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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 tools and techniques for assessing the community and organizational
environment for collaboration readiness and capacity.

Learning Objectives
1. Increase the conceptual understanding of Assessing the Environment and its
interrelationship among the other five collaborative leadership practices.
2. Identify the skills and qualities associated with the collaborative leadership practice
of Assessing the Environment.
3. Examine the concept of Assessing the Environment and its relationship to
collaborative leadership.
4. Increase conceptual understanding of systems thinking and its relationship to
environmental assessment for collaboration.
5. Increase awareness of cultural perspectives and how they affect the collaborative
process.
6. Compare and contrast a variety of environmental assessment tools.
7. Create a Personal Learning Plan to increase competency in Assessing the
Environment using outcomes of self-assessment and awareness of resources for
extended learning.
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Understanding the Context of Collaboration
Assessing the environment is about understanding the context of collaboration. Leaders
must carefully analyze and understand the context for leadership before acting. As a
preliminary step, it is necessary to understand this context in order to identify the
appropriate people, design constructive processes, and provide accurate information.
There are several aspects to these first steps:
1. Identify the problem type. Is it a Type I, II, or III*? Collaboration is not an
appropriate approach for Type I problems.
2. Understand leadership challenges. Sometimes there are challenges that must be
resolved before collaboration can occur. They often have to do with: power and trust
issues, lack of leadership initiative or capacity, hidden agendas, lack of vision, not
enough resources to solve the problem, apathetic citizens, poor understanding of the
facts, and so on. These issues have little to do with the nature of the problem, but with
how people work together. The primary focus of collaborative leadership needs to be
on the process of how people work together, not on the content of the problem itself.
3. Identify stakeholders. A stakeholder is one who is affected by or affects a particular
problem or issue. The stakeholders in collaborative initiatives need to define the
problems and solutions, because it is their work that will lead to action. If they were
to reach agreement, their strength as a group working together could achieve real
results. Several questions need to be answered in the stakeholder identification
process:
D What are the perspectives necessary to credibly and effectively define
problems/issues and create solutions?
D Who are the people who can speak for these perspectives?
D What are the interests that must be represented in order to reach agreements that
can be implemented?
D Who are the people who can speak for these interests?
D Who are the people, interest groups, or organizations necessary to implement
solutions, block action, and control resources?
D Who are the people who cause or are affected by the problems/issues, and who
will be affected by the solutions?
D Who are the people who, if they could reach agreement about problems and
solutions, could generate the political and institutional will to create significant
change?

* Type I: Clear problem/Clear Solution; Type II: Clear problem/Unclear Solution; Type III: Unclear
problem/Unclear Solution. Source: Heifetz and Sinder, 1988.
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The Five Whys: Systems Thinking
It's mid-afternoon, an hour before the shift changes at a manufacturing plant, and I'm the
foreman. I'm walking through the plant, giving a tour to a friend who happens to be a
system thinker. Suddenly, I see a pool of oil on the floor. So I grab the nearest member of
the assembly line crew: "Hey! There's oil on the floor! For Pete's sake, somebody could
slip in that! Clean it up!"
When I'm finished, my systems thinking friend breaks in with a quiet question, "Why is
there oil on the floor?"
"Yeah," I repeat to the crew member. "How'd oil get on the floor?"
The crew member replies, "Well, the gabungie's leaking." All of us automatically look
up. Sure enough, there's a visible leak up there in the gabungie.
"Oh, okay," I sigh. "Well, clean up the oil and get the gabungie fixed right away."
My friend pulls me aside and murmurs, "But, why is the gabungie broken?"
I say, "Yeah, well the ga-" and tum to the crew member. "Why is the gabungie
broken?"
"The gaskets are defective," is the reply.
"Oh well, then, look," I say. "Here. Clean the oil up, fix the gabungie, and, uh, do
something about the gaskets!"
My friend adds: "And why are the gaskets defective?"
"Yeah," I say. "Just out of curiosity, how come we got defective gaskets in the
gabungie?"
The shop floor crew member says, "Well, we were told that purchasing got a great deal
on those gaskets."
I can see my friend start to open his mouth, but this time I get there first. "Why did
purchasing get such a great deal?"
"How should I know?" says the crew member, wandering off to find a mop and bucket.
My friend and I go back to my office and make some phone calls. It turns out that we
have a two-year-old policy in the company that encourages purchasing at the lowest
price. Hence the defective gaskets-of which there is a five-year supply-along with the
leaking gabungie and the pool of oil. In addition, this policy is probably causing other
problems throughout the organization, not closely related in time or space to the root
"cause."
Source: The Fifth Discipline Fieldbook. p. 108-109.
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*

What are the four MAPP Assessments?
The four MAPP Assessments-the third phase of MAPP-and the issues they address are
described below:

•

The Community Themes and Strengths Assessment provides a deep understanding
of the issues residents feel are important by answering the questions, "What is
important to our community?" "How is quality of life perceived in our community?"
and "What assets do we have that can be used to improve community health?"

