision-making   ---------------------------------   Transparent decision-making 

 
17 Individual responsibility for learning   ---------------   Corporately-supported learning 

 
18 Closed communications   ------------------------------------------- Open communications 

 
19 Self-interest dominant   ------------------------------------------   Group interest dominant 

 
20 Citizens’ demands ignored   ----------------------   Quick response to citizen demands 

 
21 Focus only of service delivery   ---------------------   Focus on good local governance 

 
22 Acceptance of poor performance   ------------------------   Demand for high standards   

 
What is the positive / negative impact of the culture of your 
municipality’s performance?  What are the psychological driving factors 
behind this cultural behaviour?  What can you do about it?   



70 
 

Leadership Development Programme for Mayors 2021  

TYPICAL CULTURAL FEATURES IN A SUCCESSFUL 

MUNICIPALITY 

Openness 

 Consultation: The municipality is open to stakeholders and has ways 

of consulting them; it bases its aspirations on their needs and 

expectations; stakeholders know this and feel it is worthwhile making 

their views known. 

 Receptiveness: The municipality’s elected representatives and staff 

are open to scrutiny, feedback and challenge; stakeholders believe the 

municipality makes good use of their opinions. 

 Mutuality: the municipality’s elected representatives and staff know 

they are reliant on stakeholders to contribute to the municipality’s 

outcomes and to help the municipality have an impact. 

 

Aspiration 

 Results focus: Stakeholders can see their priorities reflected in the 

municipality’s priorities and clear performance indicators and targets 

help everyone know what is planned and what is being achieved. 

 Unanimity: There is a common sense of purpose and an 

understanding of the contribution that the elected representatives, staff 

and stakeholders make. 

 Confidence: The municipality’s elected representatives, staff and 

stakeholders are confident in their ability and ambitious to achieve the 

things they strive for. 

 

Leadership 

  Inspiration: People have faith in the municipality’s leadership and 

believe in the vision they articulate. 

 Practicality: People believe they can rely on the leadership to stay 

focused, have clear priorities and put in place the practical measures 

needed to turn aspiration into reality. 
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 Integrity: The leadership listens and acts in a way that promotes 

fairness, trust and equality. 

 

Organisation 

 Appropriateness: The systems and procedures embody the values of 

the municipality. 

 Utility: People find the systems and procedures help them do their 

work better. 

 Diversity: The organisation is open, flexible and responsive in its 

working arrangements. 

 

Empowerment 

 Commitment: People are dedicated to the municipality’s goals and to 

the outcomes they are trying to achieve. 

 Learning: Staff are encouraged to gain the awareness, knowledge and 

skills necessary; effort and achievement are rewarded; people are 

challenged and helped to do better. 

 Latitude: Staff are empowered to use their discretion, creativity and 

innovation to achieve given outcomes. 

 

Achievement 

 Outcomes: People can easily see the difference the municipality 

makes to local governance and social, economic and environmental 

well-being. 

 Excellence: The municipality is recognised for being among the best 

and for achieving best practice. 

 Reputation: The municipality enjoys a reputation among stakeholders, 

the Government and other municipalities for being results-oriented, 

competent and making a positive contribution to local government. 
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IMPROVING A MUNICIPALITY’S CULTURE 

 
 

 
CULTURAL OBSTACLES 

TO GOOD 
PERFORMANCE  

 

 
CAUSES OF THE 

OBSTACLE 

 
CONSEQUENCES OF THE 

OBSTACLE 

 
ACTION TO BE TAKEN 

1. 
 
 
 
 

 
 
 
 
 
 
 

   

2. 
 
 
 
 

 
 
 
 
 
 
 

   

3 
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CHECKLIST: OPEN ORGANISATION CULTURE 
 
The following checklist sets out 25 criteria for an ‘open culture’.  You can use it to 
assess the openness of the culture in your own municipality.  You can use it as 
the basis for a discussion with your staff and to identify ways you can use your 
leadership to shift the culture towards the aspirations set out in this checklist.  Do 
this every year and you can plot progress. 

            Score: 1 = weak; 10 = strong) 
CRITERIA SCORE 

(1-10) 
ACTION 

1. Leadership emerges throughout the 
organisation. 
 
2. A person’s contribution is seen as more 
important than his/her credentials. 
 
3. Influence comes through people who 
add value more than from their title. 
 
4. Individuals compete to make a 
difference, not to climb a pyramid. 
 
5. Resources are allocated according to 
needs and priorities. 
 
6. Experimenting and testing are a key 
competence. 
 
7. Coordination comes through 
collaboration rather than centralisation. 
 
8. Lateral communications are more 
important than vertical communications. 
 
9. Structure emerges where it creates 
value; otherwise, it disappears. 
 
10. Strategy emerges from dynamic, 
municipal-wide conversations. 
 
11. Change starts in unexpected places. 
 
12. Control is exercised through 
transparency, feedback and peer 
pressure. 
 
13. Boundaries are porous. 
 
14. Everyone thinks like the Mayor and is 
as accountable. 
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15. Decisions are made as close to the 
front line as appropriate. 
 
16. Feedback is seen as a gift to be 
welcomed. 
 
17. Decision-making is transparent and 
decisions are explained. 
 
18. Jobs are expanded to match 
expertise. 
 
19. Career-thinking is based on 
achievement before promotion. 
 
20. Staff are 360 degrees accountable. 
 
21. Managers are open to the leadership 
of others. 
 
22. Key values are kept in balance: 
freedom, courage, commitment and 
accountability. 
 
23. Open debate is fostered. 
 
24. Staff and managers accept criticism 
and bad news without taking it personally. 
 
25. Stakeholders engagement comes 
before communications. 
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MODULE 9:  LEARNING ORGANISATION 
Aim: 
Learn how to transform your municipality into a ‘learning organisation’.  
 
Objectives and planned results: 

1. Underline the role of learning in improving municipal performance. 
2. Learn about the various sources and techniques of organisation learning. 
3. Become more aware of one’s own personal tendencies towards 

encouraging learning and how they might contribute (or not) to the 
learning culture of the municipality. 

 
As a result of this learning, participants will strengthen the learning culture within 
their municipality as a way of raising standards of performance. 
 
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 30 minutes) 
Consider typical obstacles to change in a municipality (see below).  
Ask participants what they think ‘learning organisation’ means.  
Introduce elements of a learning approach and the way they 
influence performance.  Identify typical obstacles to organisation 
learning.   

2 Personal exercise (eg 15 minutes) 
Participants should work on their own to assess how well they 
encourage a ‘learning’ approach in their municipality by completing 
the self-assessment questionnaire (below).  Some of them might be 
ready to share what have they discovered about themselves in a 
facilitated discussion. 

3 Buzz group exercise (eg 45 minutes) 
In buzz groups, complete the chart below (Strengthening the 
Learning Approach of a Municipality).  Groups will want to discuss 
how the different elements in the learning approach might be 
strengthened in a typical municipality.  What difference would this 
make?  Which of the learning elements need strengthening the most 
in their municipality?  What are the obstacles? How might a learning 
approach be institutionalised?   

 
Background: 
Learning alone can deliver change.  The starting point for managers is to 
understand the challenges faced by the municipality.  This is the starting point for 
raising its standards of performance and for initiating change. 
 
Overcoming challenges always requires change; but change is tough.  There are 
always obstacles.  How can they be overcome?  Learning is essential. 
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Can you distinguish between the way you see things and the way things 
actually are? 

 
SEVEN OBSTACLES TO CHANGE10 

1. Management by measurement 
(focuses on short term; ignores intangibles that may matter; some factors outside 
control) 
 

2. Compliance culture 
(based on external motivation only; get ahead by pleasing boss; use of fear) 
 

3. Right or wrong answers 
(emphasises technical issues; ignores ‘grey’ areas) 
 

4. Uniformity 
(diversity seen as problem; conflicts suppressed in favour of superficial 
agreements) 
 

5. Predictability and controllability 
(management seen as control; routine approach) 
 

6. Excessive competitiveness and distrust 
(leads to poor team-work, diverging goals, personal agendas) 
 

7. Loss of sense of integrated organisation 
(cannot see whole; fragmentation; ignores underlying forces for and against 
change; local good practice and innovation not spread) 

 
The way to overcome these obstacles to change is through learning – not just 
individual learning but organisation learning.  Municipal challenges are everyday 
questions in the workplace.  How have other municipalities dealt with them?  
What is ‘best practice’?  To what extent could existing staff develop their own 
expertise to meet the challenges?  Do they readily learn from each other and 
within teams?  Do managers encourage such learning? 
 

Look for patterns below the events; 
the truth will set you free 

 
The vision of the municipality will not be achieved unless there is a ‘learning 
culture’ where learning is an every-day habit.  This will enable: 

a) Experience to be shared;  
b) Innovation to be encouraged; 
c) New approaches to be tested and lessons learned;  
d) Best practices elsewhere to be identified and adopted. 

Staff should be respected for their expertise and enabled to make full use of their 
potential; personal training and development should be seen to be important; 
open communications is essential; coaching is an everyday training technique. 

 
10 Some of this material is inspired by Peter M Senge (The Fifth Discipline) 
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Maslow proposed a hierarchy of needs: 
 
     Self-actualisation 
          ↑ 
         Social esteem 
          ↑ 
       Personal esteem 
          ↑ 

   Security 
         ↑ 
Basic needs 

 
The key drivers of self-actualisation are: 

- Constantly challenging the status quo with courage, curiosity and will. 
- Desire for personal best. 
- Help others to achieve full potential. 

 
These drivers demand learning.  The best learning therefore comes when a staff 
member is seeking to maximise his/her experience of working in the municipality. 
 
But many municipalities are not good at supporting learning.  There are several 
factors that get in the way. 
 

SEVEN OBSTACLES TO ORGANISATION LEARNING 
1. ‘I am my position’ 

(enjoys authority of position rather than from leadership) 
 

2. Always someone / something else to blame 
(hasn’t got courage to accept responsibility; defensive routines; fails to listen 
actively) 
 

3. Re-activeness 
(happy to follow events; lacks vision and purpose for better future) 
 

4. Focus on events 
(afraid of conflict; short-termism; focus on symptoms; stress for excessive 
change) 
 

5. Doesn’t see trends and processes 
(superficial; afraid to examine issues in depth to find real causes; relies on 
platitudes; sticks with routine and faces boredom) 
 

6. Doesn’t learn from decisions 
(afraid to accept responsibility for mistakes) 
 

7. Personal agendas of management teams 
(doesn’t see longer term consequences; organisation capacity and public interest 
take second place) 
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Just as we are who we are mainly because of our learning over a lifetime, so it is 
with organisations.  Are we passive or active in our approach to learning?  If we 
are active, what is it that makes us active?  What mechanisms might senior 
managers introduce to ensure every-day learning across the municipality? 
 

Knowledge is social; learn by working together 
 
Greater learning can allow staff to take higher levels of responsibility.  Managers 
can delegate more.  But there needs to be a shared sense of direction, so that 
staff remained aligned within the organisation as they exercise greater authority. 
 
To empower staff within an unaligned organisation can be counter-productive 

 
A ‘learning culture’ is a foundation for delivering high standards of performance.  
Creating a learning culture is a key challenge of senior managers, especially 
when conditions are changing and the future is uncertain.   

 
ELEMENTS OF A LEARNING APPROACH11 

 
There are 8 core elements in a learning approach (see below).  These different 
elements are the parts of a municipality’s culture that support a learning 
approach:  
 
1 Space 

 
Give space to people – individuals and teams - for learning and 
responsible experiment. 

2 Big picture 
 

Start with current reality, while explaining the strategic context of 
work and plans within a plausible vision and world-view. 

3 Feedback Seek and share comments on strategies in the light of their 
implementation; listen actively; recognise different cultures, learn 
from mistakes; create a safe environment. 

4 Participation 
 

Facilitate participation while ensuring decisiveness; see the views 
of reality of others; embrace diversity. 

5 Climate Create an open climate where existing working methods and 
assumptions can be challenged and changed; create learning 
networks and infrastructure. 

6 Experiment Enable responsible experiment and the sharing of learning and 
good practice; challenge assumptions; find right balance between 
stability and change. 

