
UGH PUBLIC SERVICE 
son. Ph.D., M;maging I'artncr 

rn Michael Picard. Ph.D., Editor 



CHANGE DELIVERED 



CHANGE DELIVERED 

LEADERSHIP 

THROUGH PUBLIC SERVICE 

ROYAL ROADS UNIVERSITY 
LEADERSHIP AND LEARNING 

COLLABORATORY 

MICHAEL PICARD, Ph.D., EDITOR 



Change Delivered: Leadership through Public Service Change Delivered 

Copyright O Royal Roads University 

Leadership and Learning Collaboratory 
Royal Roads University 
2 0 0 5  Sooke Road 
Victoria, BC 
V9B 5Y2 

Permissions to Reprint: 

LIFE 
Lyrics by R. Maida 
Music by R. Maida / D. Coutts / J. Taggart / M. Turner / A. Lanni 
Published by Under Zenith Publishing (SOCAN) / I'm In Zihuatanejo Music 
(SOCAN) / Catchit Songs (SOCAN) / Two Months In The Hole (SOCAN) / 
Sony/ATV Music Publishing Canada (SOCAN) / Lanni Tunes (SOCAN) All rights 
reserved. Used by Permission. Under Zenith Publishing (SOCAN) / I'm In 
Zihuatanejo Music (SOCAN) / Catchit Songs (SOCAN) / Two Months In The Hole 
(SOCAN) / Sony/ATV Music Publishing Canada (SOCAN) a re  administered by 
Sony/ATV Music Publishing Canada, Toronto, ON. M3C 259 

DRIVE 
Words a n d  Music by Brandon Boyd, Michael Einziger, Alex Katunich, 
Jose Pasillas 11 a n d  Chris Kilmore 
(c) 1 9 9 9  EM1 APRlL MUSIC INC. and HUNGLIKEYORA MUSIC 
All Rights Controlled and  Administered by EM1 APRIL MUSIC INC. 
All Rights Reserved International Copyright Secured Used by Permission 

Canadian Cataloguing in Publication Data 

Main entry under title: 

Change delivered: leadership through public service 

Includes bibliographical references. 

1. Leadership. 2. Public administration. I. Picard, Michael. 
JF1525.UC42 2001 303.3'4 C2001-911410-9 

ACKNOWLEDGEMENTS 

Thanks are due t o  many for their help in making this book, not 
least to  the  contributing authors who have demonstrated patience 
and understanding. Also especially d u e  are  thanks to  the  judgement 
and confidence of Mary Bernard, RRU Director of Research, for the 
publication grant that got this project off the  ground. 

In addition to  being a key contributing author, Graham Dickson 
continually shaped the project with constant vision, and consistently 
chose excellence over hurry. The Leadership and Learning 
Collaboratory generously supported the editorial work. To Monique 
Cikaliuk a warm thanks for her guidance throughout and her near 
infinite patience. Thank you too  to  Lisa Corak, whose return to  the 
project not accidentally coincided with its successful completion. 

Jennifer Loney a t  the  Learning Resource Centre a t  RRU far 
exceeded all reasonable demands by thorough, prompt and painstaking 
research assistance. While much of this project was late, s h e  was 
always early. 

Susan Taylor a t  Queen's Printers was a s  professional and patient 
a s  o n e  might hope a printer to  be, and made the production process 
quick and easy. Miles Lowry is once again t o  thank for a lovely cover, 
for he  has created a fit companion to  our last book, despite additional 
obstacles this year, including the editor's original notions about cover 
art. 

But greatest and most thanks are reserved for Britt Small, who s o  
ably took over while I was away, made many excellent choices that have 
improved the whole considerably, and by rights deserves t o  be listed a s  
co-editor. All errors that remain are mine alone. 

ISBN #0-968736 1-14  

Editor: Michael Picard, Ph.D. 
Cover and title page artwork copyright Miles  Lowry 

Printed in Canada 



Change Delivered 

TABLE OF CONTENTS 

Gerry Nixon, Ph. D., Dean, Organizational Leadership and Learning 

Preface ......................................................................................................................................... ix 

Michael Picard, M. Sc., Ph.D., Associate Faculty 

Rethinking Public Service ................................................................................................. 1 

Angus Graeme. B.S.F., R.P.E 

......................................... Change Delivered: Lessons from a Forest Stream 1 5  

James L. C. Taggart. B.A., M.A. 

................................................................. Sharing Leadership in a Chaotic World 2 3  

Claire Abbott, B.A., M.A. (Candidate) 

Next, Please! .......................................................................................................................... 39 

Gwen Lock, B.Sc., M.P.A. 

e-Leadership in a Digital World ................................................................................. 5 1 

Catherine Reznechenko, B.A., M.A. (Candidate) 

........................................................................................................ Learning Leadership 65 

Anne Jane Grieve, M.A. (Candidate) 

But is it Leadership? ......................................................................................................... 83 

Sandy Maclver, M .P.A. 

Whither Teams? ................................................................................................................... 93 

Elizabeth Cull. M.A., Associate Faculty 

The Delicate Interface of Political and Public 
............................................................................................... Service Decision-Making 127 

Graham Dickson. B.A., M.Ed., Ph.D., Director LLC 

............................................. Change Delivered, Change Yet t o  be  Delivered 14  1 



Change Delivered 

PREFACE 

This monograph is a second collaborative effort (Picard, 2000) to 
represent some of t h e  thoughts of learners, graduates and faculty on 
the  nature and practice of leadership through public service. While 
some of the  essays evolved from learners' efforts during our Master of 
Arts in Leadership and Training Program, the origins of others are the 
ideas, experience and teaching of core and associate faculty a t  the 
Leadership and Learning Collaboratory. The experience and reflection 
gathered in this volume are brought forward both by mid-career public 
servants who, while remaining a t  work and often studying their own 
workplace, are  completing a Masters degree; and by others who have 
served a t  senior levels of public and elected office and have now 
entered the classroom to  teach based on their experience delivering 
government. We are  united in a continuous dedication to living our 
learning. In o n e  case, as if t o  complete the  circle, one  faculty member 
is cutting back o n  his teaching a t  RRU in order to  return to school. 

Yet another circle has  been completed. A number of the contributing 
learners were originally introduced t o  the  University and the MALT 
program through our  Executive Program in Public Sector Leadership. 
In turn, its home, the  Leadership and Learning Collaboratory, has 
sponsored and shepherded this collection of their thoughts. 

Most importantly, however, this book speaks to  the  universal themes 
of our leadership and learning programs a t  RRU - the  need to 
imbue the principles of personal learning and effective partnership 
into organizational practice; the  value of empowerment tempered 
by accountability in achieving organizational and personal goals. 
This volume expresses the  fundamental intent and desire of all our 
leadership and learning programs; that is, to  deliver change, to make a 
difference through leadership a s  service. With this book our aim is to  
add our contribution t o  the  current climate of renewal and innovation 
in leadership thinking about public service. 

P. Gerry Nixon, Dean 
Organizational Leadership and Learning Programs 
Royal Roads University 

Picard, M. (ed.). (2000).  Caring leadership. Victoria, BC: RRU 
Leadership Programs Publications. 



Michael Picard, M.Sc., Ph.D., Associate Faculty 

1 a m  a philosopher practiced in the  art of collective inquiry, and 
dedicated t o  aiding the  application of critical and  ethical thinking in 
personal and organizational contexts. 

As an associate faculty member  a t  Royal Roads University, I have 
assisted in the design and delivery of leadership and environmental 
management courses: taught creative, critical, and evaluative thinking 
skills in applied contexts: and worked within and  beyond the  classroom 
to  promote and provoke dialogue that is oriented toward argument, 
evidence, reason and truth, while yet permitting the free flow of opinion 
and remaining open  t o  varied and shared feelings. 

Outside of Royal Roads, I maintain a private practice in philosophy, 
meeting both counselling and  educational needs. Also, weekly for over 
four years, I have hosted Cafe Philosophy, a public well of local opinion, 
gifted characters, and participant driven content. Other Cafe Philosophy 
series have been se t  u p  for special audiences o r  interest groups, 
including Royal Roads University graduate programs, conferences, 
community education centres, home school, and religious, political 
and friends' groups. Victoria's public Cafe Philosophy is affiliated with 
Simon Fraser University's extensive Philosophers' Cafe program, and 
1 serve as Vice President of the  Canadian Society for Philosophical 
Practice. 

I have teaching experience in various capacities a t  MIT, Harvard. 
Western Michigan University and the University of Victoria. 1 enjoy 
teaching in community, and for over two years conducted public 
reading and discussion groups in Eastern and Western philosophy, 
called Salon Philosophy. 

Born in Ottawa, raised in Alberta, I completed a B.A. a t  University 
of Calgary, and went o n  t o  a MSc. and a Ph.D. in Philosophy a t  
Massachusetts lnstitute of Technology. During that time I spent  over a 
year in Germany, studying German metaphysics and the philosophy of 
mathematics, and writing poetry. 

I spent the fall o f  200 1 in India, working o n  internationalization of 
Royal Roads courses and partnerships. 

Editor 



Rethinking Public Service 

Michael Picard 

Opening 

The public service in Canada is looking into itself as never before. To 
some, this might seem less of a virtue than it is, and more a makeshift 
adaptation t o  a rapidly changing reality. lnitiatives of renewal, collective 
introspection on core and motivating values, e-government, partnering, 
privatization and hybrid o r  mixed public-private corporations, all point 
t o  new thinking, new experiments, new ventures in democratic self- 
government in Canada. While it is an obvious rationalization to  make a 
virtue out  of necessity, it does  happen that virtue is born o f  necessity: 
not merely imagined in response to  it. 

Canada is itself a new venture, by world standards a young 
democracy. By the same  standards - it merits mentioning - Canada 
as a country is also extraordinarily successful, stable, and innovative. 
It doesn't always seem so from the inside. Our blemishes, splattered 
all over the evening news, are painfully obvious, whether they are 
the  tragedies in Walkerton, the collapse of major east and west 
coast  fisheries, or  allegations of political interference and financial 
mismanagement in major federal ministries. Success is not as 
reportable a s  failure, is less enduring than fiasco in the public 
imagination. Efforts a t  improvement are low key affairs and occur over 
a longer timeframe than the daily news cycle. Public service when it 
works can be innocuous, invisible, and thankless. Excellence is in fact 
easy t o  overlook, virtue is sometimes not made of virtue. 
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But accelerating economic and technological change, which is 
speeding the world toward an  uncertain future, calls into question 
any assumed destiny for Canada. Internal rivalries and discord, too- 
among regions, nations, economic and interest groups - bode change 
for Canada, whether small, persistent tears a t  the social fabric or 
foundation-shaking constitutional questions. Much that is fateful hangs 
over our heads. Undecided questions, like perilous suspended swords, 
will fall or not depending on slight margins in referenda, far-reaching 
Supreme Court o r  international trade tribunal decisions, the whim of 
powerful neighbours cum bedfellows, or complex economic variables 
over which few o r  none have any ultimate control. The experiment of 
Canada has not been without its successes, but there is no  guarantee 
that what has worked in the  past will continue to  d o  so. Change is the 
reality, continuity the  exception. 

Recent years of incredible growth in international production 
have also borne witness to  protean transformations in global 
communications, a s  well a s  increasingly comprehensive negotiations 
to liberalize multilateral trade and investment rules. Cumulatively these 
and other global developments have changed the very world in which 
Canada will be required to  succeed. Combined with not less disturbing 
inward tensions, these  forces of globalization impinge on the very 
nature of - and need for - government, a s  well a s  on how well and 
to  what extent we can achieve collective self-rule, run ourselves, and 
organize our own destiny. Like all institutions in times of increasingly 
rapid rates of change, governments need to keep pace - evolve in 
keeping - with this change, while somehow remaining true to their 
original and vital mission: to  provide ourselves with self-government, 
to  realize and sustain genuine political autonomy, to promote the 
collective and individual potential of present and future Canadians. 
Even to keep u p  with change, governments must deliver change: to  
keep a s tep ahead takes rare wisdom. 

Change and challenge are being delivered daily to our national 
doorstep, and a s  a nation we need to respond with wisdom and with 
urgency. Yet wisdom can no  longer be "received." It can no longer 
rely exclusively o n  past patterns and practices: instead it needs to 
be inventive, creative and future-oriented. This felt need to reinvent 
democratic government is not limited to  Canada, it is a global 
response. There is a recognized world need to  rethink how self 
government is delivered, a s  well a s  what governments I re  to d o  to  
continue to  serve their unique moral purpose. This necessitates in turn 
a renewed appreciation of the nature of that purpose, which in part has 
prompted recent soul searching within the public service. 

This collection of essays contributes to  that process of collective 
self-reflection. It adds voices to  the  process of discovering for ourselves 
the adaptive changes democratic government will need t o  make t o  
function in a new reality and fulfill its historic purpose. The discovery 
by definition is the work of leadership. The essays are  all directly or 
indirectly concerned with the  idea and experience of leadership in the 
Canadian public service today. The contributors, most of whom have 
spent years a s  civil servants, have in common a connection to  Royal 
Roads University leadership programs, either a s  learners, graduates or 
faculty members in the  executive o r  Masters programs. Beyond that 
there was no  original design to  this collection, and it cannot be said 
that a single formal o r  explicit theory arises from the  essays assembled 
here. Yet a common spirit emerges from them, an optimistic, 
change-embracing spirit that keeps a foothold in the  timeless virtues 
underlying the ideal of democracy. This introduction seeks  to  tease out 
that spirit, place it in its context, and by so doing give an  overview of 
the book a s  a whole. 

Outlook 

The Organizational Leadership and Learning (OLL) division 
a t  Royal Roads University is home to  both degree and executive 
leadership programs. A few words about these  programs may help to 
conceptualize the essays in this volume and to interpret the  author 
biographies. The Master of Arts in Leadership and Training (MALT) 
program combines residencies and semesters a t  distance (Internet 
based course delivery) to  provide a workable option for higher 
education of mid-career professionals. In place of a traditional thesis, 
learners complete an  action research project and write a "major 
project report" that maintains standards of academic excellence while 
addressing the actual problems of real world organizations. Like the 
MALT residencies, the executive leadership training programs, which 
are run out of the Leadership and Learning Collaboratory (LLC), are 
"problem-based": that is, they feature the  participation of organizations 
whose managerial challenges are  documented and presented to  teams 
of learners, who then invent solutions and submit them to  a panel 
comprising RRU faculty and executives of the  participating organization. 

The essayists who have contributed to  this monograph are  past or 
current learners o r  faculty in the  OLL. Graham Dickson, who penned 
the capstone piece, is one  of the  creators of the MALT program and 
Executive Director of the LLC. Elizabeth Cull is an  associate faculty 
member for both MALT and LLC programming. Sandy MacIver was 
an early and vital progenitor of the MALT program who has  recently 
devoted more of his considerable and congenial energy t o  LLC 
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programming. With Gail Gibson, he  was an original co-author of LT 516, 
anRRU course delivered a t  distance covering a wide and exciting variety 
of leadership philosophies. The present editor inherited the  course 
and changed it in a variety of ways over a three-year period. During this 
time, six of the contributors to  this volume completed this course (or 
module, in local jargon). Some essays in this volume (Graeme, Grieve) 
are reworked versions of the final assignment in that course. Yet 
another contributor (Taggart) took the course from the  editor, and has  
since returned to  a growing role in the instructional team. By contrast, 
the essay by Lock, who is currently enrolled as a MALT learner, grows 
out of her work in the creation of a problem based learning study for 
one  of LLC's public sector leadership programs. And Reznechenko, 
who is also a MALT degree candidate, reports here o n  her ongoing 
major project research, which involves designing and implementing 
program evaluation of LLC leadership training programs conducted for 
the provincial ministry where s h e  works. 

All of these connections, however, are external and superficial 
compared with the deeper alignment of values and ideals represented 
in the collected essays. One can discern here a n  emerging philosophy 
or school of leadership after the RRU mould. From the literary essay 
that opens the volume to the concluding piece written by the  LLC 
executive director, common themes, like threads woven into the  same 
cloth, come together to represent a unique approach to  leadership. 
Some of the  salient characteristics of this approach, as they feature in 
the essays that follow, may be outlined here. 

Leadership needs to think about people and about organizations. It 
needs to believe in people and t o  understand organization. How we 
think, our mindsets, our mental predispositions, our fixed ideas and 
values, determine our behaviour in organizations. But organizations, 
through establishing roles, routines, norms, teams, expectations, 
positions and.cultures, also in turn influence our  thinking and mindsets. 
Thinking about thinking, and about how our thinking gets done  or  not 
done, and how this translates into action and inaction, is o n e  of the  
first requirements of getting serious about leadership. To understand 
people, we need to  believe in them. To understand organizations, we 
need a systems perspective. 

First, the  belief in people. N o  principle is more basic to  the  theory 
and practice of leadership than putting people first. Leadership is about 
collectively getting things done. To get anything great done together 
requires a deep and long term belief in the potential of people - in their 
values, in their struggle, in their strength in reserve in times of crisis. 
Belief in the  depth, the hidden capacities, the  dignity of individuals, is 
vital to  the  accomplishment of great things, whether in the corporate, 

Rethinking Public Service 

public o r  political realms. But moral confidence can unlock individual 
and collective human potential only if it is expressed, communicated, 
acted upon: in a word, delivered. This requires trust, and the sharing 
of vision-making, of learning, of decision-making, of power, of effort] of 
responsibility. Belief in people leads logically to  shared leadership. 

Belief in people also entails the necessary value-basis of leadership. 
Trust, sharing, power, virture, respect, human potential - all are 
moral concepts, belonging to  ethical philosophy. This is a values-based 
approach t o  human being, human endeavour and on that sees people 
as more than just rational animals, utility maximizers, subliminally 
engaged in calculations of their narrow self-interest. Reason may have 
i t s  place, but values, emotions and spirituality are more characteristic 
of this belief in people. Such a holistic belief in people lies beneath 
many of the  essays in this collection, and pervades RRU thinking about 
leadership. If there is much talk in this book of mindsets and mental 
models, of thinking and  belief, these concepts are not to be taken in 
any narrow, rationalistic sense of mind, thinking and belief. All such 
concepts are heavily value laden. 

People are not mere objects of science but walking philosophies, 
with values, dreams, feelings, hopes, potentials and futures they are 
worried about. One way to  speak to them is to  appeal to more than 
just reason, to excite their heart with passion and their intuition with 
paradox. In Dickson's final essay, the mythic symbol of the Roman 
God ~ a n u s l  is used t o  usher in seven paradoxical mindsets that are 
held t o  characterize excellence in leadership thinking. Some of these 
paradoxes, or "virtues" such as  strength through weakness, embracing 
change to  achieve order, and following in order to lead, are already 
suggested by the title metaphor of water a s  change delivered. They also 
have their roots in spiritual traditions, notably Taoism (see Lao Tzu, 
1997). 

Understanding systems and organization is also part of believing in 
people. People need t o  be understood a s  agents operating in systems, 
constrained by patterns paradiagms and archetypes of interaction 
which, if identified and understood, allow us to  see  people a s  they 
are. Organizations and their cultures shape our ways of thinking and 

' Janus -whose "place in Roman mythology is second only to that of Zeus (Jupiter)" 
(Zimmerman, 1964, p. 142) - i s  a double-headed god, and can therefore be taken to 
represent the power of paradoxical or dialectical thinking. As the god of gates and the 
gatekeeper of heaven. he represents renewal and new beginnings. Janus goes both ways, 
and it is interesting that this god with two male heads has an older form as JanuaJanus, a 
male-female Rgure, representing yet another powerful paradox. See Walker (1983, p. 461). 
who links the very word "Janua" to "yoni", the gate of birth. I was fascinated, therefore, to 
learn that the image used in Dickson's essay has in fact been altered (a beard removed) to 
represent a more inclusive notion. 
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behaving within them: they establish constraints, structures, rules, 
traditions. Unless we realize this and identify these influences, we tend 
t o  oversimplify and shift responsibility. As Senge has trenchantly put 
it, "there is n o  blame." "Systems thinking shows us that there is no 
outside [circumstances o r  people to  blame]: that you and the cause 
of your problems are part of a single system" (1990, p. 67).  Part of 
understanding people holistically is seeing them in systems and in 
relation to  each other. Many of the  contributions to  this collection are 
moved by systems thinking (Graeme, Taggart, and especially Maclver). 

More broadly the  ideas of systems thinking are reflected throughout 
this book in the  persistent concern with learning organizations, 
mental models, shared vision, and indeed with the personal root of 
leadership (Senge, 1990, 1999). Indeeed, systems thinking is not 
incompatible with a personal depth approach to  leadership. It may 
present s o m e  paradox that self and other ("the system") s o  abruptly 
abut one  another, but paradox is n o  objection to  a holistic mindset. To 
put it differently, leadership based on virtue is born of the necessities 
derived from systems thinking. Trust is the cement of relationshiop, 
and character makes trust possible. 

But moral confidence and systems understanding can unlock 
individual and collective human potential only if they are acted upon. 
They don't amount to  anything until something is done. But people 
interact within social systems, and they collectively act through 
institutions. The public service is entrusted with the provision of the 
institutions of self-government, which means collective realization of 
our  several and individual potentials. The essays in this volume reflect 
some of the  systems and value-based thinking a t  RRU about how best 
to  reach this difficult goal, and achieve our great and sacred ambition. 

Overview 

This section provides a brief introduction and overview of the essays 
collected here. The contents of each contribution are indicated, a s  well 
a s  the  key values or value-concepts that determine the approach of 
each author. 

Our collection begins with a moving, personal essay by forest 
management instructor and current MALT learner, Angus Graeme. 
A walk near a forest stream provides the  natural context, and 
water a naturalistic metaphor for a consideration of leadership. An 
introspective piece, this essay begins by tracing leadership back to  its 
spiritual grounding by finding the first principle of leadership in self- 
relation. But self flows out to  other, and leadership becomes service. 
Relationship is the theme that naturally emerges from that of self, each 

flows into the other. Graeme calls on the work of Greenleaf (1977), 
whose concept of leadership as service has inspired a generation of 
moral theorists on leadership. Greenleaf attributes his initial idea of 
servant leadership to a reading of Hermann Hesse's ( 1957) unusual 
novel, Journey to  the East. That novel ends  with a notable image of 
a kind of Siamese-twin sculpture, in which the hero sees his own life 
essence flowing out inevitably to  the  other, to  t h e  servant Leo, t h e  
unacknowledged and unconfessed leader in the  novel's grand spiritual 
and collective journey. Leadership is a service of flowing from self t o  
other: like nurturing water, it fosters growth and the  flourishing of life. 
The spiritual grounding must become a political reality, without any 
one voice dominating. True relationship respects and enables diversity, 
a theme heralded in Graeme's essay and picked u p  by several other 
authors who tackle the difficult problem of how t o  benefit from the  
strength of diversity. "Diversity is key t o  resilience and adaptation," 
Graeme asserts, a s  if quietly cheering the multicultural reality of 
Canada. Yet no benefit can be had from diversity except through t h e  
virtues of care - like sharing, listening and trust. Only respect of 
diversity will enable, legitimate and liberate the  power of diversity. 
Graeme skillfully uses the water metaphor to  represent these primary 
ethical concepts in the servant leadership framework, and each then 
becomes a theme picked up by the various contributors to  the  book 
(e.g., Taggart and Reznechenko o n  sharing; Liberman, Lock and Cull on 
listening; Grieve and Maclver on trust). 

Jim Taggart is a long time civil servant and a MALT graduate 
who has returned to  instruct in the  program. His essay is based o n  
his experience and research in various federal ministries relating to  
the concept, practices and challenges of shared leadership. Sharing 
leadership is sharing power, and this is not something that comes 
easily to those with power or, necessarily, to  those who may not want 
it. The perceptual and cultural obstacles, such as assurances of mutual 
accountability, are noted and discussed. At another level, shared 
leadership points to the  ideal of distributed leadership-leadership a t  all 
levels-and the boundary-less organization, a s  well a s  the open learning 
culture s o  instrumental to  achieving them. Taggart's discussion, among 
other influences, reflects the systems thinking of Senge ( 1990, 1999) 
that has shaped leadership-training initiatives both within the  public 
service and at  RRU. 

Taggart also describes research he  undertook a s  part of his MALT 
degree, in which he looked a t  the mental models and thinking 
patterns that permit o r  prevent the trust so vital to  successful sharing 
of leadership. In this essay he  also examines how the cultural 
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differences across ministries influence staff-management relations 
and the openness of prevailing mindsets t o  processes that share 
vision, decision-making and leadership. The essay begins with a brief 
overview of recent renewal initiatives in the  federal public service (and 
thereby provides a useful context for the subsequent essays); it e n d s  
by highlighting various action areas important for creating open and 
participative workplaces of choice in government. 

Claire Abboff is a consultant and trainer currently in the  midst 
of her MALT degree. Her essay, "Next, Please!," is an appreciative look 
forward, a consideration of the needs of future government workers. 
She looks forward with her ears, by listening t o  the needs, tastes and 
desires of the  next generation, and by comparing them with values 
driving public sector renewal today. One study she  cites attributes 
to  so-called "Generation Next" such values as optimism, civic duty, 
confidence, morality and diversity - much needed qualities in the  
public service. Other studies she  cites confirm this value alignment, 
and also reveal factors in the workplace that are  important and 
attractive t o  the "Echo Boomers." In her effort t o  understand the  mind 
of the coming generation, she  lends a n  ear as well t o  s o m e  of their 
music. She quotes lyrics by young Canadian musicians that evoke 
confidence and optimism as well as global anxiety characteristic of 
our (their?) age. This research tactic in musical demography n o  doubt 
reflects the philosophical influence of her "Nexter" son. 

Gwen Lock's paper is stylistically distinct from Claire Abbott's, but 
similar in intent and future-orientation. Instead of focusing o n  youth 
per se,  she  looks a t  the demographics and preferences of information 
technology specialists. Working on her second Masters degree, Gwen 
has combined computer and managerial know-how in her long career 
a s  a public servant. After outlining key retention issues from the 
point of view of IT professionals, s h e  surveys various organizational 
factors that might attract IT talent to  government. These include 
such unbureaucratic characteristics as the opportunity t o  take risks, 
shared community, shared identity, even "shared soul" in government 
workplaces. She sketches a notion of e-leadership t o  address these  
retention issues, essentially a form of transformational leadership 
geared to  the  new reality of information technology. She ends  her essay 
with a synopsis of ways governments can effectively compete with the  
private sector for much-valued IT employees. 

Catherine Reznechenko's contribution describes the ongoing 
work of her MALT major project. Working in the British Columbia 

Ministry of Children and Family Development, s h e  documents some 
leadership training initiatives undertaken there by RRU's Leadership 
and Learning Collaboratory. She argues in general terms for the 
importance of leadership training, but also for the necessity of training 
program evaluation, especially with an eye to  the creation of a learning 
culture in her ministry. The general terms are ethical in nature, 
namely the  selflessness and other-regarding direction of leadership, 
the  concern for the  growth and development of others characterizing 
shared leadership. A noted four level model of training program 
evaluation is described, along with the  extent t o  which the model is 
realized in practice in her ministry. Her ongoing work promises t o  close 
a cycle of continuous improvement a t  RRU, as her own major project 
report will take the  objective evaluation of these programs to  a new 
level. 

With levity and deft observation, Anne Grieve gives us  a playful, 
personal dialogue with God and the  Devil (rather like the  ultimate 
performance review) on  the  perils of public private partnerships. 
The device allows her t o  grapple subtly with an underlying dualism 
of the  opposing value systems shaping commercial and political life 
respectively (Jacobs, 1992), and then to  consider the  very nature of 
leadership itself. Her self-reflective conversation evokes a n  approach 
t o  leadership not dissonant with other authors in this volume: that 
leadership begins within, that it d o e s  not end, that it aims a t  service 
t o  others, that it abjures credit and embraces mutual understanding 
and collective endeavour. The values s h e  identifies as the  base of her 
argument are  "inclusiveness, fairness, and cooperation." 

Besides being a past federal public servant, Sandy Maclver has 
been a key faculty member  with the OLL since the beginning. His 
systems-theoretic essay on  teams has  application beyond the  public 
sector, but the  ideas have been developed and delivered in team 
workshops in RRU executive public sector leadership training programs. 
The paper begins by forthrightly confronting and diagnosing the  
widespread weariness and suspicion of team talk. It reviews and rejects 
traditional theories of team process and team effectiveness, embracing 
instead a five (or six) state non-linear, systems model of team process 
(the sixth state is really a process of team dissolution). A verbal and 
behavioural profile of each s ta te  is offered, followed by helpful advice 
on  navigating the potential pitfalls and periods of dysfunction into 
which teams may fall. States are  not stages in a linear, mechanical 
process, but can cycle back on  themselves in causal loops and form 
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negative o r  positive spirals. A "state" in the  model is in fact a spectrum 
of related possible group behaviours. The model that emerges is 
not a scientific theory: that is, it is  not predictive: but it does  offer 
tools of understanding and insight that are  confirmable in one's own 
experience. 

Maclver's model, then, is phenomenological (rather than empirical 
in the traditional sense) in that it is offered as a way t o  make sense  of 
our experience in teams, especially but not exclusively in dysfunctional 
teams. Put differently, Maclver has  surveyed for us  the sometimes 
rough terrain of collective endeavour, and  nowhere is this more needed 
than in the  joint project called Canada. But in other ways, Maclver's 
model is rooted in human experience, namely in its social, emotional, 
and ethical dimensions. Maclver situates our  evolving thinking about 
teams in changing societal norms, especially regarding c o n f l i ~ t . ~  He 
also gives primary importance t o  the  wealth and variety of emotions 
that help and hinder team process. Thirdly, h e  conceives of team 
interactions in ethical terms, giving primary importance t o  the virtues 
of trust, respect, responsibility (not blame), creativity and balance. 

Finally, Maclver combines his systems model of team process with a 
smorgasbord of effectiveness criteria, which he conceptualizes a s  two 
main levels of enhanced team performance. Together they constitute a 
road map of possible team experience, good or  bad. He concludes his 
comprehensive presentation with s o m e  encouraging advice for would- 
be team players, as a n  optimistic response t o  the feelings of weariness 
and suspicion h e  acknowledges a t  the  outset. 

Elizabeth Cull, drawing o n  her experience as both politician 
and public servant, takes a hard look a t  the  role of public servants 
in the  policy making process in Canada. While the perspectives and 
ways of thinking are  characteristically distinct, Cull rejects as "fiction" 
the Westminster model that separates politics and administration. 
Professional and technical administrative issues are  not solvable (or 
even statable) independently of political consideration. The reality of 
public administration, as Cull sees it, is  the  politically sensitive civil 
servant. "Public servants and politicians alike are involved in both 
policy making and policy implementation." She points out that core 
values underlying recent public service renewal initiatives are political 

2Janus, incidentally, was also a god of conflict, of endings, whose temple was open only 
during wartime (Evans, 198 1 ). Conflict, however, is endemic to market and organizational 
life, thus the temple of Janus never closes. The prospect, in the early years of this 
millennium, of a perpetual world war against terrorism only makes the Janus figure more 
fitting, more timely. 

Rethinking Public Service 

in a broad sense,  but not partisan. The ethic of neutrality is rejected, 
or  rather reduced t o  a n  injunction against overt partisan activities. 
"Politics is  the  art  of guiding and  influencing government policy, and 
that is  precisely what public servants do." 

In fact, far from being value-neutral o r  (worse) value-blind, public 
servants are, Cull assumes, value-driven. As long a s  the driving values 
are  not partisan, they may be political, and they certainly require 
political sensitivity. More importantly, they require the  analytical ability 
t o  conceive and represent distinct value perspectives. As a Minister, a t  
any rate, s h e  wanted minimal value filters placed on briefing notes and 
other communications, and insisted on  "a full discussion of all issues, 
including political considerations, followed by an informed decision by 
those who will ultimately be held accountable." 

This is a will t o  listen. It requires, as s h e  points out, "moral 
imagination." Of all the  papers this is perhaps the least optimistic 
tempered as it is by recent reality. It is nevertheless values-based a t  i t s  
core, and  positive in outlook, for it believes in the intelligence, capacity 
and moral sensibilities of public servants, and seeks  t o  increase their 
respect and responsibility a t  the  table where decisions are made. 

Graham Dickson's essay pulls together many of the threads 
that make up  the book. It begins as a reflection on the very idea of 
delivering change, and finds in it a n  impossibility, a contradiction, a 
paradox. The moral purpose of government is located in the current 
context of globalization, technological change and the crisis of 
legitimacy caused by diminished consent of the  governed. To meet 
the challenge of continued relevance, new thinking and new mindsets 
are  urged for public servants. Dickson advances seven paradoxical 
propositions that facilitate leadership intuition that were culled from 
his reading of the other contributions t o  this volume. He calls them 
mindsets, but they are  designed rather t o  un-set the mind, to  free it 
from excessive linearity and  ineffective bias. Dickson's analysis avoids 
becoming merely another theory of leadership or  formula for success 
by embracing paradox, conjuring the  Janus  power of dialectical 
thinking-reaching symbolically t o  hint a t  a value-based art of leadership 
beyond theory and formal authority. 

Theory and positional authority seek  t o  circumscribe the nature of 
leadership, to  point it (and us) in a single direction presumed to  be 
effectiveness. But Janus  looks both ways: - back to  the primary values 
that inspired democracy originally and that continue to  keep the dream 
alive today: but also forward to  youth, to  technology, to  re-training and 
life-long learning, toward a n  uncertain future in a transformed world, 
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with a different se t  of people comprising a Canada with a different 
federal complexion than it has  today. Some of these  people are not 
even born yet, but it is t o  them the duty of Canada is owed. We incur a 
debt of service simply by our  being here, by being Canadian, by being 
free. We owe that freedom t o  our  children, and  we owe them also 
good government today. The question before u s  as a country is what 
we shall bequeath t o  tomorrow. The question i s  o n e  of change yet t o  
be delivered. Janus  is a gate, a door, a birth canal into the  future out 
of the  bosom of past ideals. The Janus  call is a challenge t o  engage 
in the  struggle t o  create a better tomorrow, a better Canada, a greater 
freedom and a more just society. 

To that greater day this book is dedicated. 
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Angus Oraeme, B.s.F., R.P.F. 

From an early age, I have enjoyed watching the seasons and 
I~sterning t o  streams. I have spent much of my life studying how natural 
s p t e m s  work, and listening to  the stories they tell. I have come t o  
realize that  they reveal much about human systems. My joy these 
days is as a parent and teacher, where I a m  able to  share what I have 
seen  and  heard with my children and my students. There is always 
something t o  learn. A landscape can be walked a hundred times and, if 
you look closely, there is something new to  observe each time. Such is 
life. 

As a professional forester and instructor a t  Selkirk College in 
Castlegar, British Columbia, I am committed to  serving the  public 
through teaching, as my learners will define the future. In my capacity 
as a teacher of ecosystem management and silviculture, and a s  
manager of o n e  of the  college's demonstration forests, I aspire t o  
inspire my students t o  learn on the land, and t o  watch, among other 
things, the  flow of streams more closely. 

I have a Bachelor of Science in forest resource management from the 
University of British Columbia, and a m  currently completing a Master 
of Arts in leadership and training from Royal Roads University. I live 
in Nelson, in the  West Kootenay region of BC, within easy access of 
unlimited forest walks. I am married t o  my childhood friend Alison and, 
through the  eyes of our  three young children, we see streams anew. 

Author: Change Delivered: Lessons from a Forest Stream 

Zimmerman, J.E. (1964).  Dictionary of classical mythology. New 
York: Bantam. 



Change Delivered: 
Lessons from a Forest Stream 

Angus Graeme 

The Walk 

I can barely hear  it, but I know it is there, just beyond the trees. 
I make my way down the  slope through mist and dripping conifers. 
The sound grows louder. As I walk, I notice the change. The plant life 
becomes lush and taller, broader leaves. The soil is richer. The sun 
has risen enough o n  this morning t o  cast bright refraction through the 
canopy above. My destination sparkles, dances, and enchants: a forest 
stream. In my search for a meaning of leadership, I come here. Water: a 
prerequisite for life, a priceless treasure, a metaphor for leadership. It is 
clear, honest and  serving of all that it touches. 

Water breathes life into all that lives, cleansing. A s  a liquid it 
nurtures all of life's processes. As a vaporous cloud, water protects life 
against harmful solar rays, while simultaneously trapping heat in the 
atmosphere (Kimmins, 1997). As ice, water has the strength t o  shatter 
rock and grind soil from granite. As a winter blanket of snow and ice 
on  mountain and  plain, it stores itself for use during summer droughts. 
Water i s  c h a n g e  del ivered.  