•

The Local Public Health System Assessment (LPHSA) focuses on all of the
organizations and entities that contribute to the public's health. The LPHSA answers
the questions, "What are the components, activities, competencies, and capacities of
our local public health system?" and "How are the Essential Services being provided
to our community?"

•

The Community Health Status Assessment identifies priority community health
and quality of life issues. Questions answered here include, "How healthy are our
residents?" and "What does the health status of our community look like?"

•

The Forces of Change Assessment focuses on identifying forces such as legislation,
technology, and other impending changes that affect the context in which the
community and its public health system operate. This answers the questions, "What is
occurring or might occur that affects the health of our community or the local public
health system?" and "What specific threats or opportunities are generated by these
occurrences?"

Why are the four MAPP Assessments important?
Although each of the assessments alone will yield important information for improving
community health, the value of the four MAPP Assessments is multiplied by considering
the findings of each individual assessment together. Disregarding any of the four
assessments will leave participants with an incomplete understanding of the factors that
affect the local public health system and, ultimately, the health of the community.
Collectively, the four MAPP Assessments have several purposes, including:

•

Providing insight on the gaps between current circumstances and a community's
vision (as determined in the Visioning phase of MAPP);

•

Providing information to use in identifying the strategic issues that must be addressed
to achieve the vision; and

•

Serving as the source of information from which the strategic issues, strategies, and
goals are built.

* Source for all MAPP assessment tools and materials: Mobilizing for Action through Planning and
Partnerships (MAPP), NACCHO, http://www.naccho.org/project77.cfm. Note: To access materials, you
will be asked to complete a brief, one-time, online registration.
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The Four MAPP Assessments
Community Themes and Strengths Assessment
Introduction
The Community Themes and Strengths Assessment answers the following questions:
"What is important to our community?" "How is quality of life perceived in our
community?" and "What assets do we have that can be used to improve community
health?"

The Community Themes and Strengths Assessment is a vital part of a community health
improvement process. During this phase, community thoughts, opinions, and concerns
are gathered, providing insight into the issues of importance to the community. Feedback
about quality of life in the community and community assets is also gathered. This
information leads to a portrait of the community as seen through the eyes of its residents.
By including Community Themes and Strengths in the MAPP process, several benefits
are gained.
•
•
•

Community members become more vested in the process when they have a sense of
ownership in and responsibility for the outcomes. This occurs when their concerns
are genuinely considered and visibly affect the process.
The impressions and thoughts of community residents help to pinpoint important
issues and highlight possible solutions.
The themes and issues identified here offer additional insight into the findings
uncovered in the other assessments.

Listening to and communicating with the community are essential to any community
wide initiative. Mobilizing and engaging the community may be a daunting task.
However, when successful, it ensures greater sustainability and enthusiasm for the
process.

How to Conduct the Community Themes and Strengths Assessment
Step 1 - Prepare for the Community Themes and Strengths Assessment

Establish a subcommittee to oversee the Community Themes and Strengths Assessment.
This subcommittee should determine the most effective approaches for gathering
community perspectives. Possible approaches include:
•
•
•
•
•
•

community meetings
community dialogue sessions
focus groups
walking or windshield surveys
individual discussions / interviews
surveys

The subcommittee should carefully select a variety of approaches that will best reach
broad segments of the population. Then, identify the skills and resources needed to
conduct the activities.
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Local Public Health System Assessment
Introduction
The Local Public Health System Assessment (LPHSA) answers the questions, "What are
the components, activities, competencies, and capacities of our local public health
system?" and "How are the Essential Services being provided to our community?"
The LPHSA focuses on the local public health system-all organizations and entities
within the community that contribute to the public's health. The LPHSA uses the
Essential Public Health Services as the fundamental framework for assessing the local
public health system. The Essential Services list the ten public health activities that
should be undertaken in all communities.
The Essential Public Health Services
1. Monitor health status to identify community health problems.
2. Diagnose and investigate health problems and health hazards in the community.
3. Inform, educate, and empower people about health issues.
4. Mobilize community partnerships to identify and solve health problems.
5. Develop policies and plans that support individual and community health efforts.
6. Enforce laws and regulations that protect health and ensure safety.
7. Link people to needed personal health services and assure the provision of health care
when otherwise unavailable.
8. Assure a competent public health and personal health care workforce.
9. Evaluate effectiveness, accessibility, and quality of personal and population-based
health services.
10. Research for new insights and innovative solutions to health problems.
How to Conduct the Local Public Health System Assessment
Step 1 - Prepare for the Local Public Health System Assessment