7 Reflection Encourage a ‘solve and learn’ rather than a ‘blame and punish’ 
approach to problem-solving; integrate work and learning; foster 
enquiry; connect with public service values. 

8 Personal 
example 

Set an example of a learning attitude and approach both personally 
and visibly; committed to truth. 

 
Learning must spread like a fashion 
within the organisation and beyond. 

 
11 This session draws inspiration from A Manager’s Guide to Leadership by Pedler, Burgoyne, Boydell 
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SELF-ASSESSMENT: HOW WELL DO YOU PERSONALLY ENCOURAGE A 
LEARNING APPROACH?  

(1: not very well. 4: very well) 
 QUESTIONS 1 2 3 4   
1 
2 
3 
4 
5 
6 
7 
8 
9 
10 
11 
12 
13 
14 
15 
 
16 
17 
 
18 
19 
 
20 
21 
22 
23 
24 

I encourage others to undertake new projects to widen their experience. 
I always explain the big picture behind current projects. 
I ask for feedback from stakeholders on the strategies we are following. 
We try to involve many people in arriving at decisions. 
I encourage all team members to question our way of working. 
People are encouraged to work in small groups for learning purposes. 
We treat problems as opportunities for learning. 
I share my personal development plans with my team. 
All our people have their own personal development plans. 
We take time out to think about the big picture together. 
I always want to hear how strategies are working in practice. 
I try to involve all persons involved in a problem at finding the solution. 
I encourage thoughtful experiment in the way we do things. 
We always share the results of experiments, whether or not they work. 
When someone makes a mistake, it starts a good discussion rather than 
blame. 
In team meetings, I make it plain what I am learning from the discussion. 
When I meet with colleagues, I ask about what they have been learning 
recently. 
I have a strong sense of strategic direction and communicate this. 
Our team is keen to let senior management know how the programmes 
are going. 
Up to the deadline, everyone can have their say. 
People constantly think about how they are working. 
We make time for the transfer of knowledge across teams. 
When a problem arises, we compete to get to work on it. 
I maintain the space for my own learning in spite of pressures. 
 
Scoring: 
Add the scores from the 24 questions in 8 columns; the final 8 totals 
correspond to the 8 elements in the learning approach to strategy  
(1 – Space; 2 – Big Picture; 3 – Feedback; 4 – Participation; 5 – 
Framework; 6 – Experiment; 7 – Learning; 8 – Personal Example): 
 
Questions:     1        2        3        4        5        6        7        8     
                      9      10      11      12      13      14      15      16 
                    17      18      19      20      21      22      23      24 
Score:     (1)      (2)      (3)     (4)      (5)      (6)     (7)      (8)     (elements) 

 

 
There are no right or wrong answers.  But the scores will indicate to you where 
you might want to develop and where you are a good example. 
 

1. What are your personal strengths in this area? 
2. How do your responses compare with those of your colleagues? 
3. What one thing could you do to develop yourself further? 
4. What are the strengths and weaknesses of the municipality as a learning 
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organisation? 
5. How could you change your municipality into a learning organisation? 

 
STRENGTHENING A MUNICIPALITY’S LEARNING APPROACH 

NO. LEARNING 
ELEMENTS 

CURRENT SITUATION HOW TO STRENGTHEN 
THEM? 

1 
 
 
 

Space   

2 
 
 
 

Big picture 
 

  

3 
 
 
 

Feedback   

4 
 
 
 

Participation 
 

  

5 
 
 
 

Framework   

6 
 
 
 

Experiment   

7 
 
 
 

Reflection   

8 
 
 
 

Personal 
example 

  

 
What are the key learning elements that a typical municipality should be 
pursuing now in order to maximize its chances of tackling the strategic 
challenges facing them?  



82 
 

Leadership Development Programme for Mayors June 2021  



83 
 

Leadership Development Programme for Mayors June 2021  

MODULE 10:  DYNAMIC ORGANISATION 
Aim: 
Learn to think of the municipality as a dynamic organisation based on high 
performance standards and an integrated system. 
 
Objectives and planned results: 

1. Understand how a dynamic organisation is built on high standards in its 
core competences and in the linkages between the core competences. 

2. Learn to think of a municipality not just as a structured set of departments 
and positions but as an inter-linked set of competences. 

3. Assess the performance standards in the core competences of a 
municipality. 

4. Understand how good leadership can make a municipality more dynamic.  
 
As a result of this learning, participants will come to understand the municipality 
as a single system; they will be better able to resolve issues and exploit 
opportunities by taking account of the wide range of factors that can increase or 
obstruct the municipality’s efficiency and effectiveness. 
 
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 15 minutes) 
Brainstorm the idea of a dynamic organisation (see below). 
Distinguish between engineering and living systems.  Use an 
analogy of a car to explain the two dimensions of organisation 
dynamics – high standards in each core component and linkages 
between the components.  

2 Small group exercise 1 (eg 30 minutes) 
Working in groups of 3 persons, consider the 8 blocks of indicators 
in the Route Map below for your municipality; score the municipality 
against each block (1 – non-existent; 10 – excellent), basing your 
assessment on evidence and taking account of the different 
indicators in each block. 
Each group provides feedback on the score and its justification for 
one of the blocks in the Route Map. 

3 Small group exercise 2 (eg 30 minutes) 
Each group draws out 2 dependency links between indicators in 
different blocks (eg it is difficult to adopt ethical approaches if 
processes are not transparent; partnerships will not be strengthened 
if there is little focus on producing results). 
Each group can draw the linkages on a Route Map template drawn 
on the flipchart and explain them in terms of cause and effect. 
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4 Plenary discussion (eg 15 minutes) 
1. What do these results mean? How can they be used? Is this an 

adequate measure for the municipality? 
2. How integrated is the municipality?  How could this be 

improved? 
3. Managing change requires a ‘whole system’ perspective.  What 

does this mean? 
4. What examples are there of initiatives that showed a lack of 

integrated thinking and action? What were the consequences? 
5. What changes should the municipality give priority to?   

 
Background: 
Strong institutional leadership is essential if a municipality is to manage efficiently 
and effectively within a changing environment and deliver ever higher levels of 
performance.  If the challenges are to be properly tackled, the municipality must 
become dynamic.  This is a challenge for leadership. 
 
If we draw the organisation chart of the organisation, it will represent the static 
nature of the organisation.  It will not show any dynamism.  Another way of 
drawing the organisation is to identify the core foundations of good performance.  
For example, how strong is the organisation at working with partners? How 
transparent are its processes?  These are its competences. 
 
What is the nature of a dynamic municipality?  Such an organisation is like a well-
tuned car; each component is crafted to high standards and relates to every other 
component within an integrated whole.  While a car is an engineering system, 
a municipality is a living system.  But they are both systems based on inter-
linked components. 
   

ENGINEERING SYSTEM LIVING SYSTEM 
 Project manageable 

 
 Deterministic 
 
 Process-centred 
 
 Effectiveness of targets, carrots and 

sticks 

 Can adapt to environment 
 

 Self-organising capacity 
 
 Can learn from experience 
 
 Multi-connectedness 
 
 People-centred 

 
There are 2 important foundations to a dynamic organisation: 
 

a) Standards of excellence in each component give to staff a pride in their 
work and a sense of determination. 

 
b) Integration means that the municipality works as a whole, with each 

component supporting the others and the linkages clearly understood.   
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The leadership challenge is to understand how change in one part will affect, and 
be affected by, other parts.  Success in one part may depend on initiatives in 
other parts.  Success or failure in any part can cause ripples across the whole 
organisation.  Managers have therefore to understand the organisation as a 
whole.  They must have a ‘whole system’ perspective when considering any 
change initiative.   
 
Improving municipal performance will require effort across the whole 
organisation. 
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ROUTE MAP FOR A DYNAMIC MUNICIPALITY12 
1. FUTURE-ORIENTED 

- Identifies challenges for future 
- Defines vision and values needed 
to succeed 
- Creates collective purpose 
- Communicates openly 

 2. FOCUS ON RESULTS  
- Strong belief in producing results for 
all stakeholders 
- Achieves good outcomes for 
stakeholders 
- Adds value to local government 
- Emphasises both output and 
outcome measures  

 3. INVOLVE AND DEVELOP STAFF 
- Training and development for all staff 

- Seeks to realize the potential of all staff, 
teams and of the organisation 

- Encourages ‘upward management’ 
- Creates culture of shared values, 

involvement and trust 

 

4. FOCUS ON PEOPLE AND 
ORGANISATIONS 

- Service quality is defined by 
stakeholders 
- Regularly consults stakeholders 
- Designs services in response to 
social, economic, cultural and 
environmental need 
- Reaches out to all groups 

 5. MANAGE BY PROCESSES 
- Thinks about services as horizontal 
processes  
- Emphasises transparency and 
efficiency of processes from demand 
to provision 
- Identifies processes to be improved 
- Involves staff in generating 
improvements 

 6. CONTINUOUS LEARNING, 
IMPROVEMENT, INNOVATION 

- Adopts policies of systematic improvement  
- Reflects on, and evaluates, actions for 
learning purposes 
- Collects and disseminates information, good 
practice and learning within municipality  
- Encourages the right climate  

 

7. PARTNERSHIPS  
- Fosters network of supportive 
partners 
- Builds strong partnerships for 
specific functions 
- Shares knowledge with partners 
- Consults NGOs, businesses, other 
municipalities, other public sector 
bodies on priorities and initiates joint 
activities 

 8. INTEGRITY 
- Adopts ethical policies and 
approaches 
- Seeks and practises good 
governance 
- Promotes trust, transparency and  
accountability among all staff 
- Is example of values and behaviour 

 

 
12 Drawn from ‘A Manager’s Guide to Leadership’ by Pedler, Burgoyne, Boydell 
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MODULE 11:  PERSONAL PEOPLE / TASK ORIENTATION13 
 

Aim: 

To understand your natural leadership preferences  
 
Objectives and planned results: 

1. Recognise where the balance lies in their orientation towards people and 
task. 

2. Learn to shift their orientation when dealing with a specific situation. 
 
As a result of this learning, participants will become more effective by better 
balancing the importance of working with people with the need to complete the 
task. 
 
Duration: 30 minutes 
 
Content: 

SECTION METHODOLOGY 

1 Introduction (eg 5 minutes) 

Explain the importance of knowing your balance in terms of people-
task orientation.  Explain how the form should be completed and 
scored.  The results are confidential to the participant unless he/she 
wants to share them. 

2 Personal exercise (eg 15 minutes) 

Participants fill the form in and work out their score.  They may 
discuss it with their neighbour if they like.  The trainer could draw an 
outline of the grid on the flipchart (with a diagonal showing where the 
balance lies) and ask participants to put a dot in marker pen to reflect 
their score.  This will usually show a fairly tight range within the team-
work square. 

3 Feedback and discussion (eg 10 minutes) 

The trainer should ask participants what they have learnt about 
themselves (on a voluntary basis).  Describe the likely balance of 
teachers, fire officers, social workers, engineers etc and the 
implications if the situation calls for a different balance from their 
natural one.  Should recruitment take this matter into account? 

 

 

 
13 Drawn from the Leadership Guide by Donald Clark 
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Background: 

Are you aware of whether you like working more with tasks or with people?  
Most tasks require a greater emphasis on one or the other.  For example, fire-
fighters need to focus on the task; dealing with a poorly performing team may 
need a focus on the people.   
 
Obviously, in a leadership role, you need to get the balance right.  People have 
their own preferences. If you are, for example, an engineer or an accountant, you 
may be more task-oriented; if a youth worker, teacher or social worker, you may 
be more people-oriented.   
 
What happens if a task-oriented engineer is put into a situation that requires 
strong people-orientation?  He/she will have to shift his/her orientation to be 
effective.  What happens if a people-oriented social worker is given a deadline to 
complete a project proposal?  He/she will have to focus on the task.  If you want 
to recruit a project manager, you should look for someone who can be both task-
oriented and people-oriented.  By knowing your natural tendency, you can adjust 
your approach in the light of the work to be done.   
 
