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“…of a good leader, who talks little, when the work is done, the aim fulfilled, the people will say, ‘We did this ourselves’.”
--Lao Tzu
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Shoshanna Cogan is an international consultant with more than 25 years of experience serving over 24,000 participants as a college educator, professional counselor, social service caseworker, program director, and international facilitator. As a highly regarded trainer, facilitator, and coach, Shoshanna has led thousands of classes and seminars with local, national, and global organizations.

Her clients include the U.S., Puerto Rico, and New Zealand governments, Bali Institute for Global Renewal in Indonesia, The United Nations University for Peace in Costa Rica, The Corporation for National and Community Service, Victoria Falls University in Zambia, U.S. Army Corps of Engineers, FEMA Corps, National Service Leadership Institute, New Zealand and Australian Wellness Centers, Aguirre International, CHP International, Education Northwest, and Interaction Institute for Social Change, as well as many other national and international organizations.


A SAMPLING OF CUSTOMIZED TOPICS:
Facilitative Leadership	Change Management	Art of Collaboration Coaching	Training for Trainers	Diversity Training Strategic Planning	Customer Relations	Emotional IQ Situational Leadership	Dynamic Presentations	Communication High Performance Teams Myers-Briggs Inventory	Navigating Conflict Management Strategies	Stress Management	Facilitation Skills

Besides her passion for training, coaching, and facilitation, Shoshanna spent 6 years studying and traveling on 6 continents, including the Middle East, South Pacific, Indonesia, Europe, Korea, Mexico, Central and South America, Africa, and the Caribbean. She holds a B.A. in Psychology and a Master of Science Degree in Counseling Psychology.

Shoshanna is a member of the American Society for Training & Development, National Organizational Development Network, a published contributor and frequent presenter with the International Association of Facilitators in the USA, Canada, Europe, Latin America, and the Caribbean, as well as being a Certified Conflict Mediator, Keynote Speaker of the American Business Women’s Association, and a Certified CERT Emergency Responder. In her spare time, Shoshanna is a world traveller fond of studying Spanish and swimming with sharks.
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Session Premises

1. Being an adaptive leader is a timeless pursuit. The requirements of leadership, however, evolve as the world grows more complex and interdependent. Today’s leaders must not only manage resources; they must facilitate, and involve others in, the process of change and continuous improvement.

2. The challenge of leadership touches every one of us. No matter what job we do or position we hold, we are called to take responsibility for the success of our teams and our organizations.

3. Building leadership capability is a process of self-awareness, skill development and personal commitment. In the last analysis, it is
up to you to transform what you learn into the habits of daily work life.

Highly effective leadership is centered around multiple practices involving and empowering others. A “practice” is a repeated action or behavior that leads one to proficiency and high performance. This workshop intends to provide a two-tiered learning experience:
1. Awareness Building
2. Skill Development

[image: ]

Part 1: A Leader Who Made a Difference in Your Life

Activity: Reflection, writing, and discussion

1. Who is the person (name/relationship)?









2. What leadership characteristics does/did this person have that you admire?













3. What are 3 words that best describe what this person has contributed to your life:













Profile of the Adaptive & Highly Effective Leader

Leaders create a safe environment for participation and collaboration by modeling numerous leadership attributes, including:

· Actively encourages others to contribute.
· Accepts others’ ideas, perceptions and feedback in a non-defensive way.
· Adjusts plans to meet changing needs.
· Reminds others of the “big picture” and the overarching goal; works to achieve these.
· Keeps attention focused on high leverage issues and activities.
· Provides coaching, support, and perspective at critical moments.

· What else would you add?




Consider the Profile of an Adaptive & Highly Effective Leader and answer the questions below:
1. Which of the attributes do you think you model regularly? How does this help you with your work as a leader?





2. What is the impact on the people you work with when you don't demonstrate these attributes?





3. In a stressful situation, which of the three attributes do you tend to give up first? Why?


Situational Leadership
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Situational Leadership® II Model[footnoteRef:1] [1:  Hersey, P. & Blanchard, K.H.  Management of Organizational Behavior: Utilizing Human Resources (4th ed.) Englewood Cliffs, NJ: Prentice-Hall 1982.
Hersey, P. & Blanchard, K.H.  Situational Leadership: A Summary.  San Diego, CA: University Associates 1988.] 


