Introduction, Overview,
and Resources

Turni

oint:

Collaborating for a New Century in Public Health

Collaborative Leadership

Introduction and Overview

Introduction and Overview
This package contains materials for a six-module learning program for collaborative
leadership development among governmental public health professionals as well as
diverse state and local community partners. Each module includes a Facilitator's Guide,
a Participant's Guide, a PowerPoint slide set, and a self assessment tool. The
Facilitator's Guide contains specific learning objectives, detailed activity descriptions, a
list of equipment and supplies needed, and preparation required. Also provided is
Fundamental Concepts, a compilation of fifteen learning activities designed to introduce
core concepts related to collaborative leadership to audiences new to this field of study.
(The Fundamental Concepts section is also available as a separate book. For information
about ordering it, see the Turning Point Web site, as http://turningpointprogram.org or
www. collaborativeleadership.org.)
Each module is designed to fit within a three- to four-hour block of time and focuses on
one of six key practices of collaborative leadership: Assessing the Environment, Creating
Clarity, Sharing Power and Influence, Building Trust, Self Reflection, and Developing
People.
Program Philosophy
A 1988 Institute of Medicine report urged that a more focused initiative be created to
develop leaders in the field of public health. But the leadership gap is not limited to the
field of public health. In a review of research on collaborative leadership, the author
notes, "The shift from authority-focused leadership to collaborative and team-oriented
leadership has not been met with adequate leadership education and training." (Larson,
C., et al., 2002) Leaders with the capacities and characteristics consistent with this more
collaborative approach are essential and need to be part of any development plan.

A survey of thirty-five organizations with solid leadership development programs
revealed six organizations with exemplary programs (Fulmer and Wagner, 1999). Key
findings of best practices among these six include:
1. Leadership development does not stand alone. It must be aligned to the overall
strategy of the organization.
2. Senior-level executives with extensive line experience must be involved in the design
of the leadership development program.
3. A model of leadership competencies is developed that is consistent throughout the
organization and reflects the values of the organization.
4. Best-practice organizations develop their own leaders rather than recruit them from
other companies.
5. Action, not knowledge, is the goal of best-practice leadership development.
6. The leadership development process is linked to the organization's succession
planning.
7. The leadership development process is a symbiotic tool of effective leadership.
8. Successful programs are continuously assessed.
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Facilitator's Guide

The development process for collaborative leadership should consider three levels of
focus to ensure effective working relationships within an ever-expanding sphere of
influence (Larson, C., et al., 2002).
Level I: The individual and her or his leadership capacities
Level 2: Individuals working within an organizational context
Level 3: Community members working across boundaries to stimulate change and solve
problems
Adult learning principles (Knowles, 1990) state that any learning program should:
•
•
•
•

Be relevant to the learner's past and current experience
Be interactive
Use shared goal-setting and self-directed learning methods
Be linked to immediate and authentic application

The activities contained in this learning program are designed to connect learners to new
concepts by building on learners' own experience through highly interactive and
experiential learning methods that take place on site. Learners complete a self-assessment
tool designed to reveal strengths and gaps in specific collaborative leadership capacities.
Learners then use this information to develop their personal learning plan. The
Participant's Guide and a Web site provide the learner with additional readings and
resources to support extended learning.
The importance of immediate and authentic application of new skills cannot be over
emphasized. For this reason we recommend that this learning program be a part of a
leadership development program or other structured, systematic learning environment
that can address the issue of on-the-job-experience combined with constructive feedback
through coaching or mentoring.
Program Development
In April 2003, Turning Point hired a learning-program designer to develop a six-module
learning program. Dr. Carl Larson, University of Denver, provided consultation on key
concepts and research. Two Turning Point publications provided guidance: Collaborative
Leadership and Health: A Review of the Literature (2002) and Collaboration and the
Turning Point Initiative: Proceedings of a Conference on Leadership Development Held
at the University of Denver (2001).

During summer and fall 2003, six partner agencies were identified and served as pilot
sites, recruiting participants and organizing the workshop. Partners assisted in facilitating
the training workshop and, along with workshop participants, completed a comprehensive
evaluation. Additional activity testing was conducted in Colorado in October 2003.
Feedback from 126 workshop participants informed the program revision process. The
final version of the learning program was completed in November 2003.
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Program Structure
Content
Because collaborative interaction is challenging, it takes special skills to shepherd a
group through this developmental continuum. Collaborative leadership is apparent in
those who inspire commitment and action, lead as peer problem solvers, build broad
based involvement, and sustain hope and participation. Based on research with noted
leadership experts and the public health practice community, the Turning Point
Leadership Development National Excellence Collaborative identified a number of
fundamental collaborative leadership capacities in 2001. This National Excellence
Collaborative, funded by The Robert Wood Johnson Foundation and made up of public
health practitioners from around the country, has worked to better define, describe, and
build the skills of collaborative leadership among those who participate in public health
work.

