


2014|Facilitator’s Guide








This publication was made possible, in part, through the support provided by the United States Agency for International Development (USAID). The opinions expressed herein are those of the author(s) and do not necessarily reflect the views of USA ID or the US Government. USAID reserves a royalty-free nonexclusive and irrevocable right to reproduce, publish, or otherwise use, and to authorize others to use the work for Government purposes.




Preface

“One Health” is an important global activity based on the concept that human, animal and environmental/ecosystem health are interdependent, and professionals working in these areas best serve the population by collaborating to better understand all the factors involved in disease transmission, ecosystem health, the emergence of novel pathogens and emerging zoonotic agents, as well as environmental contaminants and toxins that are capable of causing substantial morbidity and mortality, and impacting on socioeconomic growth, including in less developed countries. 
This LEADERSHIP Module is part of a complete series of One Health educational and training documents designed to be used in whole or in part, and to be modified as needed to serve as a context- and culturally-relevant source of information for teaching undergraduate students and university graduate students, and for training workshops focused on One Health professionals responsible for human, domesticated animal, wildlife and ecosystem/environmental health. The goals are to: 
increase exposure to and improve cross-sectoral and inter-professional collaboration on key disease surveillance and disease outbreaks; 		provide practical strategies useful for field investigations of disease outbreaks, and a realistic exposure for students and faculty interested in emerging infectious diseases, including emerging zoonotic infectious agents, newly identified infectious agents capable of causing pandemic threats, disease management and public awareness campaigns, environmental and ecosystem health; and		improve cooperation among national, regional and district-level government health officials interested in the One Health principle, along with multilateral health agencies (such as the World Health Organization [WHO], the Food and Agriculture Organization of the United Nations [FAO], and the World Organisation for Animal Health [OIE]), as well as non-governmental organizations (NGOs) and private industry. 	

This complete set of One Health modules can be used individually by professors and trainers, but all users are encouraged to begin the activity by consulting the this module, the introductory module, to provide an appropriate context and background.
All of the training material represents contributions by the faculty and leadership of the Southeast Asia One Health University Network (SEAOHUN), and the input of technical and managerial support from the partners of the USAID’s RESPOND Project, part of the larger Emerging Pandemic Threats (EPT) program, including Tufts University, University of Minnesota, Training Resources Group (TRG), Ecology and Environment, Inc. (E & E), and). Development of these training materials would not have been possible without the contributions of the following individuals and groups:

Southeast Asia One Health University Network (SEAOHUN)
Dr. Abu Tholib Aman, Universities Gadjah Mada, Indonesia
Mr. Irwin Fernandez Chavez, Mahidol University, Thailand
Dr. Ede Surya Darmawan, Universitas Indonesia, Indonesia
Dr. Latiffah Hassan, Universiti Putra Malaysia, Malaysia
Dr. Nongyao Kasatpibal, Chiang Mai University, Thailand
Dr. Sumalee Lirtmunlikaporn, Chiang Mai University, Thailand
Dr. Sarmin MP, Universities Gadjah Mada, Indonesia 
Dr. Mohd Rizal Abdul Manaf, Universiti Kenbangsaan Malaysia, Malaysia 
Dr. Roslaini Bin Abd. Majid, Universiti Putra Malaysia, Malaysia
Dr. Walasinee Moonarmart, Mahidol University, Thailand
Dr. Pham Hong Ngan, Hanoi University of Agriculture, Thailand
Dr. Mohd Sham Bin Othman, Universiti Kenbangsaan Malaysia, Malaysia
Dr. Surachai Pikulkaew, Chiang Mai University, Thailand
Dr. Trioso Purnawarman, Bogor Agricultural University, Indonesia 
Dr. Agik Suprayog, Bogor Agricultural University, Indonesia
Dr. Metawee Thongdee, Mahidol University, Thailand
Dr. Kriangkrai Thongkorn, Chiang Mai University, Thailand
Mr. Luu Quoc Toan, Hanoi School of Public Health, Thailand
Dr. Ronald Enrique Morales Vargas, Mahidol University, Thailand 
Ms. Le Thi Thanh Xuan, Hanoi Medical University/Institute for Preventive Medicine and Public Health, Thailand

RESPOND Project, USAID Emerging Pandemic Threats (EPT) Program
Development Alternatives International (DAI):  Dr. Douglas Hatch, Ms. Pornthip Rujisatian, 
Environment and Ecology, Inc. (E&E):  Ms. Louise Flynn
University of Minnesota:  Dr. Jeein Chung, Dr. Karin Hamilton
Tufts University:  ):Dr. Stanley Fenwick, Dr. Felicia Nutter, Dr. Raymond Hyatt, Dr. Jennifer Steele
Training Resources, Inc. (TRG):  Ms. Kimberly Kennedy, Ms. Roberta Talmage
The following attribution should be used by anyone copying materials or content from the One Health modules series:
One Health Educational Module, Southeast Asia One Health Network (SEAOHUN), 2014



 Module: One Health Leadership



	Module Description and Learning Outcomes: 


	This module discusses leadership in the context of One Health as the ‘ability to catalyze collective action for positive change.’ In this module, students will explore a range of leadership skills, knowledge and behaviors that One Health professionals must demonstrate in order to be effective in their work, examine their personal leadership styles and the impact that it has on the ability to work in groups and review techniques for empowering others to take collective action. Key outcomes of this module are the ability to: 
· Understand what “leadership” means in the One Health context
· Describe the skills, knowledge and behaviors that make an effective One Health leader
· Discuss and assess personal leadership styles and how they impact collective action
· Assess cultural and sectoral considerations when promoting collective action
· Demonstrate techniques for empowering others to take leadership action

	Target Learner:
	Undergraduate and Graduate University Students; or
One Health Partners, Practitioners and Professionals



 Module Learning Map


 Module Course Competencies

	Competency #1
	
	Learning Objectives to Develop Competency

	Develop a shared vision of leadership.
	
	· Discuss what leadership is and how cultural and sectoral lenses impact our perceptions of effective leadership.


	Competency #2
	
	Learning Objectives to Develop Competency

	Demonstrate an understanding of effective leadership in the One Health context. 
	
	· Describe the skills, knowledge and behaviors necessary to promote collective action in the One Health context. 
· Assess One Health situations to identify what is working and what leadership challenges need to be addressed. 


	Competency #3
	
	Learning Objectives to Develop Competency

	Understand and adapt personal leadership styles.
	
	· Assess personal leadership styles and discuss strengths and weaknesses.
· Understand how your personal leadership style impacts collective action when working in groups.
· Undertake continuous self-reflection in order to understand the impact of your own style and how to adapt effectively in different situations.


	Competency #4
	
	Learning Objectives to Develop Competency

	Develop and apply strategies for engaging and empowering others to take collective action. 
	
	· Understand perspectives of different stakeholders on complex issues.
· Identify and apply techniques for engaging, empowering and influencing others to take collective action in different One Health leadership situations. 





 Module Overview
	Length
	Topic
	Materials

	145 – 245 Minutes
	Introduction to Leadership 
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint

	160 Minutes
	The Role of Leadership in One Health

	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide

	135 Minutes
	Leadership Styles

	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Leadership Assessment
· Handouts
· Student Guides

	60 Minutes
	Adapting Your Leadership Style – Working Collectively
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Masking tape and paper

	205 Minutes
	Engaging and Empowering Others to Take Action: Part I
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide

	165 Minutes
	Engaging and Empowering Others to Take Action: Part I
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide

	60 Minutes
	Learning Reflections and Evaluation
	· Student Guide








 Facilitator Background Resources

Available in Resource Folder

Jogulu, Uma and Ferkins, Lesley, “Leadership and culture in Asia:  the case of Malaysia,” Asia Pacific Business Review, Vol. 18, No. 4, October 2012, 531-549.
Long, W. Lam, Huang, Xu and Lau, Dora, “Leadership research in Asia: Taking the road less traveled?,” Asia Pacific Journal of Management (2012) 29:195-204.
McDonald, Paul, “Confucian foundations to leadership:  a study of Chinese business leaders across Greater China and South-East Asia,” Asian Pacific Business Review, Vol. 18, No. 4, October 2012, 465-487.
Royal Government of Thailand, Office of the Civil Service Commission. (n.d.). Challenging Issues of Leadership Development. By Nualpun Aneckvanich. Retrieved from www.ocsc.go.th/ocsc/en/files/ASEAN_Unit/Challenging_Issues_of_Leadership_Development.pdf. 

Additional Resources
Northouse, P. G. (2011) Introduction to Leadership: Concepts and Practice. United States: Sage Publications. 
Kotter, J. P. (2012). Leading Change. United States: Harvard Business Review Press. 

Tobert & Harthill Associates. (n.d). Seven Action Logics. Retrieved on December 1, 2013 from www.harthill.co.uk/leadership-development-framework/seven-action-logics.

House, R. J., Hanges, P. J, Javidan, M., Dorfman P. W., and Gupta, Vipin. (2004) Culture, Leadership and Organizations: The GLOBE Study of 62 Societies. London: Thousand Oaks: Sage Publications. 
Agile Vietnam. (2013). The Six Leadership Styles. Retrieved December 1, 2013 from:http://agilevietnam.com/2013/01/11/the-six-leadership-styles/.

Websites with Leadership Information 
Center for Integrative Leadership, University of Minnesota Humphrey Institute: www.leadership.umn.edu 
Center for Creative Leadership: www.ccl.org 
Community Tool Box, “Styles of Leadership”: www.ctb.ku.ede 


	
INTRODUCTION TO LEADERSHIP AND ONE HEALTH


	

	Learning Objective:
	Discuss what leadership is and how cultural and sectoral lenses impact our perceptions of effective leadership.

