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Abstract 

This project includes a literature review of leadership styles, union member engagement, 

and leadership training.  The review is the foundation for a workshop designed to educate 

union activists in their role as leaders and how it relates to union member engagement for 

the local associations throughout British Columbia.  The workshop is comprised of a 

variety of informational, hands-on, and practical methods, which offers learning 

opportunities for the development of a growth mindset (Dweck, 2006).  Key principles 

for member engagement aligned closely with the elements of a transformational leader 

(Bass and Avolio, 1994). The implications of this project advocate investing in 

transformational leadership training for increased member engagement within the union 

setting. Lacerenza and colleagues (2017) outline steps to build effective leadership 

training programs. 

 

Keywords: 

Transformational leadership, union, mentorship, leadership styles, leadership training, 

workshop, member engagement, moral legitimacy, union citizenship behaviours. 
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Chapter 1 – Introduction 

 

Public education in British Columbia (BC) is not a benign topic of discussion 

around dinner tables. Public education often sees controversy as school trustees, school 

administrators, teachers, and government officials bring in new legislation, curriculum, or 

policy with many ramifications.  Education reform is often seen as a pendulum swinging 

from one side to the other, from standardization to individualization, from public focused 

to privatization, from structured to unstructured, or from teacher-centred to student-

centred (Walsh, 2016).  Teachers are in a critical position as front-line workers working 

under the oscillations of reform efforts, so collegial support is critical. 

The BC Teachers’ Federation (BCTF) is an organization that was founded in 1916 

(British Columbia Teachers’ Federation [BCTF], 2018a) with its core values being “to 

foster and promote the cause of education in BC, to raise the status of the teaching 

profession in BC, and to promote the welfare of the teachers in BC” (p. 1).  The 

organization was created by three local associations of teachers and principals who 

desired to meet together “for the purpose of discussing educational questions” without the 

oversight of the government and inspectors (BCTF, 2018a).  It is the continued belief by 

some researchers (Bascia, 2000, Bascia, 2012, BCTF 2018, Naylor, 2005, Popiel, 2013) 

that a shift towards moral legitimacy and prioritizing socio-professional values will 

increase member engagement in their union’s activities. Legitimacy as defined by Popiel, 

(2013) is the “recognition, respect for, and acceptance of the union” (Popeil, 2013, p. 

466). The direction of this shift is similar to what brought the teachers of BC together in 

the formation of local associations, and then the BC Teachers’ Federation. 
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Context 

Everyone comes to their profession in their own unique way, and even then, it is 

still just a part of a journey.  Reflecting on the elements of my own journey, I can see 

growing up in the middle of six children, mediating sibling rivalries, loving science, 

leading adventures with friends, participating in theatrical productions and musicals all 

contribute to who I am.  They also helped me discover my passion for teaching as I 

tutored others around me in school and university.  This led to me pursuing a teaching 

degree.  The support that I had around me, and the examples in my workplace also taught 

me the importance of learning, sharing, and working to always improve myself and help 

those around me.  This has greatly influenced my path to the position I now hold. 

I am currently the local president of a teachers’ union in a geographically isolated 

rural region where our district employs 70 teachers in 6 schools in 5 different 

communities.  I was fortunate during my teaching career to have professional mentors 

who were involved in the various union committees that were relevant to the work our 

association does.  I began my involvement in the local teachers’ association through the 

social justice committee, before stepping into the role of Professional Development (PD) 

Chair, local representative, and when I least expected it, I was asked to run for president.  

My involvement in the union has been motivated by a desire to improve my own 

professional practice, as well as help the teachers around me.   

When I stepped into the role of president I had no idea of how much contextual 

learning about the day to day responsibilities there was to come.  I also grappled with the 

big ideas of how to meet the goals of our constitution “to promote the cause of education 

in our communities, and to promote the welfare of our teachers” (Haida Gwaii Teachers’ 
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Association, 2018).  I had fallen into the leadership of an association with local and 

provincial history, past practices for better or for worse, strengths and weaknesses, and a 

very unique community context. Over the past 3 years in this position I have reflected on 

my own leadership style and began to wonder how I could improve the engagement of 

teachers with issues that are pertinent to their classroom practice and to the welfare of 

education in our District.  These reflections have extended to how I could help the next 

president coming into the role as well as the other union leaders in BC. 

 

Justification 

Every union leader comes with their own purpose and set of skills that they bring 

to the position, often with little formal training for the demands of the job (Foltz, 2008).  

Listening and effective responsive communication are essential skills to represent their 

members. Each leader brings different communication and leadership styles to the job.  

How can union presidents do this more effectively? The context of the answer to this 

question lies in the changing political landscape of education in BC, and applying the 

current research being done about member engagement and leadership.  There are many 

resources available to union leaders on a wide range of professional issues that they need 

to be aware of.  Currently there are no workshops available specifically about leadership 

styles and impacts on member engagement.  

Current research (Fullan 2005, Halbert & Kaser, 2012) shows that 

transformational leaders are needed to generate systemic change in our educational 

system.  This is not relegated to school district positions of leadership, but union leaders 

and teacher leaders as well (O’Connor & Mortimer, 2014; Buck, 2018; Fortin-Bergeron, 
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Doucet, & Hennebert, 2016). These leaders have a deep moral purpose, are responsive to 

the context in which they lead, focus on mentoring new leaders, build lateral and vertical 

relationships in their organization and learn alongside their colleagues.   

Across North America, the relevancy of the union is shifting (Bascia, 2000; 

Bascia, 2016; Fiorito, Padavic & DeOrtentiis, 2015; Popiel, 2013), and teacher unions are 

finding more strength in professional based member engagement services such as 

professional development support, as opposed to the traditional union activities (Bascia, 

2016; Popiel, 2015).  Member engagement has also been extensively studied (Fiorito, 

Gall, & Martinez, 2010; Fullagar, Gallagher, Clark, & Carroll, 2004; Popiel, 2013; & 

Wood, 2014), and key findings highlight that early positive union-member relationships 

are key to engaging teachers with their union.  Bargaining for benefits and pay increases 

are not the only motivating factors for member involvement in teacher unions.  Teachers 

are looking to feel supported, trusted, and to be part of a professional community 

whereby their values are recognized (Pogodzinski, 2012).  Effective two-way 

communication, early socialization, and effective leadership approaches are the main 

tools that union leaders have to understand and support their members and their needs 

(Pogodzinski, 2012; O’Connor & Mortimer, 2014; Buck, 2018; Fortin-Bergeron et al, 

2016). The local presidents in the BCTF could benefit from increased reflection on their 

leadership and its impacts on their attempts at member engagement. 

 

Research Question 

The following questions led me toward this project proposal. How do local 

presidents learn how to lead? What leadership styles are most congruent with the needs of 
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the union in today’s labour climate? How can union presidents engage their members to 

participate in union activities?  What union activities are most valuable for creating better 

teaching, learning and working conditions? What can union presidents do to connect with 

the teachers who don’t think that the union can do anything for them?  These questions 

have led me to my focus question. What components and strategies are needed to support 

new local presidents in effectively supporting and engaging their members?  I want to 

create an effective workshop for training new local presidents of the BCTF that is 

accompanied by practical tools for member engagement, supported by current research 

and best practices.  This workshop will be titled Transformational leadership in teacher 

unions for member engagement. It aims to help union presidents find meaningful ways to 

build trust with their members and encourage members to contribute to their professional 

associations and to the greater education system as a whole.  

 

Definitions and Terms 

- Union leader: anyone who holds a position of leadership within the union including, but 

not limited to presidents, vice-presidents, school representatives, or committee chairs 

from the executive 

- Union citizenship behaviours (UCB):  are defined as “things that members do that are 

not required but provide a benefit to the union and its members” (Skarlicki & Latham, 

1996) 

- Transformational leadership: influences followers by getting them to transcend their 

self-interests for the good of the group, organisation, or society, while also enhancing 
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followers’ expectations and abilities, and their willingness to take risks (Bass & Avolio, 

1994) 

- Moral legitimacy: is gained by the union when members judge that the union’s goals or 

activities are of societal value or promote societal welfare 

 

Brief Overview 

 This study’s purpose is to look in depth at the themes of leadership and member 

engagement in the current labour relations climate of the 21st Century.  The principles 

learned will be applied to create an interactive workshop that will be geared towards new 

and learning local presidents of the BC Teachers’ Federation.  Leadership Theory will be 

discussed as it applies to union and teacher leadership in an effort to increase the 

relevancy and effectiveness of the work of the union in the education system.  The goal of 

the workshop will also align with the founding core values of the BCTF being “to foster 

and promote the cause of education in BC, to raise the status of the teaching profession in 

BC, and to promote the welfare of the teachers in BC” (BCTF, 2018a).   
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Chapter 2 – Literature Review 

 

This chapter overview examines unions, leadership styles, and factors leading to 

union member engagement.  Leadership styles in an educational setting have a 

considerable impact on teachers.  Specifically, union leaders can engage and support 

teachers in a professional capacity.  This review will examine factors influencing union 

member engagement and participation, and will shed light on how leadership styles 

impact member engagement within unions.  Evidence-based information related to 

unions, leadership styles, and union member engagement will guide in the development 

of a workshop for local union presidents: Transformational leadership in teacher unions 

for member engagement. 

 

Teacher unions 

Labour unions in the 21st century have been and are adapting to a changing 

political landscape while the education system shifts underneath them.  There has been 

emerging evidence of a transition in teacher unions from a focus on collective bargaining 

for benefits and working conditions towards more autonomy and professionalism (Bascia, 

2000).  Many researchers speak of progressive or professional unionism, whereby 

positive labour relations develop into shared labour-management cooperation (Johnson & 

Kardos 2000; Kerchner & Caufman 1993; Koppich 2006).  Bascia (2012) referenced a 

“new unionism,” which encourages teachers to work in a collaborative partnership with 

administrators to make positive educational reform.  In a time of new unionism, leaders of 

unions have an opportunity to work together with school districts and educational 
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partners to influence educational policy that has a direct impact on teachers (Bascia, 

2012).  Along with influencing policy, union leaders can have considerable impact on the 

working conditions, social justice activism, professional development, and job security 

for teachers (BCTF, 2018a).  Bascia (2000) has found that there has been a move towards 

autonomy and professionalism, which the BCTF also based its foundation upon.  Local 

teacher associations formed for the purpose of coming together to discuss professional 

issues and educational concerns (BCTF 2018b).  The BCTF appears to take a 

professional union stance in creating positive labour relations, which allows for diverse 

and broad engagement in educational discourse and activities such as professional 

development (BCTF, 2018).  Teachers view professional development as key to their 

working and learning conditions (Bascia, 1998).  Bascia (2000) notes that unions have 

been shifting to support members by providing rich professional development 

opportunities that are responsive to educational change, and empower teacher autonomy.  

Researchers have found that unions play an important role in developing and supporting 

diverse initiatives in social justice education, inclusion, supporting racialized teachers, 

and women in leadership positions (Bascia, 2000; BCTF, 2018; Popiel, 2013).         

 Traditionally, teachers also have vested interests in salary increases/improved 

benefits, and adequate working and learning conditions in order to support student 

learning and manage a reasonable workload (Naylor, 2005).  Considering how unions 

support teachers in a myriad of ways, it is of critical importance to examine leadership 

within the union and how it impacts member engagement. 
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Member Engagement and Commitment 

Studying union member engagement and commitment can shed light on factors 

which lead to engagement and volunteerism within unions.  Understanding the factors 

that lead to commitment can help create sustainable organizations, which share values 

and professionalism with all members.  Union citizenship behaviours (UCB) refer to 

“things that members do that are not required but provide a benefit to the union or its 

members” (Skarlicki and Latham, 1996, p. 163).  UCB can offer insight into how and 

why teachers commit to participate in their unions.  There are a multitude of factors 

affecting UCB, which this review aims to explore. 

Leadership appears to play an integral role in recruiting, maintaining and inspiring 

members to join in local union activities (Fortin-Bergeron et al., 2017).  Bandura’s (1986) 

social learning theory inspired Fortin-Bergeron and colleagues to test theories of the 

impact of transformational and authentic leadership on member engagement.  The 

research findings suggest union representatives who behave in authentic ways foster UCB 

by encouraging members to share their values (Fortin-Bergeron et al., 2017).   The 

researchers also suggest that transformational leadership can encourage UCB by 

provoking a commitment to collective goals, collaboration, and contribution to the 

organization (Fortin-Bergeron et al., 2017).  Leadership clearly has an impact on member 

engagement and is a major component of increasing member engagement and 

commitment. 

Fiorito and colleagues (2010) found that only the most dedicated members seem 

to be motivated to volunteer and put their time forward.  Research suggests that there is 
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decreased perception of what is valuable and what stands to be gained by participating in 

UCB (Fiorito et al, 2010).  Union participation includes activities such as holding union 

offices, serving on committees, participating in meetings, talking to union leaders, voting 

on union matters, and reading union literature (Kelloway & Barling, 1993).  Fiorito et al 

(2010) suggest that activism is usually about policy development and consequent 

implementation as well as recruitment, retention, achieving broader participation among 

lay members, and mobilization.  Unions necessarily rely upon their members for 

effectiveness and survival. Perhaps as important as receiving dues, unions need their 

members to volunteer their ideas, creativity, resourcefulness, passion, and their time to 

make their unions run efficiently and effectively. 