The stream I have found today is a place of refuge and solace, 
a place that gives and renews. Rising and falling with the  seasons, 
it chooses paths of simplicity: flows around and through, curving, 
enveloping, polishing. It is gentle and yielding, yet a t  times forceful. In 
the spring of its cycle a stream swells, gathering the excitement of a 
new vision: the  horizon beckons. In the  end, a stream gives of itself, 
braids across its alluvial riches, and empties to  the welcoming sea .  But 
this end is really a beginning: water is then swept from the sea by the 
wind, t o  the mountains, t o  trickle and drip through leaves. The flow 
begins again. 
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Choosing a spot o n  a flat, smooth rock, I sit in the sun next to the 
stream. I run my hand through the water. I a m  touching something that 
is timeless: here since the beginning. As I reflect on my understanding 
of leadership, I a m  touching ageless ideas that have been smoothed 
and rounded with the  years. 

My reflection o n  what leadership means t o  m e  always returns 
to defining the  relationships I wish t o  build. As a stream serves 
its surroundings, leadership too begins in relationships of service 
both with myself and with others. These relationships are elusive 
in definition, only more s o  when it comes to  serving the  greater 
community, to  public service. This is a challenging calling, serving 
those that o n e  often cannot see. To serve the  greater community - not 
for profit, but for the  common good - can be a thankless endeavour. 
Often unaware of the  service rendered, the  beneficiaries sometimes 
fail to see the commitment behind it. But the stream serves the whole 
forest, and does not search for recognition of its contribution. The 
stream only searches for new destinations. For even though, without 
the stream, the  whole would not be, the  stream does not wish to linger. 
The stream is eager t o  continue its dance towards the  horizon. Public 
service and leadership are a flow of values and commitments, reflected 
in behaviours, actions, and non-actions. The definition remains elusive, 
but like the  stream flowing next t o  me, it is attainable by those who 
look. 

Me: The Flow of Self 

In i t s  flowing, a stream is its own master, and therefore has no need 
to master others. S o  too should be leaders. Over two millennia ago Lao 
Tzu wrote, "meditate on the virtue within yourself, and you will find the 
benefit of virtue" (1997, p. 104). Leadership begins a s  a relationship 
with the  self. The virtue of which Lao Tzu wrote is self-awareness. 
Leading others requires defining oneself, before defining who one 
can be for others. Awareness of self is the  vigilant observation of 
one's motives, intentions, and feelings that determine one's responses 
and interactions with others. This is the basis for the building of 
relationships (Short, 1998). This is leading from the inside out. 
Some say that action alone is the  true expression of leadership, 
but leadership is also something that we are, our being, which then 
determines what we d o  (Clemmer, 1999). 

Streams, like leaders, have both personality and character. 
Influencing others solely through trait, personality and behaviour, 
though usually effective initially, slowly builds distrust from lack of 
sincerity (Covey, 1990).  To lead with charisma only, I muse, would 
be like a spring freshet without the flow for the remaining year: much 

excitement for a period but no  longevity of purpose. The perception 
and reality of the follower must be based o n  a sustained trust for 
leadership, and a shared destination to be successful in the  long term. 
Trust is built when leaders lead from a position of integrity, honesty 
and goodness (O'Toole, 1995). The mastery of this character enables a 
lasting service to others. 

Perhaps the greatest service a stream provides is i t s  flow towards a 
destination. Gravity, gradient, stream bank and bed, together with the 
water itself, provide a path through the forest to  new places. The life in, 
around and along the stream, benefits from this path to  the  future. Like 
streams, leaders set  and clarify a desired horizon. Leaders help those 
around them align with a vision of a desired future by communicating, 
serving and motivating (Kotter, 1999). 

You: The Power of Flow 

1 glance a t  the stream. It flows and eddies amongst lush leaves and 
old fallen trees. Winter wrens twitter in the  dense foliage. A rainbow 
trout fry darts for cover under the  bank. These signs of abundance and 
activity are due to  the presence of the stream. The signs of leadership 
are among its followers (De Pree, 1989). To lead from the inside out is 
to commit to  the principle of opportunity for others. Inclusion, respect 
for the individual, and the chance for all to  contribute are central to  
my reflections on leadership. My eyes return to the  stream. Creating 
unique habitats in and along itself, the stream attracts life, and nurtures 
the life forms, each according to  its kind. Many current theories about 
leadership speak strongly of encouragement and empowerment. It is 
a way for people in an organization to raise their self-esteem, to  fulfil 
their need for meaning and belonging, and t o  find a place where 
participation is implicit. Encouragement of others, rooted in the  value 
of service, is a principal behaviour of the effective leader. It represents 
a shift from overpowering others to  empowering them (Dinkrneyer & 
Eckstein, 1996). Theorists such a s  Greenleaf, De Pree, and Kouzes 
and Posner refer to  empowerment a s  power in the service of others. 
Leadership becomes an emphasis on the people led rather than on the 
leader (Horner, 1997). 

How fitting this notion of leadership-as-service is when o n e  sits 
beside a stream. In these times, when our society is learning about 
the crucial importance and finiteness of our  water gift, the  idea of 
service for the greater good entails our stewardship of this life giving 
substance. Our planet's appearance from space - a blue ball painted 
with white brush strokes - is due  to water. 7 1 percent of the Earth's 
surface is covered by water. The human body is 6 4  percent water by 
weight (Miller, 1995). 1 ponder some of water's impressive statistics 
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in Canada: 7.6 percent of Canada, 756,000 square kilometres, is 
covered by lakes, a n  additional 14 percent by wetland: Canada's rivers 
produce 9 percent of global river discharge (Kreutzwiser, 1991). Water 
is a priceless global and national asset. Jus t  as water is  a steward of 
life in a forest, water is also a focal illustration of the critical need 
for thoughtful governance and public service leadership. Water is a 
key indicator of environmental integrity and healthy ecosystems. The 
stewardship of water is a locus of public service both environmentally 
and socially. It is a life-providing substance, and those t o  whom it is 
entrusted carry a unique and crucial responsibility. With water, as with 
leadership, stewardship of clarity, purity, and substance is central t o  
enlightened ethos. 

My thoughts return t o  winter wrens and trout. I realize again 
that it is the stream that provides for diversity of life. The stream, 
like leadership honours this diversity. Diversity is key t o  resilience 
and adaptation. When leaders encourage, recognize, and celebrate 
diversity, they enable the sharing of purpose and vision among people, 
and enhance the resilience of organizations. The landscape is made  
diverse by the presence of a stream. Groups and organizations a re  
made  resilient by leadership that cultivates diversity. 

The sound of the water flowing next t o  me  is a comforting melody. I 
reflect on my place in the lives of others. As a teacher, I have a d e e p  
awareness of the role learning plays in the transformation of others, 
both in their view of themselves and of their place in the  world. I a m  
constantly reminded that the best service a teacher - indeed a leader - 
can render is to  help people to  learn by focussing on  what t o  uncover, 
rather than on what t o  cover. Leaders, like teachers, should ask, "are 
they learning? Are they reaching their potential?" (De Pree, 1989. p 13). 
This is transformational leadership, where people are believed in and 
given the opportunity to  challenge their assumptions, t o  follow their 
hunches. People need to  be mentored when they make mistakes, and 
celebrated when they achieve victories. 

I listen again to  the water, more intently this time. The sound of the  
stream is more than just the sound of water over pebbles and stones. It 
is the  sound of a path chosen: a combination of stream bank, foliage, 
and rotting logs: of slope, soil and rock. How under-used the  listening 
sense  seems to  be. I reflect on  the competency of listening, so critical 
t o  good leadership: to  listen attentively, not just to  the words but t o  
the entire person - their context, background and beliefs. To listen by 
questioning in ways that reflect back what people say, allows them t o  
discover answers on  their own, to  realize that they had the answer all 
along. Listening is leading people to  learn. 

Changeandseasons 
My eyes wander up  from the  water to  the  bank, cut away from years 

of flowing. 1 notice the  different layers of soil deposited a t  different 
times in the  life of this stream. It s e e m s  like a record of the fruits of 
i t s  labour. The layers a re  a record of change, and through them all, 
the stream has patiently endured, flowing effortlessly around obstacles 
placed before it. These obstacles have been opportunities for the 
stream t o  seek  new paths, t o  discover new directions. The stream tells 
m e  that change is not a thing - it is a process. And leadership seeks  
t o  generate rather than cope with this process. Creating this change 
means committing t o  innovation. Adaptation t o  change is innovation's 
reward. 

On this autumn day I think of the  seasons through which this stream 
flows. Water watches the  seasons  and governs the functions of life 
around itself. There are  periods of stability in the year of the stream. 
The dry days of summer and autumn have constancy t o  them. Floating 
leaves and other flotsam meander  in the pools and eddies, eventually 
littering the  banks. The stream becomes cluttered with the  old ideas 
of a dying year. It s e e m s  t o  contemplate this stability a s  it lies 
comforted by a blanket of snow in the  winter. In the rise of the 
melting snow of spring, it breaks free of the spent equilibrium of 
i t s  former channel, establishing new paths for the life that surrounds 
it. New beginnings. Leadership is about growing out of stability, 
contemplating opportunities, and, with refreshed vision, seeking self- 
renewal (Wheatley, 1999). Leaders challenge the assumptions that have 
created the  stability, provoke new ideas from people, and promote a 
culture where change is welcomed. 

In change there are  systems. Part of the landscape's circulatory 
system, a stream is part of a greater whole, a transporter of water and 
nutrition between systems (Canning & Canning, 1996). The dynamics 
of a stream are  integral t o  entire forests. So too leadership is a 
transporter of ideas and a connector of systems within organizations. 
Effective leadership is noticing the  dynamics as much as examining 
the parts. Understanding the  whole system provides an understanding 
of the  reasons why the  parts behave the way they do. Leadership is 
serving the  whole web, rather than trying t o  fix errant strands. 

Until W e  Meet Again 
I s tand up, preparing t o  leave the  stream and resume my walk this 

day, continuing my process of discovery. For me, the discovery of 
leadership, like this stream's headwaters, seems  like only a beginning. 
Just  as the  stream s e e m s  t o  know where it is heading, 1 resolve to 
continue my journey. Perhaps today I will walk with the stream awhile 
before following my own path. 
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James L.C. Taggart, B.A., M.A. 
I have worked in a variety of areas during my 19-year career in 

the Public Service of Canada. My first 'life' was with Employment & 
Immigration Canada, and subsequently Human Resources Development 
Canada, in the Fredericton Regional office. I was the New Brunswick 
Region's Chief Economist for six of those years. I then moved into 
leadership development and organizational learning, leading cross- 
functional project teams on such topics a s  quality service improvement, 
employee climate surveys, large-scale learning events, and information 
technology. 

After working in leadership and learning for a few years, I realized 
that I needed to deepen my understanding of these fields. This led m e  
to the MALT program a t  Royal Roads. 

In January 2000, I moved to Ottawa to work for Transport Canada. 
I managed a knowledge transfer pilot project, which was profiled in the  
federal government as an innovative best practice. The aim of the  pilot 
was to  test different methods of knowledge capture and retention with 
employees from the regulatory inspection community. 

I then joined the Canada Customs & Revenue Agency, working a s  
a Relationship Manager in the Corporate and Leadership Programs 
Division. One of my achievements was gaining senior management 
commitment to starting a process to integrate Action Learning in 
leadership development in the Agency. I returned to  HRDC in 
June to  work a s  a Senior Advisor in Strategic HR Management & 
Communications. 

My academic background is indeed different. I hold a B.A. and 
M.A.(honours) in economics from the University of New Brunswick, and 
a M.A. in leadership and training from Royal Roads University. I was 
twice part of the teaching team for LT 5 16, and greatly enjoyed that 
experience. I learned a great deal from them. 

I have been married to Susan for 2 4  years, and have three daughters 
and one  son. My favourite pastimes are mountain biking, canoeing, 
photography, and reading espionage. 

Author: Sharing Leadership in a Chaotic World 



Sharing Leadership 
Chaotic World: 

Lessons Learned by 
Federal Public Servant  

James L.C. Taggart 

Introduction 
This paper examines leadership in the  Public Service of Canada, 

drawing o n  my research and work experiences in two federal 
departments and o n e  federal agency. The more formal research I have 
undertaken a s  a public servant was conducted as part of my master's 
thesis for the  MALT program in the  fall of 1999. The research theme 
was shared leadership, and the work was carried out at the Moncton 
Human Resource Centre of Canada (HRCC). 

Although this research project was very enlightening, both from 
an academic stance and that of an  employee of Human Resources 
Development Canada, my ongoing work over the  past several years 
has added to  my insights o n  how leadership is practised in the Public 
Service of Canada. I have had the benefit of working for 17 years in a 
regional office in New Brunswick, engaging in a wide variety of projects 
that gave m e  the  opportunity to  learn new skills and to  work with many 
different people. Since moving t o  Ottawa, I have worked in the head 
offices of three organizations: Transport Canada, the  Canada Customs 
& Revenue Agency, and Human Resources Development Canada (where 
I currently work). 

That federal departments and agencies are o n e  homogeneous, 
cultural whole is far from the truth. This public perception sees faceless 
bureaucrats working within the confines of a large institution composed 
of several hundred thousand people. Departments and agencies have 
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specific mandates. But it is important to  stress that there are  common 
themes running across these organizations: service to the  public, 
stewardship of public resources, and pride in being a public servant. 
Also common are frustration with outdated systems that impede 
effectiveness (e.g., procurement and human resources management) 
and inconsistent approaches to  managerial leadership. The topic 
of management and leadership - or  what 1 prefer to  call managerial 
leadership - will be the focus of my attention in this paper. 

Managerial leadership is the integration of management and 
leadership, both of which are essential for individuals who work 
a s  managers. This concept therefore rejects attempts t o  radically 
distinguish management and leadership. Drucker (1998) explains the 
link between management and leadership a s  the  right hand and left 
hand. H e  does  not believe they can be ultimately separated: 

[it is] nonsense - a s  much nonsense as separating manage- 
ment from entrepreneurship. Those are part and parcel of 
the same job. They are different t o  be sure, but only a s  
different a s  the  right hand from the left o r  the  nose from the 
mouth. They belong to  the s a m e  body. (p. 5) 

To Drucker, leadership is about what happens when the  leader 
leaves. Does work still get done? Leadership is about responsibility, 
accountability and doing. 

Hodgkinson ( 1983) presents a similar view a s  Drucker. He uses the 
word administration instead of management. He states: "administration 
is leadership. Leadership is administration" (p. 195).  The word 
leadership is used loosely in organizations and is not well understood. 
It is, "as if it were a sort of increment to  t h e  administrative- 
management process which might or might not be  present" (ibid.). 
Hodgkinson believes that leadership extends throughout a n  
organization. Leadership and management go  together. The individual 
cannot avoid one without avoiding the other. He sees leadership, 
therefore, as: "the effecting of policy, values, [and) philosophy through 
collective organizational action" (p. 196). 

A third perspective comes from Senge (1998), who takes the  view 
that leadership is a "distributed phenomenon." Senior managerial 
leaders play a subtle role in leading their organizations. The difficulty 
organizations face is how they perceive leadership. This becomes a 
problem because of the  inability of organizations to  respond effectively 
to significant change. Leadership, to  Senge, is "a collective, creative 
process" (p. 16). The heads of organizations d o  not change cultures 
- people do. Those leaders who are most vital a t  the start of a change 
process are the local line managers. "Real leadership occurs through a 

collaborative shared vision by groups of people who share aspirations" 
(p. 17). This last view by Senge provides the segue to what has been 
happening in the field of leadership development in the public service. 

This paper first sets the  context by reviewing the major leadership 
and learning initiatives over the past 10 years in the  federal 
government. From there, it shifts into research on leadership practices 
1 conducted a t  a federal service delivery office. Subsequently, 1 
discuss my recent work experiences in the head offices of two federal 
departments, and make links to  my research to  emphasize the 
similarities of leadership issues across federal departments. 

Context 
The Public Service of Canada is undergoing profound change. Since 

1990, there have been a number of large-scale initiatives and events 
in the  public service. PS 2000, labelled by its head John Edwards 
a s  a management-driven change effort, was followed by a significant 
re-organization of federal departments. On the heels of this came the 
largest downsizing the federal government has experienced, with in 
excess of 55,000 public servants leaving in the span of just three 
years. 

During the downsizing effort, a new inter-departmental initiative 
called La Releve was introduced. The aim of La Releve is to  encourage 
the participation of all public servants to help make the public service 
a better place in which to work, and in turn to ensure that Canadians 
are served well. In short, it is about renewing the public service to  help 
prepare itself for the challenges facing the Government of Canada in 
the 2 lSt Century. This is tantamount to a cultural evolution in a large 
institution that has an instinctive resistance to change. 

The need for cultural change in the federal government has been 
well articulated by the former Clerk of the Privy Council Office and Head 
of the  Public Service of Canada, Jocelyne Bourgon. In the late 1990s. 
s h e  referred to a "quiet crisis," one  in which it is becoming more 
difficult to  retain, motivate, and attract people to  the Public Service 
(Privy Council Office, 1998, p. 18). This was the consequence of the  
huge downsizing, a pay freeze that lasted seven years until the late 
1990s, and a reduction in external recruitment. Bourgon called this 
a quiet crisis because not only were people not talking about the 
problem, little was being done about it. 

To address the challenges facing the public service, Bourgon's vision 
encompassed three broad goals. First, the public service must become 
a borderless institution, one in which ideas and information flow 
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without being restricted by barriers. She noted: "Some of the  barriers 
a re  physical, others are  built into our information systems, but most are 
cultural. The cultural barriers are the most difficult t o  overcome" (ibid.). 

The second goal is the  creation of a learning organization. Senge 
(1 990)  defines this as: "an organization that is continually expanding 
i t s  capacity t o  create its future" (p. 14). This involves an organization 
more than just surviving. It means that it must engage in "'generative 
learning,' learning that enhances our capacity t o  create" (ibid.). 

To work in a borderless learning organization means that all 
employees must embrace change, regardless of their level. Bourgon 
stated: "employees are expected t o  look for solutions, contribute ideas, 
share information with others, innovate and make a contribution" (Privy 
Council Office, 1998, p. 22). 

The third goal is effective leadership. The way management is 
perceived by staff must be challenged. She urged the  elimination 
of command and control, t o  be replaced with collaboration and 
inclusiveness. She spoke about sharing power, and that to  be a leader 
does  not imply that o n e  holds a management position. Leaders are 
found throughout an organization. To evolve t o  a learning organization, 
it is necessary that managers and staff understand that leadership 
responsibility resides a t  all levels. 

To complement the work of La Releve, The Leadership Network 
was created in 1998. The purpose of this interdepartmental network 
is t o  "promote, develop and support networks of leaders a t  all levels 
throughout the  Public Service of Canada, and to  assist them in the 
ongoing challenge of La Releve" (The Leadership Network, 1998, 
p. 1) .  The Leadership Network, which was transferred recently to  
the Treasury Board Secretariat, works in conjunction with The Public 
Service Commission, the  Privy Council Office, and the Canadian Centre 
for Management Development. The Leadership Network is guided by the 
principles of borderlessness, the learning organization, and effective 
leadership, as articulated in Bourgon's Fifth Annual Report (see also 
The Leadership Network Fact Sheet, 1998). 

The new Clerk of the Privy Council Office, M e l  Cappe, has 
reiterated Bourgon's message on developing leaders throughout the 
federal government. At a June  1999 symposium, he  spoke t o  senior 
government managers about his priorities: 

you have an important role to  play in nurturing their 
leadership. Leadership a t  all levels counts. Whether you're 
a receptionist, file clerk, or  a manager, you're a knowledge 
worker in many different ways. And people need the 

opportunities to  develop their skills and talents to  the 
fullest. (Privy Council Office, 1999) 

Since this speech, departments and agencies have continued t o  
work towards making work environments more conducive to  learning. 
This includes developing a managerial cadre capable of leading in an 
unpredictable and uncertain time that demands a new approach t o  
leadership. Many existing public servants want a voice in how decisions 
a re  m a d e  and to  maximize the use of their skills through challenging 
work. Furthermore, as efforts to  recruit young Canadians intensify in 
response t o  the changing demographics in the federal government. 
a new culture of leadership becomes increasingly imperative. The 
values of young people are  not necessarily aligned with those of Baby 
Boomers, many of whom are  beginning t o  contemplate retirement. 
Youth, for example, bring a sense  of entrepreneurship t o  government. 
They question existing practices, offer creative ideas, and engage easily 
in collaborative problem-solving. Moreover, they shun hierarchy and 
directive management styles. 

A great deal of attention has been o n  creating a workplace of 
choice in the  public service. This is similar to  what the private sector 
calls employer of choice. Regardless of the  label, what is essential 
is t o  create a corporate culture that values lifelong learning, balance 
between work and home, collaboration, respect and the open sharing 
of information. In his Eighth Annual Report to  the Prime Minister, Mel 
Cappe emphasized that the public service must move away from the 
hierarchical, directive management model on which it has been based 
t o  o n e  that is flexible, responsive and innovative. As he stated: "the 
industrial era mindset and culture is still alive in many parts of today's 
Public Service" (Privy Council Office, 2000,  p. 3). 

The literature shows that the changing global economy is exerting 
increasing pressure on organizations t o  adapt. Greater value is being 
placed o n  the knowledge people possess and ways t o  encourage 
continuous learning. This means that the practice of managerial 
leadership must be re-examined. The public service, while not 
concerned about turning a profit, is however very much linked to  what 
is taking place globally. 

The role of the managerial leader is indeed changing. In the area of 
shared leadership, the literature shows that managers must learn how 
t o  share  power and decision making with their staff. However, this does  
not mean  that their role becomes less important. Instead, the role of 
managers changes to  one  where they become engaged with their staff. 
Leadership is then extended throughout the  organization. Of particular 
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importance is the  need for cultural change if organizations are to  truly 
embrace the practice of shared leadership. 

The next section presents the  findings of research 1 conducted 
o n  shared leadership, a s  part of my Master's thesis a t  Royal Roads 
University. The research reveals some important insights o n  how 
managers and staff perceive their respective roles a s  leaders, and 
shows the challenges they face to  create a workplace of shared 
leadership. 

Research Results 

The research project 1 carried out in 1999 provided some useful 
insights into how leadership is perceived and practised in a federal 
service delivery office. Of particular importance for m e  was to acquire 
a deeper understanding of the  implications of sharing power and 
decision-making. This research illustrates the challenges that Jocelyne 
Bourgon articulated o n  creating leaders a t  all levels of the  public 
service. It is too easy to  espouse that power must be  shared and that 
all employees want t o  be emancipated, to  be free to  innovate and to 
be more involved in decision-making. We need to remain mindful that 
with greater empowerment comes corresponding greater responsibility 
and accountability. 

The research was conducted in the Moncton Human Resource Centre 
of Canada (HRCC), which consists of the parent office and three 
small branch offices. The data were gathered from two focus groups 
representing a cross section of staff: a separate session with the  
management group was also held. Follow-up one-on-one interviews 
were conducted with s o m e  of the  participants. Highlights of the findings 
are  presented below. 

An overarching theme was the need for a change in the  culture of the 
Moncton HRCC's workplace. There was a growing collective realization 
that the  management group in the Moncton HRCC had to  work together 
a s  a team if a shared leadership workplace were to evolve. More 
specifically, this meant that managers needed to work systematically a t  
sharing power and decision-making with staff and fostering a workplace 
that prides itself o n  initiative and innovation. With that said, the 
management group was very aware of the  challenge of changing the 
culture of the Moncton HRCC. It will take time and patience on the part 
of everyone for this cultural change to  be realized. 

Managers and staff seemed to be genuinely committed to creating a 
better workplace, o n e  where morale and performance are high, where 
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clients are served well, where innovation flourishes, and where mutual 
respect underscores work relationships. 

Although the managers and staff did not always agree on specifics, 
they did share similar views on the practice of leadership. For example, 
the managers emphasized participative management: staff need to  
empower themselves to  become more involved in how they collaborate 
and make decisions o n  improving the delivery of service to  clients. 
The managers were aware that they had to  model the behaviours 
they expect of staff, and that they must learn how to  motivate and 
share power and decision-making with staff. Staff placed a great deal 
of importance on trust, fairness, leading by example and honesty 
(managers keeping their word). In addition, they stressed the need for 
greater visibility of managers and better access to  them. Staff want to  
have quality time with their managers. 

Staff hold certain perceptions of how management thinks and acts. 
Conversely, managers hold their own perceptions of staff. Many of 
the discussions in the  focus groups and, to  a lesser extent, in the  
interviews made reference to  the other group. For example, staff 
recognized that they are informal leaders, especially those with more 
experience. Management's view was that staff did not see themselves 
a s  leaders and that staff needed to understand this. Similarly, 
management felt very stretched and overworked, and that staff were 
not fully appreciative of this. But staff d o  see what their managers face 
and acknowledge the stress they are under. Staff want t o  contribute in 
a meaningful way. 

As a second example of the differences between the two groups, the  
managers did not spend much time talking about what they needed to  
do  to  change as leaders. Staff, likewise, discussed what managers had 
to do  to  change, but spoke little on what they needed to  d o  themselves. 
Managers believed that they had to allow people time to change, and 
that some staff would not be able to  make the transition. What we 
have here is the classic 'us-them' attitude. The other party is the o n e  
that needs to change. 

This systemic dysfunction is an example of what Oshry ( 1995) 
describes a s  "The Dance of the Blind Reflex", a trap into which many 
organizations fall. The Tops (senior management) feel overwhelmed 
with responsibility and complexity. The Bottoms (staff) feel oppressed 
by the Tops. The Middles (middle management) feel stuck between 
the two other parties, with torn loyalties. They are anxious, confused 
and frustrated. None of the parties involved acknowledge any part 
in creating this problem. In other words, blame is abundant in this 
environment. Each blames the other, in what becomes a circle of 
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finger pointing. Oshry explains that, to step out of this dance, people 
must become co-creators of a new system. When people are able 
t o  see systems a s  wholes they begin to  see power from a different 
perspective. Power in a system context has less to  d o  with strength, 
toughness o r  the  control of resources: rather, it is the "ability to  
influence system process" (p. 175). 

HRCC Moncton staff saw their potential as informal leaders in their 
workplace, and they wanted to  have this recognized. However, they also 
want to  see formal leadership continue a s  a key element. Most staff 
were not interested in becoming managers. It is a thankless job, a s  
s o m e  participants saw it. They were much more interested in creating a 
collaborative environment, in which people work a s  members of a team 
and everyone contributes. This includes having their managers more 
closely involved in their day-to-day work. However, staff also wanted 
their managers to  act a s  leaders in the sense of being more visible 
a t  work. 

As noted, staff d o  not aspire to  managerial positions. Is this attitude 
the  result, in part, of a mental model that equates management with 
leadership? In reality, many public servants are still influenced by 
the  heroic leadership mindset. Bennis and Biederman (1997), Block 
(1 993) and Kotter (1 996), for example, explain in similar fashion that 
leadership is still equated with the strong individual who operates 
in an  autocratic manner. Helgesen (1 996) argues that our insistence 
o n  associating leadership with position is out of s tep with how 
organizations are  changing. The Moncton HRCC is a good example of an 
evolution in how leadership is perceived by managers and staff. People 
are  gradually moving away from the notion of heroic leadership to  that 
of leadership responsibility a t  all levels. 

One major challenge for the Moncton HRCC will be  how t o  marry 
the  desire of staff for an informal, collaborative workplace with 
management's view that leadership needs to  be pushed down into the 
organization. There is a clear difference in how informal leadership is 
practised in the  three small branch offices compared to  the Moncton 
main office. Because the branch offices are very small, staff have 
learned to  take initiative and empower themselves to  deal quickly 
with issues that emerge, which are often about client service. Staff 
cannot always afford to wait to  obtain their manager's permission 
if he  or s h e  is away. The main office staff have an opportunity to 
learn from their peers in the local offices. And these lessons on the 
practice of leadership in local offices need to  be shared throughout 
the  department. 

The insights and lessons learned from this research project 
are especially relevant to the changes the federal government is 
undergoing. The emphasis on creating a learning culture and improving 
service to clients and citizens is tied very strongly to  how leadership is 
practised in the Public Service of Canada. Added to  this is the changing 
global economy, which is exerting increasing pressure on organizations 
to adapt. The traditional hierarchy does  not lend itself well to the way 
the public service must operate in the  future. This is where a new form 
of leadership is needed to  guide federal departments and agencies in 
fulfilling their mandates. 

Recent Experiences & Reflections 
The research project, a s  explained above, revealed some important 

insights into how leadership is actually perceived and practised in one  
part of government. Since completing the project, I have gained further 
insights through my work in other federal organizations, and these 
support what I learned from the Moncton project. In this section, I will 
describe my more recent experiences and how they may apply to  the 
practice of public service leadership. 

After spending 17 years with HRDC in a regional office, I moved 
to Ottawa to  work with Transport Canada. My work involved both 
evaluation in a policy group and then managing a knowledge transfer 
project. Moving from a social department to an economic department - 
and in a head office setting - was a major transition for me. Transport 
Canada, a once large department of 22,000 employees (which included 
the coast guard, air navigation services, and a complex management 
structure), was reduced to  about 4,500 in a matter of a few years. 
Massive changes (downsizing, transferring the Coast Guard to Fisheries 
and Oceans and privatizing air navigation to create Nav Canada) left 
the remaining employees shell-shocked. Transport Canada went from 
an  operational department to  one focused on policy and regulatory 
inspection. 

I discovered that many employees had spent their entire careers in 
Transport Canada. Many were still unconsciously grieving the loss of 
former colleagues and functions. There was much reminiscing about 
old times. I found it difficult to  work in this culture because of its more 
directive management approach, a holdover from when people with 
military backgrounds joined Transport Canada. 

In contrast to HRDC, where a great deal of dialogue on creating a 
more participative environment has occurred over the past several 
years, Transport Canada is still oriented towards ensuring that the 
chain of command is respected. Authority still commands respect. 
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With that said, this department devotes substantial attention to 
training and has  been making the transition towards learning a s  a more 
encompassing approach t o  employee development. 

Having spent  several years working on leadership and learning 
initiatives that involved shared leadership principles, I found the 
more directive and chain-of-command approach a t  Transport Canada 
somewhat alien t o  me. I learned a great deal during my year with this 
department, but made the choice to move on to the Canada Customs 
& Revenue Agency (CCRA) when the opportunity presented itself. 

CCRA has been in existence since November, 1999. Known 
previously as Revenue Canada, this huge organization of 45,000 people 
has been making the major transition to what is called separate 
employer status (e.g., CCRA bargains directly with unions, in contrast 
to  elsewhere in the  public service, where the Treasury Board is the 
employer). 

CCRA is a n  economic agency, and again I discovered cultural 
differences from HRDC. CCRA is an operational organization that 
enforces legislation, in short, protecting Canada's borders and ensuring 
that the  appropriate taxes are paid to the Crown. The nature of this 
mandate and the history of the organization have produced a more 
hierarchical culture. 1 found the requirement to follow the chain of 
command to  be more pronounced a t  CCRA. Shared leadership was 
virtually unheard of, although I met many talented employees who were 
self-starters and contributed new ideas. Being in a huge bureaucracy, 
the  head office of which consists of 14,000 employees spread around 
Ottawa and Hull, makes it that much more difficult to  initiate and 
sustain the  creation of a learning culture. In fairness, CCRA has been 
working hard a t  developing a new leadership program, and it is also a 
leader in the  federal government in the area of e-learning. 

The findings of my research a t  HRCC Moncton have applications to 
Transport Canada and CCRA. Employees, wherever they are, generally 
want to  contribute constructively to  their organization's mission. 
They want to  be heard and t o  have their viewpoints respected by 
management. I confirmed this a t  Transport Canada and CCRA. There 
are  many talented employees a t  these two organizations who could 
contribute even more if enabled to  d o  so. It is easy to suggest that 
employees must learn to empower themselves. That is true. But by 
the same token, management must be willing to  let go of some of 
their power and trust staff. This is not an abdication of management's 
responsibilities, provided increased empowerment is accompanied 
by clear accountabilities. The role of management in a learning 
organization is t o  create the enabling conditions that motivate and 

inspire staff to  collaborate t o  serve clients to  the highest degree 
possible. Giving up power in the  form of control, yields power in the  
form of better results. 

There is indeed a creative tension between holding on t o  power 
and letting go. The challenge for managers is to  know intuitively where 
the right balance is. But what has occurred in the  public service, a s  in 
the private sector, is increased pressure o n  middle managers d u e  to  
downsizing, delayering, new initiatives, management and operational 
training, etc. The challenge for middle managers is t o  determine how 
to respond to  these recent pressures yet function a s  the  type of leader 
that is advocated in the  literature and by senior government leaders. 

It has been said that the  most difficult thing a manager will ever yield 
is power and control. We talk about power, but we d o  not understand 
the deep roots it has in the human mind, extending back to  our  
childhood. Overcoming the fear of letting go  and trusting others is a 
huge challenge for many managers. 1 went through this myself a s  a new 
manager 1 2  years ago. It was only in reflection many years later that 
I began to  realize how I had used a controlling style of management 
with my staff. What 1 discovered a s  I gained more self-confidence a s  a 
manager and a s  I let go  of power was that my staff were happier, more 
innovative, and produced outstanding work. As a manager and leader, I 
had to change first if my branch was to  eventually become a leader in 
the products and services it provided. 

This leads m e  to  suggest that, if we wish to make the  leap t o  a 
new paradigm of work and the practice of leadership, each of us  must 
conduct a periodic re-examination of our  mental models. Only through 
defogging the leadership lens through which we see the world will we 
be able to make the transition t o  the type of leader who brings out  the 
best in people and who creates a sense of excitement, fun and e n e r g  
in the  workplace. It is very easy to  espouse leadership principles and 
to say what should be. It is an  entirely different matter to  align our 
words with our actions. 

Some important recommendations I would offer to  those who wish 
to pursue the  creation of more open and participative workplaces are 
provided below: 

1. Research 

Much more theoretical and empirical research is needed into 
the area of shared leadership. However, we also need to  make 
use of existing research, documenting the change processes 
people experience and then sharing this in our  organizations. 
Cultural change is a process that takes a great deal of time, and 
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shared leadership can be seen a s  a continuum. Moving t o  a new 
organizational culture needs to  proceed in steps. 

2. Dialogue 

To help close the perception gap o n  leadership between managers 
and staff, a sustained effort needs to  b e  placed o n  creating ongoing 
dialogue. Only through dialogue will we be able to  overcome the 'us- 
them' mindset. Unions are key partners in this necessary dialogue. 

3. Sharing Decision-Making 

Managers need to begin to share decision-making with their staff. 
Doing s o  will give managers more time t o  engage in other important 
activities, such a s  their own leadership development. It will also give 
staff more opportunities to acquire leadership experience through 
assignments and special projects. Staff win by enhancing their 
leadership skills, and managers win by being able to  pursue other 
personal interests in the area of learning and professional develop- 
ment. 

4. Community Service 

The community service work in which staff engage needs to b e  
recognized and valued much more by their organizations than is 
currently done. The experiences and skills staff gain from this work 
benefits their organizations in many ways, one  of which is increased 
leadership a t  all levels. 

5. Access to  Managers 

Staff require access and quality time with their managers to  discuss 
work issues and other concerns. Managers must remain sensitive 
to this need, and ensure that they build in time each day to talk 
to their staff. 

6. Speak the Same Language 

The creation of a 'mindset,' or mental model, in which managers 
and staff learn to speak the same language, is needed. This will 
greatly assist in eliminating the prevailing perception gap between 
managers and staff, and among staff, o n  what shared leadership 
means. It will also contribute to  creating a conversation about 
leadership aspirations. It will require a daily effort o n  the part of 
managers and staff to  communicate and to  express their expecta- 
tions, needs, fears and aspirations. 

Strong leadership from the top is an absolute prerequisite to seeing 
a significant cultural shift occur. Yet change also takes place a t  the  
middle and lower reaches of organizations. There is a tension between 
top leadership and self-initiated leadership from the bottom. What 
is the  right balance is not clear. It is a matter of understanding the 
organization's culture and using one's intuition to  get a feel for what is 
the right mix. 

Where to from Here? 
Over the  past decade, the Public Service of Canada has introduced 

several initiatives on learning and leadership. These resulted from 
the growing realization that the federal government had to  adapt to 
the  changes in society and the global economy. Now, after years 
of frustration with outdated human resources policies and practices, 
the  federal government is on the verge of changing legislation that 
governs recruitment, staffing, recourse and labour relations. By the 
summer of 2002, new legislation emanating from the Task Force on 
the Modernization of Human Resources Management will be presented 
to Parliament. Although it is not yet known to  what extent this new 
legislation will transform human resource management, the change will 
undoubtedly be for the  better. 

Not only a m  I optimistic about this impending change, but I believe 
it will contribute to  the  efforts in the federal government to  create a 
learning culture. The role of managerial leadership will become even 
more important a s  managers are delegated increased responsibility. 
However, there is a corresponding need to create a more participative 
workplace that enables employees to work to  their full potential. 

The success of the  federal government's recruitment and retention 
efforts depends on the degree of alignment between leadership a s  
espoused and a s  practised. This alignment is essential to making the 
federal government a learning organization and to  the co-creation of a 
shared future among public servants. It remains to be seen just how 
successful these change efforts will be. One thing is certain: the next 
chapter in the evolution of leadership in the Public Service of Canada 
will reveal further insights. 
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recognised by Georgia State University with the  George Sparks Award 
for commitment to  excellence and perseverance. 1 was also selected 
for Omicron Delta Kappa, a leadership honour society, and Outstanding 
Young Women of America. 

