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Collaborative Leadership Skills - A Critical Component 

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 a peer problem solver, 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 core 
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. 

Collaborative Leadership Practices 

Clearly there are a number of critical skills and capacities collaborative leaders should 
possess. 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 illustrated six key practices that are unique to the practice of 
leading a collaborative process. They are: 

• Assessing the Environment for Collaboration: Understanding the context for
change before you act.

• Creating Clarity - Visioning & Mobilizing: Defining shared values and engaging
people in positive action.

• Building Trust & Creating Safety: Creating safe places for developing shared
purpose and action.

• Sharing Power and Influence: Developing the synergy of people, organizations,
and communities to accomplish goals.

• Developing People - Mentoring and Coaching: Committing to bringing out the
best in others and realizing people are your key asset.

• Self-Reflection - Personal CQI (Continuous Quality Improvement): Being aware
of and understanding your values, attitudes, and behaviors as they relate to your
own leadership style and its impact on others.

Each of these elements is key to the collaborative process. They are not mutually 
exclusive but support each other and provide a comprehensive picture of the essential 

skills of a collaborative leader. 

Assessing the Environment: This is the capacity to recognize common interests, 
especially the capacity to recognize and understand other perspectives. It is a 
fundamental quality of collaborative leadership. Collaboration seeks goal attainment 
around shared visions, purposes, and values. When he or she brings different points of 
views to an issue or problem, a collaborative leader facilitates connections and 

encourages group thinking that identifies clear, beneficial change for all participants. The 
goal is to set priorities and then identify barriers and obstacles to the achievement of 
priorities. 
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Module Purpose and Objectives 

Purpose 

Provide a conceptual foundation and techniques for developing people, including 
coaching and mentoring. 

Learning Objectives 

1. Increase the conceptual understanding of Developing People and the interrelationship

among the six collaborative leadership practices.

2. Examine the concept of Developing People as a practice of collaborative leadership.

3. Increase knowledge of the different types of coaching and mentoring approaches.

4. Identify skills associated with effective mentors and coaches.

5. Examine the advantages and disadvantages of organization-based people
development programs.

6. Increase knowledge of assessment tools used in coaching and mentoring.

7. Create a Personal Learning Plan to Increase competency in Developing People using
outcomes of self-assessment and awareness of resources for extended learning.
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Case Study: The Health Management Development Program 

A state department of health has decided to implement a management development 
program to prepare employees for "supervisory, management, and leadership 
opportunities within the department." The goals of the program are: 

1. To augment its workforce and for succession planning;

2. To address the changing demographics of the state and the need to develop culturally
sensitive and accessible health care services;

3. To enhance management skills;

4. To benefit from varied backgrounds, experiences, and insights of the fellows.

Selection of candidates is to be based upon relevant educational preparation, experience, 
demonstrated leadership skills, and community and volunteer commitments. 
Requirements include: a bachelor's degree, current state health department employee 
status, strong writing and communication skills, and a two-year commitment. Ethnic 
minorities, women and people with disabilities are especially encouraged to apply. 

Fellows will be matched with work assignments from executive and senior staff 
according to their background, expertise, and career interests. They will be paired with a 
mentor for two years and work in the same division as their mentors. Fellows will be 
expected to build their own careers with guidance from mentors and maintain their 
original employment assignment, grade level, and bargaining unit throughout the 
program. Mutual matching of application and mentor needs will be emphasized. 

Mentors will be executive and senior level staff who agree to coach, advocate, counsel, 
and share their experiences and insights to foster the professional and personal 
development of their assigned fellows. 

The program's selection process is based upon competitive application review of 
analytical and writing skills, demonstrated ability to work with diverse populations, and 
employment or volunteer experiences. 

Fellow's Responsibilities 

• Personal career development
• Create professional vision
• Develop work plan
• Attend seminars and seek other

training opportunities
• Become an asset-meet with mentor
• Professionalism in performance and

demeanor
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Mentor's Responsibilities 

• Accessibility
• Willingness to model the way
• Develop work assignment proposal

o Identify organizational structure and
annual priorities

o Define specific assignments for
fellows relative to organizational
responsibilities

o Improve fellow's ability to develop
competencies and skills

o Provide opportunities for participation
in policy/plan development processes
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Types of Mentoring/Coaching 

One-to-one 

Shadow Coaching. An intense form of coaching where the coach works alongside the 
leader, observing and assessing skills and leadership needs. It allows for reality-based 
feedback and action planning. 