	Type of Learning:
	Large and Small Group Activities; Large Group Discussions; Lecture

	Timing:
	145 – 245 Minutes  

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint

	Pre-Class Assignment:
	· Two short tasks


 Detailed Facilitator Notes
	[image: http://downloads.clipart.com/9840458.jpg?t=1379968402&h=69b9dc696b924bee588ea4084b5aa155&u=ninamaiwand]
Pre-work

	
	Prior to the first session, have learners complete the following tasks:
· In your own words, define leadership. Write down a few sentences or bullets points to share with the class. 
· Identify two leaders that you admire. Write down what their leadership role is and 2 or 3 skills or attributes that make them an effective leader to you. 
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Lecture
	20 Minutes
	Welcome students to the introductory session on Leadership and One Health. Start by providing a quick overview of One Health, the Leadership Core Competencies and the module agenda. You can consult the module titled “One Health Concepts and Knowledge” for helpful resources for presenting the introduction to the One Health approach.

Leaders Module Core Competencies 
· Develop a shared vision of leadership.
· Demonstrate an understanding of effective leadership in the One Health context.  
· Understand and adapt personal leadership styles.
· Develop and apply strategies for engaging and empowering others to take collective action. 


	
		Module Agenda

	145 – 245 Minutes
	Introduction to Leadership and One Health

	160 Minutes
	The Role of Leadership in One Health

	135 Minutes
	Leadership Styles

	60 Minutes
	Adapting Your Leadership Style – Working Collectively

	205 Minutes
	Engaging and Empowering Others to Take Action: Part I

	165 Minutes
	Engaging and Empowering Others to Take Action: Part I

	60 Minutes
	Learning Reflections and Evaluation
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Large Group Activity
	30 Minutes
	Leadership Definition Mingle
Give the class 5 to 10 minutes to stand up and mingle, sharing their definitions of leadership with one another. Each student should meet with as many people as possible in that time. Discussions should happen in pairs or within groups of three; no bigger!

As the students share definitions, encourage them to capture notes on the similarities and differences among the definitions. They should also write down the number of people with whom they met. 

At the end of the exercise, have learners return to their seats and determine who met with the most people. (To determine this, ask questions like: Who met with everyone? Who met with more than 10 people?) Congratulate this person and ask for his/her observations on the leadership definitions. Ask the following questions and record the responses on a flipchart or whiteboard:
· What similarities exist among the definitions? Were there terms/concepts/ideas that were repeated multiple times?
· What differences exist among the definitions?


	[image: C:\Users\rtalmage\AppData\Local\Microsoft\Windows\Temporary Internet Files\Low\Content.IE5\STTZP8MX\MC900442094[1].WMF]
Small Group Activity
	15 Minutes
	Leadership Definition Exercise 
In small groups, have participants create a new definition of leadership based on their discussions in the previous exercise. Their definition can be a maximum of 32 words. The groups have 10 minutes to complete the task and they must write their definition on a flipchart or whiteboard. 
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Large Group Activity
	15 Minutes
	After the groups complete their definitions, have students walk around the room and review the work completed by the other teams. After they read all the definitions, ask them to vote on their favorite definition by leaving a tally mark next to it. If anonymous voting is more appropriate, all students can write their answers on a piece of paper. Give participants 10 minutes for this exercise. 

After everyone votes, tally the results and congratulate the winner. Ask others to share why this definition stands out (or, if the votes are close, why the other definitions are good as well). Focus on similarities and differences among the definitions. Emphasize that while there is no singular definition of leadership, there are a lot of things that we can typically agree on as we discuss leadership.
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Lecture
	10 minutes
	Leadership Lecture
Give a brief presentation that defines what leadership is and what it is not and that explores the differences between leadership and ‘leaders.’ 


Other definitions of leadership (from leaders in the leadership field):
· Leadership is a process of social influence, which maximizes the efforts of others, towards the achievement of a goal. (Kevin Kruse, Forbes magazine)
· Leadership is the art of leading others to deliberately create a result that wouldn’t have happened otherwise. (Search Inside Yourself [SIY] Leadership Institute)
· Leadership is the capacity to translate vision into reality. (Warren Bennis)
· Leadership is influence – nothing more, nothing less. (John Maxwell)
· Leadership is an opportunity to serve. It is not a trumpet call to self-importance. (J. Donald Walters)
· Management is about arranging and telling. Leadership is about nurturing and enhancing. (Tom Peters)

What Leadership is NOT!
· Seniority/experience
· One’s position or title
· Management

· Note: For the original article on this concept, see “What is Leadership,” by Kevin Kruse, at www.forbes.com.


	[image: C:\Users\rtalmage\AppData\Local\Microsoft\Windows\Temporary Internet Files\Low\Content.IE5\STTZP8MX\MC900442094[1].WMF]
Small Group Activity
	20 Minutes
	What Makes a Leader?
Have learners form groups of three to perform the following tasks:
· Share the names of the leaders you picked for your pre-work exercise and their skills and attributes.
· Discuss the skills and attributes that are similar among the leaders your peers selected. 
· Have one person prepare to share your discussions with the class. 
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Large Group Discussion
	15 Minutes
	As the students share their thoughts, capture the ideas on a flipchart or whiteboard identifying where similarities exist across the trios. Then share a few examples of how others view leaders:
· A leader is best when people barely know he exists, when his work is done, his aim fulfilled, they will say: we did it ourselves. (Lao Tzu)
· A good leader can engage in a debate frankly, thoroughly, knowing that at the end he and the other side must be closer, and thus emerge stronger. (Nelson Mandela)
· A leader is one who knows the way, goes the way, and shows the way. (John Maxwell)
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Large Group Activity
	15 Minutes
	The purpose of this activity is to see the mix of leaders that the group selected. This discussion will allow you to segue into the next section on the lenses of leadership and how these lenses impact perceptions and concepts of leadership. 

Ask learners a few questions about the leaders they selected. Take some quick polls, asking people to raise their hands. Questions you might ask include:
· How many of you picked at least one well-known international leader? (ask for a few examples)
· Who picked a leader from your own country? Region? 
· How many of you picked a local leader? 
· How many of you picked a leader in the human health field? Animal health? Environment? 
· Who picked a female leader?  
· Who picked an individual who they know personally?

Close the session with a quick overview of the commonalities and differences among the leaders that the class discussed. 
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60 Minutes
(in class task)
	Lenses on Leadership: Assignment Introduction
· Note: If the students are unfamiliar with the topic areas outlined in this task, groups will need additional time to research them. This research component can take place inside the class or as pre-work for the session. If you choose to do the research in class, students will need computers and internet access. 

Prior to the class, identify a zoonotic infectious disease scenario that you will use for this activity. Arrange students into project groups to explore a specific ‘lens on leadership.’ Give them a brief overview of the activity and provide them with a detailed example of how the activity should be conducted. For example, give the students an example pertaining to the response of an outbreak of brucellosis. Tell them that the leadership lens which they adopt will change the discussion they have about the outbreak. 

Give the students the following activity instructions:
· Consider the assigned zoonotic disease scenario and the first ‘leadership lens’ you were assigned. Review the scenario through your “leadership lens” and identify the unique leadership qualities or skills/attributes that are important from this lens.
· Then, consider the assigned zoonotic disease scenario and the second ‘leadership lens’ that you were assigned. Review the scenario from your ‘leadership lens’ and identify the unique leadership qualities or skills/attributes that are important from this lens.
· Compare and discuss the differences that you find between the two approaches and be prepared to report your findings to the class. 
· Questions that you might consider during the discussion include:
· Who are you leading? Is the group homogenous or constituted of a variety of individuals? What are their interests and motivations?
· What is the context?
· What outcomes are you looking for?
	Example: Response to an Outbreak of Brucellosis

	Leadership in Human Health
	Present a brief situation example of a leadership problem met such as preparing an operational plan to organize to respond to an outbreak of brucellosis. 

	Leadership of Diverse Groups
	Present a brief situational example of a leadership challenge, such as meeting the needs of diverse groups involved in or affected by an outbreak. 



Sample topics to assign to the groups include the following:
· Public Sector Leadership in Southeast Asia Region
· Private Sector Leadership in Southeast Asia Region
· Leadership in Your Local Communities
· Leadership in Human Health Field
· Leadership in Environment Field
· Leadership in the Animal Health Field
· Leadership with Women
· Leadership with Diverse Groups
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Group 
Presentations
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Large Group Discussion
	25 Minutes/
Group 






15 Minutes 
	Lenses on Leadership: Group Presentations
If you choose to do the project work in the classroom, you will need 25 minutes for each group (15 minutes to present and 10 minutes for discussion). Depending on the number of groups and if you want to increase discussion time, you may want to split the presentations over a number of sessions so that learners don’t become fatigued and are ready to engage in discussion. 

To conclude the session, discuss the following questions:
· What insights have you gained about leadership as we look through different lenses? What changes? What remains the same?
· What personal experiences with leadership shaped your thoughts on the topic before the class?
What if anything has reshaped/changed your thinking now?
 

















	
THE ROLE OF LEADERSHIP IN ONE HEALTH


	

	Learning Objective:
	· Describe the skills, knowledge and behaviors necessary to motivate and inspire teams across sectors to organize, manage and foster action in the One Health context. 
· Be able to assess One Health situations and identify what is working and the leadership challenges that need to be addressed. 

	Type of Learning:
	Lecture; Small Group Activities; Large Group Discussions

	Timing:
	160 Minutes

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide

	Pre-Class Assignment
	· Read Article – Joint FAO/OIE Committee on Global Rinderpest Eradication with a focus on the Background and Findings sections (pp. 5–9).


 Detailed Facilitator Notes
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Pre-work
	
	Have students review the article below prior to class:
· Article – Joint FAO/OIE Committee on Global Rinderpest Eradication with a focus on the Background and Findings sections  (pp. 5–9).
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Lecture
	15 Minutes


	
	Review of One Health Concepts 
Begin the session by giving an overview of One Health Concepts (taken from the One Health Knowledge and Concepts Module)

· One Health is [characterized by] the collaborative efforts of multiple disciplines working locally, nationally and globally to attain optimal health for people, animals and our environment. (Barrett and Osofsky)

· One Health is the integrative effort of multiple disciplines working locally, nationally and globally to attain optimal health for people, animals and the environment. Together, the three make up the One Health triad, and the health of each is inextricably connected to the others in the triad. Understanding and addressing the health issues created at this intersection is the foundation for the concept of One Health. (http://www.onehealthinitiative.com/news.php)



Stop and ask students if they have any questions. Then, present a few key leadership challenges often faced in the One Health context:
· Necessary coordination across multiple sectors and disciplines. 
· Integrated nature of One Health issues.
· Collective action is often needed to make a difference. 
· One Health issues impact and are impacted by social, political and economic considerations. 
· Action can take place at many levels—local, state, regional and global. 