Moral legitimacy is a factor leading to activism. Chaison and Bigelow (2002) 

refer to moral legitimacy as gained when members judge that the union’s goals or 

activities are of social value or promote societal welfare.  This type of legitimacy includes 

a belief that the union provides a service to society or enables its members to fulfill their 

service to others.   Popiel (2013) suggests that members’ beliefs about the union’s moral 

legitimacy were the most powerful determinant of their union activism.  Popiel (2013) 

also highlighted how beliefs about the union’s role in job protection also strongly 

influenced their activity in the union.  Increased union democracy was also found to be 

associated with less member dissatisfaction, which makes it easier to generate collective 

identities for union projects and united action (Lévesque, Murray, & Queux, 2005). 

Popiel (2013) encourages union leaders to better understand and address issues that 

members value most in order to strengthen the union’s moral legitimacy. 
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Wood (2014) utilized a mixed methods approach to investigate factors that 

encouraged and discouraged members from participating in their union.  Wood (2014) 

found the predominant factors were lack of knowledge and disagreeing with union 

advice.  Research also found certain groups of teachers were more disengaged, and 

recommended specific efforts to make more connections (Wood, 2014).  Professional 

development was highlighted as something that teachers value in their union, which 

supports a shift towards moral legitimacy and professionalism (Wood, 2014). 

Bascia (1998) explores the benefits of union affiliation and involvement for 

women teachers.  Bascia (1998) interprets data from two studies focusing on the value of 

unionism to a broad range of teachers in three schools, and researched the work and 

motives of union active teachers. Bascia (1998) notes that women teachers’ motives for 

union engagement are material security (salary and employment security), and teachers’ 

abilities to assume responsibility for policies and programs beyond their classrooms. 

Women may find opportunities to explore leadership roles within union organizations 

without having to rely on administrative-controlled professional development and career 

opportunities.  Union membership has been helpful for women when it aims to close 

gaps, blind spots and omissions inherent to women’s positions in the educational system, 

particularly compared to male counterparts (Bascia, 1998). 

The socialization of new teachers proves to be an important element of engaging 

teachers in union activities.  Pogodzinski (2012) suggests that leaders have a considerable 

impact on drawing new teachers into union activities.   Social networking such as one-to-

one, small group, dinners, and other methods allow for new teachers to engage in union 

business (Pogodzinski, 2012).  New teachers have an integral role in assisting in the 
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evolution of unions as they can shape union activities and values (Pogodzinski, 2012).  

Research suggests that union activists’ (leaders and union staff representatives) informal 

and formal socialization with new teachers can assist in recruitment and engagement with 

union activities (Pogodzinski, 2012).  Encouraging new teachers to participate and 

understand their local union can support the growth and innovation within the union as 

their values, experiences, and expertise can be shared with the collective. 

 The studies under the theme of union engagement included in this literature 

review summarize the need for unions to be aware of the needs and values of their 

members to build moral legitimacy.  They highlight the importance of relationship 

building with new union members to connect them to the values of unionism.  Efforts to 

socialize new members need to be more than once or twice, and need to consider the 

severity of time constraints faced by new teachers. 

 

Leadership Styles 

Leadership styles play an integral role in job satisfaction and can encourage 

teamwork. “Leadership can be defined as an act of influence involving reciprocal 

relationships through which members of an organization or community construct 

common meanings, build capacity and enhance their ability to achieve shared goals” 

(BCPVPA, 2013, p. 33).    Union presidents and other leaders within the union 

organization have considerable impact on the culture of an organization and the members 

they serve.   Fullan (2002) describes the underlying qualities of a change maker principal.  

Fullan (2002) also highlights the needs for quality teachers who will be able to become 

quality administrators, and argues that principal leaders need to transform teacher 
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working conditions to foster a culture of teacher ownership and excellence.  Similarly, 

union leaders can be seen as change makers within their organization.  Researchers 

consider leadership to be the ability to influence work tasks or organizational goals and 

policies to secure commitment and ideal work behaviors toward the organization, ensure 

group dynamics and identity, and affect a positive team organizational culture (Choi, 

Goh, Adam, & Tan, 2016; Yukl, 1989).  Leadership styles come in many forms and 

leadership theorists suggest many styles are present within organizations, some of which 

include aversive, directive, transactional, transformative, and empowering (Cox & Sims, 

1996; Pierce & Sims, 2002).   

Aversive leadership is a type of behavioural style described as relying on coercive 

power (Pierce & Sims, 2002).   This style is rooted in punishment research and tends to 

yield negative impacts on employees (Cox, 1994).  Utilizing Pierce and Sims (2002) 

model, the second behavioural leadership style is directive.  Directive leadership relies on 

position power and emphasizes the need to provide direction to employees (Pierce & 

Sims, 2002).   These leaders lean toward a task-oriented style and often issue instruction 

and commands as well as set goals for the team (Pierce & Sims, 2002). 

Transactional leaders are seen as seeking to maintain equity between what they 

give and obtain (Landy, 1985).  These types of leaders focus on motivating employees’ 

performances by offering equitable rewards for input (Pierce & Sims, 2002).  

Transactional leaders influence employees by reinforcing desirable behaviours by 

managing by exception, which is offering personal or material rewards when behaviour 

deviates from the norm either actively or passively (Pierce & Sims, 2002).  
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Transformational leadership stems from House’s (1977) charismatic leadership 

theory.  Burns (1978) coined the term transformational leadership, and Bass and Avolio 

(1993) empirically tested these concepts.  Bass and colleagues (1987) found that 

transformational leaders possess four elements of leadership: charismatic or idealized 

influence, intellectual stimulation, inspirational motivation, and individualized 

motivation.  These four elements, sometimes referred to as the 4 I’s are described by Bass 

and Avolio (1994) in more depth, and summarized in Table 1.   

Table 1. 

The four elements of transformational leadership 

Idealized Influence (II) 

The degree to which the leader acts as a role 

model for their followers. The foundation of 

transformational leadership is the promotion 

of consistent vision, mission and a set of 

values to the members. 

Inspirational Motivation (IM) 

The degree to which the leader articulates a 

vision that is appealing and inspiring to 

followers. Purpose, meaning, and 

optimism about accomplishing the mission 

provide the energy that drives a group 

forward. 

Individualized Consideration (IC) 

How much the leaders are able to work with 

followers to understand their needs, or listen 

to the follower’s concerns in the role of a 

coach or mentor to elevate them to higher 

levels. Demonstrating empathy and support, 

there is respect for the contributions of each 

follower, making it easy for the follower to 

trust the leader giving them intrinsic 

motivation to fulfill their responsibilities. 

Intellectual Stimulation (IS) 

Such leaders encourage their followers to 

be innovative and creative without 

criticizing. They do not focus on blaming 

(although correction is part of learning), 

but rather focus on considering problems 

from fresh and novel perspectives. 
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Bass (1998) further explored these leaders and found that they possess the following 

behaviour traits: provide a vision, express idealism, use inspirational communication, 

have high performance expectations, challenge the status quo, and provide intellectual 

stimulation for employees.   

 A leadership style is not a static endeavor.  Different skill sets are required for 

different situations at the workplace.  When faced with complex problems, a leader must 

be able to call upon diverse perspectives and understandings in order to solve problems in 

an effective manner.  Hersey and Blanchard (1969) suggest that situational theory of 

leadership can offer an adaptable style encouraging leaders to be flexible depending on 

the task.  According to Hersey and Blanchard’s (1969) research, effective leaders can 

adapt their style depending on the situation, looking for cues regarding the task, the 

nature of the group, and other factors that will contribute to achieving a goal or solving a 

problem.   Hersey and Blanchard (1969) found that there are four primary leadership 

styles: telling, selling, participating and delegating.  Blanchard, Zigarmi and Zigarmi 

(1985) further clarified four levels of development to correlate with the four leadership 

styles: low competence with high commitment, low/mid competence with low 

commitment, high competence with low or varying commitment, and high competence 

with high commitment.  Understanding your team or group will give insight as to how to 

approach a leadership style.  People are complex and leading a group of people requires 

flexibility and understanding depending on the situations that arise.  

Twigg and colleagues (2008) found that transformational leadership fosters a 

covenantal relationship, more than an exchange relationship between the union and the 

members.  Transformational union leadership is key to resonating with and bringing 
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members together on common values and goals.  Every leader brings their own strengths 

and motivations to their position, and these can help in developing a sense of strong 

moral purpose. Individual leaders will bring their own strengths to the table, but 

communication and relationship building with purpose will be key to engaging members. 

There is considerable research demonstrating a statistically significant 

relationship exists between transformational leadership and employee engagement and 

commitment in for-profit organizations (Freeborough, 2015; Harter, Schmidt, Killham, & 

Agrawal, 2009; Zhu et al., 2009).  Transformational leadership refers to organizational 

leadership where leaders provide inspiration to motivate workers toward performance 

outcomes (Bass, 1997; Judge & Piccolo, 2004).  Transformational leadership may also be 

an important trait for union leaders as they can impact and influence educational policy at 

the employer level and inspire and motivate teachers at the ground level.  Union leaders 

can help teachers adapt to a changing educational climate of reform and support them in 

their practice and professional responsibilities and needs.  Therefore it may be of utmost 

importance to encourage union leaders to develop and nurture a transformative leadership 

style for their members.         

Effective and innovative leaders inspire their employees to lead in their own 

capacity.  Many researchers explore the idea of self-leadership, which can also be 

described as empowering leadership (Pierce and Sims, 2002).  Fullan (2005) describes 

this type of leadership as sustainable and describes the eight elements of sustainability as 

being the center of actions of a new breed of leaders, or as he calls them “system 

thinkers” in action.  Fullan (2005) describes the following elements: 

1.     public service with a moral purpose 
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2.     commitment to changing context at all levels 

3.     lateral capacity building through networks, 

4.     new vertical co-dependent relationships 

5.     deep learning 

6.     dual commitment to short and long-term results 

7.     cyclical energizing 

8.     the long lever of leadership 

These elements comprise a new way of being a leader within an organization that 

could lead to sustainable leadership. Working with a sustainable leader, employees are 

inspired to become leaders themselves and maintain the vision of the organization by 

incorporating the same eight elements of sustainability in their leadership (Fullan, 2005).  

This concept of sustainable leadership may be beneficial in a union setting as most 

engaged teachers are volunteers and encouraging the development of leaders would 

further support the organization to grow and evolve. 

Authentic leadership refers to people who know their strengths and weaknesses, 

are transparent, rely on rigorous ethical principles to make decisions, and act in keeping 

with their values and principles (Walumba, Avolio, Gardner & Wernsing, 2008).  Fortin-

Bergeron and colleagues (2017) utilized Bandura’s (1986) social learning theory to 

explore authentic leadership in union settings and found that leaders who display 

authentic leadership appear to foster self-efficacy belief among their union members.  

Fortin-Bergeron and colleagues (2017) suggest that authentic leadership alone is not as 

effective as combining leadership styles and broadening leadership traits.  Specifically, 

transformative leadership combined with authentic leadership can foster volunteerism, 
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engagement, and encouragement to members (Fortin-Bergeron et al., 2017).  Broadening 

an understanding and practicing a variety of leadership behaviours can strengthen 

leadership skills, which can encourage and inspire leadership amongst teachers and 

members. 

 

Developing Transformational Leaders 

 Within the education system, leaders can come from any background and offer a 

variety of experience, approaches, personalities and styles.  As research suggests (Bass, 

1997), transformational leaders can empower employees, support, and strengthen 

organizations.  One must have followers in order to be a leader, thus agreeableness, and 

charisma are among the desired personality traits found in transformational leaders 

(Judge & Bono, 2000).  Although personality traits may play an important role in 

determining who will become a leader, the theory behind transformational leadership is 

suggested to be grounded in behavioural theory, thus allowing leadership skills to be 

learned (Bass, 1998).  Mentorship provides opportunities for growth and support and can 

be a way of training leaders to become transformational.  Mentorship is often described 

as an interpersonal exchange between an experienced employee and a less experienced 

peer (Russell and Adams, 1997).   

 Leadership training programs within organizations vary greatly.  A leadership 

program may be defined as … “a program that has been designed to enhance leaders’ 

knowledge, skills, abilities, and components in order to develop the collective capacity of 

organizational members to engage effective leadership roles and processes” (Day, 2000, p 

582). Lacerenza, Reyes, Marlow, Joseph, and Salas (2017) suggest that leadership 
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training is substantially effective when a program includes: a needs analysis, incorporates 

opportunities for feedback, uses multiple delivery methods (especially practice), uses 

spaced out training sessions, is conducted on site, and uses face-to-face delivery that is 

not self-administered.  An important aspect to training programs is to resist the 

temptation of a fixed mindset; leaders can be trained and evidence suggests that when 

including the above evidence-based practices, training programs are effective (Dweck, 

2006, Lacerenza et al, 2017).  Table 2 in this paper as summarized by Lacerenza and 

colleagues (2017) neatly outlines a variety of practical suggestions for the development 

of leadership training programs. 

Table 2 

Evidence-based best practices for designing a leadership training program 

1. Resist the temptation to think that leaders cannot be trained; evidence suggests leadership training 

programs are effective. 

2. Conduct a needs analysis and identify the desired outcome(s) based on stakeholder goals before 

designing the program. 

3. Use multiple delivery methods when possible (e.g., information, demonstration, and practice) and if 

limitations prevent this, choose practice instead of other delivery methods. 

4. Use caution when spending additional resources on 360-degree feedback (evidence indicates that it 

might not be more effective that single-source feedback) 

5. Provide multiple training sessions that are separated by time rather than a single massed training 

session. 

6. Use caution when implementing self-administered training and instead, choose an internal or external 

trainer (evidence shows no differences in the effectiveness of internal and external trainers but indicates 

that self-administered training is less effective). 
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7. Consult with others outside of your field to ensure the program is both evidence-based and practically 

relevant (e.g., if you are a practitioner, collaborate with an academic). 