Since coming t o  Canada, I have been involved in the  design 
and implementation of community education programs for Northwest 
Community College and most recently served on  the  faculty of the  
College and Career Preparation Department. I have recently moved t o  
Victoria t o  complete my Master of Arts in Leadership and  Training a t  
Royal Roads University. My current area  of research focuses o n  the  
transitional stages in the lives of mid-life graduate students. 

1 a m  currently active a s  a consultant and  trainer focusing o n  
transition management, visioning processes, organizational resilience. 
group personality, cultural trends and team sculpting. Recently, the 
United Nations Gender in Development Program published o n e  of my 
articles " N o  Longer Invisible". 

I have been a long-time community volunteer in the  areas  of refugee 
resettlement, youth in music, and activities related t o  homeless youth 
and senior citizens. In my 'spare' time you might find m e  playing the  
oboe or  watching The West Wing o r  MuchMusic. 1 a m  the  mother of a 
15  year-old "Nexter" and a m  proud t o  say that his life reflects the  values 
of his generation as outlined in this paper. 
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Next,  Please! 

Claire Abbott 

"People resemble their times more than they 
resemble their parents" 

- Unknown 

They were born between 1980 and yesterday. They are the sons  and 
daughters of baby boomers and young generation Xers. They are known 
a s  Generation Next, Generation Y, Net Generation, Echo Boomers and 
~ e x t e r s l .  A s  far as life goes, it's been a pretty good ride for most. Their 
parents, whether single o r  married, have cleared a path for them in 
this world with the s a m e  passion Moses used in parting the Red Sea. 
Most feel loved, protected and special. They have access t o  disposable 
incomes, soccer camps  and dance lessons. They surfed the Internet 
before they could walk, took violin lessons and learned two languages. 
They have email pen pals all over the world. They are surrounded by 
parents and communities who intervene with a vengeance when an 
obstacle gets in the  way. 

We'd better get ready for them. They are what's next. They are our 
future employees, bosses and next-door neighbours. They will know 
more than we d o  abou t  most things and they will want us to  hire them. 
Leaders in government and public service would d o  well to  heed the 
advice of "Milestones t o  the Millennium: Serving the Public Good", a 
paper o n  the  history of the public service in Canada published in 2000. 
The paper concludes with a prophetic challenge: "One thing is certain. 
To continue t o  perform well in the future, the Public Service must 
recruit and retain high-quality employees who are motivated t o  serve 
the public good" (Treasury Board of Canada, 2000, p. 13). Guess what? 
If we play our  cards right, open our hearts and eyes and begin learning 
now about  this generation of Nexters, we might be able to  d o  just that. 

' "Nexters" is the term used by Zemke, Raines and Filipczak in Generations at  Work 
(2000)  to  describe the generation born between 1980 and 2000.  
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According t o  demographers, the  Nexters are  more poised t o  believe 
in civic duty than any generation since their grandparents. They are a 
positive response t o  their own turbulent times. They have been shaped 
and motivated by events such as t h e  Columbine High School shootings, 
the Oklahoma City bombing, the  Walkerton water scandal, the  APEC 
conference riots, the  fall of the  Berlin Wall, the  deaths of Princess 
Diana and pop  icons such as Tupac Shapur and Notorious B. I. G.. 
Sociologists and pollsters describe the  Nexters a s  earnest and 
interested in collective action - a group committed to  personal 
accountability. 

Throughout their lives, the  Nexters have been surrounded by 
screams and whispers of violence which have profoundly influenced the 
choices they a re  making for a safer world: 

Nexters have a passion and personality t o  take on  violence 
as a cause.  They possess a n  earnestness and willingness 
to  grapple with questions of ethics and morality that link 
them t o  the  idealism once  harbored by their baby boomer 
parents. Combine their likely commitment t o  transforming 
our violent culture with their unmatched potential for 
communication via the Internet and you could have a 
formula for seeking societal change equal to  the passion 
that engulfed so many Boomers in the  Woodstocklanti- 
Vietnam 1960's. (Zemke e t  al., 2000, p. 134) 

In their book Generations a t  Work, North American demographers 
Zemke, Raines and  Filipczak (2000) report the core values of 
Nexters as optimism, civic duty, confidence, achievement, sociability, 
morality, s t reet  s m a r t s  and diversity. It has  been noted by many 
demographers that  Nexters echo  the  values of the generation born 
between 1922  and  1943. "Nexters" differ greatly from "Generation 
Xers" - those born between 1960  and 1980  as evidenced by these two 
vastly different descriptions: 

X e r s  

It's n o  wonder the Xers a re  angst ridden and rudderless 
. . . They got t o  the cocktail party twenty minutes too late, 
and all that's left are those little cocktail wieners and a half- 
empty bottle of Zima. (Dennis Miller, as quoted by Zemke 
et  al., 2 0 0 0  p. 93)  

N e x t e r s  

When summoned, these ordinary youths transform 

themselves into thunderbolting evil-fighters. Whatever they 
d o  - from displaying martial arts t o  piloting high tech 
weaponry - they d o  it as a choreographed group . . . with 
strength in cooperation, energy in conformity, virtue in duty. 
Their missions are  not chosen by themselves, but by an 
incorporeal elder in whose vision and wisdom they have 

total trust. (Howe & Strauss, as quoted by Zemke, e t  al., 

2000, p. 127) 

Neil  Howe and William Strauss have some powerful predictions about  
the next generation whom they call the "Millennials": 

History has tapped them t o  be the inheritors of the  mantle 
of the  upbeat, team-playing, World War 11-winning G.1.s. 
If the rhythms of history continue, Millennials will not 

be  culture creators t o  the same  degree as Boomers, nor 
entrepreneurs to  the extent of Gen Xers. Instead, they will 
be  a generation capable of rebuilding powerful political 
and economic institutions and  re-energizing a s e n s e  of 
community and public purpose. (2000, p. 1) 

According to  Howe and Strauss (2000), the  next generation will be 

wonderful employees if properly treated. "They will offer loyalty and 

expect it in return. They will seek  workllife balance and engage in long- 
term career planning" (p l ) .  McCrorey (2001) labels Nexters as "Echo 
Boomers" and predicts that they will be comfortable in team-based 
environments with authority-type team leaders, but warns that they will 

challenge authority if they feel their values are  being violated. 

A look a t  the Statement of Principles of the  Institute of Public 
Administration of Canada (WAC) reveals a notable alignment with the  
values and principles of the Nexters. Among IPAC's principles are: 
accountability, service t o  the public, public interest, political rights, 

and a workplace free from discrimination a n d  harassment .  Take a 

look a t  how the values of WAC compare t o  core values of Nexters (as 
identified by Zemke e t  al., 2000, p. 32) .  
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IPAC Nexters 

accountability morality, confidence, 
achievement 

service to  the public optimism, civic duty, 
sociability 

public interest 

political rights 

achievement, sociability, 
street smarts 

street smarts and diversity, 
confidence, achievement 

workplace free from diversity, civic duty, 
discrimination and harassment morality and street smarts 

This match of core values and principles points t o  a bright future for 
the  public service in Canada a s  an attractive vocation for Nexters. The 
challenge for the public service will be t o  communicate effectively that 
this match indeed exists. 

Volumes have been written about how people of mixed ages and 
values will impact the world in general and the workplace in specific. 
These books are full of good advice and wisdom for how to  recruit 
and retain Nexters into the workplace - advice that leaders in public 
service would d o  well to  heed now. A study was conducted recently 
by O'Connor Kenny Partners who identified the eight factors most 
important t o  Nexters in their first job out of university (Luportier, 2000, 
p. 1): 

1. a fun work environment 

2. growth opportunities 

3. competitive salary 

4. diversity in projects 

5. good benefits 

6. learning opportunities provided by the employer 

7. travel opportunities 

8. flexible work hours 

Luportier (2000) stresses that the  next generation, t o  whom s h e  
refers a s  Generation Y, will want to  have a voice in the  workplace and 
have their needs acknowledged: 

It's n o  longer enough to  tell entry-level college graduates. 
"Work hard and the rewards will come." Gen Y wants t o  

define the rewards and the timetable. Keeping Gen Y 
requires listening t o  what they want and incorporating their 
ideas on the job. (p. 2) 

Demographic research and the subsequent predictors of Nexter 
behaviour are invaluable. However, there are  many cultural clues about 
Nexters, which can point the way for us in appealing t o  them a s  
employees. These clues are evident day and night through the  music 
and videos that weave themselves in and out  of our  radios, televisions 
and computer screens. Let's take a listen and challenge ourselves as 
leaders t o  tune in, not only with our  ears, but with our  hearts. If we 
really want t o  know what the Nexters will want in career and workplace 
environment, we should begin t o  listen t o  what they have t o  say and 
sing. 

Much can be learned about the youth of Canada by looking a t  how 
they are  embracing diversity, not only across cultural groups, but across 
musical genres. A look a t  the Billboard Hot 100 for the  week of 
August 5, 2 0 0  1, reveals a startling diversity of artists. Represented on  
the list are rappers, hip hoppers, country artists, all-boy bands, all-girl 
bands, mixed boygirl bands, disco remakers, and even artists from 
days gone by such a s  Luther Vandross and Marvin Gaye. According to  
Canada's MuchMusic, the top seven music video artists for the  week 
of August 10, 200  1, are: 

1. Wave - a very young Canadian pop band 

2.  D l 2  - a pairing of controversial American poet/rapper 
Eminem with a host of other rappers 

3. BLINK 1-8-2 - a neo-punk band 

4. Destiny's Child - an African-American female 
hip-hoplrap trio 

5. J a n e t  Jackson - a pop music icon for 2 0  years 

6. Our  Lady Peace - a Canadian alternative rock band 

7. "N Syncr'- an  American all-male pop and dance band 

This list is a clear indicator that diversity in sound and philosophy is 
alive and well and appealing to  the "next" generation. 

A powerful indicator of how Nexters may view their own future can 
be found in the lyrics of "LIFE", an immensely popular song and  video 
by Canadian band Our Lady Peace. The words reflect a keen awareness 
of the problems facing today's youth, but point t o  the optimism and 
strength they hold as a generation: 
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Oh, Life is waiting for you 
So messed up, but we're alive 
Oh, Life is waiting for you 
So messed up, but we'll survive 
All messed up, but we'll survive 

(Maida, et. al, 200 1 )  

Other songs whose popularity is indicated by album sales and high 
chart ratings express similar themes. "Drive," a song by the band 
Incubus, has been on Billboard's Top 100 for twenty-eight weeks. 
The lyrics reflect the values, self-determination and confidence that 
demographers have indicated as typical of  Nexters: 

Sometimes, I feel the fear o f  uncertainty stinging clear. 
And, I can't help but ask myself how much I let the fear 

take the wheel and steer. 
It's driven me before, and it seems to have a vague, 

haunting, mass appeal. 
But lately, I'm beginning to find that I should be the one 

behind the wheel. 
Whatever tomorrow brings, I'll be there, with open arms 

and open eyes. 
So i f  1 decide to waiver my chance to be one of the hive 
Will I choose water over wine and hold my own and 

drive? 
It's driven me before and it seems to be the way everyone 

else gets around. 
But lately, I'm beginning to find that when I drive myself 

my light is found. 
Whatever tomorrow brings, I'll be there with open arms 

and open eyes 
(Boyd, et. al, 1999) 

(lyrics as they appear on CD jacket) 

The lyrics o f  this song reflect a realistic awareness of  the dangers o f  
life coupled with a hope that individuals can make a difference. The 
core Nexter value o f  personal accountability is well reflected in the line 
"when I drive myself, my light is found." 

So how do we, as employers, attract the attention of  an entire 
generation? A sterling example of  recruitment efforts aimed specifically 
at Nexters is the Canadian Forces Recruitment Website. This website 
opens with music, fast-moving video images and realistic sound effects. 
Within moments, the phrase "Explore the Possibilities" appears and 
then lingers on the screen. This website cleverly uses images and words 
which portray the military in ways which appeal to many o f  the core 

values o f  Nexters: confidence, optimism, civic duty, street smarts 
and diversity (Zemke et al., 2000). The site should be viewed as a 
benchmark of  the type o f  recruitment effort required o f  the public 
service o f  Canada to attract and retain Nexters. 

What are the "next" implications for those o f  you who are 
in leading recruitment roles in government and public service? A 
recent master's thesis at Royal Roads University listed values-based 
leadership, strategic vision, collaboration and developing people 
among the leadership behaviours most desired in government leaders 
(Nasmyth, 2000). These sound like employer behaviours which would 
be recognized and valued by a young Nexter shopping for a career. 
Catching the attention of  your next generation o f  fellow public servants 
will require creative and committed leadership actions. Perhaps your 
most telling leadership challenge o f  the next decade is to find ways 
to tell Generation Next that career involvement in public service is 
an honourable vocation and that you, as their employer, will honour 
their values. 

They are telling us who they are, these Nexters, these heirs o f  the 
world we have created. All we know o f  them gives us good reason to 
hope that they can and will, indeed, save our world with a collective 
soul that may be unparalleled in history. We are in good hands . . . 
and hearts. 
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Snowflakes a re  o n e  of nature's most fragile things, 1 

what  they can  d o  when they stick together. 
- Vesta M. Kelly 

World 

but j u s t  look 

Introduction 
Over the past decade, global, economic and technological changes 

have pressured organizations and their workplace cultures t o  adapt o r  
falter. As a result, individuals working for these organizations often 
experience increased stress, fear and feelings of chaos. In the  past 
five years, rapid changes in information technology (IT) have added 
significantly to these pressures t o  adapt in both the public and 
private sectors. In many instances, as individuals try t o  adapt t o  these  
changes, they may find that their personal belief systems d o  not align 
with organizational values. Misalignment of organizational and personal 
value systems not only raises frustration levels, but also decreases 
morale and escalates the challenge of recruiting and retaining IT 
professionals. This paper examines the leadership challenges that 
Canadian governments face in the turbulent Internet era. The problem, 
in short, is how t o  make government an e-leader. 

The analysis presented here looks first a t  the  key underlying 
retention and cultural issues for IT professionals in government. 
Success stories from the public and private sector are  used t o  
illustrate the leadership behaviours required for fundamentally 
changing organizational processes. Particular emphasis is placed on  
the Canadian context, especially the B.C. government, where the  
author has worked for over 20 years. Lessons learned from these  
successes highlight the leadership principles needed t o  transform 
government leaders into e-leaders. In particular, a modified version 
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of transformational leadership theory is advocated here a s  the best 
approach to  addressing these retention issues and instituting 
e-leadership in government. 

The IT Industry 
The IT industry is relatively young compared to  other industries, 

such a s  law or manufacturing. IT emerged out of efforts to  crack 
secret military codes during World War 11. Since that time, industry 
has evolved with increasing rapidity. Technological advancements have 
made computers ever more affordable and easier to use, resulting 
in their widespread adoption by private sector and government 
organizations. Societies and economies have been transformed by 
computerization, and there is n o  going back. The very nature of 
organizations and their interrelatedness have been fundamentally 
altered. As computerization has deepened and widened, the demand 
for skilled IT professionals has skyrocketed. 

Key Retention Issues for Government IT 
Professionals 

Despite the collapse of many "dot.com" businesses in the past few 
years, the  demand for IT professionals continues to exceed supply. The 
problem has been exacerbated in the context of government by various 
demographic and market factors: 

increasing citizen demand for services delivered over the Internet: 

looming increases in the rates of retirement; 

offering interesting and challenging work: 

ensuring competitive salary rates: and 

continuously reacting to market driven technological change. 

In the  context of the B.C. government, these problems will 
be compounded because IT professionals with one  to  five years 
experience, a s  well a s  those with five to  ten years experience, are 
leaving a t  increasing rates. The demand for skilled IT professionals will 
continue to  grow a s  many public and private sector organizations turn 
to  the Internet to  deliver services to citizens and consumers. 

Some public and private sector organizations (e.g., 
PricewaterhouseCoopers, or PwC) and IT worker organizations (e.g., 
Canadian Information Processing Society, or CIPS) have conducted 
surveys to  determine the critical needs of IT professionals. The PwC 
survey (PricewaterhouseCoopers, 2000) indicated that the top three 
retention issues for IT professionals were: respect: supportive, effective 

management: and full health benefits (i.e., dental and medical). For 
each of the  previous two years. this survey has indicated that the most 
important retention issues are  respect and supportive management. 
The CIPS survey (Wynford Group, 2000) also indicated the need for 
competitive compensation, a s  a top retention issue but pointed a s  well 
to the need for challenging work and a balanced work life. 

These findings are  echoed in a recent B.C. government survey of 
exiting IT professionals. This survey identified the top five reasons 
IT workers were leaving government: higher compensation; more 
challenging work; better benefit packages: better company: and 
different location (Information, Science and Technology Agency, 200 1 ). 
Finally, an  examination of the  retention problem in the  February, 2001, 
Royal Roads University Executive Leadership program indicated similar 
issues for IT professionals (e.g., challenging work and recognition), plus 
some additional concerns such as the  need for a shared leadership 
vision. These survey and workshop findings suggest a myriad of 
leadership issues that governments need t o  address in order to attract 
and retain IT professionals. 

Key Organizational Factors for Retaining IT 
Professionals 

As the preliminary research described above shows, several factors 
are vital in attracting and retaining IT professionals. Together these 
factors contribute to  effective organization culture. This is culture that: 

offers challenging work: 

holistically supports the  employee's career and non-workplace 
needs; 

rn recognizes and rewards achievement: 

fosters risk taking and innovation; 

provides effective leadership; and 

nurtures a common belief system (i.e., community identity). 

A brief discussion of each of these  factors follows: 

Challenging work develops the  skills of employees, provides 
job enrichment and increases job satisfaction. Employees who enjoy 
their work and are motivated t o  learn are more likely to remain with 
organizations. For IT professionals, work that involves the latest 
technologies is a major factor in attracting and keeping employees. 
Duxbury, Dyke and Lam's career development research for the federal 
government suggests that gaps between employee perceptions and 
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what actually exists within the  organization may also be a factor 
causing worker flight (1 999, p.8). 

Holistic organizational support nurtures a n  employee's career 
and non-workplace needs  by e.g. enabling community and family 
activities. This support can also take the form of managers coaching, 
mentoring and guiding employees in their skill development and career 
growth activities. A lack of management caring reduces morale and 
increases frustration, as employees feel that they cannot contribute 
toward achieving their own goals o r  the  organization's goals. Rosabeth 
Moss Kanter's book evolve (200 1) demonstrated that holistic 
organizational support and management caring were key reasons why 
people chose t o  work a t  IBM o r  Sun Microsystems. 

Reward and recognition must be used t o  link employee 
achievements to  the organization's vision. The literature strongly 
implies that, t o  be effective, reward and recognition must b e  
extended persistently through all levels of the  organization. A 
lack of recognition reduces morale and inspiration, resulting in a 
depressing work environment. Many governments, including the federal 
and B.C. government, have implemented reward and  recognition 
programs t o  address this need. The federal government's Outstanding 
Achievement Award and the  B.C. government's Public Service Awards 
are only two examples of ways in which outstanding individual and 
group achievements are recognized. 

Risk taking and innovation foster a n  environment where 
employees are  encouraged to  take chances and t o  learn from their 
mistakes. Creative thinking and morale plummets in work environments 
that stifle learning, innovation and  creativity. B.C. Hydro Crown 
Corporation effectively demonstrates creative risk-taking by allowing 
employees t o  raise their concerns anonymously (Izzo & Withers, 2000, 
p. 130). Creativity and innovation a re  fostered also by the  Information 
Technology Services Division (ITSD) of the  B.C. Ministry of Management 
Services, which: 

has a high-performance culture that promotes individual, 
team and organizational success.  Creativity, innovation and 
risk taking are  recognized and rewarded, a n d  individuals are  
treated with fairness, dignity and  respect. ITSD is committed 
to  being a n  employer of choice. (Public Service Employee 
Relations Commission, 2 0 0  1 ) 

As a third and impressive example, Statistics Canada's "no layoff 
policy" (in effect since 1979) is critical in enabling career development 
and encouraging risk taking in spite of fiscal pressures and budgetary 
reductions (Duxbury e t  al., 1999, p. 138). All of these  examples 

illustrate that risk taking and innovation can be  successfully introduced 
into the culture of government. 

Effective leadership paints the organizational vision and links the  
work of individual employees t o  the vision. This interconnectedness 
cultivates the organization's communal identity, enables dreams 
and allows for sharing and relationships t o  flourish. In short, such 
leadership transforms individuals and organizations. Transformational 
leadership involves articulating a clear vision, being confident, 
celebrating successes, modelling organizational values and enabling 
others to  achieve the organization's vision (Yukl, 1998, p. 342: 
Kouzes & Posner, 1995, p. 3 18). Through transformational leadership, 
individuals feel confident that they can make a difference in their 
office, family and community environments. 

Community identity provides the common bond that connects 
organizational beliefs and assumptions with an individual's values. 
Kanter implies that "shared identity [is] shared fate" (Kanter, 2001, 
p. 195). Both are essential to  constructing organizational communities 
that have "a structure and a soul" (Kanter, 2001, p. 192). Within a n  
organization, community identity is comprised of visible symbols (e.g., 
casual dress codes and flexible work schedules) and ethical behaviours 
(e.g., pride, trust and respect for diversity). Organizations that have 
an internal community identity can extend this interconnectedness 
outside the organization t o  other individuals, partner organizations 
and the larger social community. This extended structure nourishes 
and sustains a strong organizational community that has a shared 
identity and a 'shared soul'. Private sector organizations, such as IBM, 
Abuzz Technologies and Akamai, use this structure to  extend into 
communities to  assist educators, parents and students in devising 
solutions that meet their needs. Many government employees are  also 
utilizing the power of shared sou l  to  make a difference within their 
local communities (e.g., participation in the  United Way campaigns). 

The above six factors are essential ingredients in effective 
organizational culture. Culture is a complex system which influences 
and is influenced by the  behaviour of individuals. These reciprocal 
interrelationships form what are known as complex adaptive systems 
(CAS). Individual behaviours emerge from these relationships and 
interactions and create new cultures, which influence in turn the  
behaviours of individuals (Stevenson & Hamilton, 2001).  The lnternet 
is itself a complex adaptive system, and it is transforming the complex 
adaptive system that is government culture. As this global change 
takes place, the importance of the above factors of effectiveness is 
increased. In what follows, the leadership and organizational challenges 
posed by the lnternet are briefly discussed. 
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The Internet and Transformational Leadership 
The Internet's strengths of speed and interconnectedness provide 

opportunities for individuals, groups and organizations to  connect with 
each other almost instantaneously throughout the  world. Organizations 
that wish t o  leverage these strengths find that they must react more 
quickly and adapt to  increased demands from globally dispersed 
consumers. Organizational processes that worked well within a 
particular region may need to  be enhanced or discarded to adjust to  
these new requirements. The ripple effect from these adjustments 
influences all aspects of the organization, which in turn affects how 
services are delivered to consumers. 

In many instances, this frenzied pace of reaction is similar 
to  organizational behaviours associated with crisis events (Valle, 
1999).  Valle suggests that leaders can turn these 'crisis' events into 
opportunities t o  reform their organizational culture s o  that it is more 
flexible. "Selection, training, and appropriate reward systems can help 
leaders build adaptive organizational cultures, which will not only 
succeed in crisis environments, but excel" (Valle, 1999, pp. 245-257). 
Excelling in the  digital economy means that leaders need to  think 
differently ('outside the box'), become more creative and employ 
strategies that harness the knowledge and expertise from a vast 
network of relationships (e.g., relationships with management, staff, 
customers and the surrounding social community). Effectively, leaders 
need t o  supersede their transformational leadership skills and shift 
their thinking to  meet the new reality, a transformational process 
characterized here a s  e-leadership. 

e-leadership: Enhancing Transformational 
Leadership Behaviours 

What is e-leadership? Why d o  we need it? Is this just a fad, like 
prefixing all other electronic-based or digital related initiatives with 
an  "e"? e-Leadership in this context is enhanced transformational 
leadership - with faster decision making to  manage the increased 
rate of change, higher levels of collaboration to take advantage 
of widespread connectivity and greater creativity to develop new 
Internet-based solutions. 

The lnternet is a catalyst that allows leaders to  react quickly to  
increased demands from multiple geographically dispersed audiences. 
Internet-based audiences expect their demands will be satisfied in a 
short time frame, otherwise they will take their business elsewhere. 
Governments are not immune to this pressure. Citizens expect 
faster response and more access to government services a t  their 

e-Leadership in a Digital World 

convenience (i.e., 2 4  hours per day, 7 days per week). This was clearly 
demonstrated in the  Citizens First 2000 report, which found that 
"most citizens expect an  e-mail response either 'Same day' or 'Next 
business day"' (Institute of Public Administration of Canada, 2001, p. 
58). While it is vital for governments to  respond to  these pressures for 
faster action, there a re  inherent dangers in reacting too quickly. 

To respond to these  dangers, governments will need to embrace 
higher levels of collaboration. They need to  reach out to  diverse 
communities to come to  know how their needs vary and t o  understand 
their expectations. To effectively dialogue with multiple stakeholders, 
governments will need to  use  the  Internet in increasingly innovative 
ways. But wider communication is not an  end in itself. The increased 
collaboration that interconnectivity makes possible improves the 
delivery of government services. These changes make government 
nimble and more responsive to  citizens' needs. 

Bureaucracies are  not known for their nimbleness o r  creativity, but 
the digital era offers new possibilities. While the  traditional culture 
of government may not foster innovation, the  Internet is an  agent of 
cultural change. To meet  these  challenges, governments need to find 
new ways of thinking, using methods that leverage the creative energies 
of all employees. While this kind of cultural change may not be easy, we 
can be sure that most public servants would welcome it. 

Recent reports from both the  Australian and Canadian federal 
governments confirmed the need for a significant shift in thinking by 
government leaders. The Australian report stated that: 

future strategic leadership will require leaders to  have 
a firm vision for their organization. The future will 
require corporate agility, knowledge management, renewal 
and relevance and succession planning. (Carney e t  al., 
1999, p. 3) 

The Canadian federal government's Report of the Roundtable on 
Renewing Governance supported Carney's findings: 

to  succeed in this more complex, interconnected and 
rapidly changing world, people in all sectors (public, private, 
and voluntary) are  recognizing the urgent need to  develop 
approaches to  leadership and governance that are more 
distributed (in which many more people can participate) 
and more learning based. These are approaches that can 
adapt more quickly and operate more effectively across the 
shifting boundaries that separate organizations, industries, 
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disciplines, sectors and political jurisdictions. (Rosnell, 
2000, p. 1, italics added) 

Earlier in this paper, examples showed how IBM, Hewlett Packard 
and Statistics Canada rose t o  and embraced the  'e-leadership' 
challenges through fundamental organizational and leadership changes. 
How did they d o  it? First, leaders extensively collaborated with 
multiple stakeholders throughout the  change process. Second, leaders 
leveraged the interconnectedness of the  organization's extended 
structures to hasten the  rate of change throughout the organization. 
Innovative methods (including improvisational theatre) were used t o  
spark dialogue and to engage employees and other critical participants 
in the change process. Consequently, leaders were able to  engage the 
knowledge, passion and hearts of multiple communities of interest in 
building a shared vision - the first s tep in fundamental organizational 
transformation. The intense interconnectedness of these complex 
adaptive systems facilitated and sustained these interest communities 
during the remainder of the transformation process. IBM's rapid three- 
year transformation to  a customer-focused organization could not have 
occurred without Chief Executive Officer Lou Gerstner's leadership and 
IBM's vast array of interrelated partners. 

The leadership that brought about these fundamental organizational 
shifts was transformational in the traditional sense. It demonstrated the  
following recognized features: 

re-establishing a new organizational vision; 

clearly articulating and constantly communicating the new vision 
throughout the organization: 

encouraging and supporting risk-taking, "learning from mistakes," 
innovation and creativity: and 

linking organizational goals vertically (e.g., t o  daily work) as well 
as horizontally (e.g., across departments) within the  organization. 

These characteristic transformational leadership behaviours will 
continue to be required in the  digital era. 

These leaders also demonstrated the  following enhanced behaviours 
of e-leadership: 

exploiting the interconnectedness of the  Internet and 
organizational networks to  facilitate and sustain dialogue; 

recognizing, valuing and adjusting organizational processes t o  
reflect diverse stakeholder needs; 

collaborating with stakeholders to  shape organizational goals; and 

linking organizational goals t o  external communities of interest 
(i.e., to  consumers and local citizens). 

All of these adaptations can be used within the  public sector. Many 
governments are now a t  a crossroads, struggling to  resolve a multitude 
of staffing challenges (e.g., the  retention of IT professionals being 
only one  of these problems) a s  well a s  fiscal challenges (while 
yet trying to deliver more citizen-focused services). e-Leadership 
can not only address the problem of retaining IT staff, but also 
provides an  opportunity to  engage multiple communities of interest 
together to  work towards resolving these broader challenges. The 
federal government's Learning Resource Network (http://learnet.gc.ca/ 
eng/index.htm/) and Leadership Network (http://leadership.gc.c& 
menu-e.asr>) are clood examples of learning communities that. - - - .. 

facilitate dialogue and information sharing for public servants and 
specific communities of interest (e.g., policy, science and information 
technology). Encouraging involvement in building and sustaining these 
learning communities enriches an  individual's work and could help 
in building a supportive organizational culture that is rewarding, 
challenging and builds shared soul. 

Conclusion 

A s  Rosabeth Moss Kanter says "you can't put lipstick on a 
bulldog." You can't implement cosmetic organizational change when 
fundamental change is required. To adjust to  the  digital environment, 
leaders in organizations, including s o m e  in the  public sector, 
have embraced this fundamental change. Without undertaking such 
change, organizations (including government) cannot achieve significant 
competitive advantages to  retain and recruit staff. These few examples 
of fundamental organizational change serve a s  guiding 'beacons' to  
leaders, managers and staff who want to  rise t o  the  e-leadership 
challenge. By working together a s  a united community with shared 
values, we can all contribute to  the  achievement of societal ideals, 
organizational goals and individual dreams. 

We can never direct a living sys tem - w e  can  only disturb it. 
- Wheatley, Kellner-Rogers, 1996 

enabling and nurturing a continuous learning environment within 
the organization; 



Change Delivered: Leadership through Public Service e-Leadership in a Digital World 

References: 
Carney, K., Hein, J., Ehnhuus, M., Robinson, D., Grant, J .  

& Scargill, B. (1999). SWIM 1999 - Leadership. Better 
practice online, public service & merit protection commission. 
Government o f  Australia. Accessed June 19, 200 1 .  
URL:http://www.psmpc.gov.au/bpo/leadership.htm 

Duxbury, L., Dyke, L. & Lam, N .  (1999). Career development in 
the federal public service: Building a world-class workforce. 
Treasury  bard of Canada secretariat. Accessed March 2, 2001. 
URL: http://www.tbs-~ct.~c.ca/~u bs~pol/partners/workreport~e. html 

Information, Science and Technology Agency. (2001). Exit interview 
report. Victoria, B.C.: Government o f  British Columbia. 

Institute of  Public Administration o f  Canada. (2001). Citizens 
first 2000. IPAC Website. Accessed August 17, 200 1 .  
URL:http://www.ipaciapc.ca/english/menu.htm 

Izzo, J.  B. & Withers, P. (2000). Values shift: The new work ethic and 
what it means for business. Toronto: Prentice Hall. 

Kanter, R. M .  (2001). evolve: Succeeding in the digital culture o f  
tomorrow. Boston: Harvard Business School. 

Kouzes, J .  & Posner, B. (1995). The leadership challenge. San 
Francisco: Jossey-Bass. 

PricewaterhouseCoopers. (2000). High tech worker survey report. 

Public Service Employee Relations Commission. (200 1 ). Public 
service week's message of  the day. Public Service Employee 
Relations Commission. Accessed June 13, 2001. 
URL:http://www.pserc.gov.bc.ca/pswk/Daily/wedmessage.htm 

Rosnell, S.  A. (2000). Changing frames: Leadership and governance 
in the information age. Report o f  the roundtable on renewing 
government. Viewpoint Learning. Accessed June 2 1, 200 1 .  
URL:http://www.viewpointlearning.com/leadership.html 

Schein, E. (1996, Fall). Three cultures of  management: The key to 
organizational learning. Sloan Management Review, 38 ( 1 ) .  

Valle, M .  (1999, Summer). Crisis, culture and charisma: The 
new leader's work in public organizations. Public Personnel 
Management, 28 (2).  

Wynford Group. (2000). ClPS 2000. Technical professional survey 
results. Canadian Information Processing Society. Accessed 
January 2,  200 1 .  ~ ~ ~ : h t t ~ : / / w w w . w ~ n f o r d ~ r o u ~ . c d m / ~ l ~ ~ / ~ ~ ~ ~ ~  
2000-Results.htm 

Yukl, G. (1998). Leadership in organizations. (4th ed.). Upper Saddle 
River, N J :  Prentice Hall. 

Zemke, R., Raines, I .  & Filipczak, B. (2000). Generations at work: 
Managing the clash o f  veterans, boomers, Xers and Nexters in 
your workplace. New York: American Management Association. 

Stevenson, B. & Hamilton, M .  (2001). How Does Complexity 
Inform Community, How Does Community Inform Complexity? 
Emergence: A Journal o f  Complexity Issues in Organizations 
and Management. Matwah, NJ. 3 (2) .  



Catherine Reznechenko, B.A., M.A. (Candidate) 

I am currently the  Acting Deputy Director of Services to  Aboriginal 
Children and Families in the  provincial headquarters office of the 
Ministry of Children and Family Development in British Columbia. 
This Division works with developing and practicing Aboriginal Child and 
Family Service Agencies throughout the province who have delegated 
staff providing a variety of services including support, guardianship, 
and full child protection responsibilities in their local communities. 

I 

I have worked with this ministry for 20 years, in many different 
positions primarily involved with child protection. I have many 
interests, and have always had a particular interest in the  challenges 
facing Aboriginal communities. I played a major role in the  
development and implementation of the  Federation for Aboriginal 
Foster Parents. This federation will enhance and support Aboriginal 
foster parents in BC. Out of an interest in the  high incidence of Sudden 
Infant Death Syndrome (SIDS) in Aboriginal infants in the province, I 
initiated, co-ordinated and led a working group. An implementation 
plan resulted in a number of initiatives to increase awareness 
of what can be done to  decrease the risk of SIDS, including the 
distribution of pamphlets, and an educational video and Public Service 
Announcement video. 

I live off-the-grid with my husband and German shepherd dog on a 
hill-top in Metchosin just outside Victoria. My two grown children live 
nearby. I a m  currently completing a Masters degree in leadership and 
training from Royal Roads University. 

Author: Learning Leadership 



Learning Leadership 

Catherine Reznechenko 

1.  The Importance of Leadership and Leadership 
Training 

Leadership has been studied extensively by many researchers over 
the  years, and a number of common themes continue to  be expressed 
in the  literature. Even forty years ago, Warren Bennis noted that 
more has been written about leadership, and less is known about it, 
than about any other topic in the behavioural sciences. Most would 
agree that strong and skilful leaders are the backbone of successful 
organizations and that their major challenge is how to release the 
brainpower of their organizations. "Perhaps the greatest contribution 
a leader can make is to provide opportunities for others to develop 
and exercise leadership" (Picard, Gibson & Maclver, 2000, p. 7-6). 
Leadership is about values and integrity, a t  both the personal and the 
organizational level. It is about creating an environment that brings out 
the  best in people: 

Leadership isn't the private reserve of a few charismatic 
men and women. It's a process ordinary people use when 
they're bringing forth the best from themselves and others. 
Liberate the  leader in everyone, and extraordinary things 
happen. (Kouzes & Posner, 1995, p. xx) 

The question of whether a leader is born or made is frequently 
asked. Kouzes and Posner, along with many other authors and 
researchers, suggest that leadership is a set of skills that can be 
enhanced. For this to occur, it is necessary that the  learners are 
motivated, have opportunities for practice, receive feedback and 
coaching on their performance, and have role models (1995, p. 323). 
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Most accept that effective leaders are constantly learning and that 
they view all their experiences, not only those in the classroom. a s  
learning experiences. Leadership skills can be classified into various 
competencies that must be addressed in the design of leadership 
courses and workshops. In short, through competency based 
leadership training, ordinary people can be extraordinary leaders. 

In British Columbia, the  Ministry of Children and Family 
Development (MCFD), with a staff of over 5,000, provides a wide range 
of services for British Columbians including adoption, child protection, 
child and youth mental health, community living, guardianship, youth 
justice, and other youth services. Services are delivered in urban, 
rural, and remote settings, which offer a variety of geographic and 
social challenges for ministry leaders throughout the organization. 
At the  top, a handful of executives face another set  of leadership 
challenges. For instance, ministry executives are currently examining 
the regionalization of MCFD structure. It is expected that the operating 
structure, organizational charts, and geographic scope of the ministry 
will change fundamentally before the end of the year 2001. 