	
	5 minutes
	Stop and ask students, “Based on what you have learned about One Health-related challenges and your own experience, what qualities, skills and knowledge does a One Health leader need to be able to be effective?”. Ask students to jot down notes individually. 
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Small Group Activity
	15 minutes
	Portrait of a One Health Leader
Have students share their responses to the question and then have them create a portrait of a One Health Leader. Students cannot use words, only images. 
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Large Group Discussion
	20 minutes
	After 15 minutes, reveal each portrait and have the viewers guess at what leadership elements are portrayed (ask the artists to stay silent!). After you get some interpretations, ask the artists to share the thinking behind their images.

Connect their images to the One Health leadership domains. 
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Lecture
	15 minutes
	One Health Leadership Domains Presentation 
Give a short presentation on the One Health Leadership domains. Provide a quick overview of the domains and describe what it means to demonstrate each of them. Detailed notes on the domains can be found in the Module PowerPoint. 

One Health Leadership Domains 
· Shared Vision
· Strategic and Critical Thinking
· Decision-Making
· Collaborative Solutions
· Team Commitment
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Small Group Activity
	45 minutes
	One Health Leadership Case Study Analysis
[image: C:\Users\rtalmage\AppData\Local\Microsoft\Windows\Temporary Internet Files\Low\Content.IE5\G5YP30PK\MC900433865[1].PNG]Refer students to their pre-class assignment and then show the following video on eradicating Rinderpest. 
· YouTube – Eradicating Rinderpest  http://www.youtube.com/watch?v=tuG5_wdO050  

Divide students into groups of 3 to 4 and have them consider the following questions. Groups should prepare a short overview of their discussions and conclusions to share with the group. 
· Who were the partners involved in the eradication of Rinderpest? 
· Why did they make an effective partnership?
· What was the vision or goal, if any? Was it “shared”?
· What leadership styles and/or decisions may have contributed to the eradication of the Rinderpest?
· In your opinion, what leadership barriers slowed down the eradication of Rinderpest?
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Large Group Discussion
	45 minutes 
	Give each group a maximum of 10 minutes to share their reports. Compare and contrast the students’ perspectives and conclusions. 

Emphasize the importance of the “collective leadership model” that is needed for success in addressing One Health challenges.
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LEADERSHIP STYLES


	

	Learning Objective:
	· Assess personal leadership styles and discuss the strengths and weaknesses of each.
· Understand how your personal leadership style impacts One Health action when working in groups. 
· Undertake continuous self-reflection in order to understand the impact of your own style in different situations and how to effectively adapt.

	Type of Learning:
	Lecture; Individual and Small Group Activities; Large Group Discussions

	Timing:
	135 Minutes

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guides

	Pre-Class Assignment:
	· Complete Peter Northouse Leadership Style Assessment
· Read Article – Leadership Styles: Choosing the Right Style for the Situation, Mind Tools 
· Read Article – Core Leadership Theories: Learning the Foundations of Leadership


 Detailed Facilitator Notes
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Pre-work
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	Prior to the session, ask participants to complete the Leadership Style Assessment designed by Peter G. Northouse, a leading research and theorist on models of leadership, ethical leadership, leadership assessments and leadership dynamics. You can print the assessment for students or ask them to download the assessment at the following link:
· Northouse Leadership Assessment: www.sagepub.com/northouseintro2e/study/resources/questionnaires/89527_03q.pdf 

A copy of the leadership questions and scoring rubric can be found in the Facilitator Quick Notes at the end of this session.  

· Note: There are many leadership assessment tools on the internet, most of which require a fee for each use. You are encouraged to explore other web resources and substitute another tool if you prefer.

In addition, have students read the following articles:
· Leadership Styles: Choosing the Right Style for the Situation, Mind Tools
· Core Leadership Theories: Learning the Foundations of Leadership
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Small Group Activity
	20 Minutes
	Exploring Personal Leadership Styles
Welcome students to the session and tell them that this class will explore leadership styles and approaches. In addition, students will explore how to adapt their personal leadership styles in order to be effective in different situations. Tell the class that the leadership self-assessment they took is based on the work of Kurt Lewin, one of the first psychologists working in organizational development and leadership.

Have a flipchart prepared with each of the leadership styles that are outlined below on it. Ask each student to make a tally mark next to their leadership style as determined by the preclass inventory. 

· Note: The terms in parentheses are the original names for each of the styles and have been updated by the original author. The updated style names should be used in discussions about results from the student style assessments.

· Directive (formerly Authoritarian): Directive leaders make decisions independently with little or no input from the rest of the group.
· Participative (formerly Democratic): Participative leaders offer guidance to group members, but they also participate in the group and allow input from other group members.
·  Delegative (formerly Laissez-faire): Delegative leaders offer little or no guidance to group members and leave decision-making up to group members. 
[image: http://www.mswisc.org/_storage/Pages/1194/book%20reading%20clip%20art.png]
Additional information on Leadership Styles can be found in the Facilitator Quick Notes at the end of this session. 

Based on the responses, split participants into groups by their leadership style. Have them briefly discuss the following questions in their groups:
· Do you agree with the author’s description of your leadership style? Why or why not? 
· Share some examples of how this leadership style looks in action. Pick 2 or 3 concrete examples to share with the rest of the group. 
· What are the pros/cons of this leadership style in the One Health context? Pick 1 or 2 pros and 1 or 2 cons.
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Large Group Discussion
	20 minutes
	Have each group share a 2-minute summary of what they discussed and then review in-depth the pros and cons of the different styles as they pertain to the One Health context. Tell the class that each style can be effective, however, different situations often require adaptive leadership and individuals often need to leverage complementary styles when dealing with the complex challenges of leadership in the One Health context. 

	[image: C:\Program Files (x86)\Microsoft Office\MEDIA\CAGCAT10\j0301252.wmf]
Lecture or Group Quiz
	20 Minutes
	Leadership Styles, Theories and Approaches 
Tell students that there are many different types of leaders and lots of different approaches to leadership. Give a quick summary of the key points covered in the pre-session readings, as well as an overview of the central leadership theories and approaches outlined below and in the Module PowerPoint; OR create a short quiz to test students’ knowledge. 
[image: http://www.mswisc.org/_storage/Pages/1194/book%20reading%20clip%20art.png]
Detailed notes on Leadership Theories and Leadership Styles can be found in the Facilitator Quick Notes at the end of this session. 

Provide a brief introduction to leadership styles and how to select the right style for a situation. 
No one style of leadership fits all situations. Often the difference between a great leader and an average leader is their ability to adapt their leadership style to different scenarios and their ability to understand their personal leadership preferences, strengths and weaknesses. Business leaders and psychologists have developed frameworks to help individuals begin to understand their leadership styles, as well as the styles of others. 

Common leadership styles include:

	· Directive leadership.
· Bureaucratic leadership.
· Charismatic leadership.
· Participative leadership.
· Delegative leadership.

	· People/relations-oriented leadership.
· Servant leadership.
· Task-oriented leadership.
· Transactional leadership.
· Transformational leadership.


Then, provide a brief overview of Core Leadership Theories:
Over time, several core theories about leadership have emerged. These theories fall into four main categories:
· Trait theories
· Behavioral theories
· Contingency theories
· Power and influence theories

Conclude the presentation by telling the class that by learning about the pros and cons of each style, they learn what styles work best in various situations and learn to adapt their own approach in order to deal effectively with any situation. 
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Lecture

	10 minutes
	Leadership Action Logic Framework (Rooke/Tobert)
Introduce the concept of leadership action logics—a leadership theory that suggests that there are several approaches to leadership and that we can transform from one to the next by focusing on growing our leadership skills. 

Key points to cover include the following:
· Most developmental psychologists now agree that what differentiates leaders is not so much their philosophy of leadership, their personality or their style of management, but rather their internal worldview or ‘Action Logic,’ that is, how they construct reality and respond to emerging situations, particularly when their power or safety is challenged.
· Seven key Action Logics – Opportunist, Diplomat, Expert, Achiever, Individualist, Strategist and Alchemist.
· Each Action Logic describes an overall approach to managing or leading, encompassing both inherent strengths and weaknesses, and each successive Action Logic both incorporates the previous Action Logics and implies new sets of assumptions.

· Note: If students are interested in taking an assessment on Action Logics, they can find a free assessment at www.harthill.co.uk. After students take the assessment, they will need to wait about three weeks to get their style. They should then print or write down the results and read the guide on their leadership style which can be found on the website. For more information on the Action Logics Framework please visit:
· www.harthill.co.uk/leadership-development-framework/seven-action-logics.html 
· www.harthill.co.uk/assets/files/Articles/05_Leadership_and%20_Deming_Simcox.pdf  
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Small Group Activity
	15 minutes
	If students are not able to take the inventory and get results, have them review the Action Logics chart in the Student Guide in groups of three and discuss the following questions:
· What action logic are you at now? What are some examples to back up your thought?
· How does the Rooke/Tobert model compare with Lewin and Northouse? Are they complementary or contradictory? What are the pros and cons of each?
· How could this leadership framework help you address One Health leadership challenges? What might not be addressed?
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Large Group Discussion
	10 minutes
	In a large group, have students share their analysis of the frameworks and examples of how the different frameworks and approaches to leadership might apply or not apply to the One Health context. 

One Health Leadership Challenge

	[image: ]
Individual Task
	5 minutes
	Present students with the One Health challenge below and then have them consider the following questions individually:
· What types/styles of leadership are needed to address this case?
· Who would you, as a leader, need to work with?

	One Health Challenge: H5N1 Outbreak

	
An outbreak of H5N1 (Highly pathogenic avian Influenza) has occurred in a nearby village. You know that many members of the village go to the market each week to sell poultry and that many people work in the poultry processing plan. 