8. Ensure the program is designed appropriately according to the desired outcome using the guidelines 

provided below. 

Learning Transfer Results 

- Use multiple 

delivery methods 

- Conduct a needs 

analysis 

- Include hard 

skills (i.e., 

business skills) 

- Use multiple delivery methods 

- Conduct a needs analysis 

- Provide feedback 

- Use a face-to-face setting 

- Make attendance voluntary 

- Have multiple sessions 

- Include hard (i.e., business skills) and 

soft skills (i.e., leadership skills) 

- Use multiple delivery methods 

- Hold on-site 

- Require mandatory attendance 

- Have multiple training sessions 

- Provide as much training as possible 

(longer programs are more effective) 

- Include soft skills (i.e., intrapersonal, 

interpersonal, and leadership skills) 

 

Note. From “Leadership training design, delivery and implementation: A meta-analysis” 

by Lacerenza et al., 2017, Journal of Applied Psychology 102(12), p 1704. 

Research suggests that a variety of components are necessary for successful 

mentoring to occur. Allen and Poteet (1999) found that three integral variables are needed 

for a positive mentoring relationship: trust, open communication, and setting standards 

and expectations.  Sosik, Godshalk and Yammarino (2004) suggest that mentors and 

transformational leaders serve as role models who work to develop others’ self-

confidence, personal identity, and well-being.  Walter and Griffin, (2014) suggest a 

variety of best practices for mentoring and involving learners through transformational 

leadership techniques including: leadership modeling, role-playing and case studies, 

reflection and journal keeping, practical/field shared experiences, guest speakers with 
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new ideas, technology to enhance mentoring experience, networking opportunities, job-

assignment and action learning with reflection. Mentoring can be a way to foster and 

grow leaders in a supportive and empowering manner.  

 There are limitations to mentoring within organizations. Dziczkowski (2013) 

found that time constraints, incompatible pairing, and ineffective training programs can 

be barriers to successful mentoring experiences.   Other obstacles include gender, 

whereby leaders are predominantly men (Feekin & Widenor, 2003), and cultural 

differences (Gandhi & Johnson, 2016).  Ragins (1996) suggests that at the top of an 

organization, women may have a more difficult time finding potential mentors who can 

moderate against gender issues.  The climate of an organization also plays a big role in 

how mentoring plays out.  Supportive organizations can offer a safe place for the mentor 

relationship to flourish.  Dawley, Andrews and Bucklew (2008) researched the 

relationship between support and organizational commitment and behaviour.  Their study 

found that organizational support linked to higher job performance, satisfactions, and 

commitment lead to reduced turnover. 

 Offering a structured mentoring program within an organization can support 

leaders in becoming effective and confident.  Mentoring can offer positive work place 

relationships, connection, growth as well as learning and teaching opportunities.  

Mentorship programs along with other training programs and workshops may allow 

organizations to support employees and empower future leaders. 
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Chapter 3 – Bridge to Project 

 
Project Rationale 

Within the BCTF, there are many training opportunities available to members and 

local executives. Much of the training is practical and informational about supports or 

issues that are important to the running of the local executive.  There are workshops for 

union presidents about member engagement and internal/external communication, 

however, I identified a gap in leadership training. Currently there are no workshops about 

leadership styles and how local presidents can develop union citizenship behaviours in 

their members.  Every president brings different skills and leadership styles to the 

position with little to no formal training.  Utilizing evidence-based research can provide 

tools for presidents to reflect on their own leadership approaches and how to utilize best 

practices for member engagement.  This may help fill a gap in the president training as 

provided by the BCTF.  This is important as the usefulness and relevance of the union 

depends on the engagement of its members, the reflection of their values and priorities in 

their union, and effective leadership development for the continuity of service to 

members. 

 

Project Design 

In designing the workshop, the following themes became apparent: leadership 

styles, BCTF labour context, factors affecting member engagement, and developing 

transformational leadership skills in yourself and members. The overall goal of the 

workshop is to increase general awareness of the participants’ understanding of their own 
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leadership style, current leadership theories, and increase participants’ confidence in 

implementing some practical evidence-based suggestions for engaging members through 

transformational leadership. 

The BCTF has two main training sessions for their presidents and other local 

leaders, the Summer Conference and the Federation Leadership Institute.  Both of these 

training sessions have either 1.5-hour or 3-hour workshop lengths.  This workshop was 

designed with the limitations of those training opportunities in mind.  Minimal learning 

occurs when someone is lecturing to a group, so I will engage the participants with an 

icebreaker activity, quizzes, surveys, discussions, handouts, as well as an informational 

PowerPoint that will carry us through the workshop by providing structure and direction. 

Think-Pair-Share activities as described by Gunter, Estes and Mintz, (2011) are used 

throughout the workshop as a collaborative learning strategy to increase comprehension 

of presented information, and build a learning culture amongst participants.  Lacerenza et 

al, (2017) highlights the importance of remembering that research supports the belief that 

leadership is something that can be learned. Because of this, the foundation of a growth 

mindset (Dweck, 2006) is also incorporated into the lesson to encourage participants to 

view their own leadership abilities and their members as dynamic entities with potential 

development. 

In order to break down leadership styles in a short period of time, I have used a 

leadership style quiz by West, Stixrud and Reger (2017). In this quiz, participants reflect 

on the strengths, potential blind spots, as well as how their specific styles may thrive or 

struggle in different situations.  These leadership styles will then be related to authentic 

and transformational leadership as the currently accepted standard for leadership.  A quiz 
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developed from Bass and Riggio (2006) and Bass and Avolio (1993) will be used to help 

members identify how they align with the four elements of a transformational leader. 

Historical to current leadership theories will be summarized in a chart that will be 

distributed and used to inform the discussion about current theories.  This chart was 

inspired by Esmer & Dayi, (2016) to reflect the leadership theories discussed in the 

literature.  

 Mentorship as described in the literature (Dziczkowski, 2013, Andrews & 

Bucklew, 2008, Sosik, Godshalk & Yammarino, 2004, Feekin & Widenor, 2003, Walter 

& Griffin, 2014) is one of the most effective methods to build leadership.  The two 

examples that were used in the workshop were chosen to help participants reflect on how 

they may have been mentored into union participation and leadership (Mckintosh, K. K., 

2011), and to see how they can expand the diversity of people that they might mentor 

(Gandhi & Johnson, 2016).  Best practices as adapted from Feekin and Widenor, (2003), 

Walter and Griffin, (2014), and Lacerenza et al, (2017) were included to add to the ideas 

generated from the TPS activity, and to provide participants with a take-away tool. 

The second session focused on member participation and practical strategies to 

increase it.  A brief history of the BCTF, traditional union values and approaches, and 

current research about shifting the moral legitimacy of unions was included to frame the 

discussion for how the union serves its members. A Think-Pair-Share activity was used to 

generate participant ideas about what influenced Union Citizenship Behaviours.  The 

member engagement factors research by Wood (2014), Pogodzinski (2012), and Fortin-

Bergeron et al., (2017), Popiel, (2013) were included afterwards for members to compare 
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their ideas to, and to serve as a spring board for more practical ideas generated by the 

group. 

Tying the two subjects of leadership and member engagement together in the 

workshop was done by using a best-practices for membership engagement handout that 

was built from the following underlying principles: 

1. Transformational and authentic leadership is necessary to build trust with members 

and to inspire them to engage in Union Citizenship Behaviours (Fortin-Bergeron et 

al., 2017, Twigg et al, 2008) 

2. Union leaders need to be aware of the needs and values of their members, act on 

that knowledge, and to communicate how the union is exemplifying those values 

through action to build moral legitimacy (Pogodzinski, 2012, Popiel, 2013) 

3. Leader training and mentorship is especially beneficial for building capacity for 

the unions to better serve their members. 

4. Building relationships with new members and members of equity seeking groups 

is especially important to understand members’ needs, and benefit from their 

contributions (Bascia, 1998, Lévesque, Murray, & Queux, 2005) 

Once the underlying principles have been introduced, the list of evidence-based 

practices will be distributed and participants will be invited to share their own best 

practices with the group.  There is space on the handout for participants to include these 

personal practices, and discussion will be welcome during this time.  The workshop will 

close with an opportunity for all participants to collaborate together and with the 

workshop facilitator in creating a tool that they can take back to their own local.  

Suggestions for this are to create a simple realistic year-long plan for member 
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engagement in your local, develop a survey to understand member values, and solicit 

feedback, or develop a member information package or member information workshop 

for your local.  
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Chapter 4 – Project 

Introduction 

This chapter includes a brief outline of the workshop, followed by the accompanying 

PowerPoint Slides. Handouts, quizzes and activity descriptions are found in the appendix. 

 

Union Leadership and Member Engagement Workshop Outline - 3 HOURS 

SESSION 1: (total 1.5 hours) 

1. Introduction:   

a. Icebreaker activity (10 min) 

b. Growth mindset check-in (15 min) 

2. Leadership in the 20th (and 21st) century –  

a. Leadership theories table summarized – (5 min) 

b. What type of leader are you? survey (20 min) 

i. Discussion groups of 3: Build on strengths and supplement weaknesses 

c. Transformational leadership – (15 min) 

i. Description 

ii. Transformational leader quiz and four elements 

3. Mentoring for continued leadership on the executive 

a. Mentoring: why and what? – (5 min) 

b. Best practices for leadership development – (20 min) 

i. Think-Pair-Share.  

ii. Best practices for leadership development 

iii. Evidence based leadership program training - Table 2  
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SESSION 2: (total 1.5 hours) 

4. The changing context of unions and members – (25 min) 

a. Brief history of the founding of the BCTF – handout included 

b. Traditional union values and approaches 

c. Teachers as professionals - Shifting the moral legitimacy of unions 

d. Discussion groups of 5 – How do you see the union as serving its members. 

5. Why members participate and why they don’t – (20 min) 

a. Introduction, then Think/Share/Pair activity 

b. Elaborate group ideas with research identified factors affecting engagement.  

6. Applying leadership styles to member engagement strategies. – (15 min) 

a. Best practices for membership engagement (as shared by participants) 

7. Closing Activity 

a. Create a survey, plan for member engagement, a member info package to take 

away and use right away. – (30 min) 

 

WORKSHOP RESOURCES AND TOOLS: 

PowerPoint handouts with notes Leadership Development - Best Practices  

Ice Breaker Activity (for presenter 

reference, and not to hand out) 

Evidence-based Leadership Program Training 

Table  

Growth Mindset Check-in Activity History of the BCTF (founding to 2015)  

Leadership Theories Table Member Engagement - Best Practices  

What Type of Leader Are You Survey. Sample Member Information package 

Transformational Leader Quiz Participant Feedback for Workshop Form 
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Workshop PowerPoint Slides 

 

  

TRANSFORMATIONAL LEADERSHIP 
IN TEACHER UNIONS FOR 
MEMBER ENGAGEMENT 

A MASTERS IN EDUCATION PROJECT

BY STEPHEN QUERENGESSER

COMPLETED IN PARTIAL DEGREE REQUIREMENT FOR

VANCOUVER ISLAND UNIVERSITY

LAND ACKNOWLEDGEMENT

• I WOULD LIKE TO ACKNOWLEDGE THAT WE ARE ON THE TRADITIONAL TERRITORY OF THE 
___________ NATION.

• THANK YOU (IN INDIGENOUS LANGUAGE OF TERRITORY)

1
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WORKSHOP OUTLINE
• SESSION 1: (TOTAL 1.5 HOURS)

• INTRODUCTION:  
• ICEBREAKER ACTIVITY (10 MIN)

• GROWTH MINDSET CHECK-IN (15 MIN)

• LEADERSHIP IN THE 20TH (AND 21ST) CENTURY –
• LEADERSHIP THEORIES TABLE SUMMARIZED – (5 MIN)

• WHAT TYPE OF LEADER ARE YOU? SURVEY (20 MIN)

• DISCUSSION GROUPS OF 3: BUILD ON STRENGTHS AND SUPPLEMENT 
WEAKNESSES

• TRANSFORMATIONAL LEADERSHIP – (15 MIN)

• DESCRIPTION

• TRANSFORMATIONAL LEADER QUIZ AND FOUR ELEMENTS

• MENTORING FOR CONTINUED LEADERSHIP ON THE EXECUTIVE
• MENTORING: WHY AND WHAT? – (5 MIN)

• BEST PRACTICES FOR LEADERSHIP DEVELOPMENT – (20 MIN)

• THINK-PAIR-SHARE. 

• BEST PRACTICES FOR LEADERSHIP DEVELOPMENT

• EVIDENCE BASED LEADERSHIP PROGRAM TRAINING - TABLE 1 

• SESSION 2: (TOTAL 1.5 HOURS)

• CHANGING CONTEXT OF UNIONS AND MEMBERS – (25 MIN)
• BRIEF HISTORY OF THE FOUNDING OF THE BCTF – HANDOUT INCLUDED

• TRADITIONAL UNION VALUES AND APPROACHES

• TEACHERS AS PROFESSIONALS - SHIFTING THE MORAL LEGITIMACY OF 
UNIONS

• DISCUSSION GROUPS OF 5 – HOW DO YOU SEE THE UNION AS SERVING 
ITS MEMBERS.

• WHY MEMBERS PARTICIPATE AND WHY THEY DON’T – (20 MIN)
• INTRODUCTION, THEN THINK/SHARE/PAIR ACTIVITY

• ELABORATE GROUP IDEAS WITH RESEARCH IDENTIFIED FACTORS AFFECTING
ENGAGEMENT. 