Within the  Ministry of Children and Family Development there is 
an  observed tendency for staff to  look for permission, direction, and 
decisions from above. Staff often feel that they have little, if any, 
control over decisions - that everything just happens to  them. 

In this paper, leadership and leadership training is examined in 
the  context of MCFD. The existing leadership training initiatives are 
examined, a s  well as attempts made to  evaluate these programs. 
Training evaluation efforts are  substantiated a s  warranted. In addition, 
this paper reports o n  research currently in progress to  develop a more 
substantial evaluation of the leadership training for the  ministry. In the 
remainder of this section, the  results of external reviews of the ministry 
and of the provincial public service generally are presented. 

External Review 

Several public bodies external to  the MCFD publish reports that 
review various aspects of the work of the ministry. According to  
the provincial Child and Youth Advocate (appointed by the Premier), 
leadership training for supervisors and team leaders in the MCFD is 
inadequate ( 1999, 2000).  BC's Auditor General found in his 1999/2000 
report that human capital in the  provincial public service is a t  risk due 
to a lack of effective strategies for maintaining the knowledge and skills 
of government workers (2000). 

In addition, downsizing, reorganization and retirement have 
increased the need for training and development (BC Auditor General, 

2000). Between 1999 and 2003, u p  t o  43% of senior managers will 
reach the age of 55 and be eligible to  retire. This figure highlights the  
urgent need for the  training and development of the  next generation 
of leaders and specialists. In recent years the  BC public service has  
spent close to  two billion dollars annually o n  salaries and benefits; in 
comparison the investment in training and developing staff is small 
- less than one percent of payroll. 

The Auditor General's report also provided a detailed audit of 
succession planning across all provincial government ministries. It laid 
the foundation and articulated the  rationale for a proactive, effective 
approach to  maintaining the knowledge and skills of public servants. 
It recommended the provincial government make a commitment to the 
development of a culture of learning, use training and development a s  
a strategic tool in the  management of human capital, and incorporate 
core competency training and development needs into operational 
plans. These recommendations a re  having an  effect. According t o  the  
MCFD 2000/200 1 Performance Plan, a key ministry goal over the next 
three years is to  give ministry staff the  tools and support they need to  
d o  their jobs more effectively by improving their knowledge skills and 
abilities through competency-based training. 

2. Existing Leadership Training Initiatives at MCFD 
In this section, I briefly describe existing leadership training 

initiatives a t  MCFD. The content and competencies of these programs 
are described in greater detail in a table below. Currently the  MCFD 
is offering two main training programs t o  develop t h e  leadership 
competencies of managers and leaders: the  Executive Program in 
Public Sector Leadership (EPPSL) and the Emerging Leaders Program 
(ELP). Both programs are designed and delivered by the Royal 
Roads University Leadership and Learning Collaboratory, and both are  
competency or outcome based. The programs follow the principles 
of adult learning, taking into consideration the skills and experience 
the professionals, a s  learners, bring to  the  program. Program content 
has been developed to address the  specific needs of ministry staff in 
leadership positions. These programs relate directly t o  the  management 
curriculum being designed by Employee Learning Services a t  PSERC 
(Public Service Employee Relations Commission). Program participants 
will receive credit toward selected degree programs. 

During the fiscal year 2001/02, the  ministry plans to  send 2 0  to  
35 middle managers and directors through EPPSL, and approximately 
240  managers and team leaders through ELP. It is hoped that, over the  
next two to  three years, all leaders within the  ministry will have the  
opportunity to  participate in o n e  of these training programs. 
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The Executive Program for Public Sector Leadership 
(EPPSL) 

The EPPSL is delivered over six consecutive days of residency 
and is designed to  help upper-level managers and directors to  
develop effective leadership skills. It is based o n  action learning, 
assessment and coaching, and provides an  opportunity for participants 
to exchange ideas and insights with peers, enhance specific leadership 
competencies and gain a renewed sense of excitement for their careers. 
Working in small learning teams, participants apply their personal 
experiences and newly gained knowledge to  generate leadership 
strategies for a real-life public sector business dilemma. The teams 
present their recommended leadership strategies to  a distinguished 
panel which discusses and evaluates the  team presentations (RRU, 
200 1, EPPSL brochure). 

Emerging Leaders Program (ELP) 

The ELP is delivered in three parts: (1) a three-day residency 
combines instructional sessions with team work, using a real life 
leadership challenge or "business dilemma" to  introduce - and put into 
practice - leadership concepts, tools and skills: (2) a five-week team- 
based workplace application of the knowledge and concepts introduced 
along with the leadership challenge: and (3) a final two-day residency 
culminating in team presentations of strategies recommended a s  
a response to the  business dilemma. ELP is competency based 
and designed for mid-level managers and team leaders. The ELP 
incorporates various assessment instruments, theory and practice of 
action learning, and leadership concepts. 

The following table provides a brief overview of the  leadership 
training programs provided by the Ministry of Children and Family 
Development (RRU, 200 1, ELP & EPPSL brochures): 

7 Ministry Leadership Training 

I upper-level managers and directors I mid-level managers and team leaders I 

EPPSL ELP 

Learning Leadership 

Participants 
r I 

Purpose 

Competencies 

to develop effective leadership 

Assessment, action learning and  
coaching to develop effective 
leadership through: 

t o  address the needs of staff in 
leadership positions 

Personal Competencies: 
individual characteristics and skills 

People Competencies: 
effectiveness in working with and 
influencing others 

Organizational Competencies: 
areas of strategic effectiveness 

System Competentices: 
impact of change within the public 
sector itself 

Assessment, action learning and 
knowledge to develop effective 
leadership through: 

Personal Competencies: 
individual characteristics and skills 

People Competencies: 
effectiveness in working with and 
influencing others 

Organizational Competencies: 
areas of strategic effectiveness 

Learning Objectives 

A Holistic Approach t o  Thinking: 
focus on four thinking skills (rational, 
safekeeping, feeling and experimental) 

Personal Leadership: 
explore effective leadership through 
inspiration and motivation with a 
vision and a mission 

Leadership Assessment and 
Development: 
gain in-depth self-knowledge through a 
360-degree leadership assessment to 
identify strengths and learning goals 

Team Work Skills: 
enhance skills and provide tools and 
techniques for building and leading 
teams 

Organizational Change: 
learn effective approaches to build 
commitment to the vision, facilitate 
stakeholder involvement and 
overcome resistance to change 

Communication and Issues 
Management 
understand how success is directly 
'inked to the dynamics of interpersonal 
:ommunications 

Courage as  a Requisite of Personal 
Leadership: 
learn effective leadership through 
emotional awareness of self and 
others 

Working with Teams: 
examine the variety of roles for team 
synergy and effective team decision 
making skills 

Problem Solving: 
identify, communicate and manage the 
structural dynamics of problems while 
applyling systems thinking techniques 

Organizational Change: 
engage in a systematic process to plan 
for and implement a change effort in 
an organization 

Managing in High Stress 
Environments: 
learn how to identify uncertainty, 
instability and stress, to understand 
their source, and to manage stress 
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Systems Thinking: 
enhance the capacity to think in terms 
of whole systems and foster creative 
collective inquiry 

Continuous Learning: 
create an electronic personalized 
learning plan to identify individual 
goals, learning opportunities and goal 
attainment 

3. Nature and Necessity of Training Evaluation 
This section looks a t  the  need to  evaluate training initiatives and 

considers a number of factors that enhance a transfer of learning to  
the work place. It also introduces a standard comprehensive model of 
training program evaluation which will be  used in a subsequent section 
to  assess  training evaluation a t  MCFD. 

It cannot be assumed that training is effective. It is necessary 
for governments t o  carefully evaluate expensive leadership training 
initiatives to  ensure value delivered for money spent. Evaluation results 
can be used to  assist decision-makers in determining whether or not 
a program has accomplished what it was designed to accomplish, 
and has delivered o n  its commitments. Without evaluating leadership 
training programs, their degree of success cannot be monitored. A few 
of the  ways government decision-makers can foster this success are 
now considered. 

Transferring Learning 

The literature o n  transfer of learning to  the  work site following 
an  off-site training experience indicates that the  likelihood of 
behavioural change is affected by trainee motivation and confidence, 
work environment (transfer climate), post-training support, and the 
availability and quality of mentoring and coaching. 

Warr's (1 999) longitudinal study of training program evaluation 
found that reactions t o  training (enjoyment of training, perceptions of 
its usefulness, and its perceived difficulty) were generally unrelated to 
subsequent job behaviour: 

Both immediate and delayed learning were predicted by 
trainees' motivation, confidence and use of certain learning 
strategies . . . (while] changes in job behaviour were 
independently predicted by transfer climate and learning 
confidence. (p. 35 1 ) 

Training is more likely to yield positive outcomes in the  work site 
when the application of training material is encouraged and rewarded 
in the transfer climate. Warr concludes that, when assessing the effects 
of training in the work place, it is important t o  take into account 
differences among trainees and among their work sites. 

For skills to  be transferred to  the job, they must be built into the  
training. Kelly (cited in Boverie, Sanchez Mulcahy & Zondlo, 1994, 
p. 287) believes courses should be designed with the specific intent 
of transfer to the actual job situation. Organizational climate can also 
inhibit transference of learning if it is inconsistent with t h e  spirit of the 
training program (ibid.). 

Bramley (1 999) found that, while the  learning of principles and 
attitudes is probably necessary for changing behaviour, it is not 
sufficient. Performance is not simply a function of ability. He gives the 
following equation: 

Performance = (some function of) Ability x Motivation x Opportunity. 

"This implies that ability is not enough, when people are  not allowed 
to d o  something or are actively discouraged from doing it, there will be 
no performance" (p. 146). 

Chances of successful transference to  the  work site are  enhanced 
if trainees complete an  individual learning plan to  sustain and 
integrate their change and growth following the leadership training. An 
organizational culture receptive to  change and supportive of learning 
(a "learning environment") will also increase the  likelihood of transfer 
of leadership training. 

Another way to  improve transfer of learning is to  have coaching 
or mentoring opportunities in place. Mentoring is supporting an  
individual's desire for personal excellence by becoming more like the  
mentor. Coaching is supporting an individual's desire for personal 
excellence by becoming more like their true self. Mentors may 
be coaches, but coaching can offer far more than mentoring. 
Depending on context, both can be highly beneficial for individuals and 
organizations. 

Whether in sport or in leadership, people need to know when they 
are doing well and when they aren't. Coaching can serve this purpose 
and has many other benefits a s  well. There are many benefits to  
coaching and mentoring. It can improve another person's skills by 
guiding their development through practical real world issues. Coaching 
can also assist in designing learning infrastructure in an  organization. 
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Studies show that learning is hampered when there is n o  feedback 
and that motivation and performance diminishes over time unless 
people know how they are doing (Bandura & Cevone, cited in Kouzes & 
Posner, 1995, p. 288). Skillful coaching depends o n  candid, compelling 
and helpful critiques of behaviour. Effective coaching also requires 
considerable effort on the part of the coachee, particularly a resolve t o  
evaluate and learn from what the coach said (Senge, 1999). 

A study conducted by Olivero, Bane and Kopelman (1 997)  examined 
the  effects of executive coaching in a public sector agency. The 
interactive training received by participants in this study focussed 
on  managerial and supervisory competencies. Following the  three-day 
workshop coaches provided eight weeks of on-the-job consultations. 
While the training focussed on  principles, the coaching facilitated 
concrete project-specific involvement in each participant's work 
environment. The coaching covered goal setting, collaborative problem- 
solving, practice, and feedback. It also involved supervisors, evaluation 
of end-results, and required a public presentation. 

The 1997 study by Olivero e t  al. found that productivity increased 
by 88% when coaching was provided, compared t o  more modest 
productivity increases due to  training by itself. "There is considerable 
evidence that a critical factor influencing transfer of training is the  
extent t o  which the trainee receives the opportunity for practice 
and constructive feedback  (Goldstein, cited in Olivero e t  al., 1997, 
p. 461). They concluded that the benefits from managerial training a re  
increased even with limited follow up, feedback and measurement of 
outcomes. This research demonstrates the dramatic effects of coaching 
as a method of learning transfer. Executive coaching can ensure that 
knowledge from training emerges as skills applied a t  work. 

Training Evaluation 

Extensive leadership training can be costly, but its effectiveness can 
only be determined by evaluation of the training programs. To achieve 
greater returns on  investment MCFD needs t o  conduct a more thorough 
evaluation of training outcomes than they presently do. The literature 
on  training program evaluation points to  a number of potential benefits. 
Only by measuring behavioural changes following leadership training 
can the ministry hope to  maximize the potential for the application of 
learning to  the work environment. 

Training evaluation is difficult t o  do; often it is not done  a t  all. When 
done, it is typically confined to  "smile sheets," designed t o  measure 
customer satisfaction immediately upon course completion. Brown, 
and Dunn and Thomas have both remarked that this is the  most 

Learning Leadership 

common way - often t h e  only way - training is evaluated (cited in Rosti 
& Shipper, 1998). However, a comprehensive model for evaluating 
adult and workplace training programs has  been available for use 
since its development by Dr. Donald Kirkpatrick in 1959. Kirkpatrick's 
model includes four levels of evaluation. The first level is a measure 
of how participants feel about  various aspects of the training; it is 
essentially their immediate subjective reaction a s  described above. 
Level two is a n  "objective" evaluation of the  amount of knowledge 
acquired, skills improved o r  attitudes changed; essentially it gauges 
the  learning that takes  place as a result of the training. Measuring level 
three behavioural change - or  transfer of learning - is more difficult; 
it requires evaluation of the  training in terms of on-the-job behaviour. 
The fourth level is a measure of the final organizational results of the 
training. While program evaluation a t  this level is rare, it is, according 
t o  Kirkpatrick, the most  important kind of evaluation; organizational 
results a re  after all a primary reason training is taken in the first place. 

What follows is a more detailed discussion of the four levels of 
Kirkpatrick's model; it incorporates critiques of his work by several 
researchers. In addition, the  discussion includes advice from the 
literature on how best  t o  apply the model. As the above brief 
description already shows, Kirkpatrick's model is a comprehensive 
approach t o  collect quantitative and qualitative information about 
training programs. The discussion in this section will show how this 
model offers valuable and useful guidance for the evaluation of MCFD's 
leadership training programs. 

Kirkpatrick's Model Explained 

Reaction Evaluation -The first level of evaluation is based on  
participants' responses t o  carefully designed anonymous comment 
sheets; it identifies how well the  trainees liked the training. Data is then 
tabulated and quantified for subsequent analysis. Reaction evaluation 
is essentially a measure  of customer satisfaction; it does  not measure 
the learning that may o r  may not have taken place. Kirkpatrick (1 996)  
indicates that it is important t o  find out how people feel about a 
program, since presumably they must like it t o  be motivated and 
interested in learning, and  thereby t o  obtain the most benefit; 

the  more favourable the reactions t o  a program, the more 
likely trainees a re  t o  pay attention and learn the principles, 
facts, and techniques discussed, but favourable reactions 
don't assure learning. (p. 55) 

There are, however, significant benefits to  a reaction evaluation. 
Trainers can use  da ta  from this level of evaluation to improve 
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future programs. Also, reaction evaluation is important because 
administrators often make decisions about  continuing a training 
program based o n  participants' comments. While this first level of 
evaluation is useful, it is the least informative of the levels, and 
provides no  information a s  to  the transfer of the  training to  the work 
site. 

Learning Evaluation - This level of evaluation identifies to  what 
extent participants increase their knowledge, improve their skills, 
and/or change their attitudes. The extent t o  which the principles, 
facts and techniques covered in the  training were understood by 
the participants can b e  determined by comparing their pretest  and 
post-test results. This level of evaluation is typically completed by 
grading student assignments and exams, even though strictly speaking 
a comparison with pre-test results is logically necessary. This is all the 
more important in the case of adults and professional learners, who 
bring significant knowledge to  the  training in the  first place. Kirkpatrick 
(1996) s ta tes  that the  learning of each trainee should be measured to  
determine quantitative and objective results. Tests must be carefully 
composed; "unless the  test covers the  material presented, it won't be a 
valid measure of the  effectiveness of the  learning" (p. 55). 

Transfer Evaluation - Knowing principles and techniques is one 
thing, applying them on the job is quite another. There are many 
variables influencing the transition between learning and making 
changes in job behaviour. To maximize the  likelihood of learning 
transfer, participants should want to  improve, recognize their own 
weaknesses, work in a permissive climate, have help from a skilled and 
interested supervisor in the  work site, and have an  opportunity t o  try 
out new ideas (R. Katz, cited in Kirkpatrick, 1996, p. 56). 

The evaluation of learning transfer is especially difficult. A careful 
scientific approach is required t o  identify the  extent to which 
behavioural changes can be attributed t o  the  training, rather than to  
changing workplace conditions. At a minimum it is necessary to  take 
behavioural measures before training and then again after participants 
have reintegrated into the  workplace. For example, a 360-degree 
instrument (questionnaires completed by supervisors, co-workers and 
direct reports) administered before the  training allows participants to 
identify their areas of strength a s  well as their development needs. 

Administering this instrument again three months after the training 
will g o  a long way toward showing how well participants have put their 
learning into practice. 

Another way t o  measure learning transfer is to  set  performance 
objectives prior to  training and then to  monitor accomplishments 
thereafter. Boverie et  al. (1 994, p. 286)  describe a 1990 study by 
Endres and Kleiner. Participants wrote personal and professional 
objectives prior t o  training, and are  asked t o  assess their own progress 
based o n  these objectives about a week after the  training, and then 
again two months later. A certificate of completion for the training is 
issued only after the  participant's self-assessment is received. The 
training program itself can then be evaluated by comparing the self- 
assessed performance changes of all participants. Endres and Kleiner 
agree with Kirkpatrick (cited in Boverie e t  al., 1994) that the use of 
360-degree feedback is advisable. Using this form of feedback reduces 
the  bias of the  evaluator a s  the  number of evaluators with different 
perspectives is increased. This study indicates that, with better follow- 
up, better results - a s  well a s  better measurement of results - can be 
achieved. 

Results Evaluation - This final and highest level of evaluation 
identifies the impact of the  training o n  the  organization itself, rather 
than on participant behaviour p e r  se. Measures of final results 
include increased sales, higher productivity, larger profits, reduced 
costs, less employee turnover, and improved quality. Kirkpatrick (1 996) 
recommends using anecdotal methods to  measure organizational 
results, since it is n o  easy matter t o  determine which aspects of 
the organizational change (if any) a re  consequences of the training 
programs (p. 57) .  Other studies support this recommendation. Not only 
is it difficult to  obtain sound results measures, but identification of a 
single training activity a s  the cause of any changes observed is logically 
dubious (Warr & Catriona, 1999). 

Evaluation becomes increasingly complicated, difficult and 
expensive a s  it progresses from level o n e  to  level four. While it may not 
be possible to  identify definite causal links between leadership training 
and final organizational results, it is possible to  track new activities and 
innovations developed by those who have been through the leadership 
training (or the  people they work with). In short, there is no reason why 
leadership training programs can't be a t  least partially evaluated a t  
each level. 
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4. Existing Training Evaluation Efforts at MCFD 
and the Need for More 

Currently, participant reaction evaluations are  conducted a t  the end 
of both the  EPPSL and the ELP. Some learning evaluation is completed 
in both programs through the use of a real-life leadership challenge 
"business dilemma" and a resulting team presentation. Both programs 
also use coaching to  assist participants during the  real-life dilemma. 
But the programs d o  not utilize a pre-test o r  other formative level two 
evaluations. 

Both programs strive t o  measure learning transfer by utilizing a 
360-degree evaluation prior to  the  training: however, neither follows 
up with another 360 evaluation within three months after the training 
(as suggested by research) t o  evaluate how well participants have put 
their learning into practice. Both programs attempt transfer evaluation 
by requesting candidates t o  complete a n  expectation form prior to 
admission. This form asks  participants t o  identify skills they expect 
to obtain from the course and to  complete a learning plan identifying 
personal growth areas. The form also asks  for a commitment from the 
candidates to  develop their competencies, t o  look for opportunities to  
sustain their learning, to  take personal action to  transfer their learning 
to their work environment, and to  help develop the  leadership skills 
of others. It is expected that they will work over the  next six months 
on the goals identified. Finally, the  form also asks  participants to  agree 
to undertake certain efforts after the  training, mainly to  develop a list 
of personal and professional objectives o n e  week after the  training 
and then t o  report back two months after that. These commitments 
represent an  extremely valuable opportunity for evaluation a t  levels 
three and four; unfortunately, there is currently n o  follow-up with 
participants to  collect and analyze these post-program reports. 

While these evaluation efforts are laudable, they d o  not fulfill the 
three highest levels of evaluation of the  Kirkpatrick model. Nor d o  they 
provide the  information necessary to  exercise quality control over the 
training. More can be done  to  ensure that learning actually occurs and 
is transferred to  the  work environment. In fact, some of the  measures 
that could be taken to  increase the  benefits from existing training are 
quite simple. The next section examines in more detail the  efforts 
currently underway t o  move towards full evaluation of MCFD leadership 
training programs. 

5. Full Evaluation of MCFD Leadership Training 
MCFD recognizes that its current efforts to  evaluate leadership 

training programs d o  not go far enough to ensure that maximum 
benefit of the  training is realized. It has therefore engaged in a project 
to enlarge the  extent of its evaluation efforts. The purpose of this 
section is t o  describe that ongoing project. 

This project consists primarily of an evaluation of both MCFD 
leadership training programs delivered up until October, 200 1, 
and will provide an  opportunity for participants in the leadership 
training programs t o  make a real contribution to the process of 
creating a learning culture in the ministry. A review of the data and 
accomplishments will be submitted to  the Ministry of Children and 
Family Development's Annual Report, the Auditor General, and the 
Child and  Youth Advocate. 

The heart of this project is to  enhance the evaluation of ministry 
leadership training programs using the Kirkpatrick model a s  far a s  
possible. To augment the  existing level two learning evaluation (which 
currently focuses o n  the  learner presentations regarding the real-life 
business dilemma), a pre-test or formative evaluation is being created 
for both programs. To complete the transfer of learning evaluation 
(level three), a follow-up request is being sent to all participants asking 
them t o  assess how well they have met the objectives identified on their 
expectation forms. Participants are also asked to identify competencies 
they believe they have developed, how they have sustained their 
learning, how they have transferred their learning to  their work 
environment, and how they have helped to develop the leadership 
skills of others. In addition, participants are asked to describe skills 
they believe they acquired during the course and t o  check themselves 
against the  list of personal and professional objectives they wrote 
immediately following the training. 

A retrospective survey is also being conducted to  further level three 
evaluation in the  form of a questionnaire to be distributed to  all 
those who have completed the ministry leadership training programs. 
The questionnaires will be  analyzed for issues and themes, and the 
results compared t o  an  independent analysis of the participants' prior 
expectations a s  stated before the training. In addition, a follow-up 
version of the  360-degree instrument is being sent out (though in some 
cases it will not be within the three month optimal time line). 

As mentioned in the  previous section, the most difficult evaluation 
is level four, which looks a t  organizational results. However, in an effort 
to identify how the training has actually impacted the organization, 
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MCFD will attempt t o  conduct a partial level four evaluation: to  identify 
specific improvements in t h e  organization and to  determine to what 
extent they can be attributed to  the  training. Anecdotal information 
will be collected to try t o  determine organizational results. Part of 
the  proposed questionnaire will ask participants to identify skills, 
behavioural changes, and concrete accomplishments made since the  
training, a s  well a s  to  confirm whether these accomplishments have 
fulfilled their own anticipated training goals. The questionnaire also 
asks  their supervisors t o  confirm these changes. 

As part of the project, a small group of past participants will be 
exploring their own personal commitments to  leadership through a 
project working group designed t o  further learning about leadership. 
The working group will be identifying common themes, issues and 
barriers from questionnaires distributed to  all the  training participants. 
Suggestions will be  collected for changes to the  training programs and 
for supporting the individual participant's application of their learning 
following the leadership training. Also, recommendations will be 
identified t o  create a culture of learning within the  ministry and, where 
possible, action items will be implemented a s  part of ongoing action 
research. 

The project to  enhance the evaluation of MDFC's leadership training 
has three objectives. The first is t o  identify participants' behavioural 
changes, their new knowledge and skills, a s  well a s  any changes 
in attitudes about leadership, following participation in one of i t s  
leadership programs. These outcomes will be measured against the 
ministry's goals and objectives for the training. The second objective 
is to  make recommendations for internal mechanisms to  assist 
the ministry to  create a culture of learning, in keeping with its 
commitments to participants. Thirdly, the  objective is to follow up these 
recommendations with implementation, and t o  move toward a culture 
of learning within the  ministry. This will require supporting trainees' 
continued learning after program completion. 

"Training alone is not powerful enough to  develop key people in 
the  organization because it rarely leads to broad leaps in learning or 
to creative and inventive ways of working" (Applebaum & Goransson, 
1997). Actualizing the  commitment to create a learning culture is 
perhaps the  biggest organizational challenge for the ministry. To 
fail t o  keep this commitment to the  training participants is to risk 
losing valued employees. It is clear from many studies that learning 
principles and attitudes, while probably necessary for behavioural 
change, is insufficient. Learning organizations must change along with 
their people: 

the  problem is that performance is not just a function of 
ability. When people are not allowed to d o  something or 
a re  actively discouraged from doing it, there will be no 
performance. (Bramley, 1999) 

6. Conclusions 

The Ministry of Children and Family Development believes that 
leadership is a se t  of skills that can be enhanced, not an innate 
attribute. MCFD agrees with the  Auditor General's 1999 report, which 
affirms a n  urgent need for training and development of the  next 
generation of leaders and specialists. The goal is to have all staff 
in leadership positions complete a training program within the next 
two years. The ministry believes it is necessary for government to  
carefully evaluate leadership training initiatives in order to  ensure value 
delivered for money spent.  Furthermore, the cost of evaluation needs 
to be considered relative to  potential benefits. The current evaluation 
project is designed t o  help ensure that the ministry's training efforts 
are economical and effective. In this way, these efforts can contribute 
to the  creation of a learning culture. 
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Anne Jane Grieve, M.A. (Candidate) 

I've taught over 6,000 people creative thinking skills in North 
America, but friends and colleagues know m e  best for the  two months 
my husband and I spend each year in the Canadian sub-arctic. We take 
people on wilderness sailing trips on Great Slave Lake in the  Northwest 
Territories where we help them discover 'the leader within.' We enjoy 
coaching them to  make the timely, subtle corrections that bring us 
safely to  a sailing destination. 

I spend the other ten months of the  year incorporating creative 
thinking skills into my consulting applications. I've learned that 
creativity is both a skill that can be taught a n d  a by-product of great 
team relationships a t  work. Some 'mentors' have been Tony Buzan 
of mind-mapping fame, Edward d e  Bono of Lateral Thinking and Six 
Thinking Hats fame, and Margaret Wheatley, who made m e  think of 
creativity a s  an  'emergent property' instead of a 'breakthrough.' 

In my consulting practice I focus o n  strategy development, 
teambuilding and leadership applications. I'm especially interested in 
the link between values and creativity - hence my interest in things like 
private/public sector partnering and business mergers where values 
can differ, making problem solving a challenge. 

I am currently completing my Master of Arts in Leadership and 
Training a t  Royal Roads University. It is in this environment that I now 
experience an ironic turn in my personal development a s  a leader. 
After fifteen years of running my own companies and seven years with 
a Fortune 500 consulting firm, I now find myself more interested in 
choosing whom I follow. It is just a s  important whom I follow, I've 
decided, a s  it is how I lead. 

Author: But is it Leadership? 



But i s  it Leadership? 

Or Did the Devil Make M e  D o  it? 

Anne Jane Grieve 

Seventy intelligent minds sit together a t  round tables in a 
large convention ballroom to  hear the  latest research on an  aging 
population. I observe a s  they absorb every word from Canada's well- 
known demographer, David Foot, author of Boom, Bust a n d  Echo, a 
book that promises us  the "power to  anticipate demographic change" 
( 1996, p.5). Everyone's fears a re  confirmed: people are getting older 
and we're not ready. While the  message isn't new, it's rare that a group 
like this will come together t o  talk about it. 

I'm excited, because I made it happen. 

I brought leaders together from government, healthcare, volunteer 
organizations and a variety of multinationals in banking, insurance 
and product development. They're not just here for information about 
demographics: they've agreed t o  share their own best thinking on 
meeting the social and healthcare needs of Canadian citizens. Some 
have come to get ideas for profitable new products and services, 
while others have come to  strengthen social services through new 
partnerships with the  private sector. Public-private sector partnering; 
it's o n e  of the  new forms of alternative service delivery gaining favour 
with governments. It is, however, not without i t s  challenges. That's one  
of the  reasons that I was interested in this group. 

As I reflect on this recent experience, I'm interested in obtaining 
feedback from a leadership perspective: specifically, how I defined 
my role, the effectiveness of my strategy for balancing opposing 
value systems, and the merits of collaborative creativity. These 
are, in my experience a s  a leadership consultant, good signifiers of 
leadership. But I still have doubts. Roles, balancing opposition, creative 
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collaboration - are  these  really what leadership comes  down to? I want 
a tough look a t  what passes for leadership these  days. 

I reflect on  my concerns a t  the  time. "Some participants won't trust 
each other's values," I thought. "The public and  private sector are  
known to  have opposing value systems. Will they cooperate?" The 
old myth is that the private sector serves expediency and profit while 
government agencies a re  the  custodians of the  common good. Now 
both have come together with a shared interest in the  future. I place 
VP's of marketing beside home-care volunteers, product developers 
next t o  non-profit associations, and gerontologists with insurance 
providers. The deal was: "if you come for the  keynote, you stay t o  
contribute your thinking." I s e t  it u p  so they'd collaborate. 

After an inspiring keynote by David Foot, I organized small 
brainstorming groups with facilitators a t  each table t o  manage the 
interpersonal dynamics. Participants defined their own issues. Creativity 
flourished as they found new ways t o  bundle shared resources. We 
agreed in advance that all ideas belonged t o  everyone. One week later I 
sent them a document representing the  best  thinking of everyone in the 
room. The project took six months from the conception of the  idea to  
its completion. It was o n e  of the  most rewarding consulting experiences 
I have had. But in spite of its success, I didn't feel like a leader. 

Feedback from on H i g h  

Now that time has passed I'm ready for feedback. But where d o  1 
turn? I'm 360'd out! Leadership 360s: the  practice of asking people 
around you t o  rate your leadership abilities, rate us  on  what we already 
know about leadership. But what don't we know? I want the  leadership 
merits of my approach challenged by the  most powerful assessment 
available. So I g o  t o  the  top. I book a n  interview with God and the  
Devil. After all, they are  the ultimate arbiters of what is good and bad. 
If there is good leadership t o  be  found, God will find it. If there is bad, 
the Devil will let m e  know. 

God listens patiently as I review the details of the  day, and then 
comments thoughtfully. "It's a nice story, but is it leadership? I'm not s o  
sure. I've coached a few leaders in my time, and it takes more than a 
good idea t o  lead. Besides, you were barely visible. Didn't you sit a t  the 
back of the room for the  whole event? Why don't you see if t he  Devil 
can find some leadership in your story?" 

"I'm certainly not impressed," says the  Devil. "For example, you had 
a chance t o  get some recognition by doing a n  opening presentation 

and you gave it away to  a client! And frankly, in the  end you didn't get 
much credit for the whole thing, did you?" 

Undaunted I continue. "What are your thoughts around putting 
opposing value systems together in the same room?" I think this is 
clear evidence of leadership, but apparently I a m  wrong. 

"What about y o u r  value system? Whose side were y o u  on?" says 
God. "Plato, one of my early leaders, was convinced that the guardians 
of the people were a superior class to  the traders. Yet you sea t  them 
both a t  the same table! How d o  I know you weren't fence sitting? Where 
d o  y o u  stand?" 

1 turn to  the Devil. "Ah yes," h e  says, "asking them to  compromise 
their values. Nice touch." 

"Well, have either of you given thought t o  the fact that I organized 
brainstorming sessions with stakeholders from different sectors?" I 
press on  in spite of a growing sense  of doom. "Many people had a 
voice in this process." 

"You want to  call organizing a brainstorming session leadership?" 
asks  God. "None of my best leaders brainstormed their way into 
history." 

"I believe you call it 'creative collaboration,'" says the  Devil. "But 
1 see great potential for exploitation here. After all, weren't people 
just stealing each other's ideas?" I begin to  protest when h e  pulls 
his trump card. "Even Margaret Wheatley questions the participative 
approach when s h e  asks, 'Is it merely a way t o  manipulate workers?'" 
(1994, p. 143). 

"Just like the devil," I think, "taking her comments out  of context." 
But they've both got m e  thinking. 

"There's more t o  brainstorming," I begin, "than getting a few ideas 
on the table. My intention was always to  build the group's collective 

- .  

intelligence through a process of creativity and information sharing. - 
These groups rarely connect. I was convinced that they would value the  
chance t o  address their shared concerns collectively. Wheatley concurs 
saying, 'Innovation is fostered by information gathered from new 
connections: from insights gained by journeys into other disciplines 
or places: from active, collegial networks and fluid, open boundaries'" 
(p. 113). 

"Plus," I turn to  the Devil, "they weren't stealing each other's ideas. 
They understood that if people hoard ideas they can't benefit from the 
power of sharing t o  create a new synthesis, the kind government is 
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actively seeking when it promotes public-private partnerships a s  'an 
alternative form of service delivery' (Kernaghan, n.d.). As Wheatley 
says, 'if information is to  function as a self-generating source of 
organizational vitality, we must abandon our dark cloaks of control and 
trust in the  principles of self-organization"' (1 994, p. 1 13). 

"As for the  fact that 1 didn't take sides," I respond t o  God, "one of 
my role models is Jane  Jacobs, author of Systems of Survival. She 
inspires great efforts in the creation of sustainable communities. She 
accomplishes this by encouraging people t o  detach from their biases, 
because 'many of u s  have taken on  casts of mind s o  skewed to  one  set  
of morals and values that we have little understanding of the other, and 
little, if any, appreciation of i t s  integrity too"' (Jacobs, 1992, p. xii). 

I now address the devil. "You say I asked them to  compromise their 
values. Why assume that an open discussion about differences means 
compromise? I prefer t o  think, a s  Kegan does, that 'dialogue that 
leads t o  understanding, cooperation, and accommodation can sustain 
differences within a broader compact of toleration and respect' (1 995, 
p. 329).  Wheatley encourages this level of disclosure, knowing our  
proclivity for making quick value judgments that take us  'away from 
conflicts that can move us  toward the light, toward new, more complex 
understandings'" ( 1994, p. 108).  

"As for my lack of visibility," I address both of them, "my leadership 
emerged when it was needed, before the  event. I inspired the 
organizing team to  participate not just in the implementation of this 
event, but also in the vision of a dynamic community of minds, 
collaborating with a shared concern for the future. I don't have t o  
be front and centre t o  be  a leader. A11 participants took credit for 
the  success of this event, and they had a right to. I wouldn't have 
it any other way. Lao Tzu, 1 think, would agree that this qualifies as 
leadership: 

The sage ruler doesn't talk, but acts. When their work is 
done, the people say, 'Amazing: We did it, all by ourselves!' 
( 1988, verse 1 7, adapted from Mitchell's translation) 

I reflect for a moment, then conclude. "By sharing my role, 
balancing opposing values and encouraging creative collaboration, I 
s tand for values of inclusiveness, fairness and cooperation. Creating 
opportunities for this type of exchange - that is my idea of leadership." 

But i s  it Leadership? 

Raising the Demons 
"Well, well," intones the  devil. "Haven't you come t o  a cozy 

conclusion? I a m  encouraged by your ego - you know, comparing 
yourself t o  a sage ruler and touting your good intentions. Unfortunately, 
what you describe is insufficient t o  lead in my domain. 

"You claim you value inclusiveness, but you included everyone but 
yourself! As a result you deprived them of all y o u r  good ideas! If your 
values were so superior, why didn't you just take charge and make 
sure the job got done  properly? Why don't you just pick a position and 
defend it? Can you think of o n e  famous leader in history that didn't 
lead a good fight? 

"And d o  you really want t o  balance opposing values? Do you think 
'people' weigh equally with 'profits'? Where does  'balancing opposing 
values' really get you? You ac t  as if all values were created equal when 
you know they were not. Even Jacobs  would say, 'you have t o  have the 
right values and morals for the  job  a t  hand, not contradictory ones'" 
(1992, p. 136). 

"And as for cooperation through collaboration, I notice you skirt the 
thorny issue of power. Are you trying t o  tell m e  that those hardworking 
people from the volunteer organizations wield any clout whatsoever 
with your multinationals? Let's face it - they only came for the food! 
I applaud you, of course, for 'covertly privileging some interests and 
disadvantaging others'" (Kegan, 1995, p. 323) .  