 Case scenario adapted from The Compendium of Case Studies found at http://www.onehealthinitiative.com/publications/OHOW_Compendium_Case_Studies.pdf 
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	35 minutes
	Spilt students into groups of 4 or 5 with a mix of leadership styles. Assign participants the following task:
· Share your individual responses to the scenario. Listen first to everyone’s response before making comments. 
· Discuss the merits of the different approaches:  Which is the most feasible? Which is the most collaborative?
· Create one approach for how your group will address the H5N1 poultry issue. Be prepared to share this approach with the group.

· Note: Halfway through the activity, you may want to select one member of each group to rotate to another group to introduce an element of change which gives them, as leaders, a new challenge to deal with. 
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Large Group Discussion
	
	One Health Leadership Challenge Sharing
Have each group share their approaches and then, as a class, discuss their similarities and differences. 

Summarize the activity and discussion. Then note that, in the next session, the class will tackle a leadership team challenge and put their skills and knowledge into practice. 
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Detailed Facilitator Notes on Leadership Styles and Core Leadership Theories
Peter Northouse Leadership Assessment Questionnaire
[image: ][image: ]PDF should be downloaded at http://www.sagepub.com/northouseintro2e/study/resources/questionnaires/89527_03q.pdf.


	Scoring

1. Sum the responses on items 1, 4, 7, 10, 13 and 16 (Directive leadership)
2. Sum the responses on items 2, 5, 88, 11, 14 and 17 (Participatory leadership)
3. Sum the responses on items 3, 6, 9, 12, 15 and 18 (Delegative leadership)

Total Scores

Directive Leadership ____
Participative Leadership ____
Delegative Leadership ____

Scoring Interpretation

This questionnaire is designed to measure three common styles of leadership: Directive, Participative, Delegative. By comparing your scores on each of the three dimensions, you can determine which styles are most dominant and least dominant in your own style of leadership. 

If your score is 26-30, you are in the very high range. 
If your score is 21-25, you are in the high range.
If your score is 16-20, you are in the moderate range.
If your score is 11-15, you are in the low range. 
If your score is 6-10, you are in the very low range. 




Leadership Styles - Choosing the Right Style for the Situation
Retrieved from www.mindtools.com/pages/article/newLDR_84.htm 
[image: ]
Find out what makes a great leader, with James Manktelow and Amy Carlson. From Mahatma Gandhi and Winston Churchill to Martin Luther King and Steve Jobs, there can seem to be as many ways to lead people as there are leaders.

Fortunately, businesspeople and psychologists have developed useful, simple ways to describe the main styles of leadership.

By understanding these styles and their impact, you can develop your own approach to leadership and become a more effective leader.

We’ll look at some common, well-known leadership styles in this article, and we’ll explore situations where these styles may be effective with your people. Specific articles and resources cited in the following sections marked with the Mind Tools logo can be found on that website at www.mindtools.com.


Adapting Your Approach to Leadership 
In business, a leadership style called “transformational leadership” is often the most effective approach to use. Transformational leaders have integrity, they inspire people with a shared vision of the future, they set clear goals, they motivate people towards these goals, they manage delivery and they communicate well with their teams. (You can find out more about transformational leadership at the end of this article.)
However, leadership is not a “one size fits all” thing; often, you must adapt your style to fit a situation or a specific group. This is why it’s useful to gain a thorough understanding of other leadership styles; after all, the more approaches you’re familiar with, the more you can shape your approach to the situation. Let’s take a look at some of the leadership styles that you can use. (For ease of reference, these are shown in alphabetical order.)
1. Directive (Authoritarian) Leadership - Directive leadership is an extreme form of transactional leadership, where leaders have a lot of power over their people. Staff and team members have little opportunity to make suggestions, even if these would be in the team’s or the organization’s best interest. The benefit of autocratic leadership is that it’s incredibly efficient. Decisions are made quickly, and work gets done efficiently. The downside is that most people resent being treated this way. Therefore, autocratic leadership can often lead to high levels of absenteeism and high staff turnover. However, the style can be effective for some routine and unskilled jobs; in these situations, the advantages of control may outweigh the disadvantages. Autocratic leadership is often best used in crises, when decisions must be made quickly and without dissent. For instance, the military often uses an autocratic leadership style; top commanders are responsible for quickly making complex decisions, which allows troops to focus their attention and energy on performing their allotted tasks and missions.

2. Bureaucratic Leadership - Bureaucratic leaders work “by the book.” They follow rules rigorously and ensure that their people follow procedures precisely. This is an appropriate leadership style for work involving serious safety risks (such as working with machinery, with toxic substances, or at dangerous heights) or where large sums of money are involved. Bureaucratic leadership is also useful in organizations where employees do routine tasks (as in manufacturing). The downside of this leadership style is that it’s ineffective in teams and organizations that rely on flexibility, creativity or innovation. Much of the time, bureaucratic leaders achieve their position because of their ability to conform to and uphold rules, not because of their qualifications or expertise. This can cause resentment when team members don’t value their expertise or advice.

3. Charismatic Leadership - A charismatic leadership style can resemble transformational leadership because these leaders inspire enthusiasm in their teams and are energetic in motivating others to move forward. This ability to create excitement and commitment is an enormous benefit.
The difference between charismatic leaders and transformational leaders lies in their intention. Transformational leaders want to transform their teams and organizations. Charismatic leaders are often focused on themselves and may not want to change anything. The downside to charismatic leaders is that they can believe more in themselves than in their teams. This can create the risk that a project or even an entire organization might collapse if the leader leaves. A charismatic leader might believe that she can do no wrong, even when others are warning her about the path she’s on; and this feeling of invincibility can ruin a team or an organization. Also, in the followers’ eyes, success is directly connected to the presence of the charismatic leader. As such, charismatic leadership carries great responsibility, and it needs a long-term commitment from the leader.

4. Democratic/Participative Leadership - Democratic leaders make the final decisions, but they include team members in the decision-making process. They encourage creativity, and team members are often highly engaged in projects and decisions. There are many benefits of democratic leadership. Team members tend to have high job satisfaction and are productive because they’re more involved in decisions. This style also helps develop people’s skills. Team members feel in control of their destiny, so they’re motivated to work hard by more than just a financial reward.
Because participation takes time, this approach can slow decision-making, but the result is often good. The approach can be most suitable when working as a team is essential and when quality is more important than efficiency or productivity. The downside of democratic leadership is that it can often hinder situations where speed or efficiency is essential. For instance, during a crisis, a team can waste valuable time gathering people”s input. Another downside is that some team members might not have the knowledge or expertise to provide high quality input.

5. Laissez-Faire Leadership (Delegative) - This French phrase means “leave it be,” and it describes leaders who allow their people to work on their own. This type of leadership can also occur naturally, when managers don’t have sufficient control over their work and their people. Laissez-faire leaders may give their teams complete freedom to do their work and set their own deadlines. They provide team support with resources and advice, if needed, but otherwise don’t get involved. This leadership style can be effective if the leader monitors performance and gives feedback to team members regularly. It is most likely to be effective when individual team members are experienced, skilled self-starters. The main benefit of laissez-faire leadership is that giving team members so much autonomy can lead to high job satisfaction and increased productivity. The downside is that it can be damaging if team members don’t manage their time well or if they don’t have the knowledge, skills or motivation to do their work effectively.

6. People-Oriented/Relations-Oriented Leadership - With people-oriented leadership, leaders are totally focused on organizing, supporting and developing the people on their teams. This is a participatory style and tends to encourage good teamwork and creative collaboration. This is the opposite of task-oriented leadership. People-oriented leaders treat everyone on the team equally. They’re friendly and approachable, they pay attention to the welfare of everyone in the group, and they make themselves available whenever team members need help or advice.
The benefit of this leadership style is that people-oriented leaders create teams that everyone wants to be part of. Team members are often more productive and willing to take risks, because they know that the leader will provide support if they need it. The downside is that some leaders can take this approach too far; they may put the development of their team above tasks or project directives.

7. Servant Leadership - This term, created by Robert Greenleaf in the 1970s, describes a leader often not formally recognized as such. When someone at any level within an organization leads simply by meeting the needs of the team, he or she can be described as a “servant leader.”
Servant leaders often lead by example. They have high integrity and lead with generosity. In many ways, servant leadership is a form of democratic leadership because the whole team tends to be involved in decision-making. However, servant leaders often “lead from behind,” preferring to stay out of the limelight and letting their team accept recognition for their hard work. Supporters suggest that the servant leadership model is a good way to move ahead in a world where values are increasingly important and where servant leaders can achieve power because of their values, ideals and ethics. This approach can help create a positive corporate culture and can lead to high morale among team members. However, other people believe that in competitive leadership situations, people who practice servant leadership can find themselves left behind by leaders using other leadership styles. This leadership style also takes time to apply correctly; it is ill-suited in situations requiring quick decisions or that have tight deadlines. Although servant leadership can be used in many situations, it is often most practical in politics, or in positions where leaders are elected to serve a team, committee, organization or community.

8. Task-Oriented Leadership - Task-oriented leaders focus only on getting the job done and can be autocratic. They actively define the work and the roles required, put structures in place, and plan, organize and monitor work. These leaders also perform other key tasks, such as creating and maintaining standards for performance. The benefit of task-oriented leadership is that it ensures that deadlines are met, and it’s especially useful for team members who don’t manage their time well. However, because task-oriented leaders don’t tend to think much about their team’s well-being, this approach can suffer many of the flaws of autocratic leadership, including causing motivation and retention problems. 
Tip: In practice, most leaders use both task-oriented and people-oriented styles of leadership together. Our article on the Blake Mouton Managerial Grid explains how you can do this.