• APPLYING LEADERSHIP STYLES TO MEMBER ENGAGEMENT STRATEGIES. 
– (15 MIN)

• BEST PRACTICES FOR MEMBERSHIP ENGAGEMENT (AS SHARED BY 
PARTICIPANTS)

• FINAL ACTIVITY: 
• CREATE A SURVEY, PLAN FOR MEMBER ENGAGEMENT, A MEMBER INFO 

PACKAGE TO TAKE AWAY AND USE RIGHT AWAY. – (30 MIN)

1

LINKS TO COMMON GROUND
SHARE YOUR:

1. NAME

2. LOCAL

3. SOMETHING ABOUT YOURSELF

• MAY I HAVE A VOLUNTEER TO START IT ALL OFF!

• IF YOU HEAR SOMETHING THAT YOU HAVE IN COMMON WITH THE PERSON WHO JUST SHARED, 
SITUATE YOURSELF NEXT TO THEM, LINK ARMS AND THEN YOU WILL BE THE NEXT TO SHARE 

3
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4

GROWTH MINDSET CHECK-IN

• COMPLETE THE MINDSET CHECK UP ACTIVITY

• SCORE YOURSELF AND TURN OVER THE SHEET TO SEE HOW YOU MATCH UP

*MINDSET CHECK UP ACTIVITY BY TRAINUGLY.COM

5
Train Ugly, Accessed July 15, 2019. Mindset checkup activity. Retrieved from http://trainugly.com/wp-
content/uploads/delightfuldownloads/2016/09/Mindset-Check-Up.pdf.
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“MOST EXPERTS AND GREAT LEADERS AGREE THAT LEADERS ARE MADE, 
NOT BORN, AND THAT THEY ARE MADE THROUGH THEIR OWN DRIVE FOR 
LEARNING AND SELF-IMPROVEMENT. “

- CAROL S. DWECK

“WHEN ENTIRE COMPANIES EMBRACE A GROWTH MINDSET, THEIR 
EMPLOYEES REPORT FEELING FAR MORE EMPOWERED AND COMMITTED; 
THEY ALSO RECEIVE FAR GREATER ORGANIZATIONAL SUPPORT FOR 
COLLABORATION AND INNOVATION. “

- CAROL S. DWECK

6

EVIDENCE-BASED FINDING FOR
LEADERSHIP TRAINING

RESIST THE TEMPTATION TO THINK THAT LEADERS CANNOT BE TRAINED; RESEARCH EVIDENCE 
SUGGESTS LEADERSHIP TRAINING PROGRAMS ARE EFFECTIVE.

7
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Types of Leadership: 

 
 

Great Man Theory Early 1900s 
and before 

Believes that people are born with traits of leaders, and that they are set apart from others 
because of those traits 

Traditional 
Leadership 
Theories 

Trait approach Early 1900s 
to 1940s 

Stemmed out of investigating the inherent traits of the great men (from the above-
mentioned theory) yielded no specific traits 

Behavioural approach Mid 1900s Focused on describing the behaviours of leaders 

Situational or Contingency 1960s to 
1980s 

This model stresses the significance of the environment and those being led on how to 
approach leadership. The four various styles are also represented below   

                            à à à  more supportive à à à 
 The directing style involving giving 

orders and expecting obedience 
with little guidance and assistance 

The coaching style involves giving lots of 
orders as well as support to help followers 
buy into their ideas and messages 

The delegating style is a hands-off 
approach with little direction or 
support, allowing group members 
to make the majority of decisions 

The supporting style involves offering 
plenty of help, but little direction, 
allowing group members to be more 
involved in the decision-making process 

Kurt 
Lewin’s 
Styles 

Authoritarian (Autocratic) 
 

1939 to 
current… 
was very 
influential 
for other 
theories to 
spring from 

Focused strongly on control by leader and high expectations of followers to obey. 
Productivity can be high, but quality of work is limited. 

Participative (Democratic) 
 

Guidance is provided by the leader, and group members have input. Productivity may be 
lower, but quality of work increases. 

Delegative (Laissez-fair) 
 

Little to no guidance or support is offered, and is only useful where highly qualified 
experts are the team members. It can lead to low morale and productivity if mistakes are 
made. 

Transactional 
Weber 1940, and Burns, 1978 

1940s to 
current 

Similar to authoritarian, but views the relationship of the leader and follower as 
transactional where tasks and positions are accepted and required in exchange for 
monetary compensation. Tends to suppress creative and divergent thinking though 

Transformational 
Bass and Alivio 

Late 1970s to 
current 

Found to have the highest performance and group satisfaction. Key characteristics are 
the ability to motivate and inspire followers to direct positive changes in the group. 
These leaders expect the best of themselves and others, set clear goals, have integrity and 
high emotional intelligence to resolve conflict  

Others: Authentic, Spiritual Charismatic, 
Ethical, Servant, Entrepreneurial etc. 

Various 
Current 
Dates 

Varies depending on the context of the leader, and the discipline the theory emerges 
from 

ßß

 m
ore directive  

Adapted from 
Esmer & Dayi, 
(2016). 

WHAT TYPE OF LEADER ARE YOU SURVEY?

1.  SELECT THE STYLE BELOW THAT BEST DESCRIBES YOU.

• COLLABORATOR: EMPATHETIC, TEAM-BUILDING, TALENT-SPOTTING, COACHING ORIENTED

• ENERGIZER: CHARISMATIC, INSPIRING, CONNECTS EMOTIONALLY, PROVIDES MEANING

• PILOT: STRATEGIC, VISIONARY, ADROIT AT MANAGING COMPLEXITY, OPEN TO INPUT, TEAM ORIENTED

• PROVIDER: ACTION ORIENTED, CONFIDENT IN OWN PATH OR METHODOLOGY, LOYAL TO COLLEAGUES, DRIVEN TO PROVIDE FOR 
OTHERS

• HARMONIZER: RELIABLE, QUALITY-DRIVEN, EXECUTION-FOCUSED, CREATES POSITIVE AND STABLE ENVIRONMENTS, INSPIRES LOYALTY

• FORECASTER: LEARNING ORIENTED, DEEPLY KNOWLEDGEABLE, VISIONARY, CAUTIOUS IN DECISION MAKING

• PRODUCER: TASK FOCUSED, RESULTS ORIENTED, LINEAR THINKER, LOYAL TO TRADITION

• COMPOSER: INDEPENDENT, CREATIVE, PROBLEM SOLVING, DECISIVE, SELF-RELIANT

2. IF YOU BELIEVE YOU HAVE MORE THAN ONE GO-TO STYLE, CHOOSE ONE OR TWO SECONDARY STYLES

(THOUGH EVERY LEADER HAS A “GO-TO” STYLE, MOST OF US HAVE A FEW THAT WE RELY ON.  RECOGNIZING ALL YOUR STYLES, AND LEARNING WHEN TO USE 
WHICH, CAN HELP YOU SUCCEED IN A WIDER VARIETY OF LEADERSHIP CONTEXTS.

West, K., Stixrud, E., & Reger, B. (2017, September 20). Assessment: What’s your leadership style? Retrieved July 20, 2019 
from https://hbr.org/2015/06/assessment-whats-your-leadership-style. Reprinted with permission. Copyright, 2015 by Harvard 
Business Publishing; all rights reserved

9
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DISCUSSION

IN GROUPS OF THREE (3) SHARE WHY YOU CHOSE YOUR 
LEADERSHIP STYLES

AS A GROUP DISCUSS HOW YOU CAN BUILD ON 
STRENGTHS AND SUPPLEMENT WEAKNESSES

10 TO 15 MINUTES 10

WHAT IS TRANSFORMATIONAL LEADERSHIP?

TRANSFORMATIONAL LEADERSHIP INFLUENCES FOLLOWERS 
BY GETTING THEM TO TRANSCEND THEIR SELF-INTERESTS 

FOR THE GOOD OF THE GROUP, ORGANISATION, OR 
SOCIETY, WHILE ALSO ENHANCING FOLLOWERS’ 

EXPECTATIONS AND ABILITIES, AND THEIR WILLINGNESS TO 
TAKE RISKS (BASS & AVOLIO, 1994)

11
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TRANSFORMATIONAL LEADERSHIP QUIZ

QUICKLY ANSWER THE 8 QUESTION QUIZ TO GET AN IDEA OF HOW YOU 
ALIGN WITH THE FOUR ELEMENTS OF TRANSFORMATIONAL LEADERSHIP.
THIS QUIZ QUESTIONS FROM BASS AND RIGGIO, (2014), AND ELABORATED WITH THE FOUR ELEMENTS OF SUSTAINABLE 
LEADERSHIP FROM BASS AND AVOLIO, (1994)

• DISCLAIMER – THIS IS NOT A RESEARCH BACKED ASSESSMENT OF LEADERSHIP…FOR THAT, COMPLETING THE  
MULTIFACTOR LEADERSHIP QUESTIONNAIRE (MLQ) AND HAVING FOLLOWERS OR EMPLOYEES COMPLETE THE 
LEADERSHIP BEHAVIOUR DESCRIPTION QUESTIONNAIRE (LBDQ) IS ACADEMICALLY ACCEPTED AS A RELIABLE TOOL 

FOR ASSESSING LEADERSHIP QUALITIES. 

AVOLIO, B. J., BASS, B. M., WALUMBWA, F., & ZHU, W. (2004). MULTIFACTOR LEADERSHIP QUESTIONNAIRE: MANUAL AND 
SAMPLE SET (3RD ED.). AVAILABLE FROM MIND GARDEN: WWW.MINDGARDEN.COM

12

FOUR ELEMENTS OF TRANSFORMATIONAL LEADERS
Idealized Influence (II)
The degree to which the leader acts as a role 
model for their followers. The foundation of 
transformational leadership is the promotion of 
consistent vision, mission and a set of values to 
the members.

Inspirational Motivation (IM)
The degree to which the leader articulates a 
vision that is appealing and inspiring to 
followers. Purpose, meaning, and optimism 
about accomplishing the mission provide the 
energy that drives a group forward.

Individualized Consideration (IC)
How much the leaders are able to work with 
followers to understand their needs, or listens to the 
follower’s concerns in the role of a coach or mentor to 
elevate them to higher levels. Demonstrating empathy 
and support, there is respect for the contributions of 
each follower, making it easy for the follower to trust 
the leader giving them intrinsic motivation to fulfill 
their responsibilities.

Intellectual Stimulation (IS)
Such leaders encourage their followers to be 
innovative and creative without criticizing. They 
do not focus on blaming (although correction is 
part of learning), but rather focus on considering 
problems from fresh and novel perspectives.

Bass & Avolio, (1994)
13
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MENTORING

“A LOT OF PEOPLE HAVE GONE FURTHER THAN THEY THOUGHT THEY COULD BECAUSE 
SOMEONE ELSE THOUGHT THEY COULD.” —UNKNOWN. 

14

MENTORING

“MENTORING RELATIONSHIPS ARE DYNAMIC AND ALWAYS EVOLVING. THEY PROVIDE SUPPORT, 
CHALLENGE, AND RECOGNITION FOR THE VALUABLE WORK BEING DONE BY STUDENT UNION-
ACTIVITIES PROFESSIONALS ON A DAILY BASIS. BOTH THE MENTOR AND PROTÉGÉ́ BENEFIT FROM 
THE RELATIONSHIP AND THE PROFESSION WOULD GAIN FROM CELEBRATING AND 
RECOGNIZING THESE INFLUENTIAL RELATIONSHIPS. ULTIMATELY, MENTORS SERVE TO BRING OUT 
THE BEST IN THEIR PROTÉGÉS.”  (MCKINTOSH, K. K., 2011) 

INCLUDING DIVERSITY AWARENESS AND CULTURAL BIAS IN ‘MENTORING THE MENTORS’ 
TRAINING IS ESPECIALLY IMPORTANT IF THE DIVERSITY OF LEADERSHIP IS TO CHANGE. THE 
BENEFITS OF EFFECTIVE MENTORING, SPECIFICALLY FOR UNDERREPRESENTED BACKGROUNDS IS 
WELL DOCUMENTED. (GANDHI & JOHNSON, 2016)

15
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BEST PRACTICES FOR LEADERSHIP DEVELOPMENT

• 2 MINUTES TO GENERATE IDEAS ON OWN

• 4 MINUTES TO SHARE IDEAS IN PAIRS

• 10 MINUTES FOR GROUP SHARING AND RECORDING

16

BEST PRACTICES FOR LEADERSHIP DEVELOPMENT
• GROUP DISCUSSIONS

• MENTORSHIP

• LEADERSHIP MODELING

• ROLE-PLAYING AND CASE STUDIES

• REFLECTION AND JOURNAL KEEPING

• PRACTICAL/FIELD SHARED EXPERIENCES

• GUEST SPEAKERS WITH NEW IDEAS

• TECHNOLOGY TO ENHANCE MENTORING 
EXPERIENCE

• NETWORKING 

• JOB-ASSIGNMENT AND ACTION LEARNING 
WITH REFLECTION

• ONGOING LEADERSHIP TRAINING 
RECOMMENDATIONS (SEE TABLE 1)

• __________________________________

• __________________________________

• __________________________________

• __________________________________

17
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EVIDENCE-BASED LEADERSHIP PROGRAM TRAINING 
Table 1 
Evidence-Based Best Practices for Designing a Leadership Training Program 
 
1. Resist the temptation to think that leaders cannot be trained; evidence suggests leadership training programs are effective. 
2. Conduct a needs analysis and identify the desired outcome(s) based on stakeholder goals before designing the program. 
3. Use multiple delivery methods when possible (e.g., information, demonstration, and practice) and if limitations prevent this, choose 
practice instead of other delivery methods. 
4. Use caution when spending additional resources on 360-degree feedback (evidence indicates that it might not be more effective that 
single-source feedback) 
5. Provide multiple training sessions that are separated by time rather than a single massed training session. 
6. Use caution when implementing self-administered training and instead, choose an internal or external trainer (evidence shows no 
differences in the effectiveness of internal and external trainers but indicates that self-administered training is less effective). 
7. Consult with others outside of you field to ensure the program is both evidence-based and practically relevant (e.g., if you are a 
practitioner, collaborate with an academic). 
8. Ensure the program is designed appropriately according to the desired outcome using the guidelines provided below. 
 