"And why the  sudden interest of government in public-private 
partnering? For the  common good? Not that o n e  again! 'Alternative 
service delivery' is only a cover for the  real motivation - t o  offload 
costs without offloading control. Even Plato doubts that this is a good 
idea when h e  thinks, 'mingling kinds of work or  meddling with other 
people's tasks  was "the greatest wickedness," did the  "most harm" t o  
the community, and was the  very incarnation of injustice'" (as cited in 
Jacobs, 1992, p. 153). 

Now I'm alert. When the  Devil starts warning m e  t o  stay away 
from wickedness, I must be close t o  something. My adversary 
continues, "sharing your role, balancing opposing values and creative 
collaboration - these  don't amount t o  leadership, as far as I'm 
concerned. And if you won't believe me, hear it from one  of your own 
sources: 

You say you want t o  lead us  t o  a better place, but when we say, 
'we're ready t o  follow you, show u s  the  way, show us  your plan,' you 
say, 'We need t o  figure this ou t  together.' S o  what you're saying is you 
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haven't g o t  a plan! If you've got nothing t o  stand up for, how can you 
lead us? And if you can't lead us, don't stand u p  and say you can!" 
(Kegan, 1995, p. 322).  

"My final answer to you is no; what you did is not leadership. 
Real leadership takes a stand, seizes power, and isn't afraid to  make 
enemies!" 

Facing the Demons 

It's never simple with the Devil, is it? It's so easy to  distort the  truth 
- for example, by quoting Jacobs, Kegan, and Wheatley out  of context. 
I admit, though, to  a tempting excitement a t  the prospect of righteously 
leading the way - charging forth for a worthy cause. 

But I prefer a different role. One  that Kegan defines as:  

an  exercise of leadership o n  behalf of providing a context 
in which all interested parties, the  leader included, can 
together create a vision, mission, or purpose they can 
collectively uphold. (1995, p. 322,  italics in original) 

This type of leader will possess the  leadership qualities the  
government is now seeking, a "flexible, entrepreneurial, professional 
and participative style of management" (Kernaghan, n.d.). The Devil and 
God were both right about o n e  thing - I didn't include myself. That's 
something I would d o  differently. I don't need t o  dominate, but I don't 
need to silence my voice either. 

I'm more disturbed by the possibility of compromising the  values of 
disadvantaged groups. Let's face it - the  Devil has a point. Isn't that 
what groups d o  with power, impose their values on others? I have t o  
wonder if I'm setting them up to  fail. 1 prefer, however, to  see this 
argument for what it is: 

an exaggerated critique that a n y  attempt to  establish 
reasonable and consensual discourse across difference 
inevitably involves the imposition of dominant groups' 
values, beliefs and modes of discourse upon others. (Kegan, 
1995, p.328, italics in original) 

Besides, such power plays are  not what 1 saw a t  the  conference. I 
saw excitement a t  the  prospect of sharing ideas and tackling issues 
together. No one can do  it alone anymore, and everyone knows it, 
including government. In a recent summit speech, Jocelyne Bourgon, 
President of the Canadian Centre for Management Development, noted 
that: 

Governments have learned that for the  collective interest 
to  be well served they d o  not need to  d o  it all. They have 
learned to rely o n  the strength of others. The management 
of interdependence - which was already a reality a t  the  
international level - is now a reality a t  the national level. 
Partnerships between governments and the private sector, 
the  not-for-profit sector, the voluntary organizations are  
[now] all part of our governance system. (1 999) 

1 will continue to create opportunities like that conference, but d o  
it more frequently: surfacing both opposition and shared ground with 
more boldness, and incorporating my own voice. Jacobs captures the 
value of this activity for my role both a s  an individual and a s  a citizen 
of Canada: 

I a m  convinced we need continual but informal democratic 
explorations on the part of people who must thread their 
ways through governmental, business, or volunteer and 
grass roots policies, or must wrestle with the moral conflicts 
and ethical puzzles that sprout up unbidden in all manner of 
occupations. (1 992, p. xiii) 

T h e  Final Assessment 

I turn, finally, back to  God as I savour my emerging identity a s  a 
leader. I realize that 1 d o  stand for something - for the resolve to  
hold and maintain a context wherein we all create the future together, 
and where we can have confidence in "this inevitably frustrating and 
awkward process of cobbling together a collectively created plan for 
getting where we want to  go" (Kegan, 1995, p. 323). 

And maybe the Devil is right, that I'm not much of a leader. Maybe 
I'm o n e  of a new group of leaders, "a leader who has come to put an  
end to  leaders" (p. 323).  

There is, to my surprise, mirth in God's expression. Then, and after a 
long silence, "Go then, and lead!" 

"Are you saying that's leadership after all?" I pause to  take this in. 
"Then why did you give me such a hard time?" 

"Because you didn't believe it." 
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Sandy Macluer, M.P.A. 

I have lived my life around teams, systems and academia for the 
last thirty plus years. 1 won a Rhodes Scholarship in 1974 based in 
significant measure on  my leadership and community work with teams 
of people. From 1976-81, 1 worked under the tutelage and mentorship 
of o n e  of the pre-eminent systems thinkers in the field of Educational 
Administration, Reno Bosetti. 

I was drawn back t o  university in 1 9 8  1 in order to  study why people 
behaved so strangely in committee, team, group and organizational 
settings. This in turn led t o  16 years of teaching a t  the University 
of Victoria, where 1 first taught the systems and team ideas of Peter 
Senge's Fifth Discipline in 1995. That teaching in turn led t o  a place 
in t h e  first core faculty group of four people a t  RRU when the  university 
commenced i t s  new life with the start of the MALT program in 1996. 1 
have had the  good fortune to  combine systems teaching and learning 
with extending my knowledge and learning about teams throughout the 
last five years a t  RRU. 

One of the  reasons that teaching a t  RRU is s o  precious t o  me  is that 
not only d o  I teach systems and teamwork there but, as a member 
of faculty, I a m  also challenged t o  live teamwork and systems. The 
systems notion "There is n o  blame" (but there is accountability and 
responsibility) has been both a mantra and a tough assignment 
throughout that time. 

I also have had the privilege of applying my team and systems 
material with many organizations throughout Canada and the United 
States since establishing my own company in 1989. SpawGlass, a 
highly progressive construction company based in Texas, and Carter 
and Associates, a diversified real estate company out of Atlanta, have 
made  particularly notable efforts a t  working to  make teamwork and 
systems thinking a part of the way they operate. The model that I refer 
t o  in the  materials on teamwork is o n e  that I first developed in 1995  
and have been refining ever since. 1 expect I will be refining it for the 
rest of my life. 

Author: Whither Teams? 



Whither Teams? 
A Systems-Based Model for Team 

Development 

Sandy Maclver 

Would you  rather work a s  p a r t  of a n  outs tanding g r o u p  o r  be a 
par t  of a g r o u p  of outstanding individuals? 

- Max DePree 

Teams make it too easy  for organizations to  lie, cheat, a n d  kid 
themselves abou t  the way they work. More often than not, a 
"team" is a s  much a political entity a s  a value-creating one. 

- Michael Schrage 

1 .  Introduction 
This paper revolves around two basic suppositions about teamwork 

in North American organizations. One is that there are  many structural 
reasons that there is not a s  much successful teamwork as there 
could be in our organizations. These reasons address the size and 
composition of our units, executives and committees. Far too often 
the size of a team exceeds the small group of four t o  ten people 
required t o  support dynamic interdependent teamwork. The second 
supposition, which is the  focus of most of this paper, is that there 
is a basic systems process that supports the best performing, most 
effective teams. Understanding this sys tems  process  gives us  a 
capacity to  set  the stage for the maximum possibility of success. 

At the  outset it must be acknowledged that a very heavy skepticism 
exists about teamwork. In fact, many people in organizations today are  
tired of hearing about "being a team player" and "team-building." This 
is illustrated by a story from Schrage's (1995) No more teamsl: 
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At a job interview, a friend was asked if he  was a "team 
player." "Yes," he replied, "team captain." That story, 
which happens to  be true, invariably gets a good laugh. But 
it is a cynical and knowing laugh. Everyone in the  room 
understands precisely what most organizations mean by 
"team players." 

The subtitle of this book is Mastering the dynamics of creative 
collaboration. This subtitle suggests two fundamental elements of 
teamwork that have sometimes been omitted in all the talk about 
teams-creativity and collaboration. The book itself, however, argues for 
the  abandonment of what we have called teams because they unleash 
or  support  pathological behaviors that work against that all-important 
collaboration in organizations. 

As against this, in this paper I take the position that that we should 
keep teams but abandon our old thinking about them. It is too easy 
t o  speak  of abandoning teams. We could very easily make a mistake 
with t eams  that is just as critical, I believe, as the mistake made by W. 
Edwards Deming (Walton, 1991) of "Total Quality Management" fame. 
Deming called for the abandonment of performance reviews. This was 
a n  overreaction to  the environment of fear and punishment surrounding 
excessive reviewing. Schrage's push to  move away from teams is 
also a n  overreaction, in this case t o  some of the problems and 
excesses associated with teams. This paper will start by identifying 
and  addressing some of the many problems with teams that have 
bothered people like Schrage. It will then identify certain structural 
basics involved in teambuilding and review the linear processes that 
have dominated our thinking about team development for the  last 
thirty-plus years. What follows is an explanation of a systems model 
and s o m e  practical tools to  reach high levels of performance and 
effectiveness in teams. 

2. Background, Basics and Context 
What are the forms and causes of some of the many problems 
associated with teamwork? 

To realize the full potential of teams, we must recognize and be  on  
the  alert for the smany problems with how we have previously dealt 
with teams in our organizations. In many cases, people have simply 
declared themselves to  be a team because they have the attributes 
of what they think a team is and they want t o  believe they are a team. 
Others have read that it is a good thing t o  be on a team, t o  be a "team 

player," and s o  they adopt the idea of teams willy-nilly without any 
meaningful, informed commitment as to  what a team could or  should 
be. Still others have read a book that addresses what is involved 
in teamwork and follow the  steps outlined in that book in order t o  
become a team. 

The reality is that most of us in North America have n o  real idea of 
how t o  construct a team or  how and why teams work the way they do. 
We also typically lack a n  appreciation of what a team can and cannot 
d o  really well. And, perhaps worst of all, we often have an unwillingness 
t o  make the  significant investment of ourselves, as well as the time 
and energy involved in building a well-functioning team. Finally, when 
it comes  t o  the really effective, high performing teams written about in 
this article, there is a special problem. That problem is that very few of 
u s  have experienced this type of extraordinary team or understand how 
they develop the way they do. 

There are  a t  least four fundamental or  root causes associated with 
the  problems in teams. One is that we live in an 'instant,' paint by 
numbers society. Labouring under the "tyranny of the urgent" (Covey, 
1989),  we constantly look for quick fixes to  solve our problems. 
Teams can never be a quick fix. To create an effective, performing team 
we must live by the systems maxim "slower is faster." 

A second root cause is that we live in a society where problems with 
self-esteem and self worth are endemic. This lack of esteem means 
that there is a limit to  how much people can contribute of themselves 
to  teams. This cultural esteem problem also limits how far people 
can go  in trusting themselves or  others. The esteem root cause  is 
born out  by what Covey writes about his hierarchy of dependence, 
independence and interdependence. Covey (1989) states that before 
we can become truly interdependent (as in a team environment) we 
must first achieve personal independence. He notes that we all start  
ou t  as independent. Personal independence requires that we be  able 
t o  take responsibility for our "ability t o  respond." However, far too many 
people, hindered by a lack of esteem, never achieve full independence. 

A third root cause is the way that we set  up  many of our processes, 
hierarchies and structures in organizations. Instead of supporting 
teams and teamwork, these structures promote individualism, in 
fighting, butt covering and blame. This works against teams and 
teamwork. For example, it is a contradiction t o  promote teamwork 
and then have all or  even some of the reward systems based solely 
o n  individual performance. It is also a contradiction to  have an award 
for 'employee of the week/ month/ year' if  it is truly a team-based 
organization. 
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The fourth root cause  is our failure t o  structure and organize our  
people in ways that promote and support teamwork. Until we have 
more fixed member  executive teams, units and committees within 
organizations, (composed of the four t o  ten members mentioned 
earlier), we will not have the right systems environment to  promote the 
emergence of effective, performing teams. 

What are the basics involved in team building and why should we 
care? 

Team building is a complex process. At its highest level, team 
building is also a rational, sometimes emotional and candid process. 
In its most basic form, teamwork involves a combination of behavioral 
and normative factors. These factors can include: 

inspiring each other with vision and purpose: 

formally or  informally establishing rules by which t o  operate: 

reviewing performance regularly and critically: 

establishing team roles: 

holding meetings and/or gatherings deemed worthy by the  team: 

having s o m e  fun: 

taking s o m e  thoughtful risks; and 

using and managing relationships with resources outside the 
team. 

These factors a re  described more fully as Twelve Criteria of Team 
Effectiveness in t h e  next section. 

Some readers will ask: Why should we bother with all of this team 
stuff? In my mind the  reasons are simple. Today we function in the 
third great age of society. That society has been given many names. 
Some call it the  Third Wave Society (Toffler, 1980). Others label it the 
lnformation Society, the Service Society or  the Postmodernist Society 
(Bergquist, 1993). Whatever its name, this new society demands 
a n  entirely different level of interpersonal skills and collaborative 
endeavors than the  Agricultural or  Industrial Societies that have gone 
before. 

Specifically, my experience is that teams are more effective than 
individuals in a number of areas that are  becoming increasingly 
important in this time of the Third Wave. One of the most important 
areas  is information sharing. Better still is when team members 
collectively turn that information into wisdom. This is essential to  
success in a n  lnformation Age. Great teamwork is also involved in 
providing truly seamless, customer-oriented service that is key to  

success in a Service Society. Teams can also help t o  pro-actively 
address some of the other features of this Third Wave society. Teams, 
in my experience, are typically far superior a t  problem solving than 
individuals. The reasons being that teams are  able t o  u s e  multiple 
angles and experiences in identifying what the problems are. Using 
a spirit of inquiry, they a re  also able t o  find the root causes  of many 
problems. The reason we are  faced with so many recurring problems 
in organizations today is that problems are  often misidentified, or  
symptoms are  solved rather than root causes. The ability t o  problem- 
solve is vital a t  a time when our  problems, particularly our  people 
problems, are  more complex and difficult than ever. Teams that can 
truly 'let go' of inhibitions a re  also better a t  coming u p  with synergistic 
innovations than individuals o r  groups of individuals are. This is 
important to  what Kao (1997) calls the  "Age of Innovation." 

Teams can also contribute t o  positive motivation. Positive motivation 
is essential as North American organizations become more and more 
dependent on  their 'good' people. Consider the  motivators highlighted 
a s  essential for the positive 'growing action' described in the  Dance of 
Change (Senge, e t  al., 1999):  

positive group experiences, 

solutions t o  business problems, 

improved business performance, and 

increased achievement of personal goals. 

Through positive motivation, teams can provide a n  organization 
with higher levels of positive energy. This is important because energy 
management is far more important than time management t o  the 
future of organization. Teamwork morale can help t o  reduce turnover 
and absenteeism, as well as create greater satisfaction and pride in the 
workplace that will be the  hallmarks of successful organizations in this 
Third Wave time. 

Getting past the existing linear models 

To place the  ideas outlined in this paper in context, it is important 
to  briefly consider the  history of the  literature on  the  stages of team 
development. The most important early breakthrough was by Bruce 
Tuckman. Tuckman (1 965) developed a process that was revolutionary 
for its time and continues to  be featured in many of the  standard 
texts on  management and  organizations (see Robbins, 1997). The 
process is known a s  forming, storming, norming and performing. This 
process was reworked somewhat and renamed in o n e  book of the One 
Minute Manager series (Blanchard, Carew & Parisi-Carew, 2000).  The 
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current version of the book also refers to  four stages. These stages a re  
orientation, dissatisfaction, integration and production. A third process 
is described in The Wisdom of Teams (Katzenbach and Smith, 1993).  
The five stages in this book are: working group, pseudo team, potential 
team, real team, and high performing team. This book does  make a 
particularly important contribution to  countering Schrage's concerns 
about teams being over utilized. It notes that in s o m e  cases, it is 
sufficient and appropriate for a group of people t o  remain a s  a loosely 
associated group. A key to  making this work for a n  organization is t o  
make being a loosely associated group a conscious choice based o n  
consideration of what you want t o  achieve by bringing a group together. 

Without going into full detail of these influential models, we can say 
that all three of the above-noted approaches are similar in a number 
of ways: 

They describe a logical, sequential process t o  achieving 
interdependence. 

They feature a difficult or uncomfortable second stage of 
storming, dissatisfaction or pseudo  team that effectively stops 
many groups from achieving interdependence. 

They reflect important societal changes in attitudes towards 
conflict. (In dealing with conflict we have moved from "avoid 
conflict a t  all costs" to "conflict is O K  to  "conflict is necessary for 
success in organizations"). 

With reference to the last two points above, Tuckman ( 1  965) 
acknowledged conflict in his storming stage. However, the  term evokes 
an image of a group of angry men shouting, banging fists on tables 
and slamming doors. Blanchard e t  al. (2000) gave this stage the  more 
contemporary name of dissatisfaction. This name reflects a more 
diverse workforce than that which existed in the  1960s. It also reflects 
a workplace with people who have an array of unhappy emotions 
and who are comfortable in expressing emotions other than anger. 
Katzenbach and Smith's (1993) reference t o  a pseudo team reminds us  
that many so-called teams are really teams in name only. 

However, for most purposes, the three models are  hard to  apply 
because the following problems arise: 

The Tuckman and Blanchard models are linear and mechanistic 
in their progression. They suggest that we operate in a single 
step cycle that resembles an  assembly line. The Wisdom of 
Teams model does suggest the  possibility of a continuum of team 
behaviors and of staying stuck in one  phase. The continuum 
goes from working group to  pseudo team to  potential team and 

o n  from there. However the model is still graphed a s  a line of 
progression from one  stage to  the  others. (What I suggest, in 
contrast to  these three models, is that the process is a systemic, 
three-dimensional one, involving upward and downward spirals 
with looping behavior patterns). 

These models fail to recognize that the second stage is typically 
a more complex one  than the other stages. The intricacies of 
the  second stage must, I feel, be better understood. If these 
intricacies are better understood, most people will be more able 
t o  recognize this stage, to contribute to it in a healthy fashion and 
t o  eventually actively embrace it a s  helpful to the team. 

There is a suggestion in Tuckman's (1965) storming that the 
second stage of necessity involves anger and argument. The 
1990's dissatisfaction also ignores such important emotional 
expressions a s  angst, satisfaction and joy. The pseudo team 
is also related to this second stage, but it is suggestive of 
backstabbing and negativity. All these expressions fail to  identify 
frank, open and honest expression a s  an essential part of a 
team's effectiveness. 

None of these models deals in a substantive way with groups 
becoming arrested in the midst of storming/dissatisfaction or 
reverting back to  previous stages. 

All of the  writers on stages of team development made more of 
the  third stage than 1 think are necessary or appropriate. The 
2000  version of The One Minute Manager (Blanshard e t  al., 
2000) replaced the original third stage word resolution. The 
replacement word, noted above, is integration. This latter word 
suggests a process that pulls together and integrates what you 
have learned from the previous stages. If, a s  suggested in these 
materials, review and self-correction of team process is a normal 
on-going part of how you operate, it is unnecessary to have a third 
stage labelled thus. 

The s y s t e m s  model of team effectiveness proposed in this paper will 
attempt to  address these problems. 

3. A Systems Model for Team Effectiveness 
A garden-variety team can be described in the simple language of 

many texts o n  teamwork and organizational behavior: two or more 
people working together to  achieve a task, goal or vision. I want now 
to  make some useful normative distinctions related to how well such 
collective achievement is realized. Specifically, I distinguish between: 
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Significantly Performing Effective Teams: and 

High Performing Highly Effective Teams. 

The Significantly Performing Effective Team has high levels of 
cooperation. It is consistently dependable a t  working through difficult 
tasks. This team can always be relied o n  to  be more than the sum of 
i t s  parts. Finally, this type of team is a useful vehicle for such important 
functions a s  collaborating, sharing information and providing mutual 
support. 

The High Performing Highly Effective Team is a team that 
consistently works a t  an  extraordinary performance level. Like the 
Significantly Performing Effective Team, it will complete highly 
challenging tasks  that groups of individuals could not master. However 
the High Performing Highly Effective Team will go beyond this. It will 
d o  so in terms of timelines and level of achievement. They are much 
faster a t  what they d o  without sacrificing quality. They can redirect 
organizational endeavors and identify new visions, prospects and 
pitfalls for organizations. These teams create a truly magical feeling 
that "together we can d o  anything." While going for magic will be 
beyond the scope of many people's expectations, the reality of the 
potential achievements of this group are undoubtedly needed in our 
Third Wave Society. 

These teams vary from t h e  garden-variety team in two important 
respects: working together involves some degree of interdependence 
and mutual support: and the  task, goal o r  vision is accomplished 
astonishingly well, quickly and completely. The team can also redefine 
its purpose. The new purpose may revolve around the accomplishment 
of the type of transformational, daunting tasks, goals and visions that 
can sustain a n  organization in an  increasingly competitive, globally 
interdependent world. The accomplishment of this higher purpose 
will leave the organization better prepared to cope and excel in a 
society where public, private and not-for-profit sectors all have t o  meet 
higher performance levels than ever before. We cannot pre-determine 
which teams will reach these s ta tes  of performance. What we can do  
is construct teams consciously. We can build in a fixed membership 
and a challenging mandate. This will increase the likelihood of a team 
reaching a high state of effectiveness and performance. 

To understand what we have t o  d o  to  get to  the state of achievement 
of either of these  two types of performing, effective teams, we must 
have a basic understanding of sys tems  thinking. Systems thinking 
is holistic, big picture thinking where recurring patterns of human 
behavior are identified. Identifying these patterns enables us  to  both 

analyze what has happened (including what has gone right and what 
has gone wrong) and to  predict the  general flow of future dynamics. 
The version of systems thinking expressed by Senge in The Fifth 
Discipline (1990) describes two types of cycles that are  important t o  
this model. One is the balancing cycle. In this cycle, despite a great 
deal of activity and effort, we often end up more or less where we 
began after a lengthy period of time and effort. A second cycle is the 
reinforcing loop. In this loop we achieve or fall into a momentum that 
continuously builds on itself. There are  two forms of reinforcing loops: 
positive upward virtuous spirals and negative downward vicious 
spirals. 

Systems models usually have loops that connect and reconnect 
the different parts of the  model. In the  case of the  systems team 
model I propose in this paper, the  dynamic interaction is between five 
different states of team development and a state of being on the way t o  
dissolution. The interconnected parts or states in this model are: 

1. Formation, 

2. Felt Differences/Friction, 

3. Feelings/Frankness, 

4. Fulfillment/Full Dialogue and 

5. Fracture/Fragmentation. 

The state of being on the way to  dissolution is Foes. 

A systems approach also suggests that any o n e  thing that occurs 
in a team, (as with a system), has an  effect o n  all other things in that 
system over time. If I operate within a human system like a team, I will 
take actions and sometimes I will choose not to  act. These decisions 
will have an effect on others. The actions that others take, or d o  not 
take, will also have an effect on me. If things are going really well in 
a system, then I can take some credit for things going well. However, 
if I am a continuing member of a system doing poorly then I have to  
recognize that some of my actions o r  my inaction will have been part of 
the problem. If inaction is part of my problem then I may have started 
to fall into a victim state where I blame everything on others. Taking 
both credit and responsibility for our actions is a fundamental part of 
the thinking in this model. 

Clearly there are ways that we can behave while in each state 
that will help or hinder the process of team development. Later, I 
describe the different states. Below is a description of the  appropriate 
application of Twelve Criteria for Team Effectiveness. The appropriate 
application will enhance the likelihood of a team becoming an effective 
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team or  a highly effective team. The challenge for a team is determining 
when and how t o  invest time, energy and attention on  some,  many o r  
all of the twelve criteria. 

Twelve Criteria for Team Effectiveness: 
1. Team direction a n d  guidelines for behavior: inspiring each other 

with vision and purpose and formally or  informally establishing 
rules by which the team agrees t o  operate 

2. Regular evaluation of performance, self-correction a n d  
timelines: reviewing our  performance regularly and critically 

3. Role definition a n d  expectations for all g r o u p  members: 
establishing and sticking to  the right team roles a t  the  right time 
and place 

4. Rrainstorming, fun, experimentation, and/or flexibility: having 
some fun and taking some risks 

5. Effective meetings a n d  gatherings: holding meetings and other 
gatherings of the team that are well worth attending 

6. Outside contacts a n d  resources: using carefully selected 
resources outside the team 

7 .  Problem-solving and decision-making: working together t o  
define problems, explore root causes and come u p  with 
synergistic, implementable solutions 

8. Getting the job(s) done: defining what has  t o  be done, who 
the customer/audience is for what we are  doing, and doing a 
quality job 

9. Balance in key things: successfully balancing tasks  and people, 
listening and speaking, inquiry and advocacy, work and breaks 

10. Diversity: having, using and celebrating strong elements of 
diversity 

11. Revolutionary, higher level creativity: going beyond the 
extension of the present 

12. Trust, mutual respect, support  a n d  functional managed  
conflict: getting t o  the point where we have excised the  normal 
unresolved conflicts from the room and found ways t o  trust, 
respect and support one  another a t  all times 

The first six criteria are foundational t o  Significantly Performing 
Effective Teams and Highly Effective High Performing Teams. 
Criteria #7 and #8 represent the two most important task areas teams 
must get good a t  in order to  survive. The last four criteria are  higher 

level processes that  all Highly Effective High Performing Teams will 
become good at .  

One final note about  applying systems concepts t o  this model. 
Systems thinking is holistic thinking. Thus a team's overall success 
and performance is a holistic thing that can be greater or less than the 
average performance of the team on  the twelve criteria. It is not the 
sum of individual performances, and it is not the average of them. 

3.2. The ideal theoretical model: exploring the four state 
inner core 

This model revolves around different states of being rather than 
sequential stages. We move between the states of being much more 
regularly and systematically than the  four stage model would suggest. 

I will now start  t o  explore each of the four states in the inner core of 
the  systems model. This description will be done state by state. Going 
state by s ta te  suggests a process of 'automatically' going from o n e  
stage t o  another stage like the  other models. It should be emphasized 
a t  the  outset  that this 'automatic process' almost never happens in 
the logical sequential fashion that is suggested by this sequence. It is 
only this paper that is  linear. Do not mistake the presentation for the 
message. 

( 1 ) Formation 

There is broad general agreement that, a t  the beginning of the  life 
of a team, a process of Formation occurs. In this look a t  Formation 
we will focus a t  what a group goes through the first time that they 
experience Formation after a team has been established. Later I will 
address what happens when later on  in the group process, we cycle 
back through Formation. 

In Formation the  behavior is generally some combination of the 
following: 

"nicey-nicey ", optimistic behavior. At the very beginning of the 
life of a team, team members will often be extraordinarily polite 
and careful with o n e  another. 

"getting t o  know you"  behavior a n d  activity. Team members 
usually introduce themselves t o  each other in a whole variety 
of ways early in the  life of the group. The inclination is t o  tread 
carefully, not wanting t o  reveal too much and ensuring that it is 
the  successful and relatively shallow version of our life story that 
is told. 
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S iz ing  y o u  up" assessments .  While getting to  know each other 
and being 'nicey-nicey', consciously or  unconsciously, people are  
often sizing up the  other team members. 

the  "turning t o  task" push .  At s o m e  point in the first meeting@), 
talk will turn t o  the  task a t  hand and/or t o  why the team was 
created. In the  very first meeting this push may take the form of 
someone  saying: "Let's get t o  work now that we know each other." 
At another extreme someone  might say: "We should decide now 
that  we won't work on  tasks  until our  next meeting." 

"external validation a n d  authorization." Team members a t  this 
s ta te  d o  not typically have much of a sense  of validation from 
this brand new team. Thus, team members depend on external 
sources for their sense  of importance and team identity. 

a "let's all fit in" ethos.  There is a very strong groupthink kind 
of mentality in the  early going. Team members in the Forming 
s ta te  are  often especially reluctant t o  engage in behaviors that 
experience may tell them a re  regarded as aberrant. 

This s ta te  is clearly a valuable and necessary state t o  be in a t  the  
beginning of the  life of a group. The reasons Formation is valuable and 
necessary are  that this s ta te  provides a non-threatening way for group 
members t o  get t o  know o n e  another and start to  acquire a history of 
experiences together. It also provides an opportunity t o  get a positive 
start o n  developing relationships. Often this state contributes to  the  
establishment of formal o r  informal preliminary ground rules that can 
later be reinforced or debated as part of the  development of the team. 
However, Formation is neither necessary nor beneficial when we cycle 
back through it repeatedly in the  negative cycle that I will describe 
later. 

The best ways for teams t o  make being in this state a good 
investment of time the  first time around a re  to: 

Go beyond the bare introductions and get t o  know one  another 
better a t  the earliest opportunity. This can be  a foundation for 
building future trust and for knowing about and taking advantage 
of diversity (team effectiveness criteria # 1 0  and # 12). 

Take the  time t o  think about  needed roles and possible formal or  
informal rules of conduct (criteria # 1 and #3). 

Agree o n  a mandate (criteria #8). 

( 2 )  Friction/Felt Differences 

What we end up saying to  ourselves not too long after the  creation 
and first meetings of a new team is some variation on  the  following: 

- I'm not  a s  comfortable a s  I w a s  when w e  first s t a r t ed  t o  meet  
as a team. 

- I disagree with most/many of these people. 

- This is  go ing  to  take forever. 

- Now we're get t ing down to  the  essence of o u r  t a sk  bu t  why  
can't w e  really g e t  moving? 

- We don't have time t o  work a t  process  here. 

- We're not  making enough time for process.  

- 'So a n d  so' is driving m e  nuts. Will s/he ever cooperate  a n d  be 
reasonable? 

Why does  this happen? The reasons are straightforward. Teams 
are typically created t o  get something done. That something can be  
providing a product, service o r  report. The something can also be  
devising or  engaging in a healthy process of interaction (including 
processes for such important groups in society as circle, support  and 
therapy groups). As we move into the  realm of getting things done, 
there is inevitably some negative stress that comes  into the  process 
for most groups. Two of the most fundamental reasons for negative 
stress are differing levels of task focus among members of the  team 
and differing sensitivities t o  deadlines and quality expectations of what 
is to  be  produced. As the  stress mounts, the  group realizes that it will 
take awhile to  arrive a t  conclusions or  accomplishment of what it has  
been created to  do. For some this causes a n  almost visceral reaction: 
"Just give me  this assignment and 1'11 get it done  a hell of a lot quicker 
than this bunch." For others there is a growing awareness of the  
complexity of the task, the lack of full information, the  amount of work 
required and the impact on the rest of their lives. The chair o r  person 
'responsible' for the team can easily start t o  become over-burdened 
and stay up late a t  night worrying about the  team and the  impact of its 
lack of performance on  her/his career. 

The result of the common reactions I've described is that the group 
starts t o  experience 'normal' frustrations. These frustrations are  part 
of working with other people who d o  not share the  s a m e  opinions, 
histories or personalities. This frustration occurs for a variety of 
reasons that relate t o  who we are  as humans. The most basic of these  
is that everyone is different. Under any form of stress, including a focus 
on task and deadlines, it becomes difficult t o  value or  appreciate 
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differences. The best-case scenario is that we become more aware 
of the differences (i.e. Felt Differences). In more extreme situations 
we experience a n  outright rub (i.e. Friction). The rub will occur most  
obviously between members with very strong opinions who disagree 
with one another. The difference of opinions can be over almost 
anything: the agendas for the meetings, the way the  meetings a re  
conducted, the  "facts of the matter", or  the "answer" t o  what the  group 
is assigned t o  d o  (people with strong opinions often have determined 
in advance or early in the group process what they feel the  right answer 
is). Where there isn't an  outright rub, there can simply be discomfort o r  
a "burgeoning dissatisfaction" (Blanchard e t  al., 2000).  

The most benign or  positive form of this state is Felt Differences. 
Felt Differences, as the name suggests, involves simple awareness of 
some of the most important differences in the group. Team members  
might think: "That person is much more focused on task than me": 
"That person has really good skills that we will need t o  rely on  in the 
process"; "That person talks his way through the problems that we 
are discussing"; "That person is the best prepared of all of us" and  
s o  on. When people truly regard different strengths in the  group as 
the basis for "making weaknesses irrelevant" (i.e. because others can 
compensate for them), this state of Felt Differences can be a truly 
positive consciousness raising activity. 

What we more typically s e e  in groups is Friction. When Friction 
occurs the following signs may appear: 

discomfort a t  what is starting t o  manifest. This can occur in many 
different ways, but most typically takes the form of the  beginnings 
of either withdrawal or anger (i.e. flight or  fight, activating our  
basic human survival instincts). In its most extreme form s o m e  
people begin to  feel that the team is not functional; 

difficulty in the  team completing tasks because emotions o r  
differences in opinion get in the way of accomplishing or  focusing 
on the tasks (i.e. what the team exists for): and 

agonizing and tentative discussion of the Friction/Felt Differences. 
Unfortunately this often involves blame and leaves people feeling 
awkward, dissatisfied or upset. Members may even struggle with 
such basic things a s  where to  look and how to  talk with each 
other in this state. 

There are many positive steps a group can take in the  Friction/Felt 
Differences state: 

Appoint a participant or silent observer t o  observe all or  portions 
of team meetings. 

Provide prime meeting time t o  assess the effectiveness of 
meetings and outline areas for improvement (criteria #2). 

Check to  see that basic things such as continual defining 
of purpose, preparing for and following up  on meetings, and 
providing detailed agendas are happening (criteria #5). 

Go back to  the  ground rules and reaffirm, change o r  elaborate on  
them as necessary (criteria # 1). 

( 3 )  Feelings/ Frankness 

Our North American society has many different schools of thought 
about group conflict. What we need t o  remember is that what 
typically precedes really dysfunctional conflict is s o m e  kind of failure t o  
recognize, address and/or resolve a n  important conflict. 

The Feelings/Frankness state can, a t  o n e  and the s a m e  time, involve 
some of the  scariest and the most satisfying experiences that  a group 
can go through (i.e. much like the Charles Dickens (1983) quote 
that opens  A Tale of Two Cities: "It was the best of times. It was the 
worst of times"). This state is potentially frightening precisely because 
most of u s  are aware from personal experience that Feelings and/or 
Frankness can get out  of control. It is potentially satisfying because 
in process, some of the inevitable challenges associated with working 
with groups of diverse, talented people are brought t o  the  surface. 

There are  two different ways of dealing with this state. One way is 
for one or  a few individuals in the group to  talk about feelings and/or 
speak frankly about the  group process or  failings in the area  of task 
accomplishment. In this case, a group member can make a n  emotional 
breakthrough and actually talk about how s/he is feeling about  the felt 
differences and the  friction in the  group (i.e. Feelings). A variation of 
this is when one or  more members frankly state the 'problems' they 
see  within the group or  articulate in 'factual' terms the  high degree of 
felt differences that are occurring (i.e. Frankness). There a re  typically 
three responses to  this manner of expression: uncomfortable silence 
followed by someone trying to  smooth things over: someone attempts 
to change the subject; or a few members add their comments  but fail 
to  draw out  the rest of the group. This version of the third s ta te  is really 
Partial Feelings/Frankness. 

The second way of dealing with this state also usually begins with 
one member initiating the process. This is then followed by some 
or all of the  members getting involved in stating their assessment 
of important facts or  their emotions or  both. Some of the Feelings 
revolve around what others have said or about what is taking place. 
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The Frankness revolves around agreeing or  disagreeing with the 
factual statements or observations that others have made o r  with the 
emotions voiced by others. 

Whether everyone participates or  involvement is limited t o  just 
o n e  or a few individuals, it is important that certain basic ideas be 
kept in mind throughout this process. Two of the most basic ideas 
a re  variations o n  the methods described in the classic book on  
negotiations, Getting to  Yes (Fisher & Ury, 1991). These ideas are 
"Separate the  people from the problem" and "Focus on  interests, not 
positions." 

It is important that the expression of Feelings/Frankness never get 
ou t  of control to  the point where one  or more individuals in the  group 
feels personally attacked or exclusively blamed for what may be seen 
a s  the  failings of the group. This means that the group should be aware 
t o  not let expressions of Feelings or  Frankness get personal. Or, as the 
expression goes, "Don't shoot the messenger." Comments should be 
directed not against individuals, but towards how individual behavior 
may be perceived to  have stood in the way of group achievement. 

This approach to  being frank and stating feelings avoids devastating 
o n e  or  more individuals. It also avoids setting in motion a downward 
vicious spiral of defensiveness and counterattacks. In this way, 
everyone is respected, which is a fundamental condition t o  achieving 
significant or  high performance and effectiveness. 