[bookmark: transactional]9. Transactional Leadership - This leadership style starts with the idea that team members agree to obey their leader when they accept a job. The “transaction” usually involves the organization paying team members in return for their effort and compliance. The leader has a right to “punish” team members if their work doesn’t meet an appropriate standard.
Although this might sound controlling and paternalistic, transactional leadership offers some benefits. For one, this leadership style clarifies everyone’s roles and responsibilities. Another benefit is that, because transactional leadership judges team members on performance, people who are ambitious or who are motivated by external rewards—including compensation—often thrive. The downside of this leadership style is that team members can do little to improve their job satisfaction. It can feel stifling, and it can lead to high staff turnover. Transactional leadership is really a type of management, not a true leadership style, because the focus is on short-term tasks. It has serious limitations for knowledge-based or creative work. However, it can be effective in other situations.


10. Transformational Leadership - As we discussed earlier in this article, transformation leadership is often the best leadership style to use in business situations. Transformational leaders are inspiring because they expect the best from everyone on their team as well as themselves. This leads to high productivity and engagement from everyone in their team.
The downside of transformational leadership is that, while the leader’s enthusiasm is passed onto the team, he or she can need to be supported by “detail people.” That’s why, in many organizations, both transactional and transformational leadership styles are useful. Transactional leaders (or managers) ensure that routine work is done reliably, while transformational leaders look after initiatives that add new value. It’s also important to use other leadership styles when necessary; this will depend on the people you’re leading and the situation you’re in.
	Key Points

In business, transformational leadership is often the best leadership style to use. However, no one style of leadership fits all situations, so it helps to have an understanding of other styles.

Common leadership styles include:

1. Directive leadership.
2. Bureaucratic leadership.
3. Charismatic leadership.
4. Participative leadership.
5. Delegative leadership.
6. People/relations-oriented leadership.
7. Servant leadership.
8. Task-oriented leadership.
9. Transactional leadership.
10. Transformational leadership.










Core Leadership Theories: Learning the Foundations of Leadership 
[image: ]Why are some leaders successful, while others fail? The truth is that there is no “magic combination” of characteristics that makes a leader successful, and different characteristics matter in different circumstances. This doesn’t mean, however, that you can’t learn to be an effective leader. You just need to understand the various approaches to leadership, so that you can use the right approach for your own situation. One way of doing this is to learn about the core leadership theories that provide the backbone of our current understanding of leadership.
Since the early 20th century, four main groups of theories have emerged. We look at these core leadership theories in this article.
Tip: Our article on Leadership Styles explores common leadership styles that have emerged from these core leadership theories. These include the “transformational leadership” style, which is often the most effective approach to use in business situations.
The Four Core Theory Groups
Let’s look at each of the four core groups of theory and explore some of the tools and models that apply with each. (Keep in mind that there are many other theories out there.)

1. Trait Theories – What Type of Person Makes a Good Leader?
Trait theories argue that effective leaders share a number of common personality characteristics, or “traits.”
Early trait theories said that leadership is an innate, instinctive quality that you do or do not have. Thankfully, we’ve moved on from this idea, and we’re learning more about what we can do to develop leadership qualities within ourselves and others.
Trait theories help us identify traits and qualities (for example, integrity, empathy, assertiveness, good decision-making skills and likability) that are helpful when leading others.
However, none of these traits, nor any specific combination of them, will guarantee success as a leader.
Traits are external behaviors that emerge from the things going on within our minds. It is these internal beliefs and processes that are important for effective leadership.
We explore some of the traits and skills that you need to be a good leader in our articles “What a Real Leader Knows”, “Level 5 Leadership”, and “What is Leadership?” 



2. Behavioral Theories – What Does a Good Leader Do?
Behavioral theories focus on how leaders behave. For instance, do leaders dictate what needs to be done and expect cooperation? Or do they involve their teams in decision-making to encourage acceptance and support?

In the 1930s, Kurt Lewin developed a framework based on a leader’s behavior. He argued that there are three types of leaders:
· Autocratic (now called Directive) leaders make decisions without consulting their teams. This style of leadership is considered appropriate when decisions need to be made quickly, when there’s no need for input and when team agreement isn’t necessary for a successful outcome.

· Democratic (now called Participatory) leaders allow the team to provide input before making a decision, although the degree of input can vary from leader to leader. This style is important when team agreement matters, but it can be difficult to manage when there are lots of different perspectives and ideas.

· Laissez-faire (now called Delegative) leaders don’t interfere; they allow people within the team to make many of the decisions. This works well when the team is highly capable, is motivated and doesn’t need close supervision. However, this behavior can arise because the leader is lazy or distracted; and this is where this style of leadership can fail.
Clearly, how leaders behave affects their performance. Researchers have realized, though, that many of these leadership behaviors are appropriate at different times. The best leaders are those who can use many different behavioral styles and choose the right style for each situation.
Our article “Laissez Faire” versus Micromanagement looks at how you can find the right balance between autocratic and laissez-faire styles of leadership, while our article on the Blake-Mouton Managerial Grid (www.mindtools.com) helps you decide how to behave as a leader, depending on your concerns for people and for production.
3. Contingency Theories – How Does the Situation Influence Good Leadership?
The realization that there is no one correct type of leader led to theories that the best leadership style depends on the situation. These theories try to predict which style is best in which circumstance.
For instance, when you need to make quick decisions, which style is best? When you need the full support of your team, is there a more effective way to lead? Should a leader be more people-oriented or task-oriented? These are all questions that contingency leadership theories try to address.
The Hersey-Blanchard Situational Leadership Theory is a popular contingency-based leadership framework, which links leadership style with the maturity of individual members of the leader’s team. Other contingency-based models include House’s Path-Goal Theory and Fiedler’s Contingency Model.
You can also use the Leadership Process Model to understand how your situation affects other factors that are important for effective leadership and how, in turn, these affect your leadership.
4. Power and Influence Theories – What is the Source of the Leader’s Power?
Power and influence theories of leadership take an entirely different approach; these are based on the different ways that leaders use power and influence to get things done, and they look at the leadership styles that emerge as a result.

Perhaps the best-known of these theories is French and Raven’s Five Forms of Power. This model highlights three types of positional power – legitimate, reward and coercive – and two sources of personal power – expert and referent (your personal appeal and charm). The model suggests that using personal power is the better alternative and that you should work on building expert power (the power that comes with being a real expert in the job) because this is the most legitimate source of personal power.

Another leadership style that uses power and influence is transactional leadership. This approach assumes that people do things for reward and for no other reason. Therefore, it focuses on designing tasks and reward structures. While this may not be the most appealing leadership strategy in terms of building relationships and developing a highly motivating work environment, it often works, and leaders in most organizations use it on a daily basis to get things done.
Similarly, leading by example is another highly effective way of influencing your team.

Effective Leadership Styles
As we mentioned above, transformational leadership is often the best leadership style to use in business.

Transformational leaders show integrity, and they know how to develop a robust and inspiring vision of the future. They motivate people to achieve this vision, they manage its delivery, and they build ever stronger and more successful teams.

However, you’ll often need to adapt your style to fit a specific group or situation, and this is why it’s useful to gain a thorough understanding of other styles. Our article on Leadership Styles takes a deeper look at the different styles that you can use.

	Key Points

Over time, several core theories about leadership have emerged. These theories fall into four main categories:

    Trait theories
    Behavioral theories
    Contingency theories
    Power and influence theories

“Transformational leadership” is the most effective style to use in most business situations. However, you can become a more effective leader by learning about these core leadership theories and understanding the tools and models associated with each one.
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ADAPTING YOUR LEADERSHIP STYLE
Working Collectively


	

	Learning Objective:
	· Assess personal leadership styles and discuss strengths and weaknesses.
· Understand how your personal leadership style impacts One Health action when working in groups. 
· Undertake continuous self-reflection in order to understand the impact of your own style in different situations and how to effectively adapt.

	Type of Learning:
	Team Exercise and Large Group Discussion

	Timing:
	60 Minutes

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Masking tape and paper


 Detailed Facilitator Notes
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Facilitator Preparation
	
	Prior to class, use masking tape to mark out the two banks of an imaginary 
river by laying out two long pieces of tape parallel to each other. The distance between the pieces of tape would be 3 to 5 meters.

· Note: This exercise may involve physical contact and challenging physical movements. Please be sensitive to issues of physical contact and functional limitations of the participants. The instructor should allow participant teams to provide solutions to these issues. However, in cases where participant teams become stalled by such issues, the instructor may provide additional resources or instruction either for all teams or just for the affected teams.
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Large Group Challenge
















	30 Minutes




	The Toxic River
· Note: In this exercise, one of the learning discoveries is that even though the class is divided into different teams, everyone in the class must succeed for the exercise to be considered successful. Let the students discover this concept on their own. Do not tell them.

Introduce the activity by telling the class that the group is going to reflect on its leadership styles—specifically what comes naturally to people when they are under pressure or stress—through a competition. Divide the class into teams of 4 to 8 people and give each team enough sheets of paper so that there is one sheet for every two people.

Then, give the following instructions:
The objective of this exercise is to get your One Health team safely across the raging, toxic river. The river has been contaminated by a toxic chemical spill such that if any part of the body or clothing touches the water, you will become infected with the most virulent form of the disease. The One Health team needs to cross the river to respond to an emerging pandemic on the other side. While you are on a specific team, everyone is part of the overall One Health team and all must cross. Here are the rules:
· The paper is a special stepping stone that will allow you to cross the river.
· The stepping stones must be touched at all times when they are placed in the river. If they are not being touched, they will be swept away by the rushing river.
· You cannot slide the stones to move forward. (Note: This is rule is for safety reasons.)

Give the teams 5 minutes to brainstorm possible strategies for crossing the river. Run the exercise until everyone in the class crosses the river or stop the exercise after 20 minutes.
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Large Group Debrief









	30 Minutes
	 Process the exercise with the following questions:
· What happened? What did you notice about how people crossed the river?
· What were the leadership dynamics? (e.g., Were there discussions about who would lead? Did different people assume leadership at different times?)
· What did the leader(s) do that was effective? Not as effective?
· As a team member, how did you communicate to leadership your personal needs and opinions?
· Did you feel you were competing with the other teams to be the first to cross? Or did the teams collaborate?
· What will you do differently next time . . . as a leader? As a follower?