Feedback-Based Coaching. Maximizes the use of personal assessments such as the 360-
degree feedback instrument. The coach becomes a "neutral mirror" and helps the leader 
develop an intervention plan. 

Just-in-Time Personal Coaching. Aimed at leaders with performance problems. The 
coach focuses on problem interactions, re-enacts and critiques the event and then role­
plays the new behavior. 

Peer Coaching. Involves "coaching buddies" who provide feedback to each other. 
Works where relationships are already established and there is a high degree of team 
functioning. 

Mentoring. Individuals at higher levels of experience and expertise are paired with those 
with lesser degrees (proteges). This relationship also can be designed to be more of a 
partnership in which both parties share different areas of expertise. 

Group 

Mentoring. Small groups of people commit to jointly support and pursue one another's 
learning goals. The group facilitator takes on the role of group mentor. Each member is 
seen as a mentor to others, giving support and feedback. 

E-coaching/Mentoring. Technology-based solutions, such as specialized computer

platforms, e-mail, and telephone, have helped to make coaching and mentoring available
organization-wide, not just to a few top-level executives. It also allows a smaller cadre of
trained coaches and mentors to conduct the process with greater numbers of people
without the constraints of geography and time.
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Mentoring Mistakes to Avoid 

Mentor 

• Jumping in with advice too soon

• Taking responsibility for the protege

• Diagnosing psychological problems

• Assuming

• Being a know-it-all

• Talking too much

• Deciding what to talk about

• Trivializing protege's concerns

• Belittling-"Y ou have much to learn"

• Bragging

Protege 

• Long list of what you want done for you

• Unrealistic expectations

• Gossip seeking

• Passivity (never challenging)

• Non-committal

• Blaming mentor

• Limited soul searching
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Readings and Resources 

Fundamental Concepts 

Collaborative Leadership and Health: A Review of the Literature. Turning Point National 
Office, University of Washington, January 2002. 
http://www.turningpointprogram.org/Pages/devlead_lit_review.pdf. 

Collaboration and the Turning Point Initiative: Proceedings of a Conference on 
Leadership Development Held at the University of Denver, April 6, 2001. 
http://www. turningpointprogram. org/Pages/ devlead _ expert _panel_ full. pdf. 

Turning Point. www.turningpointprogram.org. Collaborative leadership readings, Web 
links, products, case studies, and more. 

Bolman, L. and Deal, T. Refiwning Organizations: Artishy, Choice and Leadership. San 
Francisco: Jossey-Bass, 1997. 

Chrislip, D. The Collaborative Leadership Fieldbook. San Francisco: Jossey-Bass, 2002. 

Chrislip, D. and Larson, C. Collaborative Leadership. San Francisco: Jossey-Bass, 1994. 

Chrislip, D.D. and Flowers, J. (2001) The Change Project: David Chrislip. Collaboration: 
The New Leadership. A conversation between David Chrislip and Joe Flowers. 
www.well.com/user/bbear/ chrislip 

Heifetz, R. and Linsky, M. Leadership on the Line. Harvard Business School Press, 2002. 

Kouzes, J. and Posner, B. The Leadership Challenge. San Francisco: Jossey-Bass. 1995 

Kouzes, J. and Posner, B. The Leadership Challenge Planner. San Francisco: Jossey­
Bass. 2000. 

Lasker, R. and Weiss, E. Broadening Participation in Community Problem Solving: A 
Multidisciplinary Model to Support Collaborative Practice and Research. J of Urban 
Health: Bulletin of the New York Academy, vol. 80, No. 1, March 2003. 
(http://www.cacsh.org/pdf/modelpaper.pdf) 

Northouse, P.G. Leadership: Theory and Practice. Sage Publications. Thousand Oaks, 
Ca. 1997. 

Senge, P. The Fffth Discipline. New York: Doubleday. 1990 

Senge, P. The Fifth Discipline Fieldbook. New York: Doubleday, 1994. 

Sorenson, T. and Epps, R. Leadership and Local Development: Dimensions of 
Leadership in Four Central Queensland Towns. Journal of Rural Studies. 1996. 12(2) 
113-125.

Winer, M. and Ray, K. Collaboration Handbook: Creating, Sustaining, and Enjoying the 
Journey. Amerst H. Wilder Foundation. 1994. 
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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. 
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