It should also be noted that s o m e  groups might have trouble 
adhering t o  these basic process ideas on their own. In those cases, the  
best thing the  group can d o  is ask  for help. For example, a facilitator 
can be brought in t o  ameliorate the  process of expressing Feelings 
and/or Frankness. The outside facilitator is essential when there is 
a chance of the  process going off the rails, of the formal leader of 
the  group getting overly involved in a fracas while still trying t o  chair, 
and/or of the formal leader being discredited o r  blamed. In order t o  
constructively work through the issues involved in this state, teams 
should consider any or all of the following: 

Use problem-solving techniques during process. Be prepared to  
stop a t  any time if a dispute breaks out and make any necessary 
adjustments to  process. 

Recognize that part of getting the job done is getting through the 
process issues that could stand in the way of finishing the job. 

Do a group role or  personality profile and talk about the  results. 

Scrupulously follow ground rules about group comportment and 
conduct. 

Establish rules about taking time ou t  from work t o  deal with 
process issues. 

( 4 )  Fulfillment/Full Dialogue 

The team can be  ready to  move on  and fulfill themselves both as 
individuals and as a high performing team if o n e  of two things has  
happened while in the  previous state. One is that the  entire group has  
had the  opportunity t o  voice frank, factual statements. The other is 
that the  group has had the cathartic and bonding experience of baring 
feelings and dealing with frustrations. 

Individual fulfillment means that all team members  can feel a s e n s e  
of personal accomplishment and competence. Team fulfillment means  
that the  team is able t o  accomplish o r  even g o  beyond the  original 
objectives set for the team. There is also a general feeling that the  
team has reached a whole new level (this will be a first time experience 
for many people) and that the group is really something special. 

When the team is in this state it may choose consciously o r  
unconsciously to  engage in Full Dialogue on  content o r  process issues. 
Full Dialogue involves having a deep  spirit of inquiry without any se t  
agenda. It also involves stating and challenging assumptions, biases 
and mental models. Everyone truly feels equal and anyone is able t o  
function a s  leader a s  appropriative t o  the  situation the  team is dealing 
with. In this state, deep  listening and mutual support a re  the norm 
when anyone is speaking or  emoting. 

The reasons that Fulfillment and/or Full Dialogue are  now possible 
are many. These reasons include the following: 

Ground rules that have been agreed t o  are  now felt a t  a n  
emotional level and are  tightly adhered t o  because they are  
believed in and lived. This is distinct from the situation prior t o  
working through Feelings/Frankness when formal o r  informal 
rules are known a t  a n  intellectual level and are  only occasionally 
complied with. The ground rules really become a binding force 
for the team in the Fulfillment/Full Dialogue state. Upon reaching 
this state it is also a good time for t eams  t o  revise or  add t o  their 
ground rules with ideas that arise naturally ou t  of the  Feelings/ 
Frankness experience. 

Having heard about feelings regarding problem behaviors, team 
members are more likely t o  correct behaviors that have caused 
problems. 
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Team members can refer to problem behaviors as they occur, 
rather than after there has been a build-up of rancor. This is 
possible because they have proven to themselves that the  sky 
does not cave in when problems are  addressed directly. 

Team members are less fearful of being called on their behaviors. 
This reduction in fear occurs when it has been demonstrated 
that members who have exhibited problem behaviors can still be 
valued a s  members of a team. This can be particularly important 
where individuals fear having their sense of self worth o r  self- 
esteem threatened by devastating critical remarks. 

Once a team has reached the Fulfillment/Full Dialogue state, there 
is often a burst of inspired activity. The group that may have been 
stuck in a cycle of avoidance of Frankness or Feelings, can now move 
ahead in achieving its vision with a real sense of purpose and mutual 
commitment. As well, the group may alter its vision, values and specific 
goals to reflect a higher sense of purpose and the higher capability of 
the team. 

There are a number of things a team can d o  while in this state which 
will help to accomplish the integration that Blanchard e t  al. (2000) 
write about. Once again, they are illustrated in relation t o  the  Twelve 
Criteria: 

Trust the  process. Have fun and take risks. A team might even 
experience 'belly laughter' a t  a whole new level and find that 
negative comments are naturally deterred in the brainstorming 
process. 

Have an  honest discussion about any remaining impediments to  
meeting effectiveness. Watch Meetings, Bloody Meetings (Cleese 
& Jay, 1993) together to assist in this process. Adapt the  ideas a s  
necessary to fit with the group. 

Celebrate diversity, perhaps by holding an  appreciation circle 
(see the work of Christina Baldwin (1998) and others around 
circle). See if anyone has been holding back on elements of 
diversity. Free up any such elements of diversity. 

Institute honest, forthright check-ins and check-outs a s  part of 
the meeting process to  take advantage of heightened trust. If  
and when conflict erupts, deal with it directly. The team now 
possesses the tools and the experience. 

Whither Teams? 

Stages o f  Group Development 

/ Full balogue / 
figure 2 

Figures by Bert Annear 
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3.3 Outside the inner core: What really happens with most 
groups 

Most groups today d o  not progress beyond the second or  third s ta tes  
described in Section 3.2. Teams that d o  not progress beyond the third 
state can still be become Significantly Performing Effective Teams. 

A s  illustrated in Figure 1, groups can move from either Friction/Felt 
Differences or Feelings/Frankness over t o  Fracture/Fragmentation. 
They then return t o  Formation. Fracture and Fragmentation involve a 
splintering of the group. People gather in sub-groups, muttering t o  each 
other about the problems encountered by the team. Blaming of others 
corresponds with this state. Groupthink occurs within the small groups 
where no one dissents from the blaming and backbiting of others. 
The two forms that this splintering takes involve two different levels of 
blaming behavior. When a team fragments, there are slight differences 
of opinion and some mild irritation. Fracturing, on the  other hand 
is more extreme, 'harder', and more likely t o  result in permanent 
difficulties unless a team can recognize what is happening and break 
out of the Fracture state. Repeated fragmenting, returning t o  Formation 
and then fragmenting again can eventually result in the  group reaching 
the Fracture state. Among the signs of Fracture and Fragmentation are  
repeated patterns of side-taking in meetings, private correspondence 
and other forms of communication, internal blaming, complaining and 
griping occurring amongst the same  groups a t  breaks, after meetings o r  
even 'secret' meetings of splinter groups. 

Teams can also go  t o  Formation directly from a n  expression of 
Feelings/Frankness. This usually happens when one  o r  two members  
have expressed what they think or  feel about the work of the  group. 
The majority of members of many teams can be frightened by the  
emotions or directness that are expressed in the Feelings/Frankness 
stage. Getting back t o  the  politeness of formation feels 'safe' for 
those group members who are frightened. This supports the idea that, 
typically, people in groups are not remotely linear. 

What is most important in understanding this backwards movement 
is that it is part of a 'normal' systems pattern. This backward, recycling 
movement can lead to  three distinctly different types of result. One 
of these results is functional: a n  upward virtuous spiral. Two of the 
possible results are  dysfunctional: downward cycling spirals. 

3.3.1. The functional systems possibility: An upward 
virtuous spiral 

This functional process involves a kind of tri-loop around the first 
three inner core states. Over time there is a n  increasing degree of 
Frankness/Feelings. Less time and attention is paid to  Fracture1 
Fragmentation and Formation. Put differently, these  teams routinely 
experience partial expression of Feelings/Frankness by most team 
members. The group gets better and better a t  expressing Feelings/ 
Frankness over time but s tops  short of full feelings and frankness when 
friction is experienced. In order t o  fully understand this state, look 
a t  Figure 2 and focus o n  the  double arrows in particular. Think of the 
double arrows as presenting a third dimension. This third dimension 
is a n  upward spiral (one of Senge's (1989) virtuous cycles) of rising 
trust, respect, honesty, support  and integrity. This spiral gradually and 
incrementally raises the  team t o  a new level of functional ability a s  the 
group moves up  the spiral. It is through this type of positive spiral that 
a group achieves a s ta te  of a Significantly Performing Effective Team. 
(This team also has the  potential t o  become a High Performing Highly 
Effective Team a t  a future point in time where everyone engages in 
Frankness and/or Feelings.) 

The groups that reach this state often think, erroneously, that they 
have worked their way through Feelings/Frankness, but in reality are 
held back by: 

stopping short of full frankness; 

involving some but not all members of the  groups (e.g. only the 
most  outspoken o r  most  experienced in group process): 

s o m e  members of the  group not being in an emotional/ 
psychological s ta te  t o  be fully frank o r  fully expressive of feelings 
(e.g. someone with a crisis a t  home, limited energy for group 
process, esteem problems, time or  commitment constraints); 
and/or 

the  presence of s o m e  highly disruptive, intelligent and 
manipulative types with neither the  emotions nor the acceptance 
of personal responsibility t o  make full Feelings/Frankness work (a 
rare occurrence). 

The specific features of the  Significantly Performing Effective 
Teams that  distinguish them from the dysfunctional groups discussed 
below include: 

All team members gradually learn from previous experiences. 

All members get along with o r  are a t  least tolerant of one  another. 
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Levels of trust go u p  over time between all members of the team. 
While the  trust never reaches the  complete and  transparent 
openness of a High Performing Highly Effective Team, it is 
sufficient for people t o  rely on  each other. 

The team has  s o m e  synergy and gains from all members 
combining their abilities, knowledge and skills. 

The team does not have significant negatives from any of i t s  
members (e.g. no jealousy, squabbling, o r  backbiting). 

Team members a re  all satisfied t o  be with o n e  another. In this type 
of team you would never, for example, find o n e  member  of the  team 
talking behind the  back of another member. 

Over time s o m e  members  of the  Significantly Performing Effective 
Team will take o n  certain attributes o r  activities that all members 
would exhibit in a High Performing Highly Effective Team. For 
example, some members  will honestly express s o m e  of their emotions, 
including anger. For the "smoother-overs", (i.e. those who want t o  avoid 
confrontation a t  all costs) this will be  a terrifying experience but o n e  
that will make a strong impression o n  them and convince them, falsely, 
that the group is a High Performing Highly Effective Team. I find that 
the  reason that many of them allow this limited activity t o  convince 
them that the  team has  dealt with its emotional stuff is that they have 
read about the Tuckman (1965) model and thus  a re  on  the lookout 
for discomfort and argument. Once they see something that they can 
attach the 'storming' label to, they want t o  believe that the team has 
dealt with all the interpersonal difficulties. This is because most people 
dread interpersonal problems and conflict of any kind. 

3.3.2. The first of two dysfunctional systems possibilities 

A dysfunctional team can do a negative version of the tri-loop 
described in section 3.3.1. They can also do a single repeating 
loop around Formation, Friction/Felt Differences and FractWe/ 
Fragmentation. In either case the team moves back t o  Formation 
out of a combination of guilt (i.e."good people d o  not say negative 
things about each other"), discomfort with the  s ta te  of conflict, and 
impatience (i.e. "we wasted a lot of time in conflict-we should get 
down t o  work right away"). Unfortunately, in far too  many organizations, 
groups can and do move into these  very dysfunctional systems loops, 
spinning downwards into a vicious negative spiral of rumor-mongering, 
backstabbing, boss-hating, or  other highly negative states. This spiral 
worsens every time the  team encounters stress, expectations or  other 
pressures. They go  from Formation t o  Friction t o  Fracture. These 

teams, being in a highly negative state, will not experience the  milder 
states of Fragmentation and Felt Differences. 

The dysfunctional state either causes people t o  revert t o  individual 
performance o r  to  work against one  another in s o m e  way. This working 
against one  another usually plays on  insecurities of other team 
members and activates negative aspects of the natural fight or  flight 
instinct. 

A common feature of this negative cycle is a greater and greater 
reliance on  reverting t o  Formation t o  create the illusion of a functioning 
environment. Members of the team may become anxious o r  troubled 
by emotions and fears aroused by being in the Friction or  Feeling/ 
Frankness state. They may revert t o  Formation in order t o  feel safe, re- 
establish 'politeness' or  to  get on with completing the task. 

Teams revert t o  Formation due to  the socialization that many of 
us in North America experience that says we should seek  emotional 
safety. We are also told time and time again that we must b e  nice t o  
each other (eg. share our toys, get along in the sandbox). As well, 
some of us  simply can't stand being diverted from task for very long. 
Whether it is the first time around or  a later cycling back, Formation 
is really an escape from reality. After the blow-up, mid-meeting break, 
gap between meetings or  whatever, these groups are so into Formation 
that you would never know that previously the group had been divided. 
And this cycle repeats itself endlessly. In this situation several or  all 
of the team members avoid any sense  of real emotional involvement 
and/or honest assessment of what's actually happening with the  team. 
The behavior in Formation becomes more and more superficial a s  n o  
one dares to  reveal anything significant about themselves. Over time 
this is frustrating t o  those who want t o  get more involved with their 
team-mates. This kind of behaviour can also invalidate the  intense 
feelings of some team members. Membership, levels of involvement 
and attendance start t o  slip. In this s ta te  no one  openly acknowledges 
that a difficulty exists. Like a marriage gone sour but maintained for the 
sake of the kids, any positive dynamic or energy is lost. 

The different variations on this negative cycle include: 

From Friction/Felt Differences to  Fracture. (exemplified by deep  
frustration and semi-permanent sub-groups of people who critique the 
other sub-groups). At this point the rumor mill may start to  reflect some 
of this negativity. Some groups cycle around this simple loop for their 
entire existence. 

From Feelings/Frankness to  Fracture/Fragmentation and then 
to Formation. Without making progress, the group hides in the  polite 
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Formation behavior rather than spiralling up in the virtuous cycle of 
increasing trust. The result is  that problems are merely papered over 
while the team reverts t o  Formation. There will still be  occasional 
outbursts, but the  team does not build on or  learn from the exposure 
t o  Friction/Felt Differences. This group is destined, like a hamster going 
around the wheel of a cage, t o  continue repeating behavior endlessly 
with n o  growth a s  a team. 

From Feelings/Frankness to Formation (with group members 
breathing a psychological sigh of relief). They are basically saying/ 
thinking: "Thank goodness, when so and so revealed his/her feelings, 
we almost all got into it." or  "That sure was scary, I'm just glad we 
stopped before I had to  describe my feelings/what I really thought 
about  our progress." This process of blocking and/or hiding the 
expression of Feelings/Frankness, condemns the team t o  another 
variation of the hamster going around the wheel. 

Many groups will loop around again and again, spiralling downwards 
and  experiencing some variation of all three of the above cycles. 
Occasionally, out  of frustration, team members may actually express 
themselves fully and honestly, bursting into the positive cycle o r  even 
into the  Highly Effective High Performing Team state of Full Dialogue 
and  Fulfillment. This is the exception rather than the rule. 

The result of the departures into the dysfunctional looping behavior 
goes  beyond the negative effect on  the team. I have noted that, when 
in Fracture/Fragmentation, people often project or  take out their 
frustrations o n  others a t  work or  innocent 'bystanders'. I have also 
observed that a group, when going into Formation for the umpteenth 
time, becomes less and less effective. Not only is the group less 
than the sum of its parts in terms of achievement but the meetings 
of the  group become a time and energy waster, negatively affecting 
experiences outside the group (i.e. their day can go into a negative 
spiral very much like the group itself!). 

It is possible t o  go into the negative spiral early in the team process 
(e.g. having the Fracture and Fragmentation become more vicious 
and negatively personal after each of the first two team meetings, 
Formation becomes more and more of a fake process). It is also 
possible to  have some initial success with Frankness and Feelings 
but then have the team spin off the  positive cycles (the upwards 
spiralling one) into a downward spiral. These spirals are illustrated in 
Figure 2 with the double arrows symbolizing a n  upward or  a downward 
direction, depending on what is happening with the team. 

All is not lost when a team finds itself in one of the negative spirals. 
The key is t o  find one or more ways to  pull the group out of the  nose- 

dive. I have found that o n e  of the  best vehicles for pulling out is 
for the team t o  ask  itself s o m e  hard questions. It is vital that these 
questions be  asked when the  group is together and that everyone 
acknowledge the  problem. The next s t ep  is to  acknowledge that, 
because a team is a system, everyone o n  the  team has some level of 
responsibility for the  problems. 

Ways to apply the Team Effectiveness Criteria in dealing with 
negative downward cycles: Tough questions 

we need to ask ... 
1. Team direction and 

guidelines for behavior 
Do we have some combination of 
vision, mission, values, ground 
rules and slogan? Did we all really 
buy into them or did we just go 
along? Do we keep them in mind 
at all times? Most of the time? 
Some of the time? Are they having 
a profound effect on the way we 
make decisions? 

2. Regular evaluation of 
performance. self- 
correction and timelines 

Do we debrief each and every 
time we meet? Is it meaningful? 
Do we identify strengths that we 
want to repeat? Do we identify 
our errors or are we caught up 
in the delusion of learning from 
experience? Do we change/ 
improve over time? Do we have 
timelines? 

3. Role definition and 
expectations for all group 
members 

Have we identified roles that we 
want and why we want them? 
Have we distinguished chair from 
facilitator from recorder? Have we 
considered having a designated 
observer function? Are there 
other roles we need? 

4. Brainstorming, fun. 
experimentation. and/or 
flexibility 

Do we stop ourselves from judging 
when we brainstorm? Are we 
willing to take risks here or is it 
the same old, same old? How 
flexible are we 'in the moment'? 
Do we have fun? Do we have belly 
laughs with each other? 

5. Effective meetings and 
gatherings 

Does every meeting have a 
specific, known, enunciated, and 
agreed upon purpose? Do we 
really plan every meeting? Does 
everyone come prepared for every 
meeting? What about an agenda 
and other stuff? What do we 
record and why? And how about 
that debriefing stuff (yet again)? 

6. Outside contacts and 
resources 

Do we talk to others? Do we 
draw on experience in our own 
separate units or organizations? 
Do we use Internet resources? 
Do we think about what the other 
teams are doing and seek out/ 
listen to their ideas? 
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7. Problem-solving and 
decision-making 

Do we move right to solution 
without first exploring the nature 
of the problem? Do we really put 
energy into developing a common 
definition of the problem? Do 
we know what the root cause is 
(e.g. by practicing the Five Why's 
exercise (Senge, 1990) or by 
asking what the cause is)? What 
about synergy and real options? 

8. Getting the job(s) done 
What is the real job here? Do we 
get it done? How do we know it 
is done? Is it quality work that we 
are proud of? Would our client(s)/ 
customer(s) say that it meets their 
needs? How do we feel when we 
say that the job is done? 

9. Balance in key things: task 
and people, inquiry and 
advocacy, work and breaks. 
listening and speaking 

Do we seek both to understand 
and to be understood? Do we 
build in sensible breaks? Do we 
really listen to one another? Can 
we get off the argument/analysis 
cycle? 

10. Diversity 

Is our natural diversity allowed 
to flourish without people being 
labelled? Is everyone comfortable 
with being diverse/having different 
views/being themselves? Does 
groupthink ever set in where we 
quash dissenting opinions or 
approaches? 

1 1. Revolutionary, higher level 
creativity 

Do we dare to practice creativity 
approaches that go beyond 
brainstorming? Can we take 
a random word and see  what 
possible application it might have 
to our problem? Can we play a 
'what if?' game where we imagine 
wild future possibilities? Can we 
turn our creativity into practical 
ideas? 

12. Trust. mutual respect and 
functional managed conflict 

Do we raise and deal with 
conflict? Are we comfortable with 
differences, friction, feelings and 
frankness? Do we really trust and 
respect each other? 

Some final holistic questions: 

What is our  overall assessment of the  team's progress? 

How did we d o  as a team? 

What is stopping u s  from being more effective? 

Whither Teams? 

3.3.3. The state of being on the way to dissolution-the 
Foes state 

The Foes state, as the  name suggests, is not a very nice or  
comfortable state. Being in the  Foes state means that there exists 
a genuine dislike of o n e  another, a s  well as many unresolved 
differences. This is quite distinct from the honest disagreement and 
temporary dislike that characterize an effective team that cycles 
through FragmentationIFracture and goes back t o  Formation. When 
reaching the Foes state, the group becomes an extreme version of 
the earlier-mentioned pseudo team. A Foes group is a group where a 
state of "autistic type hostility" is reached between individuals and/or 
subgroups. People in a state of autistic hostility continually engage in 
pulling one  another down: (in fact, an  outsider observing this group 
could be  forgiven for thinking that second-guessing and backstabbing 
were the  primary goals of the group). At the personal level the effect 
of being in the Foes state can range from feeling unsettled, deeply 
disturbed, stressed o r  hurt. Physical problems and headaches may 
manifest, members may not come in to  work or experience blow-ups in 
traffic, with family, or others). 

The way it works is as follows. A group could be looping around in 
the 'normal' negative spiral described in section 2. Then, in looping 
around the cycle, they would go from Fracture to  Foes. In the Foes 
state, the team has to  be broken up  because it has  passed the point 
of n o  return in terms of personal enmity. The one  Foes team I worked 
with resulted in one  person on  stress leave, one early retired and the  
remainder sent off t o  various other teams in the organization. 

When a team arrives a t  the Foes state, the enmity or  tension in the  
group becomes very apparent. Group members will display very visible 
signs of anger or  resignation, depending on  their method of coping with 
the breakdown in the group. After the group finishes a task, or even 
while the  group is working, people will break into nattering cliques and 
disperse a t  the earliest opportunity. Social functions a re  often felt t o  
be mandatory and are extraordinarily painful t o  attend. Members of 
the group experience tightening of the stomach and feelings of dread, 
panic o r  unbridled anger before the group gathers. Glaring, eye-rolling, 
and mockery of other members are typical behaviors as almost all 
group energy goes into negative behaviors. Upon close inspection, 
we would undoubtedly observe three factions: the dominators of 
the group, the members who are  upset a t  being diminished, and 
the disinterested. Post-meeting, some members would express very 
negative feelings about the group (e.g. "That was another terrible 
meeting," "I can't stand it when I'm not listened to," "The nightmare 
group from hell came through again"). Typically, members of the group 
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will blame others whenever the group experiences failure. Even worse, 
most  group members would take little satisfaction from any successes 
the  group might enjoy. The reason is that the  successes would be seen 
as coming a t  the expense of some of the members of the group. 

The o n e  common denominator about moving into this highly toxic 
s ta te  of group behavior is that it destroys relationships. If the  group is 
kept together for too long, the experience can result in physical, stress- 
related illness o r  incapacity. It has been reported that blood pressure 
problems can in fact result from being part of this type of group for 
too long. This is because we are holding a grudge against o n e  another 
when we are  part of this kind of group. 

3.3.4. Beyond dysfunction. the (very rare) worst of the 
worst 

There is o n e  other situation that can develop with a team that 
can b e  even more highly dysfunctional than the Foes state. It is the  
extraordinarily rare situation where an exceptionally problematic 
person is a member of a team. In an article I have written on  
this subject (MacIver, 2001), 1 refer t o  manipulative, lying, highly 
intelligent, socially adept, destructive, Organizationally Evil People. 
Saturday Night Magazine, in its September 8, 2001 issue, refers t o  
what could be  a similar type of person. This person is called a sub- 
clinical psychopath: "someone who leaves a path of destruction and 
pain without a single pang of conscience." These people can keep 
a n  effective team from reaching i ts  potential, send a group off into a 
negative spiral, or  push the group into a Foes state. As long as you 
can read about this material without becoming paranoid, I encourage 
you t o  read about this phenomenon. The paranoia, I find, becomes a n  
issue when a n  individual is dealing with a highly problematic person 
and wants to  have a good reason t o  s top making the effort t o  work it 
out. I have found a number of instances where people want t o  call a 
really difficult person an organizationally evil person. 

3.3.5 Starting over 

A Significantly Performing Effective Team a s  well as a High 
Performing Highly Effective Team can revert back to  Formation. This 
occurs when new team members are added, the leader is replaced 
o r  there is a significantly alteration in personnel. In this situation, the  
group reverts to  polite behaviour for a while. An opportunity then exists 
for the  group to  eventually come close t o  o r  exceed former level of 
effectiveness. Alternately, if the group fails t o  recognize the need t o  go 
through Formation again, or if the state is handled badly (e.g. the  state 

is rushed or  glossed over), the  team can fall into one  of the  negative 
cycles. 

4. Conclusions 

In my experience there is value in a team reading and learning 
relevant materials before they first meet  or  early in the  group process. 
This can lead t o  a n  understanding of what is happening as it is 
happening and thereby reduce the  likelihood of vindictive blaming and 
highly negative spirals. The following five lessons are intended t o  help 
those who a re  just setting ou t  in a team process: 

With a new o r  established team, consider and follow all o r  most 
of the Twelve Criteria for Team Effectiveness. If you consciously 
choose not t o  apply o n e  of them, have a reason (e.g. our team 
has a straightforward, black and white task assignment s o  higher 
level creativity is neither necessary nor appropriate). 

Be aware of the  systems loops as naturally occurring 
phenomenon. You should be conscious of the  loop process as all 
teams go  through it. 

In looping around, be  on  the alert for three things in particular. 
Two of these things are  negative and o n e  is positive or  potentially 
positive. The negatives are, firstly, falling into a really destructive 
form of Fracture/Fragmentation. With the  really negative Fracture, 
the rumor mill (and your own personal actions and emotions!) will 
often reveal the  presence of a negative downward vicious spiral. 
Secondly, increasing absenteeism and boredom in meetings are 
the most obvious signs of a simple downward spiral. The positive 
thing t o  look for in any situation is the  expression of Feelings or 
Frankness. If this occurs naturally and genuinely it represents 
an opportunity, if handled properly, t o  either raise yourself t o  a 
positive spiral o r  t o  break through to  Fulfillment/Full Dialogue. 

If you don't take advantage of Feelings/Frankness a t  the time 
don't get stressed or  'do' negativity. There are  second chances. 
Discuss the eruption of feeling or  the statements of frankness 
soon after the 'event' and keep the  group from reverting back t o  
Formation. In a practical sense  you could list "discussion of group 
behavior a t  the  last meeting" as o n e  of your early agenda items 
for the  next meeting. 

At the end of the life of any team, rigorously ask  yourself 
questions about  what you can learn from the  team's practice (or 
malpractice!) of the  Twelve Team Effectiveness Criteria. 
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We must d o  two things in order to make these five lessons work. 
One, is that we must go beyond trusting group process and come to  
know about group process and the application of the  twelve criteria. 
The second thing is to remember that many of us  have to  confront our 
own a s  well a s  other people's fears in order to  make effective teams 
happen. This can be very difficult for people t o  do, especially if they 
have been socialized to  believe that conflict or frankness of any sort is 
bad, out-of-control behavior that must be  squelched or  suppressed for 
the group to survive and/or develop. It is an  even bigger obstacle if we 
truly believe that 'good people' shouldn't or don't express real feelings 
or speak frankly in the workplace. 

In the  end, doing what this paper describes involves perhaps 
the ultimate paradox - "disciplined faith." The "discipline" part is 
convincing yourself and other team members to  pay attention to  the  
twelve criteria and to  make conscious, responsible choices specific 
to your unique team. The "leap of faith" element is believing in 
the process and even in the 'magic' that it can release. Living this 
paradox has a big payoff in terms of personal and team Fulfillment/Full 
Dialogue. It is very important from an  organizational perspective that 
we reach our potential a s  individuals and a s  groups. We will be more 
productive in a globally competitive environment, likely t o  stay in our 
jobs longer, be more satisfied with our  work, absent less frequently, 
happier with our colleagues, and more innovative and capable of 
outstanding work. 

A word of caution. Please don't jump into Feelings and Frankness 
in an unnatural way. A person who took a course on an  earlier version 
of this material from m e  in the early 1990's did just that. She tried to  
artificially surface Friction by telling people exactly what s h e  thought 
of their practices; she  did this completely out of the  blue and left 
the organization soon after. Do not attempt t o  stage Feelings and 
Frankness, (e.g. "Let's see, if I jump all over so and so on this agenda 
item, the  others will get ticked off and talk about feelings, right?" 
Wrong, big time!!). The good news is that if you work away a t  the  twelve 
effectiveness criteria and stay alert for when the time is right, you and 
your organization will be able to  develop really meaningful, effective 
teamwork and achieve whatever higher level states that are possible for 
your group. 

The really, really good news is that you can leave this piece knowing 
that you are part of an entirely normal team when you regularly spend 
time in both or either of the first two functional states (Formation or  
Friction/Felt Differences). You can look ahead to a positive future! 
This positive future will materialize if we can get past the  way that 
we have always done things and/or our fears and inadequacies. And 

then maybe, just maybe, we can fully o r  partially work though feelings 
and frankness and get closer t o  that organizational and human 
potential that is s o  alluring and fulfilling - productive teams! 
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I have had the unique privilege, over a span of 2 5  years, of being a 
public servant, a member  of the  Official Opposition, a Cabinet minister 
in three different portfolios, and the  senior political advisor to the 
Premier of British Columbia. I've seen  provincial public service from 
many different perspectives and continue t o  be fascinated by how 
different things appear when you sit in a different office. 

I have a Master's degree in Community and Regional Planning from 
the University of British Columbia, which may explain my lifelong 
interest in how the political process can b e  used to  advance the public 
interest. Given my past a s  both an elected and appointed public 
official, I'm especially interested how t h e  two work together effectively. 
I have come to understand my interest in things political is like having 
malaria - once bitten, you are never cured, but the  "disease" goes into 
remission from time to  time. 

I a m  currently in another period of remission, having just finished 
serving a s  former Premier UJal Dosanjh's chief of staff. I spend my 
time now teaching in Royal Roads University's leadership programs, 
advising private sector organizations o n  how the government sector 
works, and perfecting my kayaking skills in the  waters around Greater 
Victoria. 
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Elizabeth Cull 

Introduction 
Policy-making is o n e  of government's most important functions. 

As British Columbia's system of government, like that of the other 
Canadian provinces, is based o n  the  Westminster tradition of 
government, Cabinet is the supreme policy-making body. All major 
government policy decisions are  made  by Cabinet, and Cabinet 
ministers bear collective responsibility for those policy decisions 
(Schacter & Haid, 1999). 

But what is the role of the public servant in policy-making? Are 
public servants, as s o m e  suggest, simply instruments of political will? 
Are they morally neutral actors with n o  ability t o  exercise personal 
judgment or t o  inject personal values? Or d o  they have a role in 
determining and shaping public policy? If so,  do they risk engaging in 
political o r  partisan activities? 

I've been fascinated by this topic ever since, as a relatively junior 
public servant many years ago, my supervisor asked m e  t o  remove 
a policy option from a draft ministerial briefing note, saying that the 
particular option was not "politically in tune" with the  government of 
the day. At the time, I wondered whether it was my job, or  that of my 
boss, t o  determine what options were politically acceptable. Wasn't 
that the minister's job? Later when I was a Cabinet minister myself, 
I often wondered what policy options were eliminated from briefing 
notes prepared for m e  by someone in the public service who presumed 
to  know what I thought was politically acceptable. 
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This paper explores the interface between the professional public 
service and elected officials in an  effort to  shed some light on the 
complex and often delicate relationship between public servants and 
politicians. This paper is not intended to  be an  exhaustive inquiry into 
the subject: rather it draws on my personal experience a s  a public 
servant, a Cabinet minister, and a political advisor in the  British 
Columbia government over the past 25 years. 

Do public servants and politicians think alike? 
The answer to  this question might seem rather obvious: no, 

of course they don't. Public servants must consider issues from 
a professional and technical perspective, whereas politicians must 
consider the political realm of competing interests and values. But if 
they don't think alike - or  at  least understand that each has a different, 
but valid perspective - then how can they develop policy together? 

Several years ago in a program a t  Royal Roads University, I had a 
group of students explore the different approaches of the  bureaucratic 
and political systems. I divided the group into two: the "politicians" and 
the "bureaucrats." I gave each group background information on o n e  
of the hot policy issues of the day - whether to  compensate people 
who had contracted Hepatitis C through the Canadian blood system. 
I asked each group to  consider what the  government should d o  
and what criteria they would use to  amve  a t  their decision. After 
thirty minutes of separate discussion, the  two groups reported out. 
The bureaucrats supported the government's then position not t o  
compensate victims, citing such criteria a s  precedent, accountability, 
cost, alternative actions available, and equity with other situations. 1'11 
never forget the spontaneous reaction of the politicians. One fellow 
stood up, pointed across the  room to  the  bureaucrats, and said, "These 
people aren't helping us very much!" This incident crystallized for m e  
(and for others in the room) the need for public servants to  understand 
the political issues at  stake in any policy decision. 

If understanding is important, how do public servants pay attention 
to political issues without crossing the  line and becoming politicians 
themselves? 

The Fiction: The Westminst er Model of Government 
According t o  the Westminster model of government, politics and 

policy are separated from administration: politicians make policy 
decisions, while public servants execute them. The public interest, a s  
expressed through policy decisions and laws, is determined by elected 
officials, notably cabinet ministers (Kernaghan & Langford, 1990). 

A fundamental theory supporting the concept that public servants 
not be involved in the messy business of policy-making is "the ethic of 
neutrality." This theory holds that 

administrators are ethically neutral in the sense that they d o  
not exercise independent moral judgment . . . their aim is to  
discover what policy elected officials intend or would intend 
and then to implement it . . . without injecting personal 
values. (Thompson, a s  cited in Kernaghan & Langford, 
1990, p. 13) 

Public servants are neutral not only in the sense of being non- 
partisan, but also in the sense of not making value judgments a s  to 
which policy options are preferable: in other words, public servants d o  
not attempt to interpret or determine the "public interest." 

This idealized division of policy-making responsibility is convenient, 
but simplistic. The major problem with the Westminster model and 
the ethic of neutrality is that they d o  not reflect the reality of modern 
public administration in Canada, where politicians and public servants 
alike are  involved in both policy making and policy implementation. 
Furthermore, attempts to  adhere to  this theory often conflate political 
consideration and partisan consideration. Confusing all that is political 
with partisanship can lead public servants to  neglect an important par1 
of their role: namely to  give sound public policy advice in a politically 
sensitive manner. 

The Reality: The Politically Sensitive Public Servant 
Despite the appealing simplicity of the Westminster model, Canadian 

governments d o  not operate in strict accordance with the Westminster 
model. In reality, "public servants, especially those at  the middle to 
upper levels of the administrative hierarchy, have many opportunities 
to  make recommendations and decisions a s  to  how the public interest 
can best be served" (Kernaghan & Langford, 1990, p. 35). 

This legitimate role of public servants in policy-making has been 
widely recognized. The Institute of Public Administration of Canada 
(IPAC) holds that public servants must seek to uphold the public 
interest in their actions, while maintaining political neutrality. IPAC's 
Statement of Principles does  not imply that the public interest is 
determined elsewhere, and merely implemented by the public service 
(http://www.ipaciapc.ca/). On the contrary, public servants are 
expected to  exercise judgment in determining what is and what is not 
in the  public interest. Schacter and Haid, in their review of Cabinet 
decision-making in Canada, observe that, ". . . from a government's 
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point of view, 'good' policies are measured by both their political 
viability and their technical soundness" (1999). Thus, good technical 
advice from the public service must take into consideration political 
matters. 

But what political matters are  appropriate for consideration by public 
servants when formulating advice t o  ministers? How are  these political 
considerations included in policy advice to  ministers? More importantly, 
how d o  ministers know what political filters, if any, have been applied 
t o  the  policy recommendations they receive? In my experience as a 
public servant, a politician and a senior political advisor, the answers 
t o  these  important questions are rarely considered in a consistent, 
open o r  explicit manner. This paper offers my reflections on  what the 
answers should be. 

What political matters should public servants 
consider? 

Political considerations run the gamut from whether a particular 
decision will help o r  harm the electoral chances of a political party 
o r  a certain elected official, t o  judgments such a s  whether a policy 
is favourable or  not t o  various interest groups (e.g. labour versus 
business), to  the  relative weight given t o  competing values such as 
social equity versus fiscal prudence. 

A first s tep in understanding what types of political considerations 
are  appropriate for consideration by the public service is t o  distinguish 
between "partisan" and  "political." It is generally agreed that public 
servants should refrain from overt partisan political activity or  
consideration of partisan matters when developing policy. The 
dictionary definition of "partisan" is a firm adherence t o  a party, 
faction, cause or  person, especially one  exhibiting blind, prejudiced 
or  unreasoning allegiance. "Political," on the other hand, has  a much 
broader definition, relating t o  the art or  science of government and 
of guiding government policy, and the competition between interest 
groups or  individuals for power and influence (Webster's New 
Collegiate Dictionary, 1979).  If one  accepts these definitions, it is 
easy t o  see how public servants could refrain from partisan activities 
- i.e., those related t o  a particular political party or  code of belief - but 
difficult to  imagine how they could avoid matters related to  the art and 
science of government or, indeed, even t o  the competition between 
different interest groups or  values in society. 

But 1 take this even further by arguing that to  assert public servants 
should be neutral o r  indifferent to  political issues (as opposed t o  
partisan issues) is t o  insult the competence of public servants. 

Certain values have been particularly dominant in the evolution of 
Canadian public administration over the  last century. These include 
accountability, responsiveness, representativeness, economy, 
efficiency, effectiveness, political neutrality, and integrity. Over the  past 
few decades, fairness and equity have been elevated t o  this list of core 
values (IPAC website). Clearly, these  values are  political values in the 
above sense. To take them into account is t o  think politically. 