Clearly collaborative leaders should possess a number of critical skills and capacities.
Many of the skills are not necessarily unique to a collaborative form of leadership and
have already been described in the literature and developed into training curricula. The
work of the Turning Point Leadership Development National Excellence Collaborative,
however, has identified six key elements unique to the practice of leading a collaborative
process.
•
•
•
•
•
•

Assessing the Environment for Collaboration: Understanding the context for change
before you act.
Creating Clarity-Visioning and Mobilizing: Defining shared values and engaging
people in positive action.
Building Trust: Creating safe places for developing shared purpose and action
Sharing Power and Influence: Developing the synergy of people, organizations, and
communities to accomplish more.
Developing People: Committing to the development of people as your key asset
through mentoring and coaching.
Self Reflection-Personal Continuous Quality Improvement (CQI): Understanding
your own leadership, engaging others.

Each one of these practices is addressed in its own learning module. The elements are not
mutually exclusive but support each other to provide a picture of the essential skills of a
collaborative leader. (Other essential practices, such as communication skills and conflict
management have been addressed extensively in the literature elsewhere, so are not
included in this program.)
Fundamental Concepts. Underlying any discussion of the six practices of collaborative
leadership are core concepts that are fundamental to understanding them. These
"fundamental concepts" include topics such as: What is collaboration? When is
collaboration appropriate? and How is collaborative leadership different from other
leadership approaches? Facilitators can select from a menu of fifteen activities to help
learners new to the field understand these essential concepts before proceeding with the
six learning modules. (See Fundamental Concepts)
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How to Write a Case Study
Definition and Description
A case study is a reconstruction of a real-life situation designed to be examined by
learners. It should include: problem solving, decision making, analysis, synthesis, and
evaluation, all directed toward establishing general principles or discovering applications
of concepts illustrated by the case.

Case studies, ideally, are complex educational instruments that teach by example and
vicarious experience. They inject an air of plausibility and reality into purely theoretical
teaching. They use methods that encourage learners to communicate their ideas more
effectively and examine complicated issues in more critical ways. The use of case studies
increases learners' curiosity, improves decision-making, and generally increases their
respect for the views of others.
What Makes a Good Case?
• Forces learners to consider the complexity of problem-solving processes required in
real life situations.
• Drives the need for further learning, research, and information.
• Elevates tensions in the narrative between conflicting points of view.
• Invites readers to engage with the characters and should end on the horns of a
dilemma in order to encourage debate.
General Characteristics
1. It presents one broadly applicable theme, even though several issues and sub-issues
can come into play.
2. The story takes place in a complex context (a school, an organization, a society) that
features characteristics shared by other settings.
3. The story includes a web of decisions by a protagonist who must analyze a situation,
identify alternative courses of action, and act-usually under pressure.
4. It allows for other observant witnesses to provide alternate points of view and present
different accounts of the same events.
5. It has one major decision point and a resolution that reveals the road taken.
6. The events perplex and irritate the character who experiences them. "How could it
have been handled better? What went wrong? Why didn't we see this coming? What
can we do to prevent this from happening again?"
7. When analyzed, the case events yield rules that can apply to a variety of similar
situations.
Sitting Down to Write
In order to develop good cases three steps are critical: Outlining the learning outcomes
expected from the case, selecting and writing the case narrative, and developing
appropriate study questions to accompany the cases.

1. Outline the learning outcomes expected from the case.
• What objectives will the case address?
• What's the big idea?
• What are the behavioral changes sought?
TurniJl:.oint
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3. Develop appropriate study questions to accompany the case.
• Each case should include questions that provoke a thoughtful discussion of the
important issues raised.
• Questions should require students to examine concepts and issues related to the
chosen objectives and relevant to the case.
• Questions should demand intelligent and critical thinking about the issues rather
than simply requiring factual information and specific answers.
References
Writing Cases, adapted from Teaching and the Case Method, eds., Luis B. Barnes, C.
Roland Christensen, and Abby J. Hansen. Harvard Business School Press: Boston, Mass.
Pages 285 -295.
A Brief Guide to Writing Good Case Studies for the Occupational Injury Project, Royal
Australian College of Physicians, http://www.racp.edu.au/afom/tdoc3.htm.
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a. How do you feel? This broad question invites participants to identify their
feelings about the activity process and outcomes.
. b. What happened? Ask specific questions designed to highlight key processes and
outcomes.
c. What did you learn? Present a principle or concept and ask participants to present
data from the activity that either supports it or rejects it. Ask them to offer other
principles or concepts based on their experience.
d. How does this relate to the real world? This is an important connection.
Participants need and want to see how this "game" is relevant to their work.
e.

What if? Present a change in the scenario and ask participants to speculate on
how it would have affected the processes and outcomes. Invite participants to
offer their own scenarios and discuss them.

f.

What next? Ask participants to suggest strategies for future versions of the role
play (or activity). Ask them how they would change their real-world behaviors as
a result of insights gained during the activity.