· Note:  Setting up small teams often triggers the notion that the teams are competing against one another and thus the groups do not collaborate in developing a strategy to cross the river. The instructions actually do not suggest anything about competition. This false conclusion, or assumption, sets up the exploration of collaboration vs. competition. For example, instead of competing, the groups might have had more success if they had shared their strategies and supported one another in the execution. 

Explore the choice of competition vs. collaboration between the sub-teams and then relate the concepts to a larger One Health team comprised of various stakeholders. Ask participants to share their thoughts on how success of the overall One Health response team relates to the two approaches. 

Conclude the session by sharing the following comments:
· Be aware of your own leadership style/preferences and how they impact the group. 
· Acknowledge the different insights of others and be open to new ideas. 
· Ask questions to ensure that you hear and understand others’ perspectives. 
· Focus on the end goal. 
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ENGAGING AND EMPOWERING OTHERS TO TAKE ACTION Part 1


	

	Learning Objective:
	· Understand perspectives of different stakeholders on complex issues.
· Identify and apply techniques for engaging, empowering and influencing others to take collective action in different One Health leadership issue scenarios.

	Type of Learning:
	Individual, Small Group and Large Group Activities; Large Group Discussions; Lectures

	Timing:
	205 Minutes

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide


 Detailed Facilitator Notes
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Large Group Activity
	15 Minutes
	What’s the Issue?
For the game “What’s the Issue,” read aloud the news article below about Sumatran elephants. Then give the class 10 minutes to brainstorm a list of stakeholders and a few key issues that are important to each stakeholder. 

· Note:  Do not tell students how to organize the conversation/activity beyond telling the story. Learning how to organize the conversations is part of the discovery process. Alert students that they will each select a stakeholder type for further exploration later in this session.


	
		What’s the Issue One Health Challenge: Invasion of the Sumatran Elephants

	JAKARTA, Indonesia (AP) –Villagers and park rangers are using torches and firecrackers to herd out about 20 endangered Sumatran elephants that wandered into an Indonesian village in search of food.

Local forestry office head Warsito said the elephants entered Braja Indah village in Lampung province Thursday and were still there Friday night.

More than 200 elephants live within Way Kambas National Park near the village. Fewer than 3,000 Sumatran elephants are left in the wild, and environmentalists warn they’ll go extinct without protection.

Warsito told El-Shinta radio that a negotiation is ongoing to compensate villagers since the expulsion route passes through their farms.

At least five elephants have been poisoned since April, while in December a farmer was trampled to death. Villagers say they’ll kill the elephants if authorities don’t protect their farms.
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Individual Activity

	20 Minutes
	After 10 minutes, ask students to write down their responses to the following question, “What are the underlying issues impacting the community?” Give them 2 minutes to write down the answers and then have each person briefly share their perspectives. 


	[image: C:\Users\rtalmage\AppData\Local\Microsoft\Windows\Temporary Internet Files\Low\Content.IE5\NLUA038V\MC900442096[1].WMF]
 Large Group Discussion
	
	After everyone has shared, discuss the following questions:
· What similarities/differences did you hear among the responses?
· What caused some of us to have similar interpretations? Why are other interpretations so different?
· What does this exercise begin to illustrate about stakeholder engagement?

Close the activity by connecting it to the process of engaging and empowering others to take action. 
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Lecture
	[image: http://www.mswisc.org/_storage/Pages/1194/book%20reading%20clip%20art.png]10 Minutes
	Definition and Examples of Collective Action
Share with the learners a couple of definitions of collective action:
· Behavior or actions of a group working toward a common goal. When individuals engage in collective action, the strength of the group’s resources, knowledge and effort is combined to reach a goal shared by all parties. (Business Dictionary)
· The ability to refrain from individually profitable actions for the sake of the common good. (Bandiera, Barankay and Rasul 2005)

Then ask, “What are some examples you have of people taking collective action?”

Get a few examples from students and offer some examples of your own from personal experiences and/or current events/topics, sharing the intent of collective action, any successes and some challenges. 

See the Facilitator Quick Notes following this session for some recent examples of calls for collective action. 
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Small Group Activity
	15 Minutes
	Stakeholders, Collective Action and One Health
Divide the class into 3 groups and assign a level—regional, country or community—to each group. Have students brainstorm on the following questions:
· Why is collective action critical to the success of One Health at this level?
· What might be some of the challenges in getting stakeholders to engage and take leadership in One Health at this level?
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Large Group Discussion
	20 Minutes
	Then give each group 3 minutes to share their ideas and have the other groups add additional insights to what has been shared. Be sure to add in any additional ideas you can offer. 

· Note: To learn about regional and community issues, review the following sources:
· Collective Action Problems and Regional Integration in ASEAN: www.wrap.warwick.ac.uk/1907/ 
· National level: Health Policy in Asia and the Pacific: Navigating Local Needs and Global Challenges www.onlinelibrary.wiley.com/doi/10.1002/app5.5/full 
· Community Level: www.onehealthtalk.org/index.cfm/pastdiscussions/building-one-health-partnerships-with-traditional-communities/ 
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Lecture
	10 Minutes
	Stakeholder Engagement Principles, Assumptions and Process
Tell the class that there are many different interpretations, theories, frameworks and methods for stakeholder engagement. There are, however, some principles of stakeholder engagement and a few key steps in the stakeholder engagement process that take place almost everywhere. 

Principles/Assumptions of the Stakeholder Engagement
· People already know their issues and have the means to address these issues. They need to be involved in the decision-making process.
· Involving stakeholders from the beginning of a process leads to more effective and sustainable solutions.
· Transparency and dialogue is critical to success. 
· You can use the opinions of the most powerful stakeholders to shape your projects at an early stage. Not only does this make it more likely that they will support you, their input can also improve the quality of your project.
· Gaining support from powerful stakeholders can help you win more resources; this makes it more likely that your projects will be successful. 
· By communicating with stakeholders early and frequently, you can ensure that they fully understand what you are doing and the benefits of your project; this means they can support you actively when necessary. 
· You can anticipate what people’s reaction to your project may be and build into your plan the actions that will win people’s support. 


Basic Steps of the Stakeholder Engagement Process: 

1. Define the problem
2. Identify your stakeholders 
3. Conduct a stakeholder analysis
4. Co-create vision, goals, objectives, solutions and a plan.
5. Decide on roles and responsibilities in implementation.
6. Implement and adjust as needed.
*Adapted from hwww.mindtools.com

Tell the class that this session will focus on identifying specific stakeholder types, as well as methods for conducting a stakeholder analysis. 


	[image: C:\Users\rtalmage\AppData\Local\Microsoft\Windows\Temporary Internet Files\Low\Content.IE5\STTZP8MX\MC900442094[1].WMF]
Team 
Activity
	30 Minutes
	Define the Problem
Tell the class that it is critical to define a problem before identifying key stakeholders. 

Divide students into an even number of small groups and have them go through the “Define the Problem” activity outlined below, focusing on their current community or university. The students should identify an issue that they are comfortable talking about in detail with others as they will be speaking with real stakeholders in the activity. 

· Note: At this stage of the activity, ensure that each group is defining a problem that they will be able to use for the later tasks. This is particularly important during the stage where they go out and ask questions in the community. 

Give students the following instructions:
· Divide into teams of three people. Write down the issue that your group has decided to try to solve, as well as three key questions the team needs to answer to tackle the issue. 
· You have 10 minutes to prepare a skit that illustrates the problem. You can use whatever props you find in this room. 

After teams perform their skits, have the audience guess the problem that they tried to illustrate. Ask each team to read out loud and post their problem and question sheet. 

*This activity was taken from the Collective Action Toolkit from Frog Design. To find the toolkit visit www.frogdesign.com. 
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Lecture
	5 Minutes
	Identifying Stakeholders Presentation
To introduce the presentation, pose the rhetorical question, “How do you identify stakeholders and their interests?” Give students a quick overview of the following steps:
· Brainstorm – identify categories of important stakeholders and individuals.
· Collect information from key informants.
· Consult with organizations that are working or have worked on similar efforts, with the same population, etc. 
· Collect more ideas from stakeholders as they are identified.
· Advertise.

Tell the class that you are going to try out a brainstorming method as one illustration of this practice. 

· Note: The slides and text in this session are adapted from The Community Toolbox website (http://ctb.ku.edu/en/table-of-contents/participation/encouraging-involvement/identify-stakeholders/main) and other sources to show a variety of ways stakeholder identification and analysis can be done.
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Team Activity
	15 Minutes
	Stakeholder Brainstorming
Have students return to the group they were in for “Define the Problem” and have them come up with a list of the key stakeholders involved in their selected issue. Ask them to capture their ideas on a flipchart or whiteboard. 

As each group shares their list, provide space for other groups to question individuals on the list and recommend others. 

· Alternative Activity: The Ripple Effect. As an alternative option you could also try the “Ripple Effect” activity from the Collective Action Toolkit by Frog Design. 

Activity Instructions:
· Have the class return to their teams of three. Ask them to draw a circle in the center of the page that contains the names of the group members. 
· Have each team write around their first circle the effect they’d like to have as close friends or family. Draw a large circle around these names and label it ‘individuals.’ 



· Write the effects the team would like to have on their community around the individuals circle. Draw a large circle around these newly added effects and label it ‘community.’ Continue the exercise for the effects the team wants to have on their country, the nation and the world. 
· Ask everybody to post their Ripple Effects on the wall and talk about the similarities and differences. Choose a circle to focus on and the effects you’d like to see. Write these on a clean sheet of paper with when you’d like to see this happen. Put the sheet on the wall so the team can use it later. 
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Lecture
	10 Minutes
	Methods for Collecting Stakeholder Data – Understanding Various Perspectives
Share that one of the most important parts of stakeholder engagement is, of course, talking with stakeholders about their concerns, challenges and potential solutions for the issue at hand. This conversation is critical to understanding their view and relationship with the issue and allows you to map your stakeholders and where they might be able to help (or hinder) a process going forward. 