Consider the case of a proposed new childcare program. What 
matters must be considered in formulating a plan and recommending 
to  Cabinet that money be allocated for the program? Clearly the  values 
of responsiveness t o  parental needs, efficiency in use  of taxpayer 
dollars, fairness t o  all parents and taxpayers, and equity of differing 
income groups in society would come into play, amongst others. 
That these values might be  in conflict creates a political conundrum 
for policy makers: which values have priority? If the  public servants 
developing this policy work with third parties such as parent groups 
and early childhood educators, d o  they not then enter the  political 
fray? Does this mean the public servants involved a re  partisan? No, of 
course not. But they d o  have political matters t o  consider in developing 
policy advice for government: to  ignore them is t o  give elected officials 
incomplete advice. How could politicians choose among options if they 
did not fully understand the political implications of each option? 

Of course, the decision t o  consider political impacts could be  left 
entirely t o  the elected officials who compose Cabinet and thus  make 
the final decision. After all, this is the  role of the  politician - t o  bring 
public values to  the bureaucratic decision-making process. However, a s  
Schacter and Haid (1999) point out, a public servant shouldn't assume 
a Cabinet minister is necessarily skilled a t  policy-making. According 
to  a recent study by Graham White (1998),  the  average tenure of a 
minister in any one  portfolio is two years. The constant shuffling of 
ministers has enormous potential impact on  policy substance and on 
decision-making processes. The shorter the tenure of the  minister, 
the greater the reliance on  the public service t o  provide detailed, 
comprehensive and politically sensitive advice. To leave it entirely up 
to  politicians could lead to  political deliberations of a n  ad  hoc nature, 
depending on  the experience of the  minister and the time Cabinet 
devotes t o  considering the matter. 

Finally, I believe that the ethic of neutrality leads t o  serious policy 
distortions. By confusing partisan with political, s o m e  public servants 
shy away from any value considerations outside of their narrow terms 
of reference. During my time a s  a Cabinet minister, a n  attempt was 
made to  balance the sound fiscal advice of the British Columbia 
Treasury Board Secretariat (TBS) with social policy advice. In addition 
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to  the traditional TBS briefing notes accompanying requests for budget 
changes (which explained the fiscal impacts of the  proposed request), 
a social planning secretariat was asked to analyze the  social impacts. 
This required public service staff to  consider the  impacts of policy o n  
women, minority groups, people on low-income, different regions of 
the province and other matters of a political nature. In the  absence of 
these considerations, decisions might have been fiscally sound, but 
socially uninformed or even harmful. 

While politicians must take the lead role in defining the value system 
of their government, public servants have an essential role t o  play in 
analyzing and presenting political (not partisan) considerations along 
with their policy advice. 

How are political considerations included in policy 
advice to ministers? 

All governments develop procedures for making policy decisions, 
and while these procedures evolve over time and change with the 
political party in power, most involve rules o r  norms about written 
briefing materials, committee process in public service and Cabinet 
committees, screening by central agencies (both political and public 
service), recording and communicating decisions, involvement of third 
parties, and the like. 

However, the 

ways in which policy has been developed and decisions 
made in any particular period (or government] has 
depended, to  an  extraordinary degree, on who was the head 
of government . . . The perfect decision-making system is 
a chimera . . . There have been no  "ideal models" existing 
independently from the people who use the  system, and the 
circumstances in which they work. (Schacter & Haid, 1999) 

Schacter and Haid ( 1999) distinguish between the "transactional, 
'deal-making' decision style" of Brian Mulroney versus the  "collegial 
and 'rational'" decision-making model of Pierre Trudeau. A similar 
comparison could be made between Glen Clark's a d  hoc, action- 
oriented decision-making style and Mike Harcourt's style of government 
decision-making, which leaned heavily on process. 

A current example of the role and influence of political leaders on 
the way decisions are made can be seen in the  response of British 
Columbia Health Planning Minister Sindi Hawkins t o  a question about 
ministry policy-making structures by Opposition Leader Joy MacPhail: 

Hon. S. Hawkins: No,  there is no  formal structure, but there 
certainly is a n  understanding. That emanates right down 
from the Premier - that the interministerial boundaries must 
b e  broken down: that there must be more cooperation 
between the ministries: that we don't operate in silos: 
and that a lot of the  planning that happens in government 
happens in cooperation with the members in this House, 
not only the  ministries but the private members a s  well . . . 
There's no  cabinet committee that coordinates all this. It is 
a directive from the Premier that we all work cooperatively 
and, if we've got a goal, that we all focus on that goal and 
work towards it . . . 
We're trying t o  get away from those bureaucratic, 
committee-building, formalized kinds of structures that 
would otherwise, I think, hinder progress . . . I think it's 
worked out  very well. If we had a committee that decided 
when we should meet and how often, you just get into 
that bureaucratic stuff that the Premier is trying to get 
us  away from. (British Columbia. Legislative Assembly. 
Debates. August 14, 200  1, pp. 5 17-5 18.) 

Like governments, ministers can have considerable leeway in 
establishing their own policy-making style. Some ministers rely heavily 
on public service advice, others depend on their own political instincts 
and resources. The policy role of the minister also depends heavily on 
his or her ministerial style. According to  Donald Savoie, ministers can 
be classified a s  "status participants," who are primarily concerned with 
public and media attention; "mission participants," who hold strong 
views and devotion to  causes; "policy participants," with expertise 
and interest in certain policy fields: and "process participants," who 
are primarily deal-makers (Savoie, 1990, pp. 189- 194). 1 learned this 
myself when I was asked t o  hold two portfolios simultaneously for a 
short period while another Cabinet minister was "in the penalty box" 
for an error of judgment.' As a "mission participant" minister used 
to  meeting daily with my policy staff, I was surprised that my second 
ministry expected m e  to  meet each morning with communications 
staff instead: the  minister I was replacing would have been classified 
by Savoie a s  a "status participant." In each portfolio, the  minister had 

In the spring of 1994, 1 was appointed Minister of Environment, a position I held for 
three months. At the same time, I continued to hold the portfolio of Finance and Corporate 
Relations. The former Minister of Environment had breached the Premier's standard of 
conduct for Members of the Legislative Assembly. As a result, the Premier removed him 
from his portfolio for three months a s  punishment. The media coined the term "in the 
penalty box" to describe this somewhat unusual arrangement. 
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established quite different ways of making policy decisions, including 
who was involved in the process. 

Whether ministers or  governments focus on  process or action, a t  
s o m e  point public service and  political considerations come together in 
the  policy making process. There are  several players besides the public 
servant policy-maker and the  minister who have influence on policy- 
making and who bring various political perspectives t o  the process, 
including: 

0 the minister's political advisors (called ministerial assistants or  
executive assistants in British Columbia); 

the Deputy Minister t o  the  Premier, t o  whom all other deputy 
ministers report; 

the Premier's political advisors: and 

central agency staff, both public service (e.g. Treasury 
Board Secretariat) and political (e.g. Government Policy and 
Communications, or  now the Public Affairs Bureau). 

Depending on  the  importance of the  policy decision, some or  all 
of these players may provide political advice t o  the minister and 
Cabinet. But the  most important public service player is typically the 
minister's deputy minister. As the minister's top non-partisan policy 
advisor, the  deputy minister is the  connecting point between policy and 
implementation - h e  or  s h e  has  a foot in each world. A significant factor 
contributing t o  the successful functioning of the policy-making process 
in Canada is the  degree t o  which ministers have been able t o  work 
productively with their deputy ministers (Schacter & Haid, 1999). 

Deputy ministers and other senior public servants frequently play a 
very active role in policy-making. Roles can include: 

0 initiating policy proposals, 

coaching the  minister o n  policy development, 

0 working with other parts of the  public service and with other 
levels of government t o  ensure  success of the policy initiative, 

challenging ministerial policy proposals, and 

mobilizing support with stakeholders and third parties. 

One of the  most difficult roles is challenging the minister. Public 
servants who blindly agree with any policy initiative of the government 
or  minister, regardless of their technical feasibility or  their impact on 
the public interest, d o  not serve their ministers well. Public servants 
have a duty t o  point out potential problems with actions the minister 
wants to  take. They have the particular responsibility to  advise the 

minister about potential impacts on  the  public interest. However, 
the challenging role should not extend so far as t o  actually thwart a 
policy with which the public servant disagrees. After providing sound 
technical and politically sensitive advice, the final decision-maker is the  
minister or  Cabinet. To d o  otherwise is t o  put the public servant in the  
role of the political decision-maker.2 

A recent provincial example t o  illustrate this point is the decision of 
the former NDP government t o  impose a three-year moratorium o n  the  
hunting of grizzly bears. Technical advice from public service scientists 
did not support a blanket moratorium and  that was the  advice given 
to  the minister and Cabinet. This advice was not blind t o  political 
considerations, such as a campaign in Great Britain t o  boycott British 
Columbia a s  a tourist destination, and public opinion generally in 
favour of a moratorium. Rather, these political considerations were 
presented along with the scientific advice. However, the  public service 
recommendation was against a blanket moratorium. The Cabinet chose 
to  consider contrary scientific evidence and t o  put more emphasis 
on the political matters. The public service then turned to  developing 
options for the implementation of a moratorium, including a shorter 
time frame than Cabinet originally proposed. 

From my perspective, this is the appropriate interplay of technical 
professional advice and political decision-making: a full discussion of 
all issues, including political considerations, followed by a n  informed 
decision by those who will ultimately be accountable for that decision. 
"Good" policies, from a government's point of view, a re  measured by 
both their political viability and their technical soundness.  One should 
not always trump the other. The current Liberal government has given 
different weighting t o  these same  concerns, choosing t o  favour their 
internal public service scientists over external experts, and to  downplay 
the importance of public opinion. 

Knitting sound technical advice together with political considerations 
requires both public service and political decision-makers t o  be  clear 
and explicit a t  all times about what they a re  doing. Problems may arise 
when: 

clear distinctions are not made between politically partisan, as 
opposed to  non-partisan (i.e. public service) advisors; 

* 1 am not going to delve into the murky waters of what a public servant should do 
if the decision of the minister is unlawful or unethical or in some other way repugnant to 
the public interest. Numerous books and papers have been written on this aspect of public 
service accountability. I am speaking here of a clash of political values, or of situations 
where a public servant believes technical concerns should outweigh political concerns. 
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0 one form of advice systematically pushes out the other, o r  is 
systematically valued more than the other: 

the relative roles and contributions of political, a s  opposed to  
non-partisan advisors are poorly understood: or 

there is inadequate communication between political and non- 
partisan advisers (Schacter & Haid, 1999). 

How do ministers know what political fllters, 
if any, have been applied to  the policy 
recommendations they receive? 

When I first became a minister, I told my ministry staff that I did not 
want them to make political judgments on my behalf. I did not want 
to  experience what my own minister had experienced when I was a 
public servant so many years earlier: that a public servant might filter 
advice given to  m e  according to his or her understanding of what was 
politically acceptable to me. As the elected official, I was ultimately 
responsible for the  policy decision. If it was wrong, I was the  o n e  who 
would pay the price, whether it was a demotion from Cabinet or the  
wrath of the public. 

Having said this, I similarly did not want my ministry staff to  be 
blind to political considerations, giving me advice that might lead 
to political uproar. To assume that I and my Cabinet colleagues 
could predetermine the political ramifications of all policy options 
would be absurd, especially a s  we were a new government with little 
experience governing. What I wanted was an  open exchange of ideas 
and options, full discussion of the implications of each option, and then 
the opportunity to  make an  informed decision. 

One of the biggest challenges I faced a s  a new minister was the  
consideration of a Royal Commission report on health care. I recall 
one point when we were in the thick of determining what the  best 
governing structure should be - local health boards? regional boards? 
vertically integrated or horizontally integrated? - and many other 
alternatives. In a meeting with my key advisors, both public service and 
political, I asked them what options they recommended. They looked 
at each other and looked a t  me, and suddenly it dawned o n  m e  that 
they wanted to  know what direction I was leaning. I called a halt t o  
the discussion and sent them away to  develop all the options, not just 
those they thought I wanted to  see. 

One way to determine what filters have been used is to  build 
requirements into the decision-making process which make political 

filters transparent. Most governments d o  this by having a prescribed 
format for Cabinet submissions. Generally. submissions are required 
to  contain comments o n  fiscal o r  budget impact, implications for 
other levels of government, impact on environmental sustainability, 
and various social concerns such a s  equity, regional disparity, 
etc. If analysis of these  kinds of matters were mandatory, political 
implications would b e  made transparent to  the politician. 

Another way, (and o n e  which I believe is more effective), is 
for public service policy advisors and the minister to  have frank 
discussions about how policy advice will be given. When a public 
servant and a minister discuss openly what each other needs to  support 
effective decision-making, policy making is improved and political 
considerations are obvious t o  all. 

Whatever the  method, it is critical that the process of political 
consideration o r  filtering be transparent. Neither the politician nor the 
public servant is well served when political concerns are not clear and 
obvious to all players. 

Conclusion 
It is foolish to  pretend we can separate the public servant from the 

political decision-making process. After all, politics is the art of guiding 
and influencing government policy, and that is precisely what public 
servants do. In engaging in this art, public servants must walk a fine 
line between acknowledging the political and leaving the partisan to the 
elected politicians. 

In developing public policy, public servants can neither suppress 
their own values and understanding of the public interest, nor ignore 
the political values and concerns of their elected bosses. It takes skill 
and sensitivity t o  navigate along this fine line - t o  develop technically 
sound, politically sensitive public policy. It takes "moral imagination" 
to  develop "the requisite skill for meshing the two [realities) without 
a loss of integrity" (Cooper, a s  cited in Kernaghan & Langford, 1990, 
p. 179). 

In the  world of the  Westminster model of government, the 
political can be separated from the public service. In the real world 
of government, political and technical advice are inextricably mixed. 
Working in the  real world means we accept that the public servant 
must be  "non-partisan, operationally oriented, yet politically sensitive" 
(Robertson, a s  cited in Schacter & Haid, 1999). To insist otherwise 
is to  deny reality, and run the risk of hampering good public policy 
development. 
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From a very early age I have been fascinated by the exercise of 
leadership. It seemed t o  m e  as a child that those who gave service 
to  their country a s  politicians, o r  as civil servants, were tru:y nobie 
leaders. In my own case, I began to  lead--or serve others--as a teacher: 
completing a degree in political science and then my teaching 
certificate in order t o  teach young adults in high school. Once there, 1 
ended u p  following the leadership muse by coaching rugby, teaching 
theatre, and sponsoring student leadership groups. 

As a high school administrator early in my career, I once again was 
able to  practice and study the  ar t  of leadership. Watching different 
teachers "lead" their students t o  want to  learn--or not. Watching them 
exercise power: motivate; inspire--or not. As a principal of a high 
school, I discovered s o m e  very interesting aspects of myself: in order 
to d o  the  job  well, I had t o  learn public speaking: to run effective 
meetings; to  make decisions that were fair and ethical; and to relate 
empathetically with my students. 

I then had an opportunity of a lifetime. I was successful in being 
granted the  only position in a new program offered by the University 
of Victoria and the Ministry of Education: a cooperative education 
opportunity to  d o  my Ph.D. in Educational Administration. What a joy, 
to learn about leadership while continuing my work. I learned then the 
power of action learning, of studying a concept one  night and applying 
it the  next day. 

Those ten years in the  public service are my qualifications for writing 
this article. I found the task of leading, a s  a Director of three different 
branches, a truly challenging and humbling experience, an experience 
that o n e  can only find in government. I also found that, for it to be 
rewarding, I had to develop many of the mindsets talked about in my 
article. 

It is a privilege for m e  t o  have worked over the  past five years 
stewarding executive programs a t  RRU, and teaching in our Master of 
Leadership and Training program, with hundreds of individuals who 
are working exceptionally hard t o  serve British Columbia and Canada's 
public. I dedicate this book--and my small contribution to it--to their 
efforts. 

Author: Change Delivered, Change yet  to be Delivered 
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Yet to be Delivered 

Graham Dickson 

Introduction 
Magnificent. The majestic stone pillars, verdant lawns, hand-crafted 

wood walls. Built for a lifetime-and beyond. Much, much beyond. 

The parliament buildings in Victoria, British Columbia. Or Ottawa, 
Canada. Or Edmonton, Alberta. Testimonials t o  an enduring purpose, 
a robust spirit. Belief in the wisdom of the common person, in the 
judgement of the  average citizen. Change delivered. 

S o  often leadership in the service of human affairs creates buildings 
that metaphorically capture humankind's finest mental and spiritual 
achievements. Churches, universities, parliament buildings. True, 
parliament buildings a re  relatively new edifices compared to  the other 
examples, but in their grandeur they reflect our deepest beliefs in 
ourselves as people, and in others with whom we share this planet. 
They reflect - a t  least, temporarily - our triumph over unthinking and 
unfeeling dictatorship: and in their grandeur, an  abiding, unshakeable, 
and ever burgeoning commitment in western society t o  the  principles 
of democracy, t o  personal freedom, and t o  the concepts of equality of 
justice, if not wealth, in our emerging societies. Change delivered. 

Unlike private corporations, governments cannot go bankrupt. They 
are  constantly faced with the challenge of re-inventing themselves s o  a s  
to  remain true t o  their purpose, and to  continue to  serve that purpose. 
In the  corporate world, a company that outlives its product disappears. 
A few shareholders lose their investment. In the public sector, if  
democratic government outlives its product - freedom, social justice, 
health for all citizens -society disappears. We are not shareholders 
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here - we are soul-holders, citizens entrusted with the preservation 
of our own humanity through the  exercise of democratic government. 
This is the  change ye t  to  be delivered. It is the true essence of 
leadership in the  public service, and an  ongoing responsibility that will 
never be achieved. 

Change delivered, change y e t  to  b e  delivered. The theme of this 
book. And a cogent description of the  true challenge to public service 
leadership. For it represents some of the paradoxical challenges 
of leadership, a s  well a s  the  reality that change is not an event or 
a n  achievement, but an  endless process. The battles that were 
once fought to  establish democracy are  now being replaced by new 
encounters in which leaders need t o  continue to  fight in order to  
preserve it. Democracy will always be subject to  threat, to overthrow, 
to  indifference and, maybe even more poignantly in today's world, to  
perceived irrelevance. The public service leader - in order to keep the 
"identity", the  essence of democracy alive and flourishing - must be 
constantly reliving its purpose and pursuing it. In the true spirit of the  
concept of leadership, in which new challenges are faced and bested, 
public servants today must accept the  challenge and rise to meet it. 

In reviewing the papers written by my colleagues, I am struck by 
the awesome responsibility of those who enter into the public service, 
and concomitantly, the  added burdens of those who take on the 
formal responsibility t o  lead it. To b e  successful in this calling - and I 
d o  believe it is a calling - there are  a number of leadership mindsets 
that a public service leader must embrace in order to prevail. These 
mindsets were elicited from the  work of the other writers in the book. 
I would like to  explore these mindsets in three steps, making continual 
reference t o  the  other essays collected here. First, I consider the  
nature and unique challenges of leadership in the context of public 
service. Second, I discuss the  paradoxical nature of effective mindsets, 
focusing o n  seven that arise (sometime implicitly) in the essays 
in this collection. The mental challenges and battles in the way of 
attaining these mindsets are duly emphasized. And third, I look a t  the  
implications of those mindsets for leadership in the public service. 

But before going any further, consider the  unique context in which 
public sector leaders must pursue their calling, for it is into this context 
that the  leadership mindsets need to  be integrated. 

T h e  Public Service Leadership Environment 
What are the  unique aspects of the  modern environment that 

are shaping the practice of public sector leadership? Leadership 
itself - a s  witnessed by the work of Hersey (1996); and many others 

(Hodgkinson, 1983, Goleman, 2000, Wheatley, 1999) - is situational. 
That is, leadership practices that are  successful in one  situation are not 
necessarily successful in a different situation. Public service leadership 
is n o  exception. The vicissitudes of politics, societal change, and the 
unique role of being the interface between elected officials and the 
public, thrusts public service leaders into circumstances and situations 
that are constantly fulminating. Public servants are required to 
respond, adapt, adjust, and alter their practices to  ensure that the long 
term needs of the  public interest are effectively served. 

Yehezkel Dror (1  986) suggests that government policy making has 
entered a new era since the end of the cold war. His argument is that, 
in a long term context, society has  gone through three main phases 
of social development: the  agricultural age: the industrial age: and 
the information age, symbolized a s  much by the fall of the  Berlin Wall 
as the  advent of t h e  computer. Each of these stages, he  argues, has 
uniquely influenced the  context for the  practice of government in 
Western society. He and others since (Foot, 1996) have identified a 
number of trends o r  social forces that shape the ability of government 
to  fulfill its leadership function in the  information age. I will mention 
three in particular here that are having a huge impact on the ability to 
exercise leadership in government: globalization; technology: and the 
diminution of formal authority. 

Globalization 

Globalization is the  current trend of institutions and individuals 
to  view the  world as a singular entity, a s  opposed to adopting an 
ethnocentric viewpoint o r  state-focus. The free-trade agreement in 
North America, China's entry into the World Trade Organization, the 
implementation of a singular currency within the European community, 
the large and volatile movement of money across borders, the 
connectivity of the  world's stock markets and trading systems, and of 
course the  spread of terrorism to  the  United States are representative 
of this trend. The impact on Canada is most viscerally represented by 
the new legislation with respect t o  national security (Mohamed, 200 l ) ,  
and by the need t o  respond to  the  ethical issues the "international war 
on terrorism" presents t o  Canadians: How should we protect ourselves 
a t  home? What are  our  global responsibilities? How can we increase 
security without diminishing liberty? All these vital questions have 
profoundly affected the  context of government and public service. 
Globalization is also represented by the fact that Canada is a multi- 
cultural country, with a respect for, and a commitment to, global values 
of tolerance and equality. 
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Globalization is particularly significant as a modern force because 
it begins t o  demand changes in the  leadership role of democratic 
governments - provincial, o r  national, as in Canada - as part of a 
global system. Some might argue, for example, that as the forces of 
globalization increase, the responsibility of nation-states and local 
governments should diminish and be replaced, either by a global 
governmental agency or  the exercise of a pure free market global 
economy. Henry Mintzberg (200  1) suggests, for example, that in the 
global marketplace governments have devolved - deliberately or not- 
their economic responsibilities t o  corporations in the  private sector, as 
well a s  many of their social responsibilities t o  non-government, not-for- 
profit agencies. In the  economic sector, multi-national corporations are  
quickly able t o  take advantage of different regulatory systems across 
countries, and t o  establish global structures t o  suit their economic 
interests. Similarly, a s  social justice issues have tended to  become 
interest-group specific, agencies deriving their support from pockets 
of populations have grown u p  t o  advocate particular issues o n  their 
behalf. If these  trends continue, what role remains for democratic 
governments? Do they become redundant? Irrelevant? 

Technology 

Probably the  most pervasive and influential force affecting the 
exercise of leadership in the public sector today is the influence of 
technological change. As Gwen Lock points ou t  in her paper, "societies 
and economies have been transformed by computerization, and 
there is n o  going back. The very nature of organizations and their 
interrelatedness have been fundamentally altered." This is true for 
organizations in government as well as for those in the private sector. 

The computer gives u s  a capacity t o  communicate, to  transfer 
money and t o  store and retrieve information that is light years ahead 
of our capacity ten years ago. Computers and associated technologies 
change not only what information is, but how we interact with 
information, as well as how we interact with each other. Technology 
has greased the  skids of globalization. The Internet has broken down 
national boundaries, created new forms of service delivery, and new 
expectations of service delivery for governments. In Canada, for 
example, a t  the  federal level, e-government has  become a major focus 
for change (Cappe, 2001) and, in British Columbia, a key theme of the 
provincial government's New Era vision statement (BC Liberal Party, 
200 1). The computer and i ts  associated technologies have spawned 
an ever-increasing array of new industries and created a pace of 
technological change that is driving many of the  changes in society. 
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How does  this trend affect leadership in the  public service? First, by 
introducing new technologies, and the concomitant issues that brings 
forward: do we need as many public servants? What expectations 
d o  we need t o  have of public servants in terms of their technological 
skills? Second, by creating ever-changing macro and micro-policy 
environments in which leadership must be practiced. And the third 
is by challenging the relevance of nation-state governments. Are the  
democratic systems we established in what was once a geographically 
challenged society relevant in a global context? How does  the  public 
sector leader cope with these challenges? 

The Diminution of Formal Authority 

A third key trend in the environment today is captured by the  
phrase "the diminution of formal authority." This phrase refers t o  the 
growing tendency in Western society t o  scrutinize and question how 
the formal authority of the state is exercised. The agents of scrutiny 
today are the media, individual citizens, and interest-based lobby 
groups. People who hold government t o  account are  united by t h e  
belief that those who possess authority granted t o  them by the  general 
polity - health care workers, the military, police, educators, social 
workers, and bureaucrats - are required t o  exercise that authority in 
a manner commensurate with their moral purpose. Current demands 
for accountability, for transparency of decision-making, o r  for 
formal redress through the courts for actions deemed culpable, a re  
expressions of this phenomenon. 

But how does  a reasonable - and in many ways, laudable - demand 
for accountability lead to  potential diminution of formal authority? And 
what is wrong with that? Indeed, in many ways this trend demands the 
highest standards of those engaged in service t o  the public - a trend t o  
be applauded. Yet it is also a trend easily abused. One potential abuse,  
for example, is that in expending the energy t o  hold those  in authority 
responsible, the average person can divert energy from hislher own 
responsibilities a s  a democratic citizen, including the responsibility to  
vote, to exercise knowledge and discretion in the  making of decisions 
and judgements, to  consider one's own needs and concerns in the  
broader arena of the public interest, and to  act  commensurate with 
the latter. Blaming government can mask a deeper political apathy that 
saps  the legitimacy of formal authority. The implicit challenge here - for 
both public sectpr leader and citizen - is to  develop a mindset that 
controls and resists the  natural tendency to  apathy. 

A second potential abuse is t o  apply the standards only t o  those  
who own public office, and not to  those who exercise authority in 
other arenas. Do we expect that corporations in the private sector 
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will exercise the  same social responsibility that we demand of public 
servants? A third and certainly more potentially serious abuse is the 
downgrading of respect for those who exercise authority on our - the 
citizens' - behalf. Does increased scrutiny contribute to  the  subtle 
growth of distrust? Does diminished trust lead to  an unwillingness 
to  follow legitimate authority even when legitimately expressed? 
Indulgence of this abuse could lead to government truly becoming 
irrelevant: for it is only through the granting of "the right to  lead" to  
government and their representatives - the public servants - that there 
is any legitimate authority in the  first place. 

I am reminded of Chester Barnard's book, The Functions of the 
Executive (1938), in which he introduces the concept of a "zone of 
acceptance" of leadership credibility. The concept is based on the 
principle that people grant the  power to  lead to an executive and that, 
in the moment of granting that power, it can be exercised within certain 
parameters of discretion that are unquestioned by the followers. His 
premise was that, if the leader makes decisions within the  parameters 
given him/her by the followers, the zone of acceptance increases: if the  
leader makes decisions outside the parameters given by the followers, 
the zone of acceptance - and therefore the credibility - of the  executive 
diminishes. The image is of a field of influence in constant flux. It 
suggests that leadership credibility - and its commensurate power - is 
almost mythological, in that when it is questioned it ceases to  exist. Put 
differently, when the techniques of accountability become established 
- that are in their own right fundamental tenets of democracy - there 
is an inevitable erosion of democratic authority. Change delivered 
becomes the need to respond and adapt to  the new situation, in other 
words, change yet to  be delivered. Witness the following quotation from 
the editor of the Victoria Times Colonist newspaper: "If M P ' s  became 
somebodies again, and electing them made more difference to how the 
country was run ... That would be especially good for the health of our 
democracy" (Times Colonist, Dec. 27, 2001). The wistful desire that 
this quote represents - for MP's t o  become "somebodies" again - is 
the continued demand for relevant leadership from our politicians, and 
those who serve them, and for a mindset that allows them t o  act a s  
"somebodies." 

Leadership in the Public Service 
The reader can be forgiven a t  the  moment for having come to the 

conclusion that due to these contextual elements, government has to  
an  extent outlived its usefulness and is slowly becoming irrelevant. If 
so, then surely public service leadership is also an outmoded concept 
and itself redundant - a conceited notion of those with only nominal 

power. After all, global forces are  encouraging a holistic mindset, 
whereas national governments derive their legitimacy from a parochial 
mindset. Technology is breaking down the geographical barriers that 
give local governments their legitimate arena of authority. And the 
effective exercise of democracy itself means that its own authority 
may well be undermined by the  very citizens who granted it in the first 
place. Do we even need leadership of the public service? And what 
about in the  public service? Under these circumstances, what should 
that leadership be doing? And why would we even suggest that a 
particular mindset is required of public service leaders today, if in fact 
their own roles are becoming redundant? 

Let's look to  Anne Grieve's paper for guidance here: 

maybe the Devil is right, that I'm [the public servant on 
behalf of democratic government) not much of a leader. 
Maybe I'm one  of a new group of leaders, a leader who has 
come to  put an  end t o  leaders. 

There is, t o  my surprise, mirth in God's expression. Then, 
and after a long silence, "Go then, and lead!" 

"Are you saying that's leadership after all?" 1 pause to take 
this in. "Then why did you give m e  such a hard time?" 

"Because you didn't believe it" 

1 think s h e  is giving us three rather profound messages here. First 
and foremost is the message that leadership, t o  have any foundation 
for action, must first believe in itself a s  a meaningful and significant 
force. That is, it must offer something of substance that others cannot 
offer. A second message is that, in believing in oneself, a leader may 
very well end up eliminating their purpose for being. The third message 
is that, in carrying out that leadership, o n e  might not feel like "much of 
a leader." Each of these messages points to an  important truth about 
public sector leadership in society today, and each also suggests how 
important leadership mindsets are to  the practice of leadership. 

S o  what is the "meaningful and significant force" that public 
service leaders bring to society? The pure essence of this force 
is the individual motivation t o  work for the public good. Those so 
motivated attempt t o  infuse the  virtues of personal freedom and 
responsibility, hope, peace, caring, and mutual support into the affairs 
of humankind through the exercise of democratic government. This 
is the moral purpose of public sector leadership. It is "the personal 
vision" of any democratic polity, a calling that those who act in formal 
roles associated with public service are always expected to follow 
(Armstrong, 1997). Angus Graeme, in his compelling water metaphor, 
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describes public service leadership as "clear, honest and serving of 
all that it touches." Public sector leaders are t o  "nurture all of life's 
processes.. .[and) protect life against" harm. 

The role of public service leadership is to  preserve humanity through 
the exercise of democratic government and, in so doing, to  contribute 
to  the  achievement of the  goals of personal freedom, social justice, 
economic well-being and personal health for all citizens. The second 
imperative - that government offer something of substance that others 
cannot offer - constitutes in fact a rationale for the  very existence of 
the civil service: no  other formal organization has this responsibility for 
all of society. N o  single business, interest group, o r  agency in existence, 
no  matter how powerful, has been granted the legitimate authority to  
act o n  behalf of the  people that the  civil service has  been granted. 

Civil servants, by practicing effective leadership, might well appear 
to  be "putting an end to  leaders" in public service. When one  signs o n  
to  the civil service, o n e  signs o n  also t o  lead o n  behalf of the value 
imperatives of personal freedom, social justice, economic well-being 
and personal health. Effective public sector leadership aims to  create a 
society that will call forth from i t s  citizenry the  very same moral virtues 
that give government i t s  legitimacy in the first place. The extent to  
which citizens, either individually o r  collectively, rise to  the challenge 
determines the apparent need for public sector leadership. The greater 
the initiative taken by individuals, groups or corporations in society to  
assume the responsibilities of social justice, or to  maintain the  health 
and economic priorities of citizens, the  less the apparent need for 
formal public sector leadership. The more successful governments are 
in doing this, the greater the  likelihood that they will in fact appear 
redundant. Indeed, it is the historical success of democratic regimes, 
through their attendant civil services, that has created the capacity for 
globalization, for the development and spread of technology, and for 
the diminution of authority. All are  symptoms of the  success of public 
sector leadership, and can easily lead the public servant to  believe 
that his/her efforts are in vain, and that the entity we call democratic 
government has eliminated its own purpose for being. 

This "irrelevance" mindset can easily lead the pubic servant to  the  
second potentially dangerous mindset that Anne Grieve talks about. 
We can easily be seduced into believing that we are  no  longer "much 
of a leader." After all, the  system grinds on regardless of our individual 
efforts: and our own human needs to  make a difference, to see the 
results of our actions in practice, are  often not met. However, from 
a historical vantage point, both of these propositions are dangerous 
to  entertain for any great length of time. They lead t o  mindsets of 

complacency and indifference. And for leaders1, who by definition must 
believe they can make a difference, these mindsets will truly sound the 
death knell of public service. 

So, in many ways, the success of public service leadership is its own 
worst enemy. But here 1 revert to the  essential theme of this paper: 
change delivered, change yet to b e  delivered. Once change has  had 
an  effect - success is delivered, if you like - more change is o n  the 
way. All that has changed is the context in which leadership must be 
exercised. It may appear that public sector leadership is redundant, but 
it is a momentary, immediate perception. One may feel irrelevant or 
powerless, but that is a human reaction to success. Success is fleeting 
- and with it often goes the intense ambition, or moral purpose that 
contributed to i t s  achievement. And this leads us to  the  true challenge 
of public sector leadership: to identify the mindsets that will assist the 
continued pursuit of the  calling fundamental to  the existence of the 
civil service itself. 

The contributors to  this book have hinted strongly that public sector 
leadership must be  re-invented - change its practices - in order t o  meet 
the challenge of continued relevance. They call for new thinking, new 
mindsets in touch with the moral purpose of service. For example, 
Jim Taggart states that "real leadership occurs through a collaborative 
shared vision by groups of people who share aspirations ... managers 
must learn how to share power and decision making with their staff." 
He clearly is asking public sector leaders to be less focused o n  
their own need for identity, and more on the importance of meeting 
the needs of public service. Similarly for Catherine Reznechenko, 
one of the greatest contributions a leader can make is to  "provide 
opportunities for others to develop and exercise leadership": yet 
another exhortation for the public service leader to  develop a mindset 
that considers others a s  partners in the  leadership puzzle. Claire 
Abbott encourages public sector leaders to exercise "values based 
leadership, strategic vision, collaboration, and developing people," 

' Is public sector leadership only the responsibility of those in fonnal positions of "managerial" power 
in government-I e., politicians and public service managers? Or is public sector leadership a "distributed 
phenomenon" as Taggart (follow~ng Senge) contends? Is ~t partly the respons~b~l~ty of fonnal author~t~es but 
also partly the charge of each cit~zen? And what are those responsib~l~t~es? The moral imperative of the public 
service must reside in the actions of every employee, every citizen. This means it is the responsib~lity of 
everyone to understand how their ind~vidual actions can or cannot contribute to achievement of that purpose 
To tlie extent to which the day-to-day actlons of a c~tizen may or may not contribute to the public good, the 
actions of that c~tizen should be shaped by the mindsets outlined in tlus paper. And, those who choose to 
take on the fonnal responabil~ties of public sector leadership also have significant additional responsibilities. 
Indeed, the greater the level of management responsibility a person has w~thin the public service, the greater 
the respons~bil~ty to do two tlimgs: (1) champ~on the moral purpose and model it for others: and (2) create 
the condit~ons by wli~ch others can relate the moral purpose to their work and g v e  them tlie confidence and 
capaclty to pursue it 111 their day to day actlvltles 
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in order to  ensure that the Nexters, "these heirs of the world we 
have created," are attracted to, and remain productive employees of 
government. Her focus on the needs and benefits of others becomes 
the  focus of our collective future, and extends the public service 
purpose beyond immediate needs. Gwen Lock is similarly forward 
thinking, encouraging public sector leaders to  embrace e-leadership: 
"enhanced transformational leadership - with ... higher levels of 
collaboration to  take advantage of widespread connectivity and greater 
creativity to  develop new ... solutions." Elizabeth Cull urges public sector 
leaders to use their "moral imagination" to develop technically sound, 
politically sensitive public policy, once again prodding the public 
service leader to consider the needs of others before those of self. 
And Sandy Maclver implores us to maximize diversity, to  use the tools 
and techniques that are available to  skilled professionals that enable 
individual potential and unique talent to  emerge during team process. 
This requires an unusual candour and openness of character, an ethical 
bearing which in fact all the papers in this collection point to a s  the 
root of leadership, and which is aligned with the moral purpose of 
democracy itself. 