References
Salopek, J., Stop playing games, Training & Development, February, 1999.
Workshops By Thiagi, http://www.thiagi.com/ (March 2004).
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Web Resources
eric.web.tc.columbia.edu/families/TWC
www.ncrel.org/cscd/pubs/lead2 l
www.collaborativeleaders.org
www.pew-partnership.org
www.kettering.org
Community Toolbox. http://ctb.ku.edu/. The Community Toolbox's goal is to support
your work in promoting community health and development. It provides over 6,000
pages of practical skill-building information on over 250 different topics. Topic sections
include step-by-step instruction, examples, checklists, and related resources.
Working Together for Healthier Communities: A Framework for Collaboration Among
Community Partnerships, Support Organizations, and Funders. Community Toolbox.
http://ctb.ku.edu/tools/en/section_13 81.htm.
Center for the Advancement of Collaborative Leadership Strategies in Health.
www.cacsh.org . The Center for the Advancement of Collaborative Strategies in Health
at The New York Academy of Medicine helps partnerships, funders, and policy makers
realize the full potential of collaboration to solve complex problems related to health or
any other area.
Free Management Libra,y. Management Assistance for Nonprofits.
http://www.managementhelp.org. Complete, highly integrated library for nonprofits and
for-profits.
Assessing the Environment
Background Reading

Larson, C., Christian, A., Olson, L., Hicks, D., and Sweeney, C. Colorado Healthy
Communities Initiative: Ten Years Later. Colorado Trust, September, 2002.
www.coloradotrust.org/pdf/publications/CHCireport02.pdf.
Senge, P. (ed.), Kleiner, A. (ed.), Roberts, C., Ross, R., and Smith, S. The Fifth
Discipline Fieldbook. (Chapter 2, Systems Thinking). Doubleday, 1994.
Systems Thinking. Management Assistance Program for Nonprofits, Minneapolis,
Minnesota. http://www.mapnp.org/library/systems/systems.htm.
Tools

Assessing Community Needs and Resources, Community Toolbox.
http://ctb.ku.edu/tools/en/chapter_1003 .htm.
Ayre, D., Clough,G., and Non-is,T. Facilitating Community Change. Grove Consultants
International, 2000. http://www.grove.com, or 800-561-2500.
Indicators to Help with Capacity Building in Health Promotion. Australian Centre for
Health Promotion. http://www.health.nsw.gov.au/pub1ic-hea1th/hea1th
promotion/pdf/indicators/capbuild.pdf.
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Developing People
ASTD. Learning Communities. Background information on 360-degree feedback
www.astd.org/virtual_community/comm_evaluation/focus_archive/360_feedback.html

Brounstein, M. Coaching and Mentoring for Dummies. IDG Books Worldwide, Inc.,
2000.
Darraugh, B. Coaching and Feedback. Info-Line (Issue 9006), ASTD, 1997.
Kaye, B., and Scheef, D. Mentoring. Info-line (Issue 0004), ASTD, 2000.
Kouzes, J and Posner, B. The Leadership Challenge, The Leadership Practices Inventory
(LPI) Appendix. San Francisco: Jossey-Bass, 1995
Senge, P., et al. The Fifth Discipline Fieldbook (Chapter 5 Mental Models). New York:
Doubleday, 1994.
Shaver,W. How to Build and Use a 360-Degree Feedback System. Info-line (Issue 9508),
ASTD, 1998.
Shea, G. Mentoring;· How to Develop Successful Mentor Behaviors (Revised edition).
Menlo Park, CA: Crisp Learning, 1997.
The Mentoring Group provides consulting/technical assistance, skill-based training, skill
assessment, research/evaluation, and publications related to mentoring.
www.mentoringgroup.com.
National Mentoring Partnership is an advocate for the expansion of mentoring and a
resource for mentors and mentoring initiatives nationwide. www.mentoring.org.
Sharing Power and Influence
Bolman, L. and Deal, T. Reframing Organizations: ArtistTy, Choice and Leadership
(Chapter 9: Power, Conflict, and Coalitions). 2nd Edition, San Francisco: Jossey-Bass,
1997.

Minkler, M. (ed.). Community Organizing and Community Building/or Health. New
Brunswick, NJ: Rutgers University Press, 1997.
Pearce, C and Conger, J. Shared Leadership: Refi"aming the How's and Why 's of
Leadership. Thousand Oaks, CA: Sage Publications, 2003.
Schell, J. The Unconquerable World: Power, Nonviolence, and the Will of the People,
(Chapter 8, Cooperative Power). New York: Metropolitan Books, 2003.
Self-Reflection
Giesen, G. Creating Authenticity: Meaningful Questions for the Minds and Souls of
Today's Leaders. GGA, Inc., 2002. Ordering information: 303-346-0183 or
www.greggiesenassociates.com.
Goleman, D., Boyatzis, R., and McKee, A. Primal Leadership: Realizing the Power of
Emotional Intelligence. Harvard Business School Press, 2002.
Jaworski, J. and Scharmer, 0. Leadership in the New Economy: Seeing and Actualizing
Emerging Futures. Working Paper, Society for Organizational Learning, May 2000.
http://www.sol-ne.org/static/research/RedBook4-10Final.pdf.
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