There are many different methods for data collection. Share the resources from the following report: 
· Description of Stakeholder Engagement Methods in Appendix F, Engaging Stakeholders to Identify and Prioritize Future Research Needs, Agency for Healthcare Research and Quality at www.ncbi.nlm.nih.gov. 
· Description of Stakeholder Strengths and Limitations of Stakeholder Engagement Methods in Appendix G, Engaging Stakeholders to Identify and Prioritize Future Research Needs, Agency for Healthcare Research and Quality at www.ncbi.nlm.nih.gov. 


	
	20 Minutes
	Asking the Critical Questions
Stress that in addition to the method that they choose for collecting stakeholder data, all require the individual to ask insightful and appropriate questions to get the information that he/she needs. Review a few of the different types of questions that should be asked

	







Types of Questions

	Open and Closed Questions
	A closed question usually receives a single word or very short, factual answer. For example, “Are you thirsty?” The answer is “Yes” or “No.” “Where do you live?” The answer is generally the name of your town or your address.

Open questions elicit longer answers. They usually begin with what, why, how. An open question asks the respondent for his or her knowledge, opinion or feelings. “Tell me” and “describe” can also be used in the same way as open questions. 

	Funnel Questions
	This technique involves starting with general questions, then homing in on a point in each answer, and asking more and more detail at each level. It’s often used by detectives taking a statement from a witness:
· “How many people were involved in the fight?”
· “About ten.”
· “Were they kids or adults?”
· “Mostly kids.”
· “What sort of ages were they?”
· “About fourteen or fifteen.”

	Probing Questions
	Asking probing questions is another strategy for finding out more detail. Sometimes it’s as simple as asking your respondent for an example, to help you understand a statement they have made. At other times, you need additional information for clarification, “When do you need this report by, and do you want to see a draft before I give you my final version?”, or to investigate whether there is proof for what has been said, “How do you know that the new database can’t be used by the sales force?”

An effective way of probing is to use the 5 Whys method, which can help you quickly get to the root of a problem. There is a video on this technique at the link below:
· YouTube –5 Whys www.youtube.com/watch?feature=player_embedded&v=qWAWyZUvgkw (3:37)




	
	
	
Then discuss with the class the purpose of the questions. Make sure to review the following points:
· Learning: Ask open and closed questions, and use probing questioning.
· Relationship building: People generally respond positively if you ask about what they do or enquire about their opinions. If you do this in an affirmative way “Tell me what you like best about working here,” you will help to build and maintain an open dialogue.

· Managing and coaching: Here, rhetorical and leading questions are useful, too. They can help get people to reflect and to commit to courses of action that you’ve suggested: “"Wouldn’t it be great to gain some further qualifications?”
· Avoiding misunderstandings: Use probing questions to seek clarification, particularly when the consequences are significant. And to make sure you avoid jumping to conclusions, the Ladder of Inference tool can help, too.
· Defusing a heated situation: You can calm an angry customer or colleague by using funnel questions to get them to go into more detail about their grievance. This will not only distract them from their emotions, but will often help you identify a small practical thing that you can do, which is often enough to make them feel that they have “won” something and no longer need to be angry.
· Persuading people: No one likes to be lectured, but asking a series of open questions will help others embrace the reasons behind your point of view. “What do you think about bringing the sales force in for half a day to have their laptops upgraded?”

*The above information was retrieved from www.mindtools.com/pages/article/newTMC_88.htm

The Key is Active Listening
In closing the presentation, tell students that when they are talking to people, listening becomes critical. Share the following TED talk video by Julian Treasure, chair of a firm that advises worldwide businesses—offices, retailers, hotels, etc.—on how to use sound. 
· YouTube – 5 Ways to Listen Better www.ted.com/talks/julian_treasure_5_ways_to_listen_better.html  (7:50) 

Alternatively, you can present the RASA listening model:
· Receive: Sit back and actually listen! Turn your commentary off.
· Appreciate: Utilize body language and verbal signals to show you are listening and understanding.
· Summarize: Repeat back what you have heard to demonstrate your understanding.
· Ask: Follow up with questions that build on what they have said or transition to another topic if needed. 
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Team Activity
	30 Minutes
	Stakeholder Engagement Methods Group Work
Back in their project groups, have learners review the lists and then discuss the following questions:
· Think of your own communities. Which of these methods would work best and why?
· Think about your issue and the relevant stakeholders. Which method(s) do you believe would best work to get them engaged?
· Develop a set of questions (3 to 5) that you would ask and which methods you would use to collect the data. 

Near the end of the 30 minutes, go around to each group and review their questions and data collection method and then give feedback. 
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Large Group Task Instructions
	5 Minutes
	Stakeholder Engagement Activity Instructions
Tell the students that between now and the next session, each group should conduct a stakeholder analysis using the methods and questions they developed. They should choose a specific stakeholder type (community leader, community activist, politician, physician, etc.) conduct a stakeholder analysis. Each group should prepare to present what they learned about the issues and their perspectives on their chosen stakeholder group. 

Take any questions before closing the session. 




[image: Colored Logo] SEAOHUN One Health Course - Facilitator’s Guide 









[image: C:\Users\rtalmage\Desktop\TRG Projects\RESPOND\EPT_USAID_Logo.jpg] Module: One Health Leadership








Facilitator Quick Notes
 Retrieved from various sources. 

Examples of Recent Calls to Action

Climate Change:  World Bank urges collective action to reduce disaster risk through climate change adaptation. 
The World Bank Sector Director for Sustainable Development in the East Asia and Pacific Region (EAP), John Roome, told the 4th Asian Ministerial Conference on Disaster Risk Reduction that Asia’s poor will pay the highest cost of disasters sparked by climate change and rapid urbanisation, with the bulk going on improving and adapting infrastructure, coastal zones and water supply and flood protection. He called for breaking the link between urban poverty, squatter areas and disaster risk reduction through community-driven development programmes, and promoting sound land-use, investing in early warning systems and making risk information widely available.
www.preventionweb.net/english/professional/news/v.php?id=16119

Economics:  Need for collective action, cooperation in Asia-Pacific region: PM 
Brunei: Calling for cooperation among Asia Pacific countries to tackle the global economic uncertainty, Prime Minister Manmohan Singh today said the vast growth potential of India and these nations can be realised only by inculcating a “collective temper.” 
Addressing the 8th East Asia Summit here, Singh said the meeting is taking place at a time “when the need for collective action, cooperation and collaboration in the Asia Pacific region has never been felt more acutely.” 
“Global economic uncertainty and political turmoil in other parts of the world have impacted countries in our region equally. In addition, this vast region faces challenges arising not only from its diversity, but also from differences. Clearly, the potential of unprecedented prosperity for our peoples can be realised only by inculcating a cooperative temper,” the Prime Minister said.
“The East Asia Summit is a forum that is, in my view, ideally placed to help us realise our common goals for advancing security and prosperity in a cooperative framework,” he added. 
The EAS is a forum for cooperation among the ten ASEAN (Association of Southeast Asian Nations) nations and its partner countries: Australia, China, India, Japan, South Korea, New Zealand, Russia and the US. The ten ASEAN comprise Brunei, Cambodia, Indonesia, Malaysia, Myanmar, Lao PDR, Philippines, Singapore, Thailand and Vietnam. The Prime Minister told the Summit that the implementation of an earlier commitment for ASEAN Connectivity requires a sense of greater urgency and “building of physical infrastructure needs to go hand-in-hand with creation of soft infrastructure along the connectivity corridors.”
 “India welcomes dialogue and cooperation with like-minded countries on innovative means of financing these infrastructure requirements. We welcome Brunei Darussalam’s initiative to hold a meeting between the ASEAN Connectivity Coordinating Committee and the East Asia Summit later this year,” he added. 
Singh further said the Regional Comprehensive Economic Partnership (RCEP, launched in Phnom Penh last year, has provided a roadmap for regional economic integration. He said this can reinforce growth and accelerate development across the region, besides enhancing mutual stakes in regional stability and security. 
India remains fully engaged in and committed to the RCEP process, he added. “We must supplement this effort with cooperation on the challenges of energy, food, health and human resource development. We, therefore, welcome the adoption of the Declaration of the 8th East Asia Summit on Food Security. 
“We support Australia and Vietnam as co-Chairs of the launch of the Asia-Pacific Leaders’ Malaria Alliance. We are happy to co-chair with Australia the Task Force on Access to Quality Medicines to combat malaria. We have also proposed a new initiative for cooperation among East Asia Summit members in trauma care and nursing,” Singh added.
www.firstpost.com/world/need-for-collective-action-cooperation-in-asia-pacific-region-pm-1163927.html?utm_source=hp-footer 

Health and Healthcare: Global collective action in health: The WDR+20 landscape of core and supportive functions
www.investinginhealth2035.org/sites/default/files/working-papers/global-collective-action-in-health.pdf 

Water: Collective Action on Water – To What End?
The United Nations has designated 2013 as the International Year of Water Cooperation, which highlights the critical importance of cross-sectoral collaboration in promoting sustainable water management. But just to make an obvious point, public-private water stewardship partnerships are not about collective action simply for the sake of collective action; they’re about jointly tackling shared water challenges. And the highest priority ones at that.