Learning Transfer Results 
- Use multiple delivery methods 
- Conduct a needs analysis 
- Include hard skills (i.e., business 
skills) 

- Use multiple delivery methods 
- Conduct a needs analysis 
- Provide feedback 
- Use a face-to-face setting 
- Make attendance voluntary 
- Have multiple sessions 
- Include hard (i.e., business skills) 
and soft skills (i.e., leadership skills) 

- Use multiple delivery methods 
- Hold on-site 
- Require mandatory attendance 
- Have multiple training sessions 
- Provide as much training as possible (longer programs are 
more effective) 
- Include soft skills (i.e., intrapersonal, interpersonal, and 
leadership skills) 
 

Table from Lacerenza, Reyes, Marlow, Joseph and Salas, (2017) 
 

18

INTERMISSION
THE BCTF 100 YEARS VIDEO WILL BE PLAYED DURING THE BREAK FOR ANYONE WHO IS 
INTERESTED IN WATCHING IT.  – (10 MINUTE VIDEO)

BC Teachers Federation. (2018d). BCTF 100 years video. [online] Available at: 
https://bctf.ca/history/rooms/BuildingOurProfession.aspx?id=41233 

19



UNION LEADERSHIP FOR MEMBER ENGAGEMENT   39 

 
 
  

CHANGING CONTEXT OF UNIONS FOR MEMBERS

20

BRIEF HISTORY OF THE BCTF

“SOMETIMES IN ORDER TO KEEP MOVING FORWARD, NOT ONLY MUST YOU TAKE ONE STEP AT 
A TIME, BUT YOU MUST BE WILLING TO LOOK BACK OCCASIONALLY AND EVALUATE YOUR PAST, 
NO MATTER HOW PAINFUL IT IS. LOOKING BACK LETS YOU KNOW WHETHER OR NOT YOU ARE 
HEADED IN THE RIGHT DIRECTION.”

- G.K. ADAMS.   

BC Teachers Federation. (2018c). History of the BCTF. [online] Available at: 
https://www.bctf.ca/uploadedFiles/Public/AboutUs/History/HistoryMG.pdf

21
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BRIEF HISTORY OF THE BCTF
…THIS WON’T BE A HISTORY LESSON, BUT A FEW KEY POINTS. 

(HISTORY HANDOUT PROVIDED. SEE ALSO BCTF ONLINE MUSEUM FOR FURTHER OPTIONAL READING)

1917 – THE BCTF FORMED AS TEACHERS GATHERED TO DISCUSS EDUCATIONAL ISSUES OF CONCERN 

ORIGINAL OBJECTIVES OF THE BCTF ADOPTED AT THE FOUNDING CONVENTION REMAIN TO THIS DAY: 

• TO FOSTER AND PROMOTE THE CAUSE OF EDUCATION 

• TO RAISE THE STATUS OF THE TEACHING PROFESSION IN BC 

• TO PROMOTE THE WELFARE OF TEACHERS IN BC 

BC Teachers Federation. (2018c). History of the BCTF. [online] Available at: 
https://www.bctf.ca/uploadedFiles/Public/AboutUs/History/HistoryMG.pdf

22

BRIEF HISTORY OF THE BCTF

• 1919 – FIRST STRIKE OVER SALARIES

• 1939 – SICK BENEFIT FUND, THE PRECURSOR TO THE SALARY INDEMNITY FUND WAS 
ESTABLISHED.

• 1940 – BCTF STARTED THE LESSON AIDS PROGRAM FOR TEACHERS (NOW TEACHBC.COM)

• 1950 – FIRST SUMMER CONFERENCE WAS HELD IN QUALICUM

• 1957 – BCTF BEGAN TO ACTIVELY PROMOTE THE CREATION OF PROVINCIAL SPECIALIST 
ASSOCIATIONS

• 1960’S – A WORKING AND LEARNING CONDITIONS PROGRAM WAS STARTED.

23



UNION LEADERSHIP FOR MEMBER ENGAGEMENT   41 

 
 
  

BRIEF HISTORY OF THE BCTF

• 1980’S – SUCCESSFUL MAJOR CAMPAIGN TO HAVE ALL TERMS AND CONDITIONS OF 
EMPLOYMENT INCLUDED IN THE BARGAINING SCOPE

• 1987-1993 – LOCALS ENGAGED IN FULL SCOPE BARGAINING FOR THREE ROUNDS

• 1994 – PROVINCIAL BARGAINING IMPOSED ON LOCALS

• 1997 – BCTF MADE HISTORY WHEN IT PASSED A RESOLUTION CALLING FOR THE 
ESTABLISHMENT OF A PROGRAM TO ELIMINATE HOMOPHOBIA AND HETEROSEXISM IN THE BC 
PUBLIC SCHOOL SYSTEM

• 2000 – THE FEDERATION INITIATED ITS PEER SUPPORT PROGRAM

24

BRIEF HISTORY OF THE BCTF

• 2001 – PROVINCIAL GOVERNMENT IMPOSED LEGISLATION AND CUT CLASS SIZE AND 
COMPOSITION.

• 2011 – MY BCTF PORTAL WENT LIVE IN 2011 FOR COMMUNICATING WITH MEMBERS

• 2014 – TEACHBC.COM WENT LIVE TO REPLACE THE OLD LESSON AIDS PROGRAM

• 2015 – THE BCTF PRODUCED THE PROFESSIONAL DEVELOPMENT LENS FOR TEACHERS TO USE

• 2016 – BCTF WON SUPREME COURT DECISION OVER CLASS SIZE AND COMPOSITION STRIPS.

• 2017 – BCTF CREATES EQUITY POSITIONS ON IT’S EXECUTIVE

*MY APOLOGIES FOR MISSING MANY VERY IMPORTANT EVENTS…PLEASE SEE HAND OUT FOR MORE 

25
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TRADITIONAL UNION VALUES AND APPROACHES

• COLLECTIVE IDENTITIY AND ADVOCACY

• COLLECTIVE BARGAINING FOR 
• PAY,
• JOB SECURITY, 
• BENEFITS
• WORKING CONDITIONS 

• US VERSUS THEM MENTALITY

26

SHIFTING MORAL LEGITIMACY

• GREATER UNION DEMOCRACY HAS BEEN ASSOCIATED WITH LESS MEMBER DISSATISFACTION 

• ‘PROGRESSIVE OR PROFESSIONAL UNIONISM’ IS WHERE POSITIVE LABOUR RELATIONS 
DEVELOPS INTO SHARED LABOUR-MANAGEMENT COOPERATION

• PROFESSIONAL DEVELOPMENT HAS ALSO BEEN VALUED BY MEMBERS OF THE UNION, AND 
SUPPORTS THE BCTF’S EFFORTS TO BE A UNION OF PROFESSIONALS

27
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HOW DO YOU SEE THE UNION SERVING ITS MEMBERS?
• IDEA GENERATION - GROUP DISCUSSION

• -

• -

• -

• -

• -

• -

• -

• -

28

WHY DO MEMBERS PARTICIPATE?

• UNION CITIZENSHIP BEHAVIOURS (UCB):  ARE DEFINED AS “THINGS THAT MEMBERS DO THAT 
ARE NOT REQUIRED BUT PROVIDE A BENEFIT TO THE UNION AND ITS MEMBERS” (SKARLICKI & 
LATHAM, 1996)

• E.G.    SERVING IN LOCAL OFFICE, PARTICIPATING IN MEMBERSHIP MEETINGS, SHARING UNION 
LITERATURE, PARTICIPATING IN COLLECTIVE ACTION

THINK - PAIR - SHARE

(2MIN) (4MIN) (6MIN)

29
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WHY DO MEMBERS PARTICIPATE?

• RESEARCH   

• LEADERSHIP (RECRUITING, INSPIRING, VALUE SHARING ETC.)

• UNDERSTANDING OF VALUE

• BELIEVING THE UNION’S VALUES ALIGN WITH THEIRS (MORAL LEGITIMACY)

• INCREASED UNION DEMOCRACY

• SOCIAL CONNECTION (EARLY SOCIALIZATION INTO THE UNION)

• PROFESSIONAL DEVELOPMENT OPPORTUNITIES

30

APPLYING LEADERSHIP STYLES AND APPROACHES TO 
MEMBER ENGAGEMENT STRATEGIES

EVIDENCE BASED PRINCIPLES TO INFORM OTHER MEMBER ENGAGEMENT STRATEGIES

o TRANSFORMATIONAL AND AUTHENTIC LEADERSHIP IS NECESSARY TO BUILD TRUST WITH MEMBERS 
AND TO INSPIRE THEM TO ENGAGE IN UNION CITIZENSHIP BEHAVIOURS

o UNION LEADERS NEED TO BE AWARE OF THE NEEDS AND VALUES OF THEIR MEMBERS, ACT ON THAT 
KNOWLEDGE, AND TO COMMUNICATE HOW THE UNION IS EXEMPLIFYING THOSE VALUES 
THROUGH ACTION TO BUILD MORAL LEGITIMACY

o LEADER TRAINING AND MENTORSHIP IS ESPECIALLY BENEFICIAL FOR BUILDING CAPACITY FOR THE 
UNIONS TO BETTER SERVE THEIR MEMBERS.

o RELATIONSHIP BUILDING WITH NEW MEMBERS AND MINORITY MEMBERS IS ESPECIALLY IMPORTANT 
TO CONNECT AND BENEFIT FROM THEIR CONTRIBUTIONS 31
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BEST PRACTICES FOR MEMBER ENGAGEMENT FROM 
RESEARCH – PAGE 1

• ENSURE ACTIONS ARE AUTHENTIC, BECAUSE IT ENCOURAGES MEMBERS TO SHARE THEIR VALUES.

• TRANSFORMATIONAL LEADERSHIP CAN IMPROVE THE COMMITMENT OF MEMBERS TO COLLECTIVE 
GOALS BY INSPIRING OTHERS TO CONTRIBUTE TO THE ORGANIZATION THROUGH COLLABORATION 
AND TAKING ON SOME OF THE WORK THEMSELVES.

• SOLICIT MEMBERS’ IDEAS AND VALUES BY CONNECTING VIA SURVEYS, PROFESSIONAL ACTIVITIES 
AND SOCIAL EVENTS.

• MEET WITH MEMBERS TO BETTER UNDERSTAND ISSUES THEY VALUE THE MOST, AND THEN 
COMMUNICATE BACK TO THE MEMBERSHIP HOW THE UNION IS TACKLING THEM.  THIS WILL BUILD 
MORAL LEGITIMACY, AND INCREASE THE UNION CITIZENSHIP BEHAVIOURS OF MEMBERS.

• HOLD UNION INFORMATION SESSIONS TO INFORM MEMBERS OF WHAT THE UNION IS DOING. THIS 
WILL HELP TO BRING AWARENESS TO THE LEGITIMACY OF THE UNION.

• DISTRIBUTE LOCAL “MEMBER’S GUIDE” EACH YEAR TO INFORM MEMBERS OF SERVICES AVAILABLE.
32

BEST PRACTICES FOR MEMBER ENGAGEMENT FROM 
RESEARCH – PAGE 2

• ENGAGE ACTIVELY WITH TEACHERS THROUGH PRO-D BECAUSE IT IS HIGHLY VALUED.

• ENSURE THAT WOMEN AND OTHER MINORITY TEACHER GROUPS ARE HEARD BY MAKING 
SPECIAL EFFORT TO SOLICIT THEIR FEEDBACK AND TO ENGAGE WITH THEM IN 
ENCOURAGING PARTICIPATION ON COMMITTEES AND THE EXECUTIVE.  THEIR FEEDBACK IS 
VERY VALUABLE BECAUSE A DIVERSE EXECUTIVE IS STRONGER AND BETTER REPRESENTS ITS 
MEMBERS.

• HOLD NEW TEACHER ORIENTATIONS AND SOCIALS TO WELCOME NEW TEACHERS TO THE 
UNION.

• ENCOURAGE OTHER UNION LEADERS TO DEVELOP FORMAL AND INFORMAL 
CONNECTIONS AND RELATIONSHIPS WITH NEW TEACHERS.

• _________________________________________________________________________

• _________________________________________________________________________
33
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BEST PRACTICES FOR MEMBER ENGAGEMENT

EXPERIENCED LEADERS, PLEASE SHARE WHAT IS WORKING IN YOUR LOCAL?

• ______________________________________________________________________

• ______________________________________________________________________

• ______________________________________________________________________

• ______________________________________________________________________

• ______________________________________________________________________

• ______________________________________________________________________

• ______________________________________________________________________

34

FINAL ACTIVITY

• CHOOSE YOUR OWN ADVENTURE: (20-30 MIN)
(IN GROUPS, OR ON YOUR OWN)

• CREATE A SIMPLE REALISTIC YEAR-LONG PLAN FOR MEMBER ENGAGEMENT IN YOUR LOCAL

• WORK ON A SURVEY AND DISTRIBUTION PLAN TO UNDERSTAND MEMBER VALUES, AND SOLICIT 
FEEDBACK

• WORK ON MEMBER INFORMATION PACKAGE OR MEMBER INFORMATION WORKSHOP FOR YOUR 
LOCAL

35
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THANK YOU!