The Situational Leadership® II Model takes a situational perspective of leadership. This model posits that the developmental levels of a leader's subordinates play the greatest role in determining which leadership styles are most appropriate.

Human resource development professionals have debated about which style of leadership is superior.  Although some prefer a particular style, research indicates that no one leadership style is superior in all situations.  Rather, as Hersey and Blanchard (1982) state, the best leaders are those who are adaptable to various types of people and situations.

THE SITUATIONAL LEADERSHIP® MODEL
Hersey and Blanchard created the Situational Leadership® Model for use by managers in deciding what leadership styles are appropriate for various situations.  The model, which is pictured on the next page, is a bell-shaped curve that passes through four quadrants.  The X axis of the model represents directive behavior, which is the degree to which the manager directs subordinates’ behavior and tasks; and the Y axis represents supportive behavior, which is the degree to which the manager supports human factors such as morale, teamwork, and communication.  Hersey and Blanchard believe that managers can evaluate individual situations and their subordinates’ level of “readiness” and, using the model, can select the appropriate leadership style.

DEVELOPMENT LEVEL
There are two aspects to development level: competence—the knowledge and skills the individual brings to a specific goal or tasks; and commitment—the individual’s motivation and confidence on that goal or task.  There are four development levels.
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Situational Leadership Style

There are two dimensions to leadership style: Directive Behavior—telling and showing people what to do, when to do it, how to do it and providing frequent feedback on results, and Supportive Behavior—praising, listening, encouraging and involving others in decision making.  There are four leadership styles consisting of four different combinations of Directive and Supportive behavior.

Style 1: Directing—High Directive Behavior/Low Supportive Behavior
The Leader provides specific directions about roles and goals and closely tracks the employee’s performance in order to provide frequent feedback on results.

Style 2: Coaching—High Directive Behavior /High Supportive Behavior
The leader explains why, solicits suggestions, praises behaviors that are approximately right and continues to direct task accomplishment.
Style 3: Supporting—High Supportive Behavior/Low Directive Behavior
The leader and the employee make decisions together.  The role of the leader is to facilitate, listen, draw out, encourage and support.

Style 4: Delegating—Low Supportive Behavior/Low Directive Behavior
The leader empowers the employee to act independently with appropriate resources to get the job done.

	LEADER BEHAVIOR CATEGORIES

	DIRECTIVE BEHAVIOR 
	SUPPORTIVE BEHAVIOR

	· one-way communication 
· followers' roles spelled out 
· close supervision of performance 
	· two-way communication 
· listening, providing support & encouragement and facilitate interaction 
· involve follower in decision making 



CHOOSING THE APPROPRIATE LEADERSHIP STYLE
In order to select an appropriate leadership style for a particular situation, it is important to first assess the readiness level of the person who has been asked to undertake the task or responsibility.  After the subordinate’s readiness level has been determined, the leader must then draw a line from that point on the follower-readiness continuum straight up until it intersects the bell-shaped curve that runs through the four quadrants. 






		
	

Personal Reflection: Situational Leadership Style
My “default” or most preferred leadership style when I am in a leadership role is (circle one):


DIRECTING—HIGH DIRECTIVE BEHAVIOR/LOW SUPPORTIVE BEHAVIOR

COACHING—HIGH DIRECTIVE BEHAVIOR /HIGH SUPPORTIVE BEHAVIOR

SUPPORTING—HIGH SUPPORTIVE BEHAVIOR/LOW DIRECTIVE BEHAVIOR

DELEGATING—LOW SUPPORTIVE BEHAVIOR/LOW DIRECTIVE BEHAVIOR


My least preferred leadership style when I am in a leadership role is (circle one):


DIRECTING—HIGH DIRECTIVE BEHAVIOR/LOW SUPPORTIVE BEHAVIOR

COACHING—HIGH DIRECTIVE BEHAVIOR /HIGH SUPPORTIVE BEHAVIOR

SUPPORTING—HIGH SUPPORTIVE BEHAVIOR/LOW DIRECTIVE BEHAVIOR
.
DELEGATING—LOW SUPPORTIVE BEHAVIOR/LOW DIRECTIVE BEHAVIOR


Three things that I know I do well in a leadership role:

1. 

2. 

3. 