In recent years, companies are beginning to think more systemically and strategically about with whom and on what water issues they look to engage in a collective action context. The $2 billion dollar question (conservative estimate) becomes: are the other two segments of society—public sector and civil society—doing the same?
When looking at companies’ public disclosures related to water, we often see that company actions are addressing an incredibly wide range of water-related challenges, including inadequate infrastructure, poor catchment governance, potential impacts of climate change, neighboring community access to clean water, upstream riparian restoration, and others. Such programs demonstrate that while water use efficiency and pollution abatement measures are certainly a critical component of corporate water stewardship, they simply are not and cannot be the complete picture.
This is evident when you look at the unique complexity that underpins the water challenges companies face. For instance, there are many places around the world with abundant water resources (think large swaths of Latin America or Southeast Asia), but where governments simply do not have the capacity to deliver clean water reliably, manage the impacts of storm events, and where communities may not have the means to access the water they need. What would company operational water performance improvements mean in these contexts?
Indeed, corporate leaders on water have come to the realization that water management efforts within the confines of the factory fence lines alone can’t address the water risks they face and they are taking a much broader approach to their water risk mitigation strategies. These approaches increasingly look not only to minimize the adverse impacts of corporate operations on water resources by promoting water use efficiency and improved wastewater treatment, but also to actively engage external interests to jointly address the complex landscape of water challenges that reside outside their fence lines. Such joint efforts to address shared risks include advocating for more sustainable and effective water policies, sharing knowledge and data, facilitating community access to water access and sanitation services, improving climate resilience and many more.
The CEO Water Mandate’s newly released Guide to Water-Related Collective Action provides step-by-step guidance regarding how companies can design and implement such collaborative approaches in a way that is both strategic for the company and also addresses the underlying drivers of water-related problems affecting a wide array of stakeholders. A critical part of this guidance is assisting companies and those with whom they collaborate to develop a shared understanding of the drivers and manifestations of the water-related challenges the face. This, in turn, will allow the parties to scope the collective action around objectives that will derive shared benefits. The schematic below is a tool the Guide puts forth that allows the company to map acute water challenges and their underlying drivers with the collective action responses that can prospectively address them.
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Across the top of the schematic are a number of key water-related challenges that, in turn, create risk for companies. Along the left side of the diagram are the indirect water system deficiencies that underpin the acute water challenges. The matrix is then populated by twelve different types of actions collaborators might pursue to drive more sustainable water management. In essence, this schematic provides a simple and practical way for companies to begin to identify potential actions that will drive the changes needed to address the water risks they face. It also allows a starting point for a conversation among prospective partners to understand where their interests lie and develop a strong sense of shared interest in collective action. (As an aside, for those companies interested in moving from conceptual strategy development to actual on-the-ground implementation, these twelve collective action areas are identical to the ones utilized in the CEO Water Mandate’s Water Action Hub, an enabling platform for facilitating matchmaking.)
This decision framework was developed primarily for businesses, particularly those confronting the collective action imperative in a given geography and that are looking to embark on a collective action project in the most efficient and effective manner possible. Our question now is: Does this model align with how businesses’ potential partners, such as government agencies, civil society groups and academia, understand these challenges and the steps needed to address them? Does it provide a solid footing with which to begin achieving consensus on how water-related problems at a local level can be solved to the benefit of all?
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ENGAGING AND EMPOWERING OTHERS TO TAKE ACTION Part II


	

	Learning Objective:
	· Understand perspectives of different stakeholders on complex issues.
· Identify and apply techniques for engaging, empowering and influencing others to take collective action in different One Health leadership issue scenarios. 

	Type of Learning:
	Individual and Small Group Activity; Lectures; Large Group Discussions

	Timing:
	145-165 Minutes

	Equipment and Materials:
	· Computer, LCD projector, screen/blank wall 
· Flipchart or whiteboard with markers
· Module PowerPoint
· Student Guide


 Detailed Facilitator Notes
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Small Group Presentations
	40-60 Minutes 
	Stakeholder Engagement Data Presentations
Welcome the students back and have them share their summary of findings from their stakeholder analysis. Allow time for comments and Q&A and then process their experiences by asking the following questions:
· What made you successful in completing this exercise? What, if anything, hindered you in this exercise? Consider:
· Leadership skills necessary to get the team organized 
· Questioning skills necessary to gather relevant data
· Listening skills necessary to understand stakeholders statements
· What have you learned about understanding stakeholder issues?
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Lecture
	15 Minutes 
	Stakeholder Analysis
Deliver the short lecture on stakeholder analysis. Detailed lecture notes can be found in the Module PowerPoint. Tell students that:

Having identified stakeholders and their issues, the next step in “taking action” is to prioritize stakeholders. The “Influence/Important Grid” is a standard framework for stakeholder prioritization. 








Influence/Importance Grid
[image: ]· Note: This framework is also used in the Collaboration and Partnerships module of this course. The image was taken from ICRA resources. 


The results of identifying the position of various stakeholders can be used to develop a strategy on how key stakeholders should participate in the One Health initiative. Begin by building a strong and positive working relationship with stakeholders who have a high degree of influence and importance to ensure support for the initiative. Stakeholders of high importance to the system but low influence often need to be just be aware or informed of what is going on.

Conversely, stakeholders with high influence but low importance need careful monitoring as their interests are likely to be affected by the initiative and they could be a source of significant risk to the achievement of project objectives. 

Stakeholders of high importance to the system but with low influence may need special initiatives in order to protect their interests. Conversely, stakeholders with high influence but with low importance need careful monitoring because their interests are likely to be affected by the initiative and they could be a source of significant risk to the achievement of project objectives. 

· Note: This model is also referenced in the Collaboration and Partnership Module.

From ICRA Stakeholder Matrices handout 
www.icra-edu.org/objects/anglolearn/Stakeholder_Matrices-Guidelines%28new%29.pdf 












	


































	
	Techniques for Engaging, Empowering and Influencing Stakeholders
Continue the lecture by sharing some of the common techniques for engaging, empowering and influencing stakeholders. 

Engagement Techniques
· Get stakeholders participating early on in the process.
· Be clear about the objective of the engagement and strive for transparency with your stakeholders.
· Communicate frequently and utilize social networks/existing communication structures.
· Find out what is working, as well as their challenges; build from strengths if possible.
· Build a sense of urgency and form a guiding coalition to help move the change forward.

Empowerment Techniques 
· Listen and acknowledge stakeholder concerns, ideas, etc. 
· Put decision-making in the stakeholders’ hands.
· Facilitate the process, help to identify and support leaders as needed.
· Identify quick wins so that people see success/progress early on.

Influencing Techniques 
· Understand and speak to what is important from their perspective.
· Identify your shared objectives.
· If possible, show rather than just tell. Use examples, demonstrations etc. to influence people’s thinking, as well as their emotions. 
· Expect influencing to take time. Remember, you are asking people to make a change. 

For each technique you mention, discuss the following questions with the class:
· What are the implications for leadership when using this method?
· What works in your culture?
· How have you watched other leaders engage, empower and influence others effectively?

· Note: If you have time, share the John Kotter video on the Heart of Change. http://vimeo.com/30522015.
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Small Group Activity 
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Large Group Discussion
	30 Minutes












30 Minutes
	Stakeholder Analysis and Strategy Planning
Reconvene the working groups and ask them to use the information they just learned to complete the following tasks:
· Create an importance/impact grid for the issues and stakeholders that you identified earlier in class. 
· Based on your stakeholder analysis and the data you collected, develop a strategy for how to move forward. Consider what elements of engagement, empowerment and influencing will be needed. Build off of what we have discussed, but include your own ideas as well. 

Have each group briefly share their conclusions from the activity and ask classmates to offer feedback on the analyses and feasibility of the approaches.
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Individual Activity
	10 minutes
	Individual Reflection Task
After all groups have delivered their reports, have each student reflect on the following questions and write down notes in their Student Guides. 
· Reflecting on your own leadership style, what elements of your style have been helpful in your group work? What aspects have you had to adjust?
· How did the One Health leadership core competencies play a role in our work throughout the class?
· What key lessons are you taking away about working with stakeholders? 
· How do our learnings in this module apply to One Health issues?
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Large Group Discussion
	20 Minutes
	Discussion
Discuss their reflections in the large group. Summarize key messages and conclude the module. 
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LEARNING REFLECTIONS AND EVALUATION


	

	Learning Objective:
	· To reflect on learnings in the Leadership Module. 
· To get feedback from students on the strengths and areas for improvement in the module. 

	Type of Learning:
	Individual Assessment; Group Feedback 

	Timing:
	60 Minutes

	Equipment and Materials:
	Student Guide 


 Detailed Facilitator Notes	
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Individual Learning Assessment
	
	Have your students complete the following learning assessment in their Student Guides. Once they are complete, collect the responses to inform future deliveries of the module. 



	
		
How would you rate your level of the following 
Leadership Module competencies:
	Understand
	Apply
	Evaluate/                Create

	Develop a shared vision of leadership 
	


	
	

	Demonstrate an understanding of effective leadership in the One Health context 
	


	
	

	Understand and adapt personal leadership styles
	


	
	

	Develop and apply strategies for engaging and empowering others to take collective action
	

	
	




	
	
	









Write down two or three things that you learned from the session. Think about: 
· What did you learn in this module that was new to you? 
· Have the lessons in this module led you to change any previously held beliefs?
· What are you still unsure about? Do you have any questions that still need to be answered?
· What was interesting to you/what would you like to study in more detail?
· Are there new behaviors that you will try based on this class?
· What topics from the class will you share with others outside the class?
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Small Group Discussion
	10 Minutes
	In small groups, have each student share:
· Their key learnings from the module.
· How they will apply the concepts, knowledge, skills they gained from the module.
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	10 Minutes
	Ask the students:
· What is one element of the module that you enjoyed most and/or learned the most from? 
· What is one element of the module that could be changed? How?
· Additional comments. 
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Kotter, J. P. (2008) A Force for Change: How Leadership Differs from Management. The Free Press. 
Kotter, J. P. (2012). Leading Change. United States: Harvard Business Review Press. 

Northouse, P. G. (2011) Introduction to Leadership: Concepts and Practice. United States: Sage Publications. 
Tobert & Harthill Associates. (n.d). Seven Action Logics. Retrieved on December 1, 2013 from www.harthill.co.uk/leadership-development-framework/seven-action-logics.

Websites with Leadership Information 
Center for Creative Leadership, www.ccl.org.
Center for Integrative Leadership, University of Minnesota Humphrey Institute, www.leadership.umn.edu. 
Community Tool Box, “Styles of Leadership,” www.ctb.ku.edu. 
“Stakeholder Analysis and Mapping,” SCD Knowledge Management Toolkit (2011).


Introduction to Leadership and Personal, Cultural, and Sectoral Lenses of Leadership
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 Skills, Knowledge, and Behaviors of One Health Leadership 


Strategies for Adapting Personal Leadership Style 


Practicing Leadership Skills and Adapting Personal Style


Techniques for Engaging and Empowering Others to Take Leadership and Collective Action


Leadership Skills Application


Personal Leadership Styles and Collective Action
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