…AND GOOD LUCK THIS YEAR!

36
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Chapter 5 – Conclusion 

Summary 

 This purpose of this study was to look in depth at the themes of leadership and 

member engagement in the 21st Century labour relations climate.  The study looks at the 

literature to see what leadership approaches and strategies are needed to support local 

presidents in effectively supporting and engaging their members. An interactive 

workshop was created to be offered at leadership training for the BCTF based on the key 

principles of leading for maximum member engagement. Those key principles are: 

1. Transformational and authentic leadership is necessary to build trust with 

members and to inspire them to engage in Union Citizenship Behaviours  

2. Union leaders need to have awareness of the needs and values of their members, 

then act on that knowledge and communicate to the membership how the union is 

exemplifying those values in order to build moral legitimacy.  

3. Leader training and mentorship is especially beneficial for building capacity for 

the unions to better serve their members. 

4. Building relationships with new members and members of equity seeking groups 

is especially important to understand members’ needs, and benefit from their 

perspectives and contributions. 

(Andrews & Bucklew, 2008, Bascia, 1998, Bass & Avolio, 1993, Dziczkowski, 2013, 

Sosik, Godshalk & Yammarino, 2004, Feekin & Widenor, 2003, Walter & Griffin, 2014, 

Fortin-Bergeron et al., 2017, Lacerenza et al, 2017, Mckintosh, K. K., 2011, Pogodzinski, 

2012, Popiel, 2013, Twigg et al., 2008, Wood, 2014) 
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Participants of the workshop will leave with an understanding of their own and other 

local union leaders’ styles and experiences, and an evidence-based perspective on 

transformative leadership for member engagement.  Ensuring that each participant 

receives a variety of resources and practical tools for increasing membership engagement 

and the quality of education in their local is also a major goal of the workshop. 

 

Discussion 

 Within the scope of the reviewed literature, the four key themes listed in the above 

summary began to emerge.  Those themes then shaped the content and flow of the 

workshop as it was developed to maximize the ability of the workshop to fulfill the 

purpose of this study.  

Leadership theories and the styles or approaches that leaders adopt have an impact 

on the success of their organization and the engagement of their followers. The literature 

highlights how transformational leadership has many of the qualities that increase UCB 

in members.  Specifically, empathetic listening to the needs and values of members, 

followed by supporting those members’ needs will build trust and congruency of values 

(moral legitimacy).  Transformational leaders also have charisma (idealized influence and 

inspirational motivation) that members are drawn to; the leader articulates a vision and 

values in a way that inspires members and provides energy to drive the group forward 

(Bass and Avolio, 1994).  Encouraging new union leaders to consider how their 

leadership style could have transformational qualities to build moral legitimacy and 

provide vision to help drive their local forward is one of the major goals in the workshop. 
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The third and fourth key findings of this study are underpinned by the elements of 

individual consideration and intellectual stimulation from the transformational leadership 

theory.  It is paramount for leaders to listen empathetically and support the growth of 

individual members.  This is important in building relationships with all members as well 

as training and mentoring leaders within the executive.  Doing this will make it easy for 

followers to trust their leader and give them intrinsic motivation to fulfill their 

responsibilities.  Often empathetic listening can require working past biases and gender 

differences in order to connect with a greater diversity of members in the organization.  

An emergent study by Lorenzo, Voigt, Tsusaka, Krentz, & Abouzahr, (2018), claims that 

more diverse teams lead to better performances and decisions.  However there is further 

academic investigation is necessary to explore that claim.  If union leaders focus on 

increasing the diversity of the people they mentor, they may increase the quality of the 

decisions made and the effectiveness of their team.  This is similar to the study by Gandhi 

& Johnson (2016) that called for more training for researchers in order to challenge their 

own biases when deciding who to mentor.  Their research was seeking to increase the 

diversity of HIV researchers to better represent the populations that are most affected by 

the disease. 

The main reason for low member engagement as identified by Wood (2014) and 

Popiel, (2013) stems from members’ beliefs about how the union differs from their own 

values.  These include disagreeing with union advice, the role of the union in protecting 

jobs for ineffective teachers, and social/professional supports the union may or may not 

be providing.   
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If successful, this workshop will guide union leaders to increase the moral 

legitimacy that Chaison and Bigelow, (2002) define as “when members judge that the 

union’s goals or activities are of social value or promote societal welfare.”  The two main 

parts of the workshop focus on achieving that goal from different angles. First, the 

workshop will inform and encourage union leaders to become transformational leaders 

who can earn the trust of their members.  Secondly, leaders will be able to learn and 

discuss practical ways to engage members through listening, understanding their needs 

and values, and then acting in response to that knowledge.  When the union has moral 

legitimacy under transformational leaders, it will be able to make real change in the 

education system. Engaged and active members will be working collectively together to 

advocate for professional, social, and societal improvements to their workplace, which 

may be considered the second home for most children in the 21st century. 

 

Limitations 

Developing transformational leaders takes time, planning and relationships.  A 3-

hour workshop as outlined in this paper is limited in its scope for how much it can 

accomplish. It is also in direct contradiction with recommendation number 5 from 

Lacerenza and colleagues (2017) about having multiple training sessions separated by 

time to maximize leadership training.  Developing a training program for union leaders 

which can bring participants together a few times during the year would be beneficial for 

increasing the variation in delivery methods.  It would also add more opportunity for 

authentic practice and reflection for union leaders. This workshop instead works to 

inform the leaders of the locals in the BCTF of their leadership styles, and some best 
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practices for becoming/developing transformational leaders/leadership in their locals to 

increase member engagement. It also serves as a spring board for future learning as local 

presidents will take the information back to their locals, begin to implement some of it, 

and hopefully begin their own journey as transformational leaders. 

The workshop was also limited by time in the depth of self-reflection about the 

leadership styles of the participants.  There are thorough and academically accepted 

leadership assessments available, such as the Multifactor Leadership Questionnaire 

(Avolio, Bass, Walumbwa, & Zhu, 2004) that would be much more useful for the 

facilitator and the participants.  Workshop time constraints meant that I had to create my 

own assessment from the eight questions as outlined by Bass and Riggio (2006).  

Increasing the variety of delivery methods to including scenarios, role-playing and 

practice/reflection cycles would greatly increase the real-life application of the leadership 

theory.  Those methods do require much more time to be authentic, and did not fall into 

the realm of possibility for this workshop. 

This workshop is also limited in the context that there was no formal survey of the 

current leadership practices and cultures in the locals of the BCTF.  Using information 

about the locals in the workshop would have also been beneficial to tailor the workshop 

more to the needs of union presidents.  Instead, the perspective that was used to formulate 

the research question and review the literature was only based off of my biases, personal 

experience as a local president as well as informal conversations and observations.  If 

able, I would conduct province wide surveys of local presidents’ leadership styles and 

correlate them with perceived and actual member engagement in their local.  This would 

give more insight to where the needs of the BCTF local presidents are. 
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Implications and Recommendations 

After developing the workshop, it became apparent that leadership development 

needs to happen at the provincial and local level to be able to have much effect across the 

province.  Just informing local presidents of current leadership theory and best practice 

will not be enough to create transformational leaders.  The BCTF would need to further 

invest in and implement more extensive training, mentorship and existing peer-support 

networks for local presidents.  The meta-analysis of Lacerenza et al, (2017) is useful in 

suggesting that training should be spaced out with multiple sessions separated by time, 

and various learning methods, especially practice. It is also useful to reflect on their 

evidence-based recommendation to “conduct a needs analysis and identify the desired 

outcome(s) based on stakeholder goals before designing the program” (Lacerenza et al, 

2017).   

 The implications of the main findings of Wood (2014) and Popiel (2013) point to 

how essential authentic and transformational leadership can make a difference in member 

engagement. Leadership is not something that can be lightly tossed aside, but must be 

invested in and developed over time.   

 

Action Plan 

Having finished developing this workshop, I am hoping to take action quickly and 

offer the training for BCTF leaders at their Federation Leadership Institute Training 

session as well as the BCTF Summer Conference.  This will require working with the 

Professional and Social Issues Division of the BCTF to ensure that it meets their 

standards and is able to fit in with the leadership priorities of the BCTF executive.  
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Hurdles that I could encounter may be the timing of the workshops with my work 

schedule and mandatory facilitator training before being able to offer the workshop. 

Through my leadership studies I am inspired to share current leadership theory 

and how it relates to local union leaders.  Though there will be challenges and limitations 

in sharing this knowledge, I will endeavor to do what I can through the workshop that 

I’ve created.  This evidence-based workshop may open opportunities to connect with 

colleagues as well as start conversations and encourage change within the union and 

furthermore the educational system.  
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Appendix A 

Ice Breaker - Links to Common Ground 

Purpose:  

To introduce participants to each other and to facilitate conversation amongst them as 
they find commonalities between them. 

Instructions: 

1. Gather your group in a large open space. 

2. A volunteer (leader if necessary) stands with one hand on hip and shares one or more 
statements about themselves with the group (totally voluntary, and preferably something 
about them, not something they are not). 

3. When someone from the rest of the group hears a statement that they have in common 
with the first volunteer, they are invited to link elbows with them. 

4. This second person then shares something about themselves to the larger group, until a 
new person has found commonality, links elbows with them and so on. 

5. This process of sharing and linking continues one by one. 

6. To complete the circle, invite the last person to join the long chain of connections to 
share something about themselves to link with the very first volunteer. 

Variation: 

If the group is over 25 people, start with two or more “first” volunteers, and invite 
smaller circles to be formed.  Allow the groups to form organically, or instruct each 
group to only attract X number of people. 

 

Adapted from the Making Connections ice breaker activity from playmeo.com 
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Appendix B 

Mindset Check-in Activity 
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Appendix C 

Types of Leadership Handout 
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Appendix D  

Leadership Styles Quiz 

 

  

Adapted from an article by Karen West, Elliot Stixrud, & Brian Reger,  September 20, 2017. 
Assessment: What’s your leadership style? https://hbr.org/2015/06/assessment-whats-your-leadership-

style. Used with Permission, Copyright 2015, Harvard Business Review 
  

 

Leadership Styles: 
Why do some leaders thrive while others flounder? Professional qualifications (the whats of leadership) matter, 

of course. But far more often we find that success depends on the hows — specifically, how leaders’ styles mesh 

with their teams and organizational cultures. 

 

West and colleagues (2017) designed a tool that zeros in on the hows of leadership. It gives you immediate 

feedback about your style — potential strengths, weaknesses, and blind spots — and pinpoints the settings 

where you’ll be most and least effective. We identified eight leadership archetypes altogether, using a 

combination of psychometric and statistical analysis from their study in 2015 (West et. al., 2015) of more than a 

thousand largely U.S.-based senior executives. 

 

To better understand your personal approach to leadership, select the style below that best describes 

you. If you’re a more collaborative leader, you’ll probably find your best match toward the top of the list; if 

you’re more independent, look further down. 

 

 

1. CHOOSE YOUR PRIMARY LEADERSHIP STYLE: 

o COLLABORATOR: empathetic, team-building, talent-spotting, coaching oriented 

o ENERGIZER: charismatic, inspiring, connects emotionally, provides meaning 

o PILOT: strategic, visionary, adroit at managing complexity, open to input, team oriented 

o PROVIDER: action oriented, confident in own path or methodology, loyal to colleagues, driven to 

provide for others 

o HARMONIZER: reliable, quality-driven, execution-focused, creates positive and stable environments, 

inspires loyalty 

o FORECASTER: learning oriented, deeply knowledgeable, visionary, cautious in decision making 

o PRODUCER: task focused, results oriented, linear thinker, loyal to tradition 

o COMPOSER: independent, creative, problem solving, decisive, self-reliant 

 

2. IF YOU BELIEVE YOU HAVE MORE THAN ONE GO-TO STYLE, CHOOSE ONE OR TWO 

MORE 

Though every leader has a “go-to” style, most of us have a few that we rely on.  Recognizing all your styles, and 

learning when to use which, can help you succeed in a wider variety of leadership contexts. 
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West, K., Stixrud, E., & Reger, B. (2015, December 12). What is your leadership signature? Retrieved 
August 1, 2019 from https://www.heidrick.com/Knowledge-Center/Article/What-is-your-
leadership-signature 

West, K., Stixrud, E., & Reger, B. (2017, September 20). Assessment: What’s your leadership style? 
Retrieved July 20, 2019 from https://hbr.org/2015/06/assessment-whats-your-leadership-style  

 

COLLABORATOR 
 

You are humble and perceptive about others’ needs, and you take a team-first approach to leadership. In 
building teams, you support and develop colleagues by placing them in positions where they can excel, and you 
share credit for team success with all members. As a result, you’re good at attracting talent and encouraging 
collaboration. Also, you are perceived as supportive, caring, and empathetic. However, your strong team-first 
orientation may prevent you from developing your own convincing identity as a leader. Consequently, you 
might be an “unsung hero” who misses out on opportunities or promotions that go instead to people in your 
organization who are better at showcasing their successes. 
 