One thing I want to work on in a leadership role:
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SUPPLEMENTAL RESOURCES

Skills leaders at all levels need include:
· Listening
· Appreciation
· Supporting employees
· Motivating and Influencing
· Ability to say “I don’t know” and “I’m sorry”
· Other skills:

Leadership Premises

1. Every person can lead.


Although most of do not think of ourselves as leaders, we are. If leadership is influence, and I believe it is, then we all display leadership characteristics as we influence and impact others. Although not everyone is called upon to serve as a United States senator or the ED of a large organization, every person has an impact on others in their sphere of influence.


2. Potential leaders may be born, but effective leaders are made.


The question is often asked: “Are leaders born or made?” Leaders are born and so are followers! We are not born teacher-babies, policeman-babies, doctor-babies or leader-babies. Although we recognize that some individuals have certain characteristics that predispose them to leadership roles, everyone can develop and improve their leadership capabilities. While a few individuals may have added advantages, their leadership success is not determined by heritage, lineage or their political connections. Those things may get someone in the front door, but only leadership proficiency will keep them there. Every person is born with leadership potential and provided the suitable training and appropriate opportunity, can be
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molded into an effective leader.


3. Effective leadership is the result of opportunity, training and experience.


This does not mean that if given the same opportunities all will rise to the same level of leadership. Not everyone can be the head of an organization, principal of the school or senior leader of a nonprofit. Without training, experience and opportunity it is highly unlikely that any person will realize their leadership potential to the maximum. However, given the proper mix of these three components the individual who seems to be destined for mediocrity can emerge as an effective leader as his leadership quotient is developed.


4. The best way to learn to lead is to lead.


You can’t take swimming lessons on dry land — you have to get into the water! Basically the best way to learn is by doing. Obviously this is not true in every situation and certainly there are exceptions to the rule. Who would eagerly volunteer to allow the neophyte surgeon to “learn” the intricacies of heart surgery on them? Or who would anxiously board the 747 bound for England that had just had its engines rebuilt by the person who was learning airplane mechanics by trial and error? But in the case of leadership, the only way to effectively learn is to lead. There is no substitute for being in the trenches, belly to belly, planning events, motivating others and actually getting things done. Leaders will sometimes fail, but that is part of learning and part of leadership. It may be painful, but failure is not final.


My thoughts, feelings, reactions, to these premises:
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IMPORTANT LEADERSHIP QUALITIES AS CITED BY EMPLOYEES/VOLUNTEERS:

1. Recognized me appropriately
2. Supported me without taking over
3. Involved me in decisions
4. Listened to me
5. Took time to explain rationale for decisions
6. Took care to maintain my self-esteem

In agencies where employee work passion is high, people willingly exert discretionary effort. They talk positively about the organization to friends and family. They support their colleagues without it being a required part of their job. They are loyal. They intend to stay, perform well, and inspire others.

A recent study by the Partnership for Public Service found that satisfaction and commitment in the government were at an all time low. The report found that only:

· 46.3% of respondents feel personal empowerment
· 42.6% feel their senior leaders instill motivation and commitment
· 50.7% feel they are involved in decisions that affect their work

There are key factors agencies can focus on to foster work passion in their people. Work Passion creates a positive emotional state of mind, which results in desired attitudes and behavior including a willingness to apply discretionary effort, long-term commitment to the agency, peak performance, and job satisfaction.

People who have work passion generally have:

· A sense of meaning beyond simply making a salary
· The autonomy and flexibility to give their all at work
· Opportunities for growth, collaboration, and feedback
· A sense of connectedness to their managers and colleagues
“Situational Leadership” Concepts

· Supervisor/Leader Style – assessing needs then adapting style to meet needs; ASK:
1. What direction, guidance, or information do you need? (competence level)
2. What kind of support, motivation, or connection do you need? (confidence/commitment level)

· 
· 
· 
· 
· 
	








	

    S3. SUPPORTER



ACTIONS:
 low direction
 high support
	

                          S2. COACH



ACTIONS:
 high direction
 high support


	





	

ACTIONS:
 low direction
 low support


   S4. DELEGATOR


	

ACTIONS:
 high direction
 low support


                          S1. DIRECTOR



· 
	
Developer Level 4 = D4

 high competence
 high confidence/
commitmentDeveloper/Learner Stages – building competence, confidence/commitment over time; TELL:
Learner must COMMUNICATE need for support and direction; take responsibility for getting needs met.