A subcommittee should be established to oversee the LPHSA process. Subcommittee
members should represent diverse segments of the local public health system. Once the
subcommittee is convened, members review LPHSA steps and tools and plan how each
step will be implemented.
Step 2 - Discuss the Essential Services and identify where each organization/entity is active

The first LPHSA meeting should focus on orienting participants to the Essential Services.
After a brief overview of the Essential Services framework, each participant shares
information about where his/her organization is active. Posting the information on flip
charts can be a fun and easy way to do this. The last part of the meeting should be
devoted to a dialogue about the Essential Services and how each organization contributes
to them. This discussion will help identify opportunities for collaboration, gaps in service
provision, and overlapping activities.
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Community Health Status Assessment
Introduction

The Community Health Status Assessment (CHSA) answers the questions, "How healthy
are our residents?" and "What does the health status of our community look like?" The
results of the CHSA provide the MAPP Committee with an understanding of the
community's health status and ensure that the community's priorities consider specific
health status issues, such as high lung cancer rates or low immunization rates.
The CHSA provides a list of core indicators (data elements) for 11 broad-based
categories. Communities may also select additional indicators. By gathering data for each
of the categories and assessing changes over time or differences among population
subgroups or with peer, state, or national data, health issues are identified.
Categories of Data Collected in the CHSA
Who are we and what do we bring to the table?

1. Demographic Characteristics
2. Socioeconomic Characteristics
3. Health Resource Availability
What are the strengths and risks in our community that contribute to health?

4. Quality of Life
5. Behavioral Risk Factors
6. Environmental Health Indicators
What is our health status?

7. Social and Mental Health
8. Maternal and Child Health
9. Death, Illness, and Injury
10. Infectious Disease
11. Sentinel Events
How to Conduct the Community Health Status Assessment
Step 1. Prepare for the Community Health Status Assessment

A subcommittee should be designated to oversee the CHSA. Members should include
individuals that can assist with access to data as well as data collection, analysis, and
interpretation. Community representatives also provide an important perspective. Once
the subcommittee is assembled, members should review the CHSA steps and identify the
skills and resources needed to conduct the activities.

Turni�oint

15

Collaborative Leadership

Assessing the Environment

The Four MAPP Assessments
Forces of Change Assessment
Introduction

During the Forces of Change Assessment, participants answer the following questions:
"What is occurring or might occur that affects the health of our community or the local
public health system?" and "What specific threats or opportunities are generated by these
occurrences?" The Forces of Change Assessment should result in a comprehensive, but
focused, list that identifies key forces and describes their impacts.
While it may not seem obvious at first, the broader environment is constantly affecting
communities and local public health systems. State and federal legislation, rapid
technological advances, changes in the organization of health care services, shifts in
economic forces, and changing family structures and gender roles are all examples of
Forces of Change. These forces are important because they affect - either directly or
indirectly - the health and quality of life in the community and the effectiveness of the
local public health system.
During this phase, participants engage in brainstorming sessions aimed at identifying
forces. Forces are a broad all-encompassing category that includes trends, events, and
factors.
•
•
•

Tends are patterns over time, such as migration in and out of a community or a
growing disillusionment with government.
Fctors are discrete elements, such as a community's large ethnic population, an
urban setting, or the jurisdiction's proximity to a major waterway.
Events are one-time occurrences, such as a hospital closure, a natural disaster, or
the passage of new legislation.

How to Conduct the Forces of Change Assessment
Step 1. Prepare for the Forces of Change Assessment

During this step, a small group responsible for overseeing the Forces of Change
Assessment should prepare for the brainstorming sessions. This group determines who
will facilitate the process and how the sessions will be run. Additionally, each member of
the MAPP Committee should begin thinking about the major forces that affect public
health or the community. This helps to ensure that everyone comes to the meeting
prepared.
Step 2. Convene a brainstorming session to identify forces of change

Next, the MAPP Committee should hold a brainstorming session to identify forces of
change. Through facilitated and structured brainstorming discussions, committee
members share ideas, identify new forces, and develop a comprehensive list. Once a
comprehensive list of forces has been developed, the MAPP Committee (or a small group
of designated individuals) reviews and fully discusses each item on the list. An organized
list is developed by combining forces that are similar or linked. Other items on the list
may need to be deleted, added, or further refined.
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