Potential blind spots: 
• Creating a distinct leadership brand. Because your reflex is to deflect attention and instead focus on the 
accomplishments of your team and its individual members, people may have trouble discerning what you stand 
for. Seek opportunities to display your distinguishing characteristics to important stakeholders. You might, for 
example, volunteer to lead initiatives that you’re passionate about and that also resonate with your need to be in 
service of others. 
• Setting a clear vision or direction for others. Your focus on people and relationships may at times come at 
the expense of strategic vision and planning. Be sure to articulate — first for yourself and then for others — 
where you would like your team to go, and the near- and far-term milestones for getting there. This direction-
setting will help provide guideposts for your team so they can focus their energy. 
• Vocalizing opinions and perspectives. In group and team settings you create so much space for others to 
share their ideas that you may not participate enough. As a result, you may allow others to dominate or even 
derail the conversation. Be sure to articulate your own point of view even as you create a safe space for others to 
do the same, and monitor the extent to which soliciting input from others is productive. Make a point to push 
back when you feel things are off track. 
• Holding others accountable. Your relational orientation and desire to support others can make it hard for you 
to hold a firm line with subordinates to ensure they meet deadlines and expectations. Remember that not 
addressing problems ultimately harms the team. Difficult as the conversation may be, explain the impact on the 
overall project, and use your relational skills to explore root causes. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• People need someone to support their development and invest in their success (this may be true for a team of 
relatively inexperienced employees or in an organization that’s recovering from a prior toxic or volatile leader). 
• Individuals are expected to learn the “tricks of the trade” by working closely with experienced mentors, as in 
many professional services firms. 
• You’re serving as second in command, with a primary leader whose hard-charging or demanding style is 
balanced by your collaborative, relational, and supportive approach. 
 
You may struggle if: 
• Your role requires unilateral decision making and direction setting. 
• Your team’s individual contributors rarely interact with one another (for instance, traveling salespeople). 
• Bold direction and strong personal presence are needed to influence key stakeholders, such as when a big shift 
in strategy runs against the company’s prevailing cultural mindset. 
• Distinctive personal brands are critical to individual or group success, as in large companies where 
advancement requires standing out from the crowd. 
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ENERGIZER 
 

You know how to create and articulate a strategic vision. Both amiable and determined, you generate energy 
and draw on the energy of people around you. As a result, you are good at building enthusiasm and inspiring 
strong efforts and performance in others. Colleagues are likely to find you cooperative, positive, and team-
focused, and your leadership style may help them see the purpose and meaning in the task at hand. Nonetheless, 
your determination may at times blur into relentlessness, and you are so forceful in presenting your ideas that 
you may inadvertently steamroll through conversations with your team. So you may be perceived as charismatic 
and courageous, yet dismissive of people who don’t think like you. 
 
Potential blind spots: 
• Being patient. Your high-energy, future-focused approach compels people to get on board with your plans. 
But the same internal driver that constantly pushes you forward is likely to reject anything that might slow you 
down. Recognize that your impatience can be detrimental, particularly if it prevents you from reflecting deeply 
on solutions and listening carefully to input from others. 
• Bringing others along with your thinking. Your ideas may be clear and well argued, but that doesn’t mean 
everyone agrees with them. And because of your magnetism and optimism, those around you may be content to 
follow you emotionally without fully understanding your logic. No one wants lemmings — so be sure everyone 
understands the whats, whys, and hows of your ideas, not just the emotions behind them. 
• Encouraging dissent. You may be missing the opportunity to encourage constructive conflict that would lead 
to better ideas and protect against risks you haven’t anticipated. Ask people to take turns playing devil’s 
advocate in your meetings, to put your logic to the test. 
• Tempering your unbridled optimism. Your natural enthusiasm may lead you to focus on best-case scenarios 
at the expense of thoroughly understanding the risks. Remember to ask yourself, “What’s the best — and worst 
— that could happen?” 
• Wearing down your colleagues. You don’t just create energy in your dealings with colleagues — you also 
solicit it. People might, at times, find their interactions with you exhausting. 
• Recognizing differences in others. You might think others would be more successful if only they were more 
passionate and energetic — more like you. But remember that diversity of thought and style can create a robust, 
well-balanced team or organization. In particular, make sure your team includes someone who is more 
methodical than you — this will help you put some process around your passion. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• Your employees need visionary, strategic leadership, as they might in a period of rapid growth or turmoil. 
• People in your organization tend to exert influence through relationships. 
• You work in a collaborative and purposeful environment, such as an NGO or a cause-driven non-profit 
enterprise. 
• Colleagues with low morale — for example, in a strategic or financial turnaround — need a dose of your 
positive perspective. 
 
You may struggle if: 
• You work in an environment where process skills matter more than people skills. 
• Your organization values intellectual ideas and positional authority — and colleagues get impatient with more 
relational or intuitive styles. 
• Colleagues focus so much on metrics and results that they gloss over how the results were generated, losing 
sight of the organization’s broader mission and purpose. 
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PILOT 
 

You are a forward-looking leader who often enjoys the challenge of working in an environment that’s 
ambiguous, complex, and characterized by significant change. You are capable of not only generating 
compelling strategies but also translating them into action. And you are open to input from people you trust. 
Because you have clear opinions, relish challenges, and value collaborating with others, you’re comfortable and 
effective working in teams. At times, though, the combination of your strong drive, dynamism, and “here and 
now” mentality can spur you to push for changes faster and harder than your colleagues are ready for. As a 
result, you may be perceived as unreflective, tough to satisfy, and consistently disappointed in the performance 
of others. Some people may even find your intensity to be unsettling. 
 
Potential blind spots: 
• Making space for others. Your strongly held views can dominate the room and leave little space for others to 
freely share their thoughts and insights. Make a conscious effort to listen, and be mindful that you may be 
unintentionally encouraging people to defer to your perspective. 
• Taking time to reflect. Your propensity to seek out new challenges may come at the expense of not learning 
from the past. Temper this tendency by conducting structured “after-action reviews” when you wrap up projects. 
• Managing an intense personal drive. The very same energy and “always on” orientation that helps you get 
results can also make it hard to achieve internal balance. Get away from your work now and then to clarify your 
insights and perspective, even if you don’t think it’s necessary. The team will thank you, too — your intensity 
may be exhausting and demotivating to the people around you. 
• Stepping back and letting others lead. Your natural inclination is to proactively and boldly lead projects and 
initiatives of your own creation. However, part of being a leader is giving people around you the chance to 
develop their own leadership capabilities and grow. When appropriate, carve out meaningful leadership roles for 
others. 
• Thinking through implications for major changes. The changes you tend to be attracted to are large and 
influential. Your approach, however, is likely to be “ready, fire, aim.” Before you push forward on initiatives, 
take time to identify and address the risks. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• You’re in a complex or ambiguous environment that requires clear strategic and visionary leadership. 
• Decisiveness and fast growth are paramount where you are — in a start-up, for example, or a turnaround 
situation. 
• Your organization is static and needs to reengage its workforce. 
• You’re given room to own and drive your projects and initiatives. 
 
You may struggle if: 
• You’re working for a micromanager or in a controlling environment. 
• Your organization has conservative managers or board members who hesitate to challenge the status quo. 
• Less-seasoned individuals on your team require a good deal of support and handholding. 
• Your tasks must adhere to firmly established processes and protocols, as in some industrial and manufacturing 
environments. 
• You’re not the only natural Pilot in the group, and people’s designated roles and responsibilities don’t 
precisely clarify “who owns what.” 
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PROVIDER 
 

You are motivated by two different yet equally strong desires: to lead from the front and to take care of people 
around you. You are confident in your abilities, deeply loyal and committed to your colleagues, and filled with a 
sense of conviction — all characteristics that may be very appealing to followers. You are also likely to believe 
that your approach is the right one, and you are highly motivated to share it with those you are close to so that 
they will succeed. But your conviction can also lead to insular thinking, and others may find you intellectually 
distant or overly focused on your own perspective. Your team may see you as deeply caring and thoughtful, but 
also inflexible and convinced that your way is the only path forward. 
 
Potential blind spots: 
• Integrating differing viewpoints. Your compassion and listening skills have the effect of making your 
colleagues feel heard. Yet they may see that your actions don’t change in response to their suggestions. Try 
implementing a few of their ideas. 
• Operating day-to-day. Your focus on higher-level strategy and relationship building probably overshadows 
your interest in the details of execution. Build processes and support systems (perhaps with the aid of a 
Harmonizer or a Producer) that keep you accountable. 
• Forging personal relationships and remaining accessible. While you care deeply about providing for others, 
your colleagues may see your relationships as somewhat one-dimensional — that is, more student-to-teacher 
than peer-to-peer. Find opportunities to share more of yourself (your background and your thinking) so they can 
get to know you as a person. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• Others in your organization feel a strong need to belong — for instance, a relatively young workforce who 
would benefit from your mentoring and guidance. 
• You work in an environment that expects and values a clearly defined, strongly held point of view. 
• Your team needs a leader who can set a clear, deliberate path forward. 
• Your organization specializes in a narrow market or field that can benefit from your way of doing things. 
 
You may struggle if: 
• Your personal vision and perspective will be regularly challenged — for instance, if you join a group of 
established veterans who will test you as a rite of passage. 
• The situation requires a diverse group of individuals who can build on one another’s ideas to be successful. 
• You are asked to adopt a methodology or approach that is unfamiliar or substantially different from your 
preferred way. 
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HARMONIZER 
 

You have high standards for quality and prefer that everyone use the same playbook to ensure reliable, efficient 
operations. You also have a knack for finding the right people and creating an environment that facilitates 
coordination and execution. You are effective at spotting problems and using your network of relationships to 
call on outside experts to help solve them. Still, your focus on internal operations can limit your perspective and 
your ability to formulate unique ideas. Therefore, creating strategy may be difficult for you. Colleagues may 
view you as consistent and supportive, yet somewhat cautious when it comes to change, particularly large-scale 
transformations or significant shifts in the way business is conducted. 
 
Potential blind spots: 
• Accepting ambiguity. Your strong focus on execution could leave you with less interest in exploring 
alternative ways of operating, especially if it means straying from a methodology you know to be successful. 
Remember that change is an integral part of sustainability and that delaying decisions (and accepting the 
unpleasant uncertainty you feel) can sometimes lead to better outcomes. 
• Remembering to “look up.” Your focus tends to be internal and near-term (solving today’s challenges and 
meeting immediate goals). Pay attention to the bigger picture, and in particular the viability of your long-term 
decisions. Or be sure to have someone you trust on your team who does this well. Rigid adherence to the status 
quo can render your current method of operating — not to mention your strategy — obsolete should market 
changes occur. 
• Constructively addressing conflict. Your desire for a pleasant, agreeable work dynamic can translate into a 
passive approach to conflict. Delivering tough, constructive feedback may be a challenge for you. Remember 
that conflict can be healthy and that failing to address problems can make them worse. When conflict arises, use 
your relational skills to get to the root of the matter and seek collaborative solutions. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• You work in a predictable, reliable setting that enables smooth execution and performance. 
• Your role requires careful adherence to process and structure, as does running a manufacturing plant or a 
medical facility. 
• Your depth of knowledge and experience can help stabilize the organization — for instance, after a volatile 
leader’s departure. 
• Attrition is high, and your relational skills and attention to operations can be used to keep people from jumping 
ship. 
 
You may struggle if: 
• You’re in an organization (such as a creative agency) where successful people resist conformity and constantly 
question the status quo. 
• Significant performance issues need attention, and lots of tough messages must be delivered. 
• A turnaround or high-growth situation requires shrewd strategic thinking. 
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FORECASTER 
 

You’re a “learning” leader: You love gathering data, expanding your knowledge (often into disparate topics), 
and deepening your subject-matter expertise. You’re happiest when you have ample time and space to study 
information and synthesize observations, and chances are you’re adept at harnessing these skills to foresee 
events and trends that will affect your business. However, you tend to rely on intellectual ideas and arguments at 
the expense of emotional connections. Colleagues may see you as visionary and knowledgeable but less skilled 
at exercising personal influence to advance your ideas. People may also perceive you as too cautious in 
proceeding with an idea when you believe that the supporting data is limited. 
 
Potential blind spots: 
• Failing to get buy-in. Because interpersonal influence doesn’t come naturally to you, engaging stakeholders 
and getting their buy-in might be tough. Try to use both emotional and analytical persuasion techniques. Identify 
a few key relationships you can strengthen over time. That will help you develop political capital, which you’ll 
need in a crunch. 
• Shifting gears. Your deep understanding of the facts, figures, and data supporting your ideas could lead you to 
become overly wedded to your own thinking. Should the organization choose other ideas over yours, you may 
have difficulty shifting gears. Use your intellectual rigor to understand why another approach was selected. 
Even if you still don’t wholeheartedly agree with the choice, do your best to move forward. 
• Tolerating risk in unfamiliar situations. You have a real knack for anticipating trends, but you often hesitate 
to proceed without first gathering as much data as possible. In the meantime, business opportunities, and 
possibly the competition, may pass you by. Challenge yourself to act more decisively and stretch your tolerance 
for risk. Ask yourself: “Would more information really improve the quality of my decision?” 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• The people who look to you for direction want a leader who has new ideas and intellectual capital, rather than 
someone who connects on an emotional level. 
• Your organization is trying to be innovative and would benefit from thoughtful, strategic insights into future 
trends. 
• You’re working in a place that needs deep subject-matter expertise in a particular area, perhaps at an 
engineering firm or in an R&D unit. 
• You have the opportunity to create and improve products and processes. 
 
You may struggle if: 
• Executing on short-term results trumps generating new ideas and developing intellectual capital in your 
organization. 
• You’re in a static environment that highly values tradition and has a limited appetite for strategic change. 
• You’re asked to provide immediate input on new or unfamiliar topics, without access to data or time to reflect. 
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PRODUCER 
 

You have a strong temperament and work ethic, and you value consistency, hard work, paying one’s dues, and 
(perhaps above all) tangible results. You appreciate pragmatism, tradition, and efficiency, and you tend to model 
these characteristics when working with teams. Though you may be skilled at building efficient structures and 
processes that enable reliable execution, you also have a bias toward proven approaches — you know what 
works and you expect others to “get on with it.” This tendency can make it challenging for you to incorporate 
new perspectives. Consequently, you may seem closed-minded and difficult to connect with emotionally, 
particularly to people you don’t work with intimately. You may appear realistic and grounded, but also rigid and 
fervent in your beliefs. 
 