Mindsets for Public Service Leaders 
What is a mindset? The Webster's dictionary (1977) defines mind 

a s  "element or complex of elements in an  individual that feels, 
perceives, thinks, wills, and especially reasons." The word s e t  has the  
following meanings: "mental inclination, tendency, or habit": "a state of 
psychological preparedness of limited duration for action in response 
to  an  anticipated stimulus or situation": "a number of things of the 
same kind that belong or are used together": and finally, "direction of 
flow." By a leadership mindset 1 mean the mental predispositions 
that shape our leadership responses, and therefore in large measure 
our  level of effectiveness. I consider them to  be collections of 
psychological orientations of feeling, thinking and willing by which the 
leader influences the directions of flow that constitute organizational 
life and practice. Our leadership mindset is the mental component of 
our  leadership effectiveness. Of special interest are those situations 
and circumstances in which the path forward is completely unknown. 
In the  absence of these deliberate orientations of mind, the "natural" 
deliberations or patterns of flow - irrelevance, impotence, indifference 
- might well erode our leadership capacity, and create directions of 
action that are neutralized, static or contradictory. 

example, Weick & Westley (1 998),  in discussing a current imperative of 
leadership (namely t h e  development of organizational learning), assert 
that: 

the phrase 'organizational learning' qualifies a s  an  
oxymoron. To learn is to  disorganize and increase variety. 
To organize is t o  forget and reduce variety. In the  rush to 
embrace learning, organizational theorists often overlook 
this tension ... the  reluctance to  grapple with the  antithesis 
has led t o  derivative ideas and unrealized potential. (p. 440) 

So too is it with many leadership ideas. Our failure a s  leaders to 
tease out some of the  natural tensions that exist within those ideas 
diminishes our potential to  be successful a t  public sector leadership. 
Also, the  very fact that they appear o n  the  surface t o  b e  irreconcilable 
is the clue that they are  the key to  creating productive leadership 
behaviour. Those issues that appear t o  be the most intractable are 
just the ones  that demand the most energy to  resolve, and in their 
resolution can lead t o  new insights and behaviours. In the  words of 
the character Trevor (played by Haley Joel Osment) in the  movie Pay 
It Forward (Leder, 2000),  "because it's supposed to  be something 
hard ... it is the difficult things to  d o  that are  the  only things worthy of 
doing, and the only things that in doing, will truly make a difference" 
(paraphrased dialogue). 

Emerging 
preferences 

Leadership mindsets appear on the surface to  be oxymorons, but in 
fact they are paradoxes rich in significance. That is, they often manifest 
a s  seemingly contradictory states or antithetical processes. For 
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The concept of paradox and i t s  power to  illuminate our 
understanding is nicely captured in the  image of Janus, the  Roman god 
of gateways and renewal. Janus is often depicted with two faces: o n e  
facing backwards and one  facing forwards. The inherent responsibility 
of public sector leaders to  lead society forward into the  future, while 
respecting long standing values of public service, brings to  mind the 
Janus figure a s  a symbol of the challenges of public sector leadership2. 

Janus was the god of gates and dates  in Roman mythology. He was 
also thought to  represent beginnings. Our month of January - a t  the  
cusp of the old year and the beginning of the  new - is named after 
him. Janus was highly respected and regarded by the  ancient Romans, 
just a s  we have a high regard for the  concept of leadership in modern 
society. The essential challenge Janus  faced was t o  see into the  future 
a n d  the p a s t  a t  the  s a m e  time, and while retaining his integrity, create 
an orientation of mind that would reconcile the  differing demands 
that each put upon him. Implicit in the  Janus image is the mental 
capacity to deal with conflicts arising from the old and the new, and 
the ability to retain integrity of thought and mind in the  process of 
moving from o n e  to  the  other. The image captures the  essence of 
personal transformation: a t  any o n e  moment, grappling with the  
inherent contradictions imposed by the repository of one's thoughts, 
feelings, and perceptions of the past, coming into contact with the  
required thoughts, feelings and perceptions apparently demanded by 
the future - changing while doing so, and yet not losing one's unique 
and personal identity. The mindsets that I talk about in this paper are 
the mental disciplines, ways of thinking and orientations of feeling, that 
public servants need to  develop in order t o  exercise Janus leadership 
on behalf of society. 

At a more macro level, Janus might be taken a s  a symbol of the  
challenge that faces the  democratic public service a s  a whole: t o  create 
policies that allow citizens to  adapt to  the  increasing changes they face 
in society, while a t  the  same time respecting the  long term traditions 
and beliefs inherent in the concept of democracy. 

Let's try this out by focussing o n  the  first of the  important mindsets 
for a public service leader: 

Be prepared to  follow in order to lead - This is a seemingly 
contradictory phrase. How can o n e  follow and lead a t  the s a m e  time? 
And what does  this mean in the  context of democracy and the  public 

The Janus image is one symbol I have used in presentations since 1996, the inception 
of the Leadership Division at Royal Roads University. Indeed, the Janus symbol has been 
used consistently in RRU leadership programs for the Keeper of the Dream exercise. which 
asks learners to create and maintain the vision of their learning community. 
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service? First, it brings us back t o  the word used earlier to describe 
public service leadership a s  a "calling." Public service leaders "follow" 
a calling-that is, they are devoted to  the basic principles of democracy 
governing how human beings should conduct their business together 
in society. In the words of Anne Grieve, this calling is the  fundamental 
"identity" of public sector leadership. For Angus Graeme, it is the 
"gravity" that guides water - or  in his words, the flow of self - to  give 
direction to  public sector leadership. For Gwen Lock, Elizabeth Cull, 
and Claire Abbott, this calling is what gives public sector leaders the  
"centredness" to deal with the challenges of information technology, 
the  ability to guide public servants through the political process of 
public policy making, and the motivation to adjust to  the needs of 
newly emerging workers. Public servants are asked t o  "lead" in the  
pursuit of that calling, to be guided by the basic principles of that 
calling as they make decisions on behalf of it. And in the  spirit of our 
earlier paradox - change delivered is change yet  to  be delivered 
- o n e  important requirement of this mindset is to recognize that the  
calling will never be achieved: and a s  a consequence the public service 
leader will always be following, regardless of how successful they are 
a t  any moment in time. One is never done defending democracy and 
the principles inherent in it, because the  situation in which democracy 
finds itself is ever-changing. 

This leads us to our second, somewhat paradoxical mindset for 
public sector leaders: 

Believe in yourself to  make a difference to  others - A public 
sector leader's work is never finished: solving problems, putting things 
right, resolving disputes, pursuing and protecting freedom, seeking 
social justice, or fighting for the exercise of fairness and equity amongst 
our citizens. Believing in oneself - in one's own commitment to  the  
public interest, in one's own motivations, in one's own capacity for 
leadership - fuels the endless capacity to  serve others. In my mind, 
this is the most important message implicit in the use of the  water 
metaphor in Angus Graeme's paper. Water, a s  a chemical compound, 
has its own integrity of structure and substance. Although it can 
be in different states - ice, liquid, or gas (and he uses examples 
from all three states) - its chemical construction does  not change. 
While nurturing others, creating change, or stimulating growth, its 
elemental integrity is not altered. It can exist in different forms, have 
different personalities and character, be unmoving or  restless; but 
in the  exercise of its ultimate purpose its essential integrity remains 
unchanged. So it must be for public service leaders. The soul - the 
moral purpose - of a public service leader is to make a difference 
to  others. And leaders must believe in their own capacity to  d o  so, 
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regardless of recognition o r  lack of it, despite perceived successes, 
failures and  obstacles endured. One's public service leadership 
capacity ultimately must be fueled from personal commitment, not an 
outside source. 

Where does  o n e  go  t o  find that purpose? To re-generate it when 
flagging? To re-invigorate one's commitment? To maintain the mindset 
of public service? Again, t o  use  Graeme's words, "a stream (leader) 
is i t s  own master." In the longer term, it is up  to  the leader to  sustain 
commitment through a relationship with one's natural virtue. There are 
many leadership books that address this theme (Sharma, 1998; Covey, 
1990).  Their essential guidance is that the leader must utilize mental 
discipline t o  re-connect with one's own basic humanity: the "soul" that 
is the  essence of our  individual and collective morality. This mental 
discipline does  not rely o n  logic or reason. It is grounded in spirituality. 
Leaders - particular public sector leaders - cannot rely on science or  
reason t o  guide them in this investigation. 

Pursue the 100 year vision in the immediate moment - A 
friend of Chinese ancestry, a very strong public sector leader, once said 
to  m e  that I needed to  be  guided by a "1 00 year vision" in my work. 
He was advising m e  that, in order to maintain perspective about my 
ability t o  be personally satisfied in the role of public service leader, I 
needed t o  divorce my self-esteem and my personality from immediate 
success. He understood - what I did not a t  the  time - that t o  be a 
public sector leader one  needs  t o  be committed to the long term and 
not allow each immediate circumstance - and  potential frustration or  
failure - t o  dissuade one  from the pursuit of that vision. 

However, there is a caveat t o  this belief: it is that one  cannot 
abandon one's responsibility t o  the immediate moment simply because 
of the  grandeur of a "1 0 0  year vision." Dean Koontz, a popular 
novelist, expressed it this way: 

Not o n e  day in anyone's life ... is an uneventful day, no day 
without profound meaning, no matter how dull and boring 
it might seem ... Because in every day of your life, there 
are  opportunities t o  perform little kindnesses for others, 
both by conscious acts of will and unconscious example. 
Each smallest act  of kindness ... reverberates across great 
distances and spans  of time, affecting lives unknown t o  
the o n e  whose generous spirit was the source of this good 
echo ... Likewise, each small meanness, each thoughtless 
expression of hatred, each envious and bitter act, regardless 
of how petty, can inspire others, and is therefore the seed 
that ultimately produces evil fruit, poisoning people whom 

you have never met  and never will. All human lives are so 
profoundly and intricately entwined - those dead. those 
living, those generations yet to  come - that the fate of all 
is the  fate of each, and the hope of humanity rests in every 
heart and in every pair of hands. Therefore, after every 
failure, we a re  obliged to  strive again for success.... Every 
hour in every life contains such often - unrecognized 
potential t o  affect the world that the great days for which we, 
in our  dissatisfaction, s o  often yearn are  already with us; all 
great days and thrilling possibilities are  combined always in 
this momentous day. (Koontz, 2 0 0  1 ) 

This is a powerful call t o  action for public sector leaders. While 
being devoted t o  the  100  year vision, they must s e e  any issue, any 
event, n o  matter how small or  apparently inconsequential, as having 
the  potential to  contribute (or not) t o  the public interest. It is the 
quality that Elizabeth Cull demands of public servants when she  says, 
"public servants who blindly agree with any policy initiative of the  
government ... d o  not serve their ministers well. Public servants have a 
duty t o  point out potential problems with actions the minister wants 
t o  take." This quality is also implicated when Catherine Reznechenko 
endorses development, within her ministry, of the requisite courage 
demanded of leaders "in order t o  learn through emotional awareness of 
self and others." Both responsibilities of leadership demand incredible 
personal vigilance by public servants, a s  well as the application of 
one's own moral compass t o  emerging situations and circumstances in 
order t o  hone in on  issues and concerns that, if  not addressed, might 
well compromise the  100  year purpose of government. 

The mindset that requires the leader t o  balance the immediate 
with the  long term is also consistent with what some authors call 
a "systems" view of human dynamics. A systems view eschews 
traditional views of cause and effect, suggesting, for example, that 
cause  and effect are  interdependent and therefore create patterns of 
action that are circular. In this view of human dynamics, and of the 
effects of individual leadership actions within it, "events have multiple 
effects, each with a different time lag, and independent life of its own" 
(Gharajedaghi, 1999. p. 55). A s  a consequence, seemingly small events 
can have deeply efficacious results, and patterns of recurring behaviour 
can occur in self-reinforcing ways. As a consequence, one  can never 
fully know the potential effect from an individual act. One can only 
act  in a manner consistent with one's long term beliefs and values, 
and assume they will contribute to  constructive patterns of human 
interaction in the long term. 
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Measure what cannot b e  measured - In order to  pursue 
morality, it is wise t o  create a moral compass. In other words, to create 
a measurement system that allows one  to  chart one's path through 
moral dilemmas and  concerns. A process that converts leadership 
philosophy into practice, the  true challenge of leadership (Hodgkinson, 
1983). Catherine Reznechenko's paper provides us with a graphic 
example of how important it is to measure - in a meaningful way 
- the  effect of public policy decisions. However, many public sector 
leaders, caught u p  in the  "righteousness" of serving the public 
interest, often claim that o n e  cannot measure the true results of that 
commitment. Yet this is a mindset that must be resisted. Public sector 
leaders must measure what cannot be measured. Jim Taggart, in his 
paper o n  "Sharing leadership in a chaotic world", makes the  point 
that "leadership and management go  together. The individual cannot 
avoid o n e  without avoiding the other." Nowhere in the responsibility of 
the  public service leader is there greater effort to  avoid management 
responsibility than with respect to the concept of measurement. It is 
said that o n e  cannot manage what one  cannot measure. But this must 
be  understood a s  a n  incentive t o  measure, not despair of management. 

Earlier in this paper 1 commented on the trend toward greater 
accountability in democratic process. One of the driving forces for 
increased accountability is simply the scarcity of resources that are 
available t o  fund programs in pursuit of the  pubic interest. Although 
morality is not a child of economics, economics can bring into sharp 
relief moral ambiguities that might not otherwise be unearthed or 
addressed. The fiscal imperatives of government can create the need 
for public service leaders to  tap into their moral strength: particularly 
when there are not sufficient funds to  finance two equally competing (at 
least on the surface) public service interests. 

When this circumstance exists - for example, in determining 
whether o r  not t o  invest public funds in health promotion or new MRI 
equipment - then decisions of a moral nature are required, and need 
to  be informed by relevant information about the perceived efficacy 
of the  competing interests. The information needed to make this 
decision is of two kinds. The first relates to  "quality of life" differences 
between the two options, and the impact an  investment in each might 
make in improving the  quality of life. A second form of information 
is the  relative cost of investing in each of the  two options. Only when 
the leader is in possession of both kinds of information can a realistic 
accounting be made of the  merits of the  two options. And since the 
leader must make the decision, it is only sensible that he/she utilize 
- in some defensible form or  another - a decision-making framework 
that takes in to account both elements of the equation. 

Yet few leaders in the  public service have access to  this kind 
of a decision-making framework. Nor is there much pressure to  
create it. Too often public service leaders simply refuse to establish 
the framework of results for which they should willingly be held 
accountable and which would speak to  the  "quality of life" measures 
that are s o  hard to  develop. In the absence of performance indicators 
that can be employed to  gauge progress in service delivery over 
time, debate will continue to rage in the media about individual 
events, individual indiscretions - not bound by the timeframe that 
should be used to judge progress in the application of social justice 
principles through government. Ministers and civil servants will be 
forced to  respond to "snapshot" events or tragedies that bespeak the 
deterioration of society, instead of being able to put into perspective 
those same events with the help of long term statistics that tell a 
different story of social progress. They will be unable to truly defend 
individual decisions within a long term moral context, (not that all 
individual decisions are defendable in such light!) 

Herein lies a significant challenge to  public sector leaders today: to  
take on the challenge of measuring the unmeasureable, to  develop 
a set  of performance measures by which to  gauge moral progress. 
There is nothing in principle impossible in this: in fact it is not 
without precedent: considerable work has been done on alternative 
progress and quality of life indicators, and in one innovative study 
quantitative measures of social and ecosystem justice have been 
formulated to determine the ethical status of coastal fisheries in 
Canada (Pitcher €3 Power, 2000). When performance measures are a 
part of a performance management system, organizational decision- 
making, program delivery and policy directions can be influenced and 
changed. Developing, establishing, and implementing a performance 
management system that has these attributes requires a behavioural 
change of significant proportions on the part of all public sector 
employees. Not the least of these is adjusting one's leadership style to 
be less issue- and person-based, to one  that is more information- and 
values-based. A wise system of measurement does not make these 
changes easy; it only makes them possible. 

Embrace chaos to  discover order - One of the most difficult 
mindsets for public sector leaders to embrace is to view chaos and 
complexity a s  a challenge to be welcomed, and to learn to look for 
the order that can be found within. This is the mindset demanded of 
leaders who need to deal with significant technological change (Lock): 
employees from different generations (Abbott); or those who need 
to speak "truth to  power" in political policy making (Cull). Leaders 
who possess this chaos-friendly mindset find the courage to  s tep out 
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from the pack and face the unknown with enthusiasm, energy, and 
confidence. They mentally prepare themselves to  face the  fear that 
comes  with the unknown, to  accept risk, and to  rebound from failure 
when it occurs. This quality might seem like a throwback to  the "rugged 
individualism" mythology of leadership that pervades North American 
culture (Lipman-Blumen, 2000), but it is grounded not in the social 
Darwinist struggle for individual survival, but in a systems view of 
human dynamics and in the moral purpose of public service. 

The mental frame of reference that leaders need in order to  
s tand up  t o  and conquer adversity is a difficult mindset for public 
sector leaders t o  develop. It is not a mindset that is nurtured in the  
organizational culture of the  civil service. Yet, in times of great "chaos 
and complexity" (Conor, 2001), as the pace of change in society 
increases, the quality is needed more and more. Public sector leaders 
in t h e  Royal Roads Executive Program in Public Sector Leadership 
programs ( 1998-2000) have consistently identified the ability to  
develop a willingness t o  take risks, to  challenge existing processes, 
and t o  demonstrate the courage t o  speak truth to power, a s  key 
competencies for public servants. 

Yet these  qualities are not even the most difficult part of this 
mindset t o  develop. The greatest challenge of this mindset is to  
resist the  natural tendency t o  "back off" due to  the inherent fear and 
apprehension caused by significant change. Civil servants respond 
t o  this fear in a number of different ways. One way is t o  simply deny 
the  necessity for change. A second approach is to  retreat from the 
unknown and take refuge in the  known. In this instance, managers 
look t o  the  familiar, the comfortable, t o  find precedents from the past 
t o  provide a pathway t o  the future. A third way is to  pass the buck, by 
referring it for someone else's response. And a fourth manner in which 
managers indulge fear is t o  immediately exercise one's authority t o  
impose order and control over the environment through the imposition 
of rules and regulations that others must follow. Whereas all of these  
reactions are  natural human reactions to  apprehension, they d o  not 
represent leadership mindsets productive of change. 

The most productive mindset required to  elicit order within chaos 
is t o  first accept that chaos is in fact the realm of leadership. The next 
s t ep  is t o  seek  out  the patterns that exist within the chaos in order t o  
understand the naturally occurring patterns - the flow - of existing 
change. It is this flow that can give form and direction t o  policy, and 
that will lend substance t o  it. It is the kind of leadership described 
by Angus Graeme that "chooses paths of simplicity; flows around 
and through, curving, enveloping, polishing." It demands huge self- 
confidence, belief in one's own connection with the flow in human 

affairs, and a "persistent caution" - the ability t o  press forward, 
naturally (like gravity) t o  find the path of least resistance consistent 
with the  direction or  vision one is pursuing. Leaders who exhibit this 
mindset are  wedded t o  a vision, but not t o  the  plan t o  achieve it. They 
rarely exhibit anxiety a t  the slow pace of change, proceeding, as friend 
and RRU colleague J o e  Schaeffer says, "in ignorance of the outcome". 
And they employ techniques and approaches t o  minimize the fears of 
those who follow them (Conor, 2001).  

This mindset is in great demand currently within the  context of 
democratic governments outlined earlier. Certainly public servants 
need the  confidence and courage such a mindset demands, in working 
through the  challenges associated with e-government, accountability, 
and the  changing nature of society. And it is a mental frame that, 
through its very existence, leads t o  our final mindset for public sector 
leaders: t o  believe in empowerment while accepting limited power. 

Pursue empowerment while accepting limited power - Leaders 
who a re  confident, energetic and courageous, and who have a t  least a 
modicum of formal authority, naturally wish to  exercise the personal 
power those circumstances create. Supposedly then, the  public servant 
who develops the previously determined mindset is o n  the  path t o  
empowerment. And power - defined in the  Webster's dictionary (1977) 
as "the ability to  act or  produce an effect" - should result in clearly 
definable results that are  commensurate with their efforts. Outside 
of the  democratic political context, that might well be a reasonable 
expectation. In service of the public interest, it is not. Joy McPhail, a 
sitting MLA in British Columbia, and a former Cabinet Minister in the 
Provincial Government, stated it this way: 

I came  to  the conclusion after several years of experience 
that even though the jobs are  defined as being very powerful 
positions, one sometimes feels completely powerless in 
one's inability to  make change. British Columbians feel 
that if you're a cabinet minister in a government that has a 
mandate, you can d o  anything ... It is simply not true. There 
is a huge amount of powerlessness in the job a s  well .... (An1 
example is t o  try t o  make change where the matter is s o  
complex and there's just not enough time available to  have 
the  full discussion. (200 1) 

Why is this? In my view there are  three main reasons for this 
phenomenon. The first is the ever-increasing complexity of a global 
world - the  world in which the modern democratic government finds 
itself - which very naturally has the effect of diminishing the capacity 
of individuals to  feel personally powerful. A second, even more 
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significant fact is that the  structures of government are deliberately 
designed t o  ensure that individual public servants have very limited 
power. Democracies are agents of distributed power - enshrined 
in checks and balances - that are intended to  ensure that no  one  
individual has  so much power that the interests of the public can be 
abused. A s  Elizabeth Cull states, "According to the Westminster model 
of government, politics and policy are separated from administration: 
politicians make policy decisions, while public servants execute 
them." Even though s h e  decries this separation in a pure form, it 
does  represent - structurally - the deliberate attempt to minimize 
consolidated power. Blakeney & Borins (1992) put it this way: "Don't 
people realize that government is really a loose confederation of 
warring tribes ?" There is n o  unitary actor, but "rather many actors 
a s  players ...p layers who act in terms of no consistent set  of strategic 
objectives but rather according to  various conceptions of national, 
organizational, and personal goals: players who make government 
decisions not by a single, rational choice but by the pulling and hauling 
that is politics" (Allison, 1971, pp. 67, 144). Although these words 
were used to  describe the  role of elected officials, in many ways they 
also describe the  challenge of public servants trying to  lead in an 
democratic environment of competing interests. Public servant leaders 
must maintain a dynamic balance between their natural desire to seek 
and exercise power o n  the one  hand, and a respect on the other for 
the  deeply ingrained democratic principle that the power of leaders is 
deeply circumscribed. 

How can public servants overcome the forces that lead to a sense of 
indifference and develop a mindset that accepts limited power and is 
even empowered by i t s  limitations? Some of the other authors in this 
book have given guidance in this regard. James Taggart, for example, 
suggests that the  public sector leader should be open to "sharing 
power" with other managers and employees, and that leaders need 
t o  "yield power and control" to  others. I prefer however, to  suggest 
that the  mindset we are developing here requires the public sector 
leader not so much to  share power (an exhortation that somehow 
suggests that there is an option not to); but to  recognize that there 
is no  legitimate power in the public service but shared power - and 
therefore no  moral option other than sharing of power. Secondly, public 
sector leaders should be far less concerned about yielding power and 
be more concerned with recognizing the power that others have, and 
with building coalitions of resonant power. 

To exercise and grow the mindset of balancing limited power with 
empowerment, public servants can learn to use key leadership/ 
management techniques aimed a t  this very purpose. They can for 

instance embrace Sandy Maclver's suggestion that the  leader/manager 
in the public service develop the skill se t  associated with creating high 
performance teamwork. Teamwork ultimately leads t o  the  creation of 
shared power. However, the mindset committed t o  the  concept and 
goal of high performance teamwork is often a t  odds with the  political 
dynamics of government. Richard Crossman ( in Blakeney & Borins, 
1992), a minister in the  Wilson government in England during 1964- 
1970, states: "the greatest danger of a ... Cabinet is that its members 
will be corrupted from being a team" (p. 5). The public servant leader, 
like the politician, needs to  develop the mental capacity to  constantly 
see  beyond one's own area of responsibility and interest in government 
- beyond the silos, if you will - that are  inadvertently created through 
compartmentalization of government services. 

A second way that leaders can balance limited power with 
empowerment is through the creation of collective organizational 
vision for one's work. Mark Lipton (1996) suggests that the  leader 
must develop an  orientation of mind that perceives the  creation of 
a shared, organizational vision as a fundamental tool t o  share and 
enhance power: "The use of vision a s  a management tool is the most 
significant determinant for easing the transition from a bureaucratic to  
a flexible organization" (p. 84).  He concludes that numerous studies 
indicate that visions "energize people by connecting them to  the  
purpose of the organization or department ... motivate individuals and 
facilitate the recruitment of talent ...p rovide the  basis for a strategic 
plan ...p romote change ... [and] keep decision making in context" 
(p. 84-85). In his opinion, the failure of vision-creating efforts are 
primarily because the  leader does  not appreciate the  mental discipline 
required to effectively employ a vision. Leaders sometimes lack the 
integrity and perseverance required to  design and implement a vision. 
Some managers: see visions a s  irrelevant: perceive the  process of 
vision development a s  intimidating: have little faith and confidence 
in their own ability t o  carry it out: allow themselves t o  abandon the 
process due to  frustration a t  the  effort and patience required to obtain 
organizational input and commitment: o r  lack the  ability t o  see their 
own behaviour a s  a reflection o r  symbolic representation of the  vision. 
The reason visions fail is often traceable to  the  mindsets that were 
either lacking or operative in leaders, which determines the  extent 
of their effectiveness. Confidence in one's ability, wisdom a s  to the 
purpose of vision, the mental discipline of perseverance, and the 
desire to learn the learnable skills of vision-creation a re  all mental 
orientations that the  leader requires to  create shared power. 

Finally, a s  Anne Grieve suggests, probably the  most difficult 
challenge of the "empowerment/limited power" mindset is to  rely less 
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on our own sense of personal achievement for gratification, and more 
on the results achieved through collective enterprise. She  quotes the  
devil, who puts it this way: "I am encouraged by your ego - you know, 
comparing yourself to a sage ruler and touting your good intentions". 
However, what he  is really applauding is egocentricity: the  willingness 
to put oneself before society. Richard Crossman (in Blakeney & 
Borins, 1992), states: "The greatest temptation is that I should be too 
interested in the praise of the department and too pleased a t  being 
told how well I am doing ..." (p. 6). His comment reveals a number of 
deliberations that must go on in the  mind of a public servant exercising 
leadership. One is that they need to  resist the  pull and appeal of 
satisfying one's ego a t  the expense of the  collective interests that need 
to be served through government action. True personal satisfaction 
comes less from a sense of personal pride, self-conceit o r  importance 
vis-A-vis others, and more from self-awareness of and satisfaction with 
what Angus Graeme calls "the virtue within oneself." To manage these 
competing interests within one's own mind is a very difficult feat. It 
requires an orientation that is antithetical to  much in human nature, 
and even more in leaders who need to  cultivate personal confidence 
and determination in order to  be individually efficacious. Yet it is also 
key to achieving a mindset in which one is comfortable seeking power 
while accepting limitations on i t s  use. 

Be strong and weak at the same time - One of the  most 
difficult paradoxes leaders must manage is the need t o  be both strong 
and weak a t  the same time. They must be  strong in the  sense  that, 
when one is granted the power to  lead - by virtue of appointment, 
election, or expertise - one's natural mindset is to  assume that 
one must exude an  aura of strength and competence in order to 
lead others. After all, leaders are supposed to  have strong vision, 
perseverance, commitment to public interest, skill sets (i.e., visioning, 
teambuilding) and character. And is this not what the  follower looks to  
for assistance and guidance when faced with fears and apprehensions 
of their own, strength to  guide them forward through the  unknown? 
And does not a perceived weakness make the leader vulnerable t o  all 
of those who may indeed be questioning their right to  lead? How can a 
leader possibly admit that he/she is weak? 

This paradox is one  that has been discussed in leadership literature 
for aeons. The desirable images are clear: the leader a s  reed that is 
flexible enough to  bend in the wind, yet rooted in the  ground to  absorb 
essential nutrients; the leader a s  benevolent dictator, ruthless in 
maintaining power but with the capacity to  respond with compassion to  
individuals in need. The resolution to  the paradox is clear in both these 
examples. The leader simply needs to  know the issues upon which to  

bend, and those that o n e  cannot be flexible upon: when to exercise 
compassion, and when to  be steadfast on principle. How the leader 
develops the wisdom to know which situation is which - well, that is 
the true challenge, isn't it? 

What can we learn from our other contributors that will shed 
s o m e  light o n  this challenge? Two writers in particular, I think, have 
something important to  offer here. The first is Angus Graeme who 
provides us, through his metaphor of water for leadership, with an 
interesting view of strength and weakness. H e  talks about water having 
the capacity of being in any one  of three states: solid, liquid, or gas. In 
all of these  states water retains its integrity a s  a chemical compound 
(its molecular structure does  not change) but it creates change - that 
is, influences its environment in ways that depends on the state it is 
in. As ice, water imposes change by moving, grinding, and expanding 
- by force. As a liquid, change is created through its simple presence 
- flowing in and around what it is influencing, and slowly wearing it 
down, o r  enabling it to grow. As a gas, water surrounds - cloaking the 
environment, providing proximity a t  all levels through its swirling and 
coating tendencies. And like leadership, the right amount of water is 
strength: too much or too little is weakness. Ice has the potential to  
break or crack structures with its pressure. An excess of water can 
drown and flood. A deficiency of water chokes and kills from lack of 
nurturing. And with excessive humidity, organisms become bloated, 
soft, open t o  deterioration and outside incursion. 

S o  what are the  lessons for leadership here? One, is that a good 
leader recognizes that there are different forms of strength, and takes 
s teps  to  develop a self-awareness of what those different forms of 
strength are. Only through experience can there be an understanding 
of when those forms of strength are most effective. In the parlance 
of the  leadership literature, effective leaders have the capacity to  
demonstrate and practice different leadership styles depending on the 
situation they find themselves in. Daniel Goleman's (2000) research- 
built on the  principles of emotional intelligence, which is nothing if 
not a mindset - has identified six styles of leadership. H e  calls these 
styles the  coercive, pace-setting, democratic, coaching, affiliative, 
and authoritative styles of leadership. His research suggests that four 
of those six styles - the  authoritative, democratic, coaching and 
affiliative styles (styles that I would associate more with the concept of 
water a s  liquid, because of their essential compassionate and nurturing 
nature) - are necessary for leaders to be effective today in modern 
corporations. Without enough application of these styles, employees 
will become parched: with too much of one  style, employees will be 
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"flooded" - and will not be capable of becoming leaders in their own 
right. 

A second lesson for leadership in the  water metaphor is that 
softness is not weakness. Leadership that is flexible, that can flow in 
and around followers, and that is nurturing, may not be strong in the 
muscular sense, but it is strong like the  reed is strong, with its deep 
grounding in roots. The reed has flexibility, energy, structural integrity 
and flow. Therefore, compassion and empathy for one's followers, and 
programs to  deliver them t o  citizenry, is not d e  facto a weakness. As 
long a s  these  strategies spring from the integrity of public interest, they 
maintain a strength that is grounded in moral purpose. It is interesting 
too that the  water metaphor suggests that leadership be distributed 
throughout an organization - not have the structural rigidity of ice, 
for example, where there is a molecular hierarchy. This suggests that a 
"leadership a s  liquid" mindset embraces the leadership of others and 
develops methods that channel that leadership in the direction of the 
public interest-flow. 

The other article that speaks directly t o  the strong/weak mindset is 
Anne Grieve's paper, in which s h e  speaks to both God and the Devil 
for guidance in her leadership. In having this internal dialogue, she  
suggests two ideas that are  pertinent t o  this mindset. The first is that 
strength is not the  possession of absolute certainty in one's own point 
of view. She suggests that, if certainty does  exist, it should a t  least be  
achieved through a significant internal dialogue, in which o n e  comes 
to  a conclusion after teasing out many sides of an issue, and reviewing 
those sides through the  lens of morality. She suggests that weakness is 
a rigid, unthinking acceptance of one's own point of view. The second 
idea that is pertinent to  the  mindset is the implicit position s h e  takes 
that each person can choose to  indulge either a predisposition for 
virtue (i.e., serve the  interests of others) or a predisposition towards 
self-preservation (i.e., work through self-interest). While we might not 
see this distinction as a choice between "God" and the "Devil" a s  she  
suggests, she  clearly is indicating, by using that imagery, that there 
is a seductive battle between these two poles of interest going on in 
each of u s  - especially when o n e  takes upon oneself the mantle of 
leadership. 

Phillip Haillie (1997), in his book Tales of Good and  Evil, help 
and harm, provides a provocative explication of this idea. He was 
fascinated by stories of individual heroism and altruistic behaviour 
(e.g., of citizens in the  town of Le Chambon, in France, who resisted 
the  deportation of Jews during the second world war) and explored 
the mindsets of those who were able to clearly choose the welfare of 
others over themselves. He also knew himself well enough to  know that 

he himself - and almost everyone else he  knew - was incapable of 
such enlightened behaviour, always fighting a battle of awareness and 
motivation within themselves. H e  s ta tes  it this way: 

These two souls of mine, like Faust's souls, were not simply 
different from each other. Each wanted to  be the  only o n e  
in my body. When I thought of the  village, I wanted only 
the great virtues of life-loving compassion and generosity 
and courage to  prevail in the world; when I thought of the  
... war I wanted only the little virtues of self-serving and 
self-preservation t o  prevail ... l did not know which o n e  of 
these two souls was the better, and I felt forced t o  choose 
between them. (p. 51) 

In this instance, what is a t  issue is moral strength, the  capacity of 
the leader to  be able to continue those never-ending battles and - in 
most instances - coming down o n  the  side of goodness. Conversely, 
moral weakness is to be indifferent, t o  capitulate, and let one's self- 
interest prevail. 

This argument leads us to another interesting conundrum that faces 
leaders: d o  leaders believe that people normally have a predisposition 
to goodness, or evil? If we are to  accept guidance from Grieve and 
Haillie, most leaders know their own failings in this regard. But rather 
than assume others have given in, they have faith that most people 
win the battle of virtue and therefore take actions that appeal t o  that 
goodness; create systems that build on that goodness. These leaders 
are also weak enough t o  know the evil within themselves, so they can 
see it in others, and take action accordingly. In this mindset, strength is 
the capacity to  recognize and feel both public interest and self-interest, 
and to promote the former; weakness is the capacity to  recognize and 
feel both, and to  promote the latter. 

One final note on strength and weakness in leaders. As a technique 
of leadership, particularly for the  public sector leader who truly is 
empathetic with his/her followers, a little honesty can help. Leaders 
need on occasion to  exhibit and acknowledge their own fears in order 
to be strong. In fact, Goffee & Jones  (2000) suggest that tactical 
admissions of vulnerability are key to  retaining leadership credibility. 

Conclusion 
Like me, each of the  authors who have contributed t o  this paper 

have experienced leadership from within or have exercised leadership 
in either the  provincial or federal public service in Canada. We have 
operated from different positions of formal authority - from Ministers, 
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t o  Directors, t o  managers, to  front line employees. We recognize the  
uniqueness of the responsibilities of the public service, and therefore 
the special form of leadership required of those who take that 
responsibility on  in Canadian society. And, most important of all, we 
understand that it is incredibly difficult t o  d o  leadership well. 

Using the Janus  image a s  a guide, seven mindsets have been 
proposed that have guided change in the  past, and that must guide 
the effective exercise of leadership by civil servants in the  public 
sector in the future. These mindsets - mental disciplines, if you like, 
of thinking, feeling and perceiving - if practiced, will ultimately give 
shape to  productive leadership behaviour on  behalf of public sector 
leaders. Without them, the capacity of the public service t o  adapt, t o  
change, and t o  respond t o  new and emerging challenges democratic 
governments face in today's information age may well b e  severely 
compromised. 

The mindsets are: 

Be prepared t o  follow in order t o  lead. 

Believe in yourself to  make a difference t o  others. 

Pursue the 100  year vision in the immediate moment. 

Measure what cannot be  measured. 

Embrace chaos to  discover order. 

Pursue empowerment while accepting limited power. 

Be strong and weak a t  the  same  time. 

In closing I would like t o  suggest t o  the  reader that while all of these  
mindsets were developed in reference t o  leadership as practiced in 
the public sector, not all are unique t o  that context. Some have direct 
reference t o  the  practice of leadership in the corporate o r  private 
sector. However, in my mind, two are  substantially specific t o  the  public 
sector context. They are: 

Measure what cannot be  measured; and 

Pursue empowerment, while accepting limited power. 

These two mindsets are unique because they represent the  
complexities of leadership that are the consequence of the  circular 
locus of power that democratic government represents and of the  
unique moral imperative incumbent on public sector leaders. By a 
circular locus of power I mean the devolution of power by the  people t o  
politicians, by politicians to  civil servants, and by civil servants t o  the  
public, and thence back again, in a circular fashion, t o  elected officials. 
That power is also subject to  a moral imperative - the  imperative 

t o  serve the  public interest, not one's own economic or  personal 
interests. To that extent, the  exercise of leadership in the public sector 
is distinctly different from the private sector, and deserves the unique 
attention this book gives it. In the creation of our democratic form 
of government, these  mindsets have delivered change t o  the political 
affairs of the  human enterprise - and with good leadership and 
God's will - will contribute t o  its preservation, the change yet t o  be 
delivered. 

Thank you for the  opportunity to  contribute. 
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