Your natural orientation does not reflect your leadership.  However, the 
awareness of your natural orientation and the ability to shift it when necessary is 
a leadership skill. 

 

Scoring: You should complete the Questionnaire and transfer your answers to 
the columns provided in the Scoring Section: 

 Total the scores in each column and multiply each total by 0.2. For 
example, in the first column (People), if you answered 5, 3, 4, 4, 3, 2, 
5, 4, 3 then your final score is = 33 X 0.2 = 6.6. This final score is 
plotted along the vertical axis in the Grid.   

 Next, total the final score for the second column (Task), and plot this 
score on the horizontal axis of the Grid.   

 Finally, intersect the lines to see in what area of the Orientation Grid 
you normally operate -- Authoritarian, Impoverished, Team Leader, 
Laissez Faire. 
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QUESTIONNAIRE 

Below is a list of statements about leadership behaviour.  Use the scale below to 
decide the extent to which it actually applies to you. For best results, answer as 
truthfully as possible.   

 

Never      Always 

0 1 2 3 4 5 

 

Number Score Behaviour  

1  I encourage my team to participate when it comes decision-
making time and I try to implement their ideas and suggestions 

2  Nothing is more important than accomplishing a goal or task. 
 

3  I closely monitor the schedule to ensure a task or project will be 
completed in time. 

4  I enjoy coaching people on new tasks and procedures. 

5  The more challenging a task is, the more I enjoy it. 

6  I encourage my employees to be creative about their job. 

7  When seeing a complex task through to completion, I ensure that 
every detail is accounted for. 

8  I find it easy to carry out several complicated tasks at once. 

9  I enjoy reading articles, books, and journals about training and 
leadership; and then putting what I have read into action. 

10  When correcting mistakes, I do not worry about jeopardizing 
relationships. 

11  I manage my time very efficiently. 

12  I enjoy explaining the intricacies and details of a complex task or 
project to my employees. 

13  I am happy breaking large projects into small manageable tasks. 

14  Nothing is more important than building a great team. 

15  I enjoy analysing problems.  

16  I honour other people's boundaries.  

17  I am happy counselling my employees to improve their 
performance or behaviour. 

18  I enjoy reading articles, books, and trade journals about my 
profession; and implementing new procedures I learned.                        
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Scoring Section  

Transfer your answers to the spaces below; multiply the TOTAL by 0.2 to get 
your final score.  

People (Vertical Dimension) Task (Horizontal Dimension) 

1.______   

4.______   

6.______   

9.______   

10.______   

12.______   

14.______   

16.______   

17.______   

TOTAL ________  

FINAL SCORE (X 0.2) _______ 

2.______  

3.______   

5.______   

7.______   

8.______   

11.______   

13.______   

15.______   

18.______   

TOTAL ________  

FINAL SCORE (X 0.2) _______ 

 
The Orientation Grid 

Plot your final scores on the graph below by placing a dot next to the people 
score on the vertical axis and a dot next to the task score on the horizontal axis. 
Then, draw two lines from each dot until they intersect. The area of intersection is 
the leadership dimension where you operate. 

  

9 

8 

7 

6 

PEOPLE   5 

4 

3 

2 

1 

 

LAISSEZ FAIRE 

 

 

 

TEAM LEADER 

 

IMPOVERISHED 

 

AUTHORITARIAN 

                          1       2       3       4      5       6       7       8       9 

TASK 

 
 
The Results  

This Grid will give you an idea of your leadership style. But you have to take in 
other factors, such as -- how your manager and employees rate your leadership 
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etc. This is because such a model could never account for all the factors and 
your conception of a rating will be different from that of others.  

 

A perfect score is 9 in both categories (People and Task); is this feasible?  

 

You should review the statements in the survey and reflect on the low scores by 
asking yourself, "If I scored higher in that area, would I show more effective 
leadership?" And if the answer is yes, then it should become a personal action 
item. 

Some may ask, "In order to get a perfect score I would have to maximize the 
statements 2 (Nothing is more important than accomplishing a goal or task) and 
14 (Nothing is more important than building a great team). But wouldn't this be a 
paradox?"  A good leader can do both! 

For statement 10, "When correcting mistakes, I do not worry about jeopardizing 
relationships," some people might believe that a "people-leader" would put a low 
score to this question because they would not want to jeopardize a relationship. 
But, if a leader really cared about the person, what would be more important - the 
need to remain friends or the need to correct the person’s behaviour?  If a 
teacher did not correct a student’s mistakes, how effective would he/she be?  

Good leaders do what it takes to build and develop the people around them. The 
"relationship" is not what makes them successful; guiding others to achievement 
is what leadership is all about.  

This question helps to separate the "team leaders" (who seek strong 
performance) from the "laissez-faire leaders" (who want to be friends with 
everyone) and the "impoverished leaders" (who are afraid they might make 
waves). 
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MODULE 12:  BENCHMARKING INTEGRITY 
 
Aim: 
Learn how to develop a set of performance standards around a specific municipal 
competence. 
 
Objectives and planned results: 

1. Consider what standards to establish for integrity (Levels 1, 3 and 5). 
2. Consider what evidence to look for to determine the level of performance 

in this area. 
3. Consider what questions to ask in an interview to assess performance in 

this area. 
4. Design a Benchmark competence for integrity. 

 
As a result of this learning, participants will identify and seek to achieve high 
standards of integrity in their municipality more readily. 
 
Duration:   1.5 hours 
 
Contents: 
SECTION METHODOLOGY 

1 Introduction (eg 10 minutes) 
Draw the link to the generic Leadership Benchmark (Day 1) and 
explain the task of creating a competence that was not included in 
that Benchmark. 

2 Group exercise (eg 50 minutes) 
In groups of 3-4 persons, each group should note the benefits of 
integrity below and complete the blank template of a competence 
(see below).  An example is given for each box.  Each group might 
identify up to 3 main criteria. 

3 Feedback and discussion (eg 30 minutes) 
Each group might give feedback on one criterion running through the 
3 levels of performance, with a discussion on each, including positive 
/ negative factors and questions to ask.  The Benchmark might be 
built up on 6 flipchart papers.   

 
Background: 
The Benchmark of an Effective Democratic Municipality (Leadership Benchmark) 
introduced a set of performance standards (Levels 1 – 5) for specific municipal 
competences.  By being able to recognise the standards of performance 
expected in a weak / average / excellent municipality in any one competence, it is 
possible to assess at what level your own municipality performs and what action 
it might take to improve performance. 
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Integrity is critical for a modern municipality; it is fundamental to: 
 
 Motivating staff with a view to public service so that they will work at their 

full potential. 
 Ensuring that staff are recruited and promoted on merit. 
 Reassuring partners by ensuring that contracts are honoured and that they 

are fully consulted. 
 Giving citizens confidence in their councillors, knowing that their views and 

concerns will be listened to. 
 Delivering savings by eliminating corruption. 
 Delivering better value-for-money. 
 Being honest and open about performance results so that action can be 

taken to tackle weakness. 
 Enabling citizens to see how processes work and how decisions are 

made. 
 Encouraging participation by local people and organisations in 

consultations, committees, meetings, surveys etc. 
 Enabling local people to hold their municipality to account. 

 
Integrity requires transparency and is a key component of effective 
accountability. 
 
A benchmark competence on integrity can be used as a basis: 
 
(i) For consultations with staff and citizens to draw out their views and bring 

them into a shared vision of the future of the municipality;  
 

(ii) To provide baseline data for any plans to improve standards of integrity;  
 
(iii) As a reference against which progress in improving integrity can be 

measured.   
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TEMPLATE 
 

BENCHMARK COMPETENCE:  INTEGRITY 
DEFINITION OF 
FUNCTION: 

LEVEL OF PERFORMANCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Eg Information on 
availability and accessibility 
of services 
 
 
 
 
 
 

 A simple description of 
services available on the 
internet 

 Statements of service 
performance standards 
available but little 
quantification 

 Annual performance plans 
for service delivery have 
clear performance indicators 
and are subject to 
consultation and publication 

 
Positive indicators:   
Brochures of services readily available 
 
 
 
 
Negative indicators: 
No ready response by staff to queries on services 
 
 
 
 
 

Key questions to ask when making an assessment: 
How do people find out about accessing the service? How easy is it? What 
are the mechanisms? 
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BENCHMARKING INTEGRITY (example) 
DEFINITION OF 
COMPETENCE: 

LEVEL OF COMPETENCE 
LEVEL 1 LEVEL 3 LEVEL 5 

Leads by example, setting 
high standards of 
behaviour and 
performance; decision-
making is transparent and 
procedures understood; 
procurement process is 
transparent and complies 
with regulations and local 
protocols  

 Public hearings and 
community meetings 
organized but limited 
participation. 

 Some attempts to 
communicate local 
decisions. 

 General compliance with 
national laws on 
transparency and 
procurement regulation. 

 Clear protocols for treating 
conflict of interest, minimize 
opportunity for corruption and 
making available information on 
personal assets. 

 Committees are open to the 
public; their work is well 
documented and accessible to 
the public. 

 There is a clear risk 
management strategy. 

 Elected representatives and staff 
lead by example, setting high 
standards of behaviour and 
performance 

 Decision-making arrangements 
are well-publicised and 
understood so that they are open 
and transparent 

 Public and businesses trust in the 
fairness of procurement. 

 Procedures are such that the risk 
of corruption is minimized. 

 
Positive indicators:   
- respect of leaders and local government; 
- stakeholders understand decision-making processes; 
- stakeholders feel the handling of local issues is transparent; 
- a risk management strategy is in operation. 
 
Negative indicators: 
- internal conflict, inappropriate conduct; 
- most community groups do not understand role and duties of 
local government; 
- protocols and procedures for public ethics are not available; 
- some groups feel there is corruption in the local authority. 

Key questions: 
Do citizens understand the mission and duty of the local authority? Do 
they know what it does? 
Do citizens feel local decisions are transparent and open for public 
scrutiny? 
Do citizens participate in public forums and open meetings? 
Have there been accusations of corruption and mis-management of public 
assets? 
Are procedures (eg for building permits) clear and straight-forward? 
Do people trust the rule of law and local decisions? 
Is there a contracting code and clear regulation of competition and 
procurement? 
Are there clear mechanisms of scrutiny? 
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MODULE 13:  CONFLICT MANAGEMENT 
 
Aim: 
Learn how to manage conflicts constructively. 
 
Objectives and planned results: 

1. Understand how conflict management plays a critical role in local 
governance. 

2. Understand factors that create conflict and conditions for conflict. 
3. Recognise the competitive patterns in our cultures. 
4. Identify competitive vs collaborative responses and understand their 

impacts on the dynamics of a situation.  
5. Understand how processes to resolve community conflict can be designed 

and facilitated. 
 
The exercise will create a scenario in which different stakeholders meet with the 
Mayor of a municipality to discuss a proposed new social housing development.  
Each stakeholder has its different interests.  The Mayor has invited the 
stakeholders in the group to come to a meeting in his/her office to consider the 
proposal.  In seeking to achieve consensus, the groups will need to think about 
how they can acknowledge and resolve the differences of opinion and interest 
that will arise. 
 
As a result of this learning, participants will feel more confident in dealing with 
conflicts both inside the organisation and within the wider community. 
 
Duration:   1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 15 minutes) 
Explain the Summerhill14 scenario and role play.  Ask participants 
to read the scenario.  Divide the participants into groups of 6.  
Each group does the same role-play.   
Assign the 5 roles within each group.  One participant will be an 
observer.  His/her task will be to note the situations of conflict and 
how they were resolved; this should be explained to the observers 
separately.  Allow time for the participants to read the scenario 
and focus on their role.   
(It can be more interesting if the roles are cut up and assigned in 
a way that participants do not read the roles of the other players.)  

2 Role play (eg 60 minutes) 
The Mayor calls a meeting in his/her office of the 4 other 
stakeholders to negotiate an agreement and prepare the outline 

 
14 Translations should change the place names as appropriate. 
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proposal for the Summerhill initiative.  The meeting should start 
with introductions as usual. 
Finding consensus on the way forward is the goal of the meeting.  
Each stakeholder will be directed by his/her interests but may 
need to compromise for the sake of the wider community interest. 
 

3 Feedback (eg 15 minutes) 
In a plenary session, each group should provide brief feedback on 
their negotiations; the observer should report on the conflicts and 
how they were managed.  This should lead to a discussion on 
conflict management. 
Use PowerPoint slides as appropriate.  The reading on conflict 
resolution should be introduced. 

 
Background 
Local government is full of conflicts. There are conflicts within the organisation – 
between staff and managers; between one manager and another.  There are 
many causes, eg a failure to communicate effectively, missing an agreed 
deadline, unfair criticism etc. 
 
In the wider community, people and groups share a territory where they live; they 
have different opinions and interests.  They may also have different: 

 Histories and cultures.  
 Ideas of good and bad. 
 Perspectives on the local environment. 
 Expectations for local public services.  

 
When people fail to communicate or interact in a way that recognises and 
resolves these daily differences, conflict is born. Conflicts damage the quality of 
life of the community, reduce business opportunities, take the focus of the 
municipality away from other priorities and hinder the effective running of local 
services. 
 
Conflicting parties are able to choose from among many different ways to resolve 
their dispute. They can: 
 Have discussions and come to some form of agreement. 
 Ask a third party to assist them in their negotiations. 
 Ask a third party to make a decision on their behalf. 
 Use force to defend their claimed position or interest. 

 
There is a continuum.  At one end is “free choice of solutions through 
direct communication among the parties”; at the other end is “imposed 
solutions”.  When the process moves away from the position of choice, the 
power of the parties over the outcome weakens; at the same time, their 
level of satisfaction with the process and its result often declines.   
 



101 
 

Leadership Development Programme for Mayors June 2021  

The process may also last a long time, engendering frustration; in the end, at 
least one party is likely to remain dissatisfied with the imposed solution. 
 
In the session, we simulate in a game how conflict evolves and how people react 
and often contribute to escalation. Reflection on the conflict experience will be 
helped by discussing various options to avoid conflict or to turn it through 
negotiation to a mutually accepted solution.  
 

 
SCENARIO - SUMMERHILL HOUSING PROJECT 

 
 

MAP OF GOOSEFIELD SUBURB IN SUMMERHILL TOWN 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Description of Summerhill and the housing proposal 
We are in the year 2020. Summerhill is a town with 30,000 inhabitants in the 
centre of the country.  It has a Mayor who is serving his third term; he is known 
for his commitment to improving the life of the city and all its inhabitants.  
Summerhill is a prosperous town that is beginning to catch up again after a long 
financial crisis. New businesses are opening up and the local economy has 
started to regain momentum. 
 
Goosefield is a relatively nice middle class housing area in Summerhill.  It is very 
popular as it is close to the centre and just beside the large traditional market and 
shopping area of the city.  
 

SHANTY TOWN 

MIDDLE CLASS 
NEIGHBOURHOOD 

SCHOOL AND 
SPORTS 

FACILITIES 
PROPOSED 

SOCIAL 
HOUSING 

SHOPPING 
AREA 

OTHER 
SUBURBS 

GOOSEFIELD 
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Until the last few years, Summerhill had a relatively stable population, but some 
years ago many people lost their homes. The cause was that during the years 
between 2002 and 2007 many inhabitants took loans to buy new apartments in 
the area of Goosefield.   
 
At the moment when they took the loans, they had jobs and the conditions of the 
loans were excellent, but during the financial crisis of 2010, many lost their jobs; 
they could not pay their debts and lost their homes. Many of these families 
moved to small cottages that were built in an area at the edge of the town. 
 
In this area there are no utility services or schools, or any public services 
available. Within a couple of years, the area was transformed into a shanty town.  
Inhabitants rapidly lost their social status and disintegration of the community 
speeded up during the last few years.  
 
Today, most people living in the shanty town are unemployed.  They try to find 
some possibilities by begging on the streets of Goosefield and the neighbouring 
shopping area and by offering services (eg ironing, window-cleaning) to local 
people.  The families live in impossible conditions, often breaking up; many 
children from there are badly behaved and drop out of school.  
 
The shanty town is beyond the built-up zone of the city. According to national 
regulations, no construction permit can be issued there. The infrastructure costs 
would anyhow be too high as all utilities and networks would have to be newly 
built. There is no chance for rehabilitating the area. 
 
In Goosefield, there is a school (grade 1-8) owned by the municipality that is 
under-utilized. This school has all the sports facilities that it needs; but it also has 
a large open area that is now covered by grass and used only occasionally by the 
students as a playground.  
 
The Mayor has a proposition to build social housing, owned and managed by the 
municipality, in this open school area for the inhabitants of the shanty town. The 
plan is to build 100 apartments with a subsidised rent and offer them to those 
inhabitants of the shanty town who had moved there when they lost their 
apartment in Goosefield some years before. The goal is to offer them a way back 
to the city and give them a new chance to reintegrate. 
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ROLE PLAY - SUMMERHILL HOUSING PROJECT 
 

ROLES 
The trainer should cut out each role and distribute them to the participants as 
selected.  Participants should not share their roles with other participants in the 
stakeholder group in advance. 
 
 
Mayor 
You are the mayor of Summerhill. You are a socially committed person who 
always wanted to keep all members of the community together. 
 
You are serving your third mandate and you are planning to run for election to 
Parliament in two years’ time. 
 
The situation of the shanty town has always bothered you but up till now you had 
no chance to do something on behalf of the people there. Now you deeply 
believe that the new rental housing concept will help them. 
 
There are additional factors that push you to act. You were the Mayor when 
these people lost their homes and you could do nothing about it. This has 
bothered you since then. The other factor is that a very well known - both 
nationally and internationally – a human rights group has started a long campaign 
on behalf of the shanty town inhabitants; they urge for public action. 
 
The school’s open area is municipal property. You can allocate the construction 
costs in your budget.  All existing public facilities have sufficient capacity for the 
new inhabitants. Your advisers also say that, if the intervention is successful, in 
the mid- term you could save on the municipality’s social costs. 
 
 
Middle class Housing Association 
The members of the Association are the home-owners in Goosefield; the 
Association is their formal representative body.  
 
The home-owners do not like the idea of the social housing. They feel they have 
suffered enough from these people who frequent their streets, beg and look for 
simple jobs. The children who come to schools from the shanty town area are 
often dirty and badly dressed. Most of them have poor results in school.  
 
You do not want to mix even more with “those people”! 
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Parents’ Association of the school 
The children who come to the school from the shanty town are often dirty and 
badly dressed. Most of them have poor results in school.  Many of them are 
problematic kids; some steal; some drop out; few continue their studies. This 
renders the performance indicators of the school lower and degrades its 
reputation. 
 
You have long fought with the school to introduce special support services for 
these kids (social workers, teaching aids, special training….).  This never 
happened. You are convinced that, without special support, most of these kids 
will not be able to integrate.  
 
As middle-class kids are not allowed to visit the shanty town, you do not really 
know the exact conditions where these kids have to live and learn. 
 
 
 
Environment NGO  
You do not want to lose the green area beside the school.  Even if it is not a 
public park, at least it is a green field that is an important element of the active 
green areas of the town.  
 
You have long defined your position about development.  Your position is that 
there are not enough active green areas in the city.  Every area must be 
maintained!  You have a good relationship with the press. 
 
For a risky social intervention, you cannot sacrifice the environment! 
 
 
 
Social welfare NGO 
You welcome the initiative. You are convinced that if help is given, these families 
can reintegrate.  They are not families who had been marginalised for 
generations; they are rather “newly marginalised”.  This gives hope!  They have 
skills; they want to work.  The loss of their homes was the only cause of their 
decline. 
 
Their kids could also catch up if the right conditions for their development and 
learning are provided. You think it is the responsibility of all to help these people 
to restart a normal life. 
 
You do not have many resources, but know possible social service providers who 
could help with various reintegration programmes of adults and children if 
sponsors could be found.  You are also skilled at using the power of the media. 
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MODULE 14: BUILDING SOCIAL CAPITAL 
 
Aim: 
Learn how to strengthen the municipality’s role in the community through 
effective partnership-working, thus building social capital.  

 
Objectives and planned results: 

1. Develop an understanding of why and how partnerships can be developed 
between municipalities and with private / voluntary sector organisations.  

2. Apply the principles of partnership-working across local government.  
 

As a result of this learning, participants will be more aware of the opportunities 
available for partnership-working and the steps necessary to achieve it.  

 
Duration:  2.0 hours 

 
Content: 
SECTION METHODOLOGY 

1 Introduction (10 minutes) 
Introduce the opportunities of partnership-working and the steps 
necessary to achieve it. Consider current examples. 
 

2 Group exercise 1 (eg 50 minutes) 
In groups of 3-4 persons, participants should use the Partnership 
Benchmark at Annex 1 below to assess the level of maturity with 
which one of their municipalities approaches partnership-working on 
the basis of evidence.  Consider the reasons behind the assessed 
level and how any obstacles preventing more partnership-working 
might be overcome. 
Groups will provide feedback on their thinking. 
 

3 Role Play (60 minutes) 
The role play will be about a scenario (see Annex 2 below) based 
on women suffering from domestic abuse.  The Mayor has called an 
initial meeting of key stakeholders to agree a joint strategy for a 
programme of partnership-working in order to achieve better 
outcomes for women in this situation.  Use the chart at Annex 3 
below (8 Steps in Leading Change’) to inform your discussions. 
 
Divide the participants into groups of 6 persons representing: 

- The municipality (the Mayor and the Director of Social 
Services); 

- An NGO (Executive Director and special advisor) that is well 
known for its work with vulnerable women and runs its own 
shelters and mediation services.   
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- The police (specialist officer) who have to deal with the 
consequences of domestic violence to such an extent that it 
distracts them from other important areas of crime. 

- The priest / imam who has a deep interest in family well-
being in the community. 

 
Each group should report on the outcome of their meeting. 
 

 
Background: 
Many public sector organisations believe that, if they have the institutional 
responsibility for carrying out a function, they must carry out the function 
themselves.  This is a natural response.  By being in charge, public officials can 
enjoy the power that goes with the position.  They can do things as they decide.  
They carry the risks themselves, but in many cases, accountability is weak and 
any falling short on performance is often overlooked. 
 
The consequence of this mindset is that the institution is forced to rely on its own 
resources.  In some situations, this is right.  Local government would not be able 
to outsource, for example, the control of health standards in local restaurants for 
which democratic oversight would be important.   
 
However, there are situations in which absolute public sector control is not 
essential.  Care for vulnerable people, for example, or the provision of public 
health or road-building could be shared, with standards set and monitored by the 
appropriate authorities.  The private and voluntary sectors have considerable 
presence in such areas.  Partnership-working is to be encouraged. 
 
The expertise, funding and creativity that can be found in the private and 
voluntary sectors are ignored if partnership-working is not on the agenda.  
Results are less than they could be.  Standards of achievement are lower; costs 
are higher, innovative thinking is missed.  Public services are not what they could 
be. 
 
For simpler functions, a municipality may be able to simply draw up a contract 
with a private or voluntary sector provider following an appropriate tender.  
However, there are situations where the public sector will want to keep 
democratic control because there is a national interest or because of the 
potentially high impact of mistakes or failures or the risk of over-running the 
budget.  An active joint Board can provide for both a democratic and a 
managerial oversight. 
 
Delivering effective partnership-working requires an open mindset.  Public 
officials need to be able to see the challenge from the perspective of 
potential partners as well as from the perspective of the public interest.  
They need to understand what motivates other stakeholders.  They need to 
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be aware of the nature of the capabilities and resources that a potential 
partner can bring to the table. 
 
Any partnership needs to be reviewed regularly, say every 2-3 years. Key people 
may change; new challenges or opportunities may arise; new legislation may 
have an impact.  A periodic Review can overcome complacency and 
inefficiencies and can ensure that the partnership continues to deliver its 
outcomes as intended. 
 
At the same time, municipal organisations should ensure that officials see 
working in a partnership as a career opportunity, an experience to be valued and 
not a posting for failing staff.  Senior managers should positively welcome 
partnership-working in those situations where it can raise the standards of public 
service and bring significant benefits to the community.  This requires good 
leadership. 
 
Where challenges cross municipal boundaries (as many environmental, 
economic and social issues do), a municipality should work with the other 
affected municipalities to find common solutions.  Shared challenges drive the 
importance of inter-municipal cooperation.  Working with partners in the private 
and voluntary sectors can be just as valuable in an IMC setting. 
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ANNEX 1 

PARTNERSHIP BENCHMARK 
 

1. How committed are senior management / political leaders to partnership-working?  
 BASIC PRACTICE BETTER PRACTICE ADVANCED PRACTICE 

1.1 Does the 
municipal leadership 
articulate a strong 
sense of purpose for 
the partnership? 

The municipal leadership 
articulates a vague vision for 
the partnership, but there is no 
sense of ownership.  

It articulates a clear and consistent 
shared vision and sense of 
purpose of the partnership. 

It actively promotes and 
communicates the shared vision 
and sense of purpose of the 
partnership; it demonstrates, and 
is committed to, delivering the 
benefits for the community.  

1.2 How committed 
is the municipal 
leadership to 
partnership-
working? 

The municipal leadership is 
ready to develop the 
partnership; however, senior 
managers may not feel fully 
involved. 

It articulates and demonstrates a 
shared commitment to the 
partnership and is signed up to a 
formal partnership agreement. It 
understands its role and each 
other’s role.  It meets and 
communicates frequently with 
partner organisations, both 
formally and informally, to further 
develop the partnership-working. 
 

It is recognised by key 
stakeholders that the municipality 
is jointly involved and responsible 
for delivering the partnership 
outcomes.   
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2. How effective are governance arrangements for partnership-working?  
 BASIC PRACTICE BETTER PRACTICE ADVANCED PRACTICE 
2.1 Has the 
municipal leadership 
agreed the vision, 
purpose and 
objectives of the 
partnership? 

The organisation has limited 
awareness / understanding of 
the partnership’s goals. 
 
Its own vision, purpose and 
objectives are not aligned with 
those of the partnership; it has 
not clearly communicated these 
to all stakeholders. Nor does it 
review these regularly to 
ensure that they are 
appropriate and sufficiently 
challenging. 
 

It has agreed the partnership’s 
vision, purpose and objectives, 
and it is clear about their role in 
meeting them. Its own vision, 
purpose and objectives are closely 
aligned to those of the partnership. 
 
The vision, purpose and objectives 
are clearly communicated to all 
stakeholders appropriately; they 
are reviewed regularly to ensure 
they remain fit for purpose. 
 
 

It regularly seeks the views of its 
stakeholders and these are used 
to shape the partnership’s vision, 
purpose and objectives.  

2.2 Have appropriate 
actions been 
identified to deliver 
intended partnership 
outcomes? 

It has identified a number of 
specific activities, but these are 
not clearly linked to its 
objectives and therefore it is 
difficult to demonstrate that 
they are intended to deliver the 
planned outcomes.  
 

It has identified appropriate 
activities in a business plan to 
deliver the intended outcomes, 
and reviews these at regular 
intervals to ensure the objectives 
are ‘SMART’ and remain fit for 
purpose.   

It is able to demonstrate that the 
activities it carries out achieve the 
relevant objectives and produce 
the intended outcomes.  
 
It periodically reviews its 
partnerships to ensure that they 
deliver their expected outcomes in 
the best way possible. 

2.3 Is the 
partnership clearly 
accountable to local 
people 

The partnership is generally run 
by paid staff; the Board meets 
occasionally to hear progress 
reports. 

The Board meets regularly to 
review plans and progress and to 
tackle immediate challenges. 

The Board listens regularly to the 
views of all stakeholders and takes 
action as necessary; it reports on 
activities and challenges openly. 
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3. Is there an agreed a set of measures and targets to track progress and demonstrate the impact of 
partnership-working? 
 BASIC PRACTICE BETTER PRACTICE ADVANCED PRACTICE 
3.1 Have agreed 
targets and 
measures been 
established to track 
the organisation’s 
progress in 
partnership- 
working?  

The organisation has agreed a 
number of targets and 
measures for tracking progress 
against agreed activities and 
priorities for partnership-
working. 

The organisation has robust 
performance management 
processes. Output and outcome 
measures are in place to assess 
the cost and quality of partnership 
activities and provide data on 
outcomes and customer 
experience.  
 
Baselines have been established 
for all areas of partnership-
working. Data is recent and 
available at frequent intervals. 
 

The organisation regularly reviews 
its performance measures in 
relation to partnership-working and 
demonstrates a programme of 
improvement where new or better 
measures are progressively 
introduced. 
 
High quality performance reports 
are produced – these are used to 
inform current and future 
partnership activity and plans.   
 

3.2 Is the 
organisation able to 
demonstrate the 
impact of 
partnership- working 
through its 
performance 
management 
system?  

Although outcomes, indicators 
and targets have been agreed, 
it is not yet able to ensure that 
impact can be demonstrated in 
the short, medium and long-
term across all partnership-
working. 

Success in partnership-working is 
demonstrated through a 
meaningful number of outcome 
measures and targets, which 
cover all key areas.   

The organisation demonstrates 
regular monitoring of measures to 
show the short, medium, and long-
term outcomes from partnership-
working. The organisation is able 
to identify the additional impact 
achieved through regular 
community feedback.  
  

3.3 Does the 
organisation use 
performance 
information to 
proactively manage 
and improve 
performance in how 
it works with 

The organisation has 
arrangements in place for 
reviewing progress against 
agreed plans in how it works 
with partners although: 
 Information or monitoring 

arrangements may not be 
fully developed. 

It has an effective performance 
management system which 
incorporates information on its 
approach to partnership-working 
and regularly reviews progress.   
 
Information from reviews informs 
future approaches to partnership- 

It regularly undertakes 
benchmarking of performance in 
partnership-working against other 
areas and adopts innovative 
practice. 
 
There is a mature approach to 
monitoring performance in 
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partners?     Results from reviews do not 
inform future planning and / 
or no improvement plans 
are in place 

working and this is shared with 
partner organisations to improve 
service delivery. 
 

partnership-working at strategic 
level through rigorous challenge 
and scrutiny.  

3.4 How effective is 
the organisation’s 
reporting to 
stakeholders on its 
approach to 
partnership- 
working? 
 
 
 
 
 
 

Reporting to stakeholders on 
partnership-working is limited to 
an annual report on activities 
and is short on detail. 
 
Regular reporting on 
partnership-working is not yet 
fully integrated in the 
organisation or shared with 
partners.  

The organisation, with its partners, 
reports on partnership-working 
through frequent, regular and 
integrated public performance 
reporting, which is outcome-based 
and demonstrates the impact that 
working is partnership is having on 
the local community. 
 
Reports are made available in a 
variety of formats to ensure they 
are accessible to all members of 
the community.   

Progress on agreed plans for 
partnership-working are reported 
regularly to the public through 
clear reporting using a number of 
different channels to reach all 
parts of the community.  
 
The organisation has reviewed the 
effectiveness of reporting 
arrangements and made 
improvements in response to 
feedback from key stakeholders.  
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4. How well does the organisation understand the resources needed to deliver its partnership priorities?  
How well has it worked with partners to align funding, assets and staffing in a sustainable framework? 

 BASIC PRACTICE BETTER PRACTICE ADVANCED PRACTICE 
4.1 Is the 
organisation clear 
about the resources 
required to deliver 
its shared service 
objectives for 
partnership- 
working? 

There is limited resource 
commitment shown by the 
organisation to support 
partnership-working.  

There is a commitment by the 
organisation to the provision of 
adequate resources required to 
deliver shared objectives. These 
have been identified and agreed in 
the short term, but not yet for the 
medium to longer term.   
 

There is a strong commitment 
within the organisation to resource 
the partnership objectives in the 
longer term. Along with partners, it 
has carried out a full review of 
resources required (staffing, 
finances, assets, IT support) 
required to deliver service 
objectives. 
 

4.2 Are the 
organisation’s 
financial 
responsibilities and 
budget for 
partnership-working 
clear? 
 

The organisation has identified 
a budget for partnership-
working. 

Clear arrangements are in place to 
review the financial responsibilities 
and expenditure for partnership-
working to ensure budgets are 
used appropriately.  

There is a clear plan in the 
organisation to monitor the 
expenditure in partnership-working 
to demonstrate the delivery of best 
value.  

4.3 Has the 
organisation with its 
partners developed 
a workforce plan 
that ensures it has 
the right staff in the 
right place to deliver 
agreed objectives 
and outcomes?  

The organisation has its own 
workforce plan specifically for 
partnership-working.  

The organisation has quantified 
workforce requirements to 
resource its partnership activities 
in the short and longer term.  

The organisation’s workforce plan 
is aligned to the partnership 
workforce plan and financial plan. 
Further the partnership has an 
approved staff appraisal system 
which is communicated and 
understood by staff.   
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5. How effective has the organisation and its partners been at delivering real outcomes and impact for 
people and communities through partnership-working? 
 Evaluation Questions 
5.1 What outcomes do the 
organisation and its 
partners want to see for 
their communities? 

 Is there a clear rationale for selecting these outcomes? 
 Do they clearly reflect local priorities and the views of citizens and service users? 

5.2 What indicators will 
they use to measure these 
outcomes?  

 Do they have genuine outcome indicators for the important longer-term outcomes? 
 Do they also have indicators that clearly show progress in the short to medium term? 
 Can they demonstrate a clear methodology or process underlying these indicators? 
 Do they keep the targets and indicators under review? 

5.3 Are they clear what the 
baseline looks like?  

 Are baselines for their indicators robust? 
 Are they measuring trends robustly?  

5.4 Has there been real 
impact on citizens? 

 Has there been a genuine improvement in these indicators over time? 
 What do the citizens themselves say about the impact of partnership-working? 

5.5 What are they doing to 
improve these outcomes?  

 Are decisions based on evidence, analysis and experience? 
 Are there examples of innovation? 
 Does resource allocation act as a spur, rather than a brake, to innovation and progress? 

5.6 Is the partnership 
genuinely working 
together to deliver joint 
services and best value? 

 Can real examples of joint working be seen on the ground? 
 Is their evidence of sharing resources of all kinds across the partnership?  
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ANNEX 2 
SCENARIO: DOMESTIC ABUSE OF WOMEN 

 
There is a high level of domestic abuse of women in the community.  In the past, 
traditional pressures ensured that this was generally contained within the household.  But 
with a growing proportion of women achieving higher levels of education, going out to 
work and delaying motherhood, more and more examples of such abuse are getting 
picked up by the press.   
 
There is growing pressure on the municipality as more women suffering domestic abuse 
are reporting their experience to the Department of Social Services.  However, the 
municipality has not had the budget to allocate to this growing area of demand, and the 
social services staff feel they cannot deal adequately with the challenge.   
 
More women are going direct to the police to complain of domestic violence.  But the 
police find it difficult to collect evidence and take action.  The law is not particularly clear 
in this area.  However, at the same time, drugs and knife crime are becoming serious 
problems in the town; this means that the police cannot devote enough time or resources 
to the issue of domestic abuse unless a serious crime has been committed.  
 
The church / mosque has particular interest in family welfare.  The priest / imam is well 
known for mediating in cases of family breakdown and he / she is held in high regard in 
the community.  
 
Central government is aware of the increasing pressure on municipal and police budgets 
arising from the growing prevalence of domestic abuse, but is reluctant to increase taxes 
and provide more money because of the impact that tax rises will have on economic 
development.   
 
The Mayor has therefore decided to take the lead himself in developing a major 
programme to tackle cases of domestic abuse.  He himself does not have much 
knowledge about the issue, but he knows of a national NGO that specialises in this area 
and has invited them to an initial meeting to explore ways of working together.  He has 
also invited the priest / imam as well as the responsible police officer.   
 
The Mayor’s intention for the meeting is to prepare an outline strategy for a joint 
programme to tackling domestic abuse in the community. 
 
Groups should use the following questions to guide their thinking: 

 
1. How will the interests of the community best be served? 

 
2. What good practice is there in the field of domestic abuse?  
 
3. How could the municipality work in partnership with the NGO, with the support 

of the police and the priest / imam, to tackle this challenge in a sustainable 
and effective manner? What activities are needed?  Which organisation will 
be responsible for what?  How will the programme be coordinated?  How will 
it be funded and managed?  Who will be accountable to whom? What 
obstacles have to be overcome? 

 
4. Are there other community resources that could be called upon to help? 
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ANNEX 3 

8 STEPS IN LEADING CHANGE 
STEP ACTION 

1. Develop a sense of 
urgency 
 

 

2. Create a coalition 
 
 
 

 

3. Develop the vision 
 
 

 

4. Communicate the 
vision 

 

5. Overcome 
obstacles to 
implementing vision 
 

 

6. Deliver short-term 
wins 
 
 

 

7. Manage inter-
dependences 

 

8. Anchor the change 
in the organisation 
culture 
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MODULE 15:  EMOTIONAL INTELLIGENCE15 
  
 
Aim: 
Understand emotional intelligence (EQ) and its essential role in maximising 
personal and municipal performance. 
 
Objectives and planned results:  

1. Understand the meaning of EQ. 
2. Manage the impact of feelings on personal and municipal performance 

more effectively. 
3. Recognise toxic behaviours that should be avoided. 
4. Strengthen personal and organisational EQ through learning and 

practice. 
 
As a result of the learning, participants will be more aware of their own 
emotional make-up, more sensitive to that of their colleagues, and will be 
better able to use the right balance of emotions when dealing with other 
people.  
 
Duration: 1.5 hours 
 
Content: 
SECTION METHODOLOGY 

1 Introduction (eg 15 mins) 
Role play an orchestra to develop an understanding of 
resonance and dissonance (with conductor and 3 groups – eg 
drums, violins and trombones – playing a tune like Happy 
Birthday).  Use the PowerPoint slides 3-5 interactively to 
facilitate discussion.  
 

2 Integrated self (eg 15 mins) 
Use slides 7-10 to introduce the idea of the integrated self.   
 

3 Emotional make-up (eg 15 mins) 
Refer to Section 2 below.  Consider with the participants ‘The 
Petal of Emotions’ to identify the main emotions and their 
properties.   
Organise buzz groups to (a) identify the purpose of the core 
emotions, and (b) consider examples of these emotions being 
used in practice, followed by feedback and discussion 

4 Power of feelings (eg 15 mins) 
Introduce Group Exercise on the “Feelings Matrix” in Section 3 
below.  After feedback, use slides 12-19 interactively to explore 

 
15 Many of the concepts in this session are drawn from the ideas of Daniel Goleman and Joshua 
Freedman / 6 S econds organisation. 
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the importance of feelings in relationships.  
 

5 
 

Emotions in the municipality (eg 30 mins) 
Use slide 21 to introduce the model of EQ competences.  Draw 
out examples from working life.  Identify some emotions that 
would be important within the model.  
 
Divide participants in 4 groups: 

(a) Groups 1 and 2 should each consider one of the 
questions about emotions in their municipality (see 
Section 4 below). 

(b)  Groups 3 and 4 should consider and complete the 
Exercise “Effects of EQ Competences”.  You should then 
refer them to the subsequent completed chart ‘Effects of 
EQ Competences’.   

After feedback and discussion, use slides 22-25 interactively to 
finalise the discussion on EQ. 
 

 
Background: 

EQ is about the emotional make-up of a person and his/her ability to control 
and direct emotions.  Research shows that high levels of EQ can make a 
significant difference to performance – as much as 70%.  Yet many 
organisations continue to recruit and promote staff, for example, mainly on the 
basis of mental ability and tend to ignore the emotional make-up of 
candidates. 
 

“I am angry.” “I feel anger.” “You are making me angry.” 
 
Who is in control? It is your choice to be angry.  Was it a choice you made, or 
did your anger take over? You are not the same as the anger.  An event can 
trigger different reactions, depending on your expectations. 
 
For example: 
The door-bell rings.  Will you feel: 

- Anger, because you expected your lover to arrive 2 hours earlier? 
- Joy, because your lover has arrived? 

 
A staff member arrives late.  Will you feel: 

- Anger, because you needed him to arrive on time to do something 
urgent for you? 

- Concern, because he may have had a problem that caused his being 
late? 

 
EQ lies at the core of good leadership.  But it is not just a question of good 
leaders scoring high in specific emotional competences like self-confidence; 
rather, good leadership is about being able to find the best balance between 
the competences when approaching a specific situation.  For example, turning 
around a poorly performing organisation will require a different balance of 
emotional competences than ensuring project targets are reached. 
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THE EQ LEADERSHIP MODEL 

 
EQ is a specific way of looking at ourselves and at other people.  It is about 
being aware of, and managing, our own feelings; it is also about being aware 
of the feelings of others, and managing the impact we have on them.  
Personal EQ can be strengthened through self-awareness, learning and 
practice.  If managers can begin to take account of EQ in their every-day 
work, they should soon be able to raise the levels of municipal performance. 
 
Each person has a different approach to their work.  He/she may, by nature, 
be more: 

- pragmatic (wanting to get things done) 
- intellectual (wanting to understand things at a deeper level) 
- social (wanting to interact with other people) 

 
These natural preferences stem from emotions.  More pragmatic people tend 
to avoid the deeper discussions that may be necessary to create wider 
understanding and ownership; more intellectual people may prefer the 
discussions but find it more difficult to be decisive or relate to their colleagues; 
more social people may prefer the inter-action with other people rather than 
ensuring they are working to good effect.   
 
These preferences are driven by your emotional make-up. Emotional 
intelligence means recognising your natural preference – its effects and its 
risks - and adjusting that approach to the demands of the situation. 
 

A good manager will take into account the natural preferences of his/her staff 
in the course of their work in order to maximise performance. 
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SECTION 2 

EMOTIONAL LITERACY 

 
Robert Plutchik’s model below demonstrates the relationships between 
emotions.  Understanding this is the foundation of emotional literacy.   

 
THE PETAL OF EMOTIONS16 

 

 
 
There are eight primary emotions.  These are emotions that we tend to feel 
moderately.  In the circle at the centre of the petal the emotions are intense; at 
the outside, they are mild.    
 
Emotions can change over time.  For example, acceptance (mild) of a 
colleague can grow to admiration (intense) after working together effectively; 
likewise, if left unchecked, anger can become rage or surprise can become 
distraction. 
 

 
Emotions can intensify if left unchecked 

 

 
16 Reprinted on www.6seconds.org by permission of American Scientist, magazine of Sigma Xi, The 
Scientific Research Society. 
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Emotions are often combined.  For example, optimism arises from a 
combination of anticipation and joy; love arises from joy and trust; contempt 
arises from disgust and anger. 
 
Emotions are there for a reason.  They tell us something.  The wise person 
seeks out the meaning of any emotion.  Do you understand, for example, why 
you admire a particular person?  Or why someone might be afraid of you? 
 

THE WISDOM OF EMOTIONS 
ANGER:                to fight against   
                              problems 
 
ANTICIPATION:   to look forward and 
                              plan 
 
JOY:                      to remind us what is 
                              important 
 
TRUST:                 to connect with people  

FEAR:                to protect from danger 
 
SURPRISE:       to focus on new 
                           situations 
 
SADNESS:        to connect with those 
                           we love 
 
DISGUST:          to reject what is  
                           unhealthy 
 

 
These feelings give rise to questions and information; they also make 
demands.  
 
For example: 
Fear leads to the question: “Are you sure?”  The feeling provides 
information about risk and helps you to seek out the underlying causes.  
 
Anger leads to the question: “Will you take action?”  It helps you to 
understand why you don’t like the situation. 
 
On the other hand, if these feelings are allowed to go unchecked and 
reach excessive proportions, they consume energy, impair decision-
making and bring about disfunction. 
 
 
 
 
Emotional literacy means: 
 being able to distinguish the different emotions, 
 knowing their meaning, 
 understanding how they relate to each other, 
 realising that they can intensify over time. 
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SECTION 3 
 

THE POWER OF FEELINGS 
 
Feelings have advantages and disadvantages.  For example, 
 Rage (box1) helps you grapple with big problems. 
 Boredom (box 2) leads to a focus on minor problems. 
 Acceptance (box 3) fosters openness. 
 Triumph (box 4) stimulates creativity. 

It is possible to categorise feelings on the basis of their pleasantness and 
intensity.  For example, grief is both unpleasant and intense, while affection is 
pleasant but not so intense.   
 
List 8 other feelings (or more) and put them into one of the 4 categories in the 
grid on the basis of their balance between pleasantness and intensity.  List 
their effects in the box below: 
 

                                                     

 
                                                  1                                          4 
 
INTENSITY 
 
           2                      3                                                                                                                                                  
 
 
 

PLEASANTNESS  
 

FEELINGS EFFECTS 
1. 
 
2. 
 
3. 
 
4. 
 
5. 
 
6. 
 
7. 
 
8. 
 

 

 
Which quadrant do your staff tend to operate in? Why? 
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SECTION 4 
 

EMOTIONS IN THE MUNICIPALITY 
 
Questions for group exercise: 
 

1 In many municipalities there are a number of unproductive or low-
performing staff members.  In many cases, they constitute a 
significant proportion of the staff and have a negative effect on the 
performance of the municipality. 

 
List the possible emotions involved: 

i. In the unproductive staff 
ii. In their managers 

What would you do to help them become more productive? 
 

 
2 See the slide on organisational resonance below.  You should design a 

similar slide on organisational dissonance. 
 

SLIDE: ORGANISATION RESONANCE 
STAFF INDIVIDUAL 

 Creative innovation 
 100% focus on performance 
 Good relationships with 

partners 
 Sharing info, ideas; mutual 

learning 
 Humour and mutual respect 

 Articulate reality 
 Self-awareness; self-mastery 
 Meaningful work 
 Empathy; mutual values 
 Relationships in tune 
 Optimistic 

 
3 Think of the culture of your municipality.  List the typical emotions that 

are…. 
a. expressed 
b. restrained 
.…within that culture.  What would you do that might lead to 
improvements in the culture? 
 
 

4 How would you like the following groups of people to feel about your 
municipality? 
a. Local people? 
b. Local organisations? 
c. Staff? 
d. Elected representatives? 
 
What might you do to strengthen the positive feelings that people 
have towards the municipality? 
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SECTION 5 
EQ COMPETENCES 

 
Managing your EQ effectively requires a set of competences.  They are set out below.  In groups, list (a) the positive 
effects and (b) the impact of weakness of each competence for someone in a leadership role. 

EQ COMPETENCE POSITIVE EFFECTS IMPACT OF WEAKNESS 
1. Self-awareness 

a) Reading own emotions 
b) Knowing strengths and limitations 
c) Self-confidence 

  

2. Self-management 
a) Self-control 
b) Transparency (integrity, honesty, 

trustworthiness) 
c) Adaptability 
d) Search for achievement 
e) Ready to take initiative 
f) Optimism 

  

3. Social awareness 
a) Empathy 
b) Organisational awareness 
c) Sense of service 

  

4. Social (ie relationships) management 
a) Inspiring 
b) Influence 
c) Developing others 
d) Change catalyst 
e) Conflict management 

  

You may also consider how conscientiousness, communications, building bonds, teamwork, collaboration etc link in to this model 
 
Recall a moment when you were achieving a personal best.  What were your emotions? 
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EQ COMPETENCES 
(completed template) 

 
EQCOMPETENCE POSITIVE EFFECTS IMPACT OF WEAKNESS 

1. Self-awareness 
a) Reading own emotions 
b) Knowing strengths and limitations 
c) Self-confidence 

Facilitates intuition; ability to see patterns 
and connections; implicit learning; sense 
of what works / doesn’t work and what’s 
important / not important; creativity. 

Sees things in black and white; takes 
risks unnecessarily; lacks sense of 
authority; narrow perspective; hesitant; 
lack of feelings. 

2. Self-management 
a) Self-control 
b) Transparency (integrity, honesty, 

trustworthiness) 
c) Adaptability 
d) Search for achievement 
e) Ready to take initiative 
f) Optimism 

Able to justify action through reason; 
encourages trust; controls impulses; can 
respond quickly and take initiative; 
creates climate by setting an example. 

Controlled by emotions; reduced capacity 
to think and focus. 

3. Social awareness 
a) Empathy 
b) Organisational awareness 
c) Sense of service 

Share wavelength; express messages 
appropriately; supports diversity; 
generates sense of purpose and unity. 

Unrealistic plans; wrong assumptions; 
failed expectations; creates vulnerability; 
risks to relationships; poor situation 
assessments. 

4. Social (ie relationships) management 
a) Inspiring 
b) Influence 
c) Developing others 
d) Change catalyst 
e) Conflict management 

Generates authenticity; gives purpose to 
friendliness; facilitates focus on what is 
important; creates climate. 

Generates conflicts; fails to get best out 
of staff; generates distrust and low 
esteem; encourages personal agendas. 

 
Leadership styles reflect a different balance of EQ factors.  What leadership styles use which factors most?  
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SECTION 6 
READING 

 
12 TOXIC BEHAVIOURS THAT PUSH PEOPLE AWAY FROM 

YOU17 
In the many years of communicating with thousands of clients, practicing 
psychologist Marc Chernoff and his wife have come to understand: each of us is able 
to poison life for ourselves and other people by simply behaving in a certain way. 
They have discovered 12 of such toxic lines of behaviour. 

1. Being envious of everyone else 

Don’t let envy (or jealously) get the best of you. Envy is the art of counting someone 
else’s blessings instead of your own. There is nothing attractive or admirable about 
this behaviour. So stop comparing your journey with everyone else’s. Your journey is 
your journey, not a competition. You are in competition with one person and one 
person only – yourself. You are competing to be the best you can be. If you want to 
measure your progress, compare yourself to who you were. 

2. Taking everything too personally 

People are toxic to be around when they believe that everything happening around 
them is a direct assault on them or is in some way all about them. The truth is that 
what people say and do to you is much more about them than about you. People’s 
reactions to you are about their perspectives, wounds and experiences. Whether 
people think you’re amazing, or believe you’re the worst, again, is more about them. 
I’m not suggesting we should be narcissists and ignore all feedback. I am saying that 
so much hurt, disappointment and sadness in our lives comes from our taking things 
personally. In most cases it’s far more productive to operate with your own intuition 
and wisdom as your guide. 

3. Acting like you’re always a victim 

Yes, another toxic behaviour is persistent complaining that fuels your sense of 
victimization. Believing you’re a victim, that you have no power to exert and no power 
over the direction of your life, is a toxic stance that keeps you stuck. Working as a life 
coach with people who have suffered major trauma in their lives but found the 
courage to turn it all around, I know we all have access to far more power, authority, 
and influence over our lives than we initially believe. When you stop complaining, and 
refuse to see yourself as a helpless victim, you’ll find that you are more powerful than 
you realized, but only if you choose to accept this reality. 

4. Hoarding pain and losses 

One of the hardest lessons in life is letting go – whether it’s guilt, anger, love or loss. 
Change is never easy – you fight to hold on and you fight to let go. But often letting 
go is the healthiest path forward. It clears out toxic thoughts from the past. You’ve got 
to emotionally free yourself from the things that once meant a lot to you, so you can 
move beyond the past and the pain it brings you. Again, it takes hard work to let go 
and refocus your thoughts, but it’s worth every bit of effort you can muster. 

 
17 http://mizky.com/article/26/12-zvychok-yaki-vidshtovkhuyut-vid-vas-lyudei 
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5. Obsessive negative thinking 

It’s very hard to be around people who refuse to let go of negativity – when they 
ruminate and speak incessantly about the terrible things that could happen and have 
happened, the scorns they’ve suffered, and the unfairness of life. These people 
stubbornly refuse to see the positive side of life and the positive lessons from what’s 
happening. Pessimism is one thing – but remaining perpetually locked in a negative 
mindset is another. Only seeing the negative, and operating from a view that 
everything is negative and against you, is a twisted way of thinking and living. You 
can change that. 

6. Lack of emotional self-control 

An inability to manage your emotions is toxic to everyone around you. We all know 
these people – those who explode in anger and tears over the smallest hiccup or 
problem. Yelling at the grocery store clerk for the long line, screaming at an 
employee for a small error she made, or losing it with your daughter for spilling juice 
on the floor. If you find that you’re overly emotional, losing your cool at every turn, 
you may need some outside assistance to help you gain control over your emotions 
and understand what’s at the root of your inner angst. An independent perspective – 
and a new kind of support – can work wonders. 

7. Making superficial judgments about others 

Remember, what you’ve seen is often only what that person has chosen to show 
you, or what they were driven to show based on their inner stress and pain. Alas, 
when another person tries to make you suffer in some small way, it is usually 
because they suffer deep within themselves. Their suffering is simply spilling over, 
but is that person really to blame? They do not need punishment or ridicule, they 
need help. If you can’t help them, let them be. 

8. Cruelty (or lacking empathy and compassion) 

One of the most toxic behaviours – cruelty – stems from a total lack of empathy, 
concern or compassion for others. We see it every day online and in the media – 
people being devastatingly unkind and hurtful to others just because they can. 
Cruelty, backstabbing and hurting others for any reason is toxic, and it hurts you as 
well. If you find yourself backstabbing and tearing someone else down, stop in your 
tracks. Dig deep and find compassion in your heart, and realize that we’re all in this 
together. 

9. Cheating and cutting moral corners simply because you can 

Cheating is a choice, not a mistake, and not an excuse! If you decide to cheat, and 
you succeed in cheating someone out of something, don’t think that this person is a 
fool. Realize that this person trusted you much more than you ever deserved. Don’t 
do immoral things simply because you can. Don’t cheat. Be honest with yourself and 
everyone else. Do the right thing. Integrity is the essence of everything successful. 

10. Hiding your true self 

How can people connect with you if you’re constantly trying to hide from yourself? 
And this becomes a truly toxic situation the minute they become attached to your 
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false persona. So remember, no matter what age, race, sex, or sexuality you are, 
underneath all your external decorations you are a pure, beautiful being – each and 
every one of us are. We each have light to shine, and missions to accomplish. It is 
wonderful to be different. Celebrate being different, off the beaten path, a little on the 
weird side, your own special creation. If you find yourself feeling like a fish out of 
water, by all means find a new river to swim in. But do not change who you are; be 
who you are. 

11. Needing constant validation 

People who constantly strive for validation by others are exhausting to be around. 
Those men and women who get caught up in the need to prove their worth over and 
over and over, and constantly want to win over everyone around them, are 
unintentionally toxic and draining. There are no words to describe how this can wear 
you out. Know this, if you constantly think of just how things have to look to others, it 
brings you and everyone else around you down. There is a bigger picture to your life, 
and it’s not about what you achieve in the eyes of the masses. 

12. Being a stubborn perfectionist 

Yes, as human beings, we often chase hypothetical, static states of perfection. We 
do so when we are searching for the perfect house, job, friend or lover. The problem, 
of course, is that perfection doesn’t exist in a static state. Life is a continual journey, 
constantly evolving and changing. What is here today is not exactly the same 
tomorrow. But with a little patience and an open mind, over time, that imperfect 
house evolves into a comfortable home. That imperfect job evolves into a rewarding 
career. That imperfect friend evolves into a steady shoulder to lean on. And that 
imperfect lover evolves into a reliable lifelong companion. It’s just a matter of letting 
perfectionism go. 

The floor is yours... 

If you can relate to any of these toxic behaviours, remember, you are not alone. 
We all have unhealthy personalities buried deep within us that have the 
potential to sneak up on us sometimes. As stated above, the key is awareness 
– recognising these behaviours and stopping them in their track.
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WORDS OF EQ WISDOM 
 

1. “We don’t see things as they are; we see things as we are.” 

 
2. “They will forget what you said, but they will remember how you made them 

feel.” 

 
3. “Emotions are contagious; they tell us about risks and opportunities.  People 

in authority and people close to us seem to have greater emotional influence 
over us.” 

 
4. “Optimism can be learned by confronting reality with the conviction that we 

can find solutions.” 

 
5. “Are you asking staff to obey, thus creating dependency?  Or are you asking 

them to share your common purpose, thus drawing out their leadership?” 

 
6. “Emotions drive people; people drive performance.” 
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MODULE 16: STAFF EMANCIPATION 
 
Aim: 
Learn how managers should provide the kind of leadership that allows every 
member of staff to use their full potential.  

 
Objectives and planned results: 

1. Identify the strengths and weaknesses of the current system of managing staff 
in the municipality. 

2. Understand why high-performing staff are able to achieve their full potential.  
3. Learn how to create a work environment that encourages staff to achieve their 

full potential.  
 

As a result of this learning, participants will be able to help managers build creative 
management relationships with staff and develop an exciting and meaningful working 
environment.  

 
Duration:  1.5 hours 

 
Content: 
SECTION METHODOLOGY 

1 Introduction (10 minutes) 
Consider current examples of good and bad management practice 
in municipalities.  Introduce the Road Map for Effective Managers.  
 

2 Group exercise 1 (eg 50 minutes) 
In groups of 3-4 persons, participants should use the HR 
Benchmark below to assess the level of maturity with which one of 
their municipalities approaches human resource management and 
development on the basis of evidence.  Consider the reasons 
behind the assessed level and how any obstacles preventing better 
HR management and development might be overcome. 
Each group might focus on 1 element and be prepared to give 
feedback on their thinking.  
 

3 Group exercise 2 (eg 30 minutes) 
In pairs, consider the Ladder of Emancipation below. Identify 
actions that could be taken to shift staff up the ladder.  Be prepared 
to give feedback on your thinking. 
 

 
Background: 
 
Citizens have the right to expect high levels of performance from their 
municipality.  After all, it is their taxes that help to fund local government. 
Research suggests that in a typical organisation staff use only about 40% of their 
potential.  This is why performance is so often mediocre.  At the same time, staff in 
the best organisations use up to 100% of their potential.  What makes the 
difference? 
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The answer lies in the local working environment.  Imagine the effect of performance 
and job satisfaction if the working environment enabled staff to continually 
strengthen and use all their capabilities? 
 
What are the key obstacles to high levels of performance?  Research suggests that 
there is too much focus on: 
 Short-term measurable tasks; 
 Simple answers based on poor understanding; 
 Downward communications; 
 Uniformity; 
 Compliance and control culture; 
 Excessive competitiveness and distrust, leading to poor team-working; 
 No sense of an integrated organisation or a longer-term sense of purpose. 

In all these areas, managers have a key role to play.  They create the working 
environment for their staff.  They can decide whether or not to: 
 

 Help staff to develop their capabilities or just focus on getting the job done; 
 Strengthen team-working or just accept mediocre performance; 
 Keep staff fully informed or treat information as their own personal source of 

power; 
 Listen to what the staff say, think and feel, or just act as a supervisor; 
 Enrich the jobs that the staff do in order to make their work more interesting, 

or just oversee processes and procedures; 
 Trust staff enough to give them greater responsibilities or hoard all authority to 

themselves; 
 Learn from mistakes and celebrate success, or encourage a ‘blame culture’; 
 Use the authority of their position to get things done, or the power of 

leadership. 

This Road Map shows managers what they need to do to create such a working 
environment.  How can you contribute to this goal of helping managers deliver better 
performance?  How might your HR unit support you? 
 
This is what good leadership is about. 
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HR BENCHMARK 
 

FOR THE MANAGEMENT AND DEVELOPMENT OF 
MANAGERS AND STAFF 

 
INTRODUCTION 
“Staff are an organisation’s greatest asset”.  How often that statement is made!  How 
often the evidence is lacking!   If an organisation’s senior managers really want to 
treat their staff as their most important resource, they would take steps to ensure 
that: 

1. Every job has a clear Job Description within a well-designed organisation 
structure. 

2. The best person for the job is always recruited. 
3. Sufficient space is created to allow each person to perform at his/her best 

within a supportive environment. 
4. The Strategic Plan enables each person knew how his/her performance 

contributes to the overall goals of the municipality. 
5. Individual objectives and Personal Development Plans are agreed for each 

member of staff to support the achievement of the Strategic Plan and to 
maximise his/her contribution. 

6. Performance is managed so that staff are clear about the progress they are 
making towards delivering agreed targets and steps taken to overcome 
obstacles. 

7. High levels of internal and external communications are maintained so that all 
staff are well informed. 

8. Staff find meaning in promoting ethical local government. 
9. Best practices are sought out and innovation encouraged in order to find new 

solutions to the challenges of establishing good local government.  
10. Staff are appropriately rewarded for doing a good job. 
11. All managers are trained in modern management techniques. 
 

This is why a professional Human Resources (HR) function is essential in a modern 
municipality.  Staff costs (salaries and overheads) consume a significant proportion 
of a municipality’s budget.   HR is a function that requires investment so that staff 
really do become the municipality’s greatest asset.  This is a critical path towards the 
delivery of good local government. 

 
This Benchmark provides a basis for assessing the current HR policies and 
practices of a municipality and for identifying further action to be taken if HR 
excellence is to be achieved. 
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HUMAN RESOURCES MANAGEMENT AND DEVELOPMENT 
 

SELF-ASSESSMENT TOOL 

ELEMENT 1 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN TEACH 
OTHERS 

SCORE 

1 - 4 

Alignment with 
municipality’s 

vision and 
direction 

 Vision & direction 
are not clearly 
communicated 

 Decisions are made 
without knowing if 
the necessary skills / 
capacities are in 
place  

 Changes are 
frequent, reactive to 
outside pressure, 
sometimes 
contradictory 

 Vision & direction 
are communicated 
periodically to senior 
staff 

 HR is asked to 
develop skills / 
capacities after 
decisions have been 
made 

 Changes are 
occasionally 
strategic and 
purposeful 

 Vision & direction 
are communicated 
periodically to all 
staff 

 HR is invited to 
advise on skills & 
capacities 

 Changes are 
strategic and 
translated into 
departmental 
objectives and 
action plans 

 Vision & direction are 
clearly communicated 
and understood at all 
levels  

 HR is perceived as a 
critical partner in 
crafting the strategic 
direction and 
managing change 

 Strategic goals are 
cascaded down into 
meaningful objectives 
and action plans at 
departmental, group 
and individual levels 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 2 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Organisation 
design and 
workforce 
planning 

 Organisation design 
is based on tradition 
rather than linked to 
strategic needs 

 Municipality does not 
have a clear picture 
of its existing skills, 
nor of the skills gap 

 Competency 
frameworks or job 
descriptions are not 
widely used 

 Organisation design 
is linked to strategic 
requirements but not 
cascaded at all 
levels 

 Municipality does not 
have the right skills 
in the right place at 
the right time to 
deliver on its 
strategy 

 Competency 
frameworks & job 
descriptions do exist 
but are not used 
strategically or 
consistently 

 Organisation design 
is closely linked to 
strategic needs but is 
not always well 
communicated 

 Local authority has a 
good grasp of the 
skills it requires and 
where they can be 
most effectively used 

 Competency 
frameworks & job 
description are 
widely used, but 
sometimes become a 
tick box exercise 

 Organisation design 
is developed along 
with the strategy and 
communicated at all 
levels 

 Processes, systems 
and roles are aligned 
with a view to 
efficiency and 
effectiveness 

 Competency 
frameworks and job 
descriptions are used 
consistently, are well 
understood and 
regularly reviewed to 
ensure relevance 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 3 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Attracting & 
selecting 

competent 
staff 

 Municipality does not 
have a clear 
employment brand 

 Municipality is not 
attracting candidates 
with the right skills 
and qualities 

 Selection is done 
inconsistently, with 
frequent political 
interference, with no 
clear common 
framework to avoid 
personal bias 

 Municipality is 
gradually improving 
as a good place to 
work 

 Municipality 
occasionally 
struggles to find the 
right skills or 
competencies to 
meet priorities 

 Guidelines & tools 
for selection exist 
but are not robust or 
not fully understood / 
supported by 
managers 

 Municipality is 
generally perceived 
as a good place to 
work 

 Municipality usually 
attracts the right 
kind of candidates 

 Robust selection 
tools exist but are 
not systematically 
applied throughout 
the organisation 

 Municipality is 
perceived as a good 
place to work 

 Municipality is 
successful at 
attracting the right 
calibre of applicants 
and constantly 
upgrading its pool of 
expertise 

 Systematic, 
competency-based 
selection tools are 
used to identify best 
person for a job, from 
either inside or 
outside the 
organisation 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 4 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Managing 
performance 

 Performance 
appraisals are not 
conducted regularly 
and are not linked to 
rewards or 
development 

 Performance 
management is 
perceived as a 
control measure 
rather than an 
opportunity to 
develop 

 Performance 
appraisals are 
regarded as an HR 
tool and not owned 
by managers 

 Performance 
management criteria 
are linked to rewards 
and development but 
are not widely 
perceived as fair 

 Performance 
management tools 
are widely 
disseminated and 
understood, but not 
always simple to 
implement 

 Performance 
management criteria 
are occasionally at 
odds with 
organisation 
priorities or rewards 
system 

 Performance 
management tools 
are simple, credible 
and data-driven 

 Everyone clearly 
understands 
performance 
management criteria 
and perceives them 
as fully aligned to 
organisation priorities 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 5 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Developing 
people 

 Organisation needs 
have outgrown the 
current level of skills 
and abilities 

 Only a few staff are 
identified as future 
leaders, usually 
protégés 

 Culture does not 
encourage sharing 
knowledge  

 Employees not 
interested in training 
/ career 
opportunities; they 
believe the 
processes to be 
ineffective / 
irrelevant 

 Organisation has the 
skills in place for 
current needs but 
not for the future 

 There is little 
overview of good 
performers and 
potential future 
leaders 

 Knowledge sharing 
is random  

 Staff are not fully 
satisfied with training 
& career progression 

 Staff seldom lack 
the skills to adapt to 
changing priorities 
of municipality 

 There are regular 
attempts to identify 
and develop future 
leaders 

 There are 
mechanisms to 
encourage 
knowledge sharing 

 Staff are satisfied 
with career 
opportunities & 
training but are not 
always proactive 
about learning 

 Staff expertise is of 
sufficient width and 
depth to adapt to 
changing 
circumstances 

 There is constant 
effort to identify and 
build future leaders 

 New knowledge is 
being developed and 
shared systematically 

 Staff are proactive 
about developing 
themselves and 
satisfied with the 
available career & 
training opportunities 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 6 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Reward 

 Pay and progression 
practices do not 
match stated values 
and objectives 

 Staff do not value the 
rewards offered 

 Reward process and 
the rationale behind 
it have not been 
clearly 
communicated to 
staff  

 Reward system is 
linked to individual 
performance but is 
sometimes at odds 
with team goals 

 Rewards are 
focused on 
completing tasks and 
meeting targets 
rather than on 
enhancing behaviour 

 Pay & promotion 
processes are 
communicated but 
not always believed 

 Reward system is 
linked to both 
individual and team 
performance and is 
clearly 
communicated 

 Rewards are used 
to promote both 
desired behaviour 
and achieving tasks 

 Pay & promotion 
processes are 
usually perceived as 
fair and transparent 

 Reward system is 
clearly linked to both 
organisation priorities 
and individual 
performance 

 Rewards are used to 
promote desired 
behaviour and 
knowledge sharing 

 Employees perceive 
pay & promotion 
processes to be 
completely 
transparent, fair and 
rigorous 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 7 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Retention 

 Organisation is 
resigned to fact that 
high staff turnover is 
unavoidable 

 Best performers are 
the most likely 
category to leave; 
little effort is made to 
retain them or transfer 
their expertise 

 High turnover disrupts 
the rest of the staff 

 HR is responsible 
for motivating and 
retaining staff 

 Exit interviews are 
conducted to 
understand reasons 
for leaving 
organisation 

 HR is concerned at 
staff turnover and 
has introduced 
some tools to 
improve morale 

 

 Line managers do a 
good job of 
motivating and 
retaining team 
members, with the 
support of HR 

 Efforts are made to 
capture knowledge 
and skills when key 
performers leave 
the organisation 

 Minimal damage to 
staff engagement by 
staff who leave 
(whether voluntary 
or forced exits) 

 Line managers take 
responsibility for 
motivating / retaining 
team members 

 Organisation is 
confident that they 
are not losing key 
performers with vital 
skills; transfer of 
knowledge is 
embedded in 
organisation practice 

 Organisation can 
capture exit data and 
understands how to 
act to minimise 
negative effect on 
commitment of 
remaining staff 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 8 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Motivation and 
engagement 

 Municipality has 
largely untested and 
undifferentiated 
assumptions about 
what motivates their 
staff 

 Staff do not feel in 
control of the content 
and workload of their 
jobs 

 There is a big gap 
between the official 
culture of the 
municipality and ‘the 
way things are really 
done’ 

 Municipality is good 
at motivating certain 
segments of their 
workforce 

 Managers do not 
always achieve the 
fine balance 
between autonomy 
in jobs and support 
& guidance 

 Staff can usually 
articulate culture 
and values of 
municipality, 
although they may 
not match their own 

 Municipality 
understands key 
motivators for 
different segments 
of their workforce 

 Staff feel they have 
adequate 
information and 
support to do their 
jobs well 

 Staff have been 
involved and 
consulted in 
determining their 
objectives, job roles 
and workloads, and 
can see link with 
municipal values 

 Municipality 
understands the link 
between staff 
engagement, 
performance and 
customer satisfaction 

 Staff feel there is right 
balance between 
autonomy and 
guidance in their jobs 

 Staff feel their 
personal goals and 
values are aligned 
with the municipality 
mission and values 

 

 
Action: 
1. 
 
2. 
 
3. 
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ELEMENT 9 
LEVEL 1 

JUST STARTING 

LEVEL 2 

DEVELOPING – ON 
THE RIGHT TRACK 

LEVEL 3 

COMPETENT 

LEVEL 4 

MASTERY – CAN 
TEACH OTHERS 

SCORE 

1 - 4 

Evaluating 
effectiveness 

 Municipality 
sporadically tracks 
measures of HR 
effectiveness 

 Captured data is not 
systematic enough 
to be fully credible 

 HR tracks many key 
performance 
indicators but is not 
sure how they all link 
up and fit with 
municipal strategy 

 Data is too detailed 
and insufficiently 
analysed to be used 
for senior-level 
reporting 

 Municipality 
systematically 
tracks, analyses and 
reports on HR 
metrics 

 The validity of the 
data is generally 
accepted, but is only 
used to support 
existing processes 
and decisions 

 Municipality is clear 
about the value and 
purpose of HR 
metrics and tracks the 
‘right’ metrics in a 
systematic way 

 Both senior and line 
management are 
confident of the 
robustness of 
workforce data and 
use it for decision-
making and strategic 
planning 

 

 
Action: 
1. 
 
2. 
 
3. 
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LADDER OF EMANCIPATION 
 
 

 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

1. Benign individualisation, driven by values; sense of independence 
2. Freedoms seen as useful – to choose, act, trust, connect, navigate, 
empathise 
3. Responsibilities seen as manageable; sense of personal control 
4. Life seen as source of opportunities and choice; seek to thrive; 
open-minded; imagine better future 
5. Internal drive / motivation (service, fulfilment, cooperation); 
higher purpose; self-esteem; emotional satisfaction 
6. Respect for others; share skills; value diversity; tolerant but 
intolerant of violation of integrity of others 
7. Sense of personal and civic empowerment; urge to take action 
from shared concerns; confidence in voice through institutions 
 

1. Existential pressures; immediate needs; importance of 
surviving (salary, risk, exposure…) 
2. Satisfaction from material achievement 
3. Sense of oppression, obedience, constraints 
4. Life seen as source of threats; distrust others 
5. Preference for process, security, conformity 
6. External motivation 
7. External pressure to act 
8. Group norms dominant  

LADDER OF 
EMANCIPATION 

Questions: 
1. What are the constraints restricting staff from reaching 100% potential? 
2. What steps should managers take to help staff move up the ladder of 

emancipation? 
3. How does a person’s position on the ladder affect team-working? 

100% 
POTENTIAL 
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