Potential blind spots: 
• Inspiring and engaging others. Because you don’t tend to draw energy from your interactions with 
colleagues, you may be perceived as uninspiring or detached from others’ emotional reactions. Look for 
opportunities to provide positive feedback to colleagues when project milestones are met. Remember, the 
absence of criticism doesn’t constitute praise. 
• Being open to new ways of doing things. Your loyalty to tradition and preference for the tried and true may 
prevent you from considering new approaches, even in the face of evidence that you should try them. Seek out 
fresh sources of information and venture outside your comfort zone — even trying a new type of cuisine or 
reading something you wouldn’t normally choose can broaden your perspective. One executive we know visited 
modern art museums to challenge his thinking. 
• Connecting with people who aren’t like you. Because of your strong focus on execution and results, you 
may struggle to relate well with people who focus more on high-level strategy or relationship building. 
(Energizers, in particular, may irritate you because they merge their strategic and relational orientations.) You 
may never completely overcome this tension, but taking the time to appreciate different approaches will allow 
you to get more from your interactions with others. 
• Giving others a chance to show their potential. One of the most important ways that employees learn and 
develop new leadership skills is by taking on stretch assignments. While your preference may be to keep people 
in positions where you can reliably count on them to deliver, recognize that this may stunt their professional 
growth. If you want to retain talented folks on your team or in your organization, challenge yourself to 
periodically find them new and stimulating assignments. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• You’re in an established or tight-knit environment, such as a traditional industrial or manufacturing setting, or 
the military, where proven methods prevail and results speak for themselves. 
• The work you do requires clear structures and processes, or benefits from top-down oversight. 
• You don’t need a lot of buy-in from others to get things done. 
• Your organization has undergone significant (perhaps unsettling) change and requires a leader who can tune 
out the external noise to keep things running smoothly. 
 
You may struggle if: 
• Your organization is in the midst of substantial change. 
• Subtle influence is needed or flexibility is at a premium. 
• Your workforce consists of established, independent contributors who would reject a high degree of control. 
• Your company has a strong culture of creativity and innovation. 
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COMPOSER 
 

You have the ability to blend creativity with logic to solve problems. You trust your intuition when generating 
ideas, and you are good at establishing clear boundaries for how and when to work with colleagues. Still, you 
are most comfortable when operating independently, never more so than when pursuing your own ideas and 
plans. Indeed, collaboration is challenging for you, and you may have difficulty “letting go” and relying on 
colleagues to contribute. These tendencies can make it more challenging for you to navigate your organization 
effectively. For example, you may struggle to get buy-in or otherwise advance the projects you’re working on. 
 
Potential blind spots: 
• Remaining open and flexible. You trust your gut so much that you may inadvertently crowd out others’ ideas 
with your own. Be deliberate about soliciting input — the additional brainpower can help you make your good 
ideas even better. 
• Gaining buy-in. Your tendency to go at it alone comes with the risk that people around you won’t fully 
understand your ideas. By sharing your thinking as it develops (with your bosses and subordinates), you’ll be 
more likely to gain their support, particularly if your ideas reflect and incorporate their perspectives. 
• Communicating with patience and clarity. Because much of your thinking and reasoning is internal, what is 
obvious to you (because you’ve already worked it out) may be brand-new or confusing to others. So you may 
need to backtrack and guide others through your thought process as you convey your ideas. Try to be patient and 
openly field questions; being abrupt might convey to others that you doubt their intelligence if they don’t 
immediately get what you’re saying. 
• Team-building. You tend to focus on ideas and place a high value on independent thinking. Consequently, 
some of the more relational or emotional aspects of team building that others value highly may strike you as 
unnecessary or distracting. Partnering with a more relationally focused leader (such as a Collaborator or an 
Energizer) from time to time could help you improve the overall productivity and satisfaction of your team 
members. 
• Being mindful of the grand scheme. Your independent streak could mask the fact that you have taken a 
narrow view of the problem at hand. Step back and look at the whole picture to better anticipate the short- and 
long-term consequences of your solutions or interventions. 
While you can improve in each of these areas, your natural or default style will resonate in certain work 
environments and fit less well in others. So you may want to seek out settings that play to your strengths, even 
as you work on areas for development to thrive in a broader range of contexts. 
 
You’re likely to thrive if: 
• You have direct control over projects and timetables. 
• Your circumstances require speedy and agile — yet thoughtful and decisive — problem solving, such as 
analyzing and responding quickly to new market data or research. 
• Independence is valued in your organization, as it is in many research, legal, and creative settings. 
• Building relationships isn’t central to your work (this is sometimes the case in IT, R&D, or engineering). 
 
You may struggle if: 
• You’re in an environment that calls for significant collaboration (for example, a cross-functional product team 
that relies on group problem solving). 
• People in your company are typically influenced more by relationships and emotions than by ideas. 
• Projects need extensive legal or medical review, and a lot of iteration, as they do in compliance and other 
“high-touch” environments. 
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Appendix E 

 TRANSFORMATIONAL LEADER  QUIZ     
Bass and Riggio (2006) suggest asking yourself these following questions to assess 
where you are on the transformational leader spectrum.  

 

Rate yourself on a scale of 1 to 7 (where 1 is disagree, and 7 is agree) 

1. I would never require a follower to do something that I wouldn't do myself. 

1 2 3 4 5 6 7 

2. My followers would say that they know what I stand for. 

1 2 3 4 5 6 7 

3. Inspiring others has always come easy to me. 

1 2 3 4 5 6 7 

4. My followers have told me that my enthusiasm and positive energy are infectious. 

1 2 3 4 5 6 7 

5. My followers would say that I am very attentive to their needs and concerns. 

1 2 3 4 5 6 7 

6. Even though I could easily do a task myself, I delegate it to expand my followers' 
skills. 

1 2 3 4 5 6 7 

7. Team creativity and innovation are the keys to success. 

1 2 3 4 5 6 7 

8. I encourage my followers to question their most basic way of thinking. 

1 2 3 4 5 6 7 

Total your score out of 56 possible points 

(Items 1 & 2 = II; 3 & 4 = IM; 5 & 6 = IC; 7 & 8 = IS). –  see back of page for 
descriptions of the four I’s of transformational leadership 
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The four components to transformational leadership, sometimes referred to as the 4 I's are 
listed here as described by Bass and Avolio (1994) 
 
Add up the totals of 1&2 = II, 3&4 = IM, 5&6 = IC, 7&8 = IS to break down your 
transformational leader qualities further. 
 

 
Idealized Influence (II) 
The degree to which the leader acts as a role model for their followers. 
The foundation of transformational leadership is the promotion of 
consistent vision, mission and a set of values to the members. 
 
Inspirational Motivation (IM) 
The degree to which the leader articulates a vision that is appealing 
and inspiring to followers. Purpose, meaning, and optimism about 
accomplishing the mission provide the energy that drives a group 
forward. 
 
 
Individualized Consideration (IC) 
How much the leaders are able to work with followers to understand 
their needs, or listens to the follower’s concerns in the role of a coach 
or mentor to elevate them to higher levels. Demonstrating empathy 
and support, there is respect for the contributions of each follower, 
making it easy for the follower to trust the leader giving them intrinsic 
motivation to fulfill their responsibilities. 
 
Intellectual Stimulation (IS) 
Such leaders encourage their followers to be innovative and creative 
without criticizing. They do not focus on blaming (although correction 
is part of learning), but rather focus on considering problems from 
fresh and novel perspectives. 

 
 
 
 
This survey was built from information in the following sources 

Bass, B. M., & Avolio, B. J. (1994). Improving organizational effectiveness through 

transformational leadership. Thousand Oaks, CA; Sage Publications. 

Bass, B. M., & Riggio, R. (2006). Transformational leadership (2nd ed.), Mahwah, NJ: 

Lawrence Erlbaum.  

CHARISMA 
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Appendix F 

Best Practices for Member Engagement From Research p1 
Use the blanks to add your own as highlighted by discussion and from other local leaders 

• Discussions	

• Mentorship	

• Leadership	modeling	

• Role-playing	and	Case	studies	

• Reflection	and	journal	keeping	

• Practical/field	shared	experiences	

• Guest	Speakers	with	new	ideas	

• Technology	to	enhance	mentoring	experience	

• Networking		

• Job-assignment	and	action	learning	with	reflection	

• Ongoing	leadership	training	(see	Table	1)	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

• _________________________________________________________________________________________________

________________________________________________________________________________________________	

	

 
  



UNION LEADERSHIP FOR MEMBER ENGAGEMENT   84 

Appendix G 

Best Practices for Member Engagement From Research p2 
Use the blanks to add your own as highlighted by discussion and from other local leaders 

• Ensure	actions	are	authentic,	because	it	encourages	members	to	share	their	values.	

• Transformational	leadership	can	improve	the	commitment	of	members	to	collective	

goals	by	inspiring	others	to	contribute	to	the	organization	through	collaboration	and	

taking	on	some	of	the	work	themselves.	

• Solicit	members’	ideas	and	values	by	connecting	via	surveys,	professional	activities	

and	social	events.	

• Meet	with	members	to	better	understand	issues	they	value	the	most,	and	then	

communicate	back	to	the	membership	how	the	union	is	tackling	them.		This	will	

build	moral	legitimacy,	and	increase	the	Union	Citizenship	Behaviours	of	members.	

• Hold	union	information	sessions	to	inform	members	of	what	the	union	is	doing.	This	

will	help	to	bring	awareness	to	the	legitimacy	of	the	union.	

• Distribute	local	“Member’s	Guide”	each	year	to	inform	members	of	services	

available.	

• Engage	actively	with	teachers	through	Pro-D	because	it	is	highly	valued.	

• Ensure	that	women	and	other	minority	teacher	groups	are	heard	by	making	special	

effort	to	solicit	their	feedback	and	to	engage	with	them	in	encouraging	participation	

on	committees	and	the	executive.		Their	feedback	is	very	valuable	because	a	diverse	

executive	is	stronger	and	better	represents	its	members.	

• Hold	new	teacher	orientations	and	socials	to	welcome	new	teachers	to	the	union.	

• Encourage	other	union	leaders	to	develop	formal	and	informal	connections	and	

relationships	with	new	teachers.	

• _________________________________________________________________________________________________

_________________________________________________________________________________________________	

• _________________________________________________________________________________________________

_________________________________________________________________________________________________	

• _________________________________________________________________________________________________

_________________________________________________________________________________________________	
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Appendix H 

Sample Local Info Package for Members 

____________ Teachers’ Association 

Overview and Quick Reference of Benefits  

The _____ is the local union representing teachers from __________. We have about ____ members 
working in __ different work sites. There is one full-time released table officer, the president, who works 
out of the ____ Office. The ____ Office has been located at _________________________.  

 

Who’s in the Office:  

__________________: President 

__________________:others…. 
 

Hours of Operation:  

Our office is:  

________address_________ 

The _____ office is open 5 days a week. As president, I start work roughly by 8:00am and wrap up work 
around 4:30pm.  I am available after hours for phone calls or emails since I know that the evening is often 
when teachers have the most time to take care of personal questions/concerns.  If I am not available, please 
leave a message and I will return your call or email as soon as possible. 

Since the office is my home, I am regularly at worksites or the Board Office doing work or meeting with 
members.  We do not have an administrative assistant, and as such I am also responsible for doing clerical 
work, accounting and other filing.  I am always available by email or the office phone which forwards to 
my cell when I am out of the office. 

Contact Information: (1 (800) ______________ (office), lp__@bctf.ca – President’s email 

 WEBSITE: http://www.________________.com - The _______ website lists all the contact 
information for the executive committee members, meetings and other important. It also has important 
information that needs to be conveyed to members as well as links to resources. The website also has the 
most recent salary grids, our Collective Agreement with the School District, our Constitution and Bylaws, 
and our Policies and Procedures and other important information. 
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__Local__ 2019 - 2020 Executive Committee:  

Table Officers  

President: ________________                                                 
Vice-President: ________________                             
Treasurer: ________________ 
Local Representative: ________________ 
Past President: ________________  
 

Committee Chairs  

Bargaining: ________________                 
Pro-D: ________________ 
Health & Safety: ________________ 
Social Justice: ________________ 
Aboriginal Ed: ________________ 
TTOC: ________________  
Local Election Contact: 
________________ 

Professional Development:  

As a temporary and/or continuing contract teacher, you can access Pro-D funds to attend a professional 
development activity. You need to complete the PD Form 1 for approval before the activity or event, and 
PD Form 2 for Disbursement of funds after the event or purchase; they can be found at each school or look 
on the district or our union website. The form needs to be completed and then signed by your school PD 
rep. Please remember to give a copy of Form 1 two weeks early to your principal, if a TTOC is required.  
Each teacher is eligible to PD funds on an FTE basis.  Schools also have their own policies regarding the 
managing of these funds.   
 

SICK LEAVE  

As a contract teacher you accumulate 15 sick days (1.5 days per month) per year. If you’re sick and not 
able to go to work, you need to phone your principal as soon as you realize that you can’t work. You can 
also access sick days to attend medical appointments (i.e. dentist, specialists, etc). You need to complete 
the “request for leave” form as soon as you know. If you’re using a sick day to attend a medical 
appointment the contract number is Article G.20  

If you run out of sick days, you can apply for the Salary Indemnity Plan (SIP) from the BCTF. The plan 