	
Developer Level 3 = D3

 high competence
 low confidence/
commitment
	
Developer Level 2 = D2

 low  competence
 low confidence/
commitment
	
Developer Level 1 = D1

 low  competence
 high confidence/
commitment





· 
· 
· 
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7 Tips to Maximize Your Team's Performance And Make Work Feel Like Play!

By Leigh Ann Rodgers
Core Team Facilitator, Leadership Strategies, Inc.

Leaders are often appraised based on their team’s productivity, though the morale and camaraderie of the team plays just as important a role in their long-term  success. A team can work hard and accomplish great things, but if they don’t like each other and look forward to coming to work, production will eventually drop and/or team members will leave the team.

So, what is the implication for leaders? A leader must focus on both the production and the positivity of the team because one without the other is not enough for long- term success.

Think about a team you have been a part of that was extremely successful. A team you really LOVED being on. While on this team you were invigorated, motivated, productive, and excited to be a part of what the team was working on. Take a moment to reflect and relish in the feelings you had about being on that team.

Now, think about your current team. Do you have the same reaction?

High functioning teams are rarer than we would like to think. They don’t usually just happen. The leader and team members work together to continually build and renew them.

If you’re a leader (or a team member with influence) here are seven tips to maximize team success and make work feel more like play.

· Get to know each team member personally. Do you know about your team member’s lives away from work? What is important to them? Who is significant in their lives? What do they do for fun? Taking time to share personal stories creates a sense of comfortableness and breaks down  barriers so that trust can be developed. Also, don’t forget to let down some walls and be human with your staff.

· Establish team norms of behavior. There are often many unwritten rules of behavior in the workplace. Even someone new to the team will pick up on these quickly. Some of these unspoken rules add to the positivity, while others detract from it. The best teams work together to define specific norms on how they will interact. This takes away the guess-work. It also creates consistency and structure, which can eliminate miscommunication. One example of a team norm is: We go directly to the person we have an issue with to attempt to resolve it before escalating it to a higher up.

· Communicate regularly about things that matter. The key here is things that “matter.” Are team members sharing things that impact each other or might be useful to each other? Is everyone getting this information, or only a few? Is it timely? Be sure to create a communication structure that works for your team and ensures important information is being shared with the right people at the right time. This might include a weekly staff meeting, using an intranet/bulletin board, or scheduling one-on-one meetings. The important thing is that the team decides what they will communicate, how they will do it, and how often this will take place.

· Define vision and goals.  When we are clear on what we want, we will attract it. This Law applies to your team as well. If you were to ask each team member individually, “What are the vision and goals of our team?” would they all say the same thing? Or would you hear a variety of answers. The team must all be very clear on their purpose and their
goals. This is something that should be discussed and reviewed on a regular basis so that it stays in the forefront of everyone’s mind and helps in making decisions about the team’s direction.
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· Recognize your team is an evolving system. Members of the team, goals, external situations, and relationships all will be continually developing and changing. One team building activity is not enough to grow a team. Team building is an ongoing process that extends for the entire life cycle of the team. Just like any important relationship, a team needs to be
cultivated. The good news is that team building can be very fun and simple much of the time. It can often be built into existing meetings or daily activities.

· Have fun with a purpose. It is a rare day that I meet someone who has no interest in having fun. Even senior executives like to have fun at work. The key is to make sure it is not (at least not always) fun for fun’s sake. There should be a purpose to it. Look for creative ways to address real issues. If the team wants to break down silos, how can you do that in a way that is fun and productive? Perhaps you set up an activity using colorful charts and sticky notes to help people visualize what each unit is doing and then use colors and lines to visualize where there are opportunities for
collaboration. Designing activities that engage and stimulate the senses can make a potentially dry issue more fun and interesting.

· Clarity on roles.  Each team member must be clear on their role as well as the roles of their teammates.  Without role clarity there is confusion, frustration and sometimes competition. It is common that leaders take for granted that all of the team members understand what their peers are involved with, but often they know very little about each other’s responsibilities. Spend time discussing roles and defining boundaries.
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Intelligence Is Overrated: What You
Really Need To Succeed
Albert Einstein’s was estimated at 160, Madonna’s is 140, and John F. Kennedy’s was only 119, but as it turns out, your IQ score pales in comparison with your EQ, MQ, and BQ scores when it comes to predicting your success and professional achievement.

IQ tests are used as an indicator of logical reasoning ability and technical intelligence. A high IQ is often a prerequisite for rising to the top ranks of business today. It is necessary, but it is not adequate to predict executive competence and corporate success. By itself, a high IQ does not guarantee that you will stand out and rise above everyone else.

Research carried out by the Carnegie Institute of Technology shows that 85 percent of your financial success is due to skills in “human engineering,” your personality and ability to communicate, negotiate, and lead. Shockingly, only 15 percent is due to technical knowledge. Additionally, Nobel Prize winning Israeli-American psychologist, Daniel Kahneman, found that people would rather do business with a person they like and trust rather than someone they don’t, even if the likeable person is offering a lower quality product or service at a higher price.

With this in mind, instead of exclusively focusing on your conventional intelligence quotient, you should make an investment in strengthening your EQ (Emotional Intelligence), MQ (Moral Intelligence), and BQ (Body Intelligence). These concepts may be elusive and difficult to measure, but their significance is far greater than IQ.



Emotional  Intelligence

EQ is the most well known of the three, and in brief it is about: being aware of your own feelings and those of others, regulating these feelings in yourself and others, using emotions that are appropriate to the situation, self-motivation, and building relationships.

Top Tip for Improvement: First, become aware of your inner dialogue. It helps to keep a journal of what thoughts fill your mind during the day. Stress can be a huge killer of emotional intelligence, so you also need to develop healthy coping techniques that can effectively and quickly reduce stress in a volatile situation.

Moral Intelligence

MQ directly follows EQ as it deals with your integrity, responsibility, sympathy, and forgiveness. The way you treat yourself is the way other people will treat you. Keeping commitments, maintaining your integrity, and being honest are crucial to moral intelligence.

Top Tip for Improvement: Make fewer excuses and take responsibility for your actions. Avoid little white lies. Show sympathy and communicate respect to others. Practice acceptance and show tolerance of other people’s shortcomings. Forgiveness is not just about how we relate to others; it’s also how you relate to and feel about yourself.

Body Intelligence

Lastly, there is your BQ, or body intelligence, which reflects what you know about your body, how   you feel about it, and take care of it. Your body is constantly telling you things; are you listening to the signals or ignoring them? Are you eating energy-giving or energy-draining foods on a daily basis? Are you getting enough rest? Do you exercise and take care of your body? It may seem like these matters are unrelated to business performance, but your body intelligence absolutely affects your work because it largely determines your feelings, thoughts, self-confidence, state of mind, and energy level.

Top Tip For Improvement: At least once a day, listen to the messages your body is sending you about your health. Actively monitor these signals instead of going on autopilot. Good nutrition, regular exercise, and adequate rest are all key aspects of having a high BQ. Monitoring your weight, practicing moderation with alcohol, and making sure you have down time can dramatically benefit the functioning of your brain and the way you perform at work.



What You Really Need To Succeed

It doesn’t matter if you did not receive the best academic training from a top university. A person with less education who has fully developed their EQ, MQ, and BQ can be far more successful than a person with an impressive education who falls short in these other categories.

Yes, it is certainly good to be an intelligent, rational thinker and have a high IQ; this is an important asset. But you must realize that it is not enough. Your IQ will help you personally, but EQ, MQ, and BQ will benefit everyone around you as well. If you can master the complexities of these unique and often under-rated forms of intelligence, research tells us you will achieve greater success and be regarded as more professionally competent and capable.
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Quotes about leadership:

John Maxwell -
"Leaders must be close enough to relate to others, but far enough ahead to motivate them."

Nkosi Johnson -“Do all you can do,
with what you have, with the time you have, in the place you are.”

Vincent Lombardi -
"Leadership is based on a spiritual quality; the power to inspire the power to inspire others to follow."

George Van Valkenburg -
"Leadership is doing what is right when no one is watching."

Helen Keller - “I am only one,
but still I am one.
I cannot do everything,
but still I can do something. I will do what I can.”

Buck Rodgers -
[bookmark: _GoBack]"Leadership is the ability of a single individual through his or her actions to motivate others to higher levels of achievement.”

Mark Twain -
"Courage is the mastery of fear, not the absence of fear."

John Kotter -
"Leaders establish the vision for the future and set the strategy for getting there; they cause change. They motivate and inspire others to go in the right direction and they, along with everyone else, sacrifice to get there."
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TEAM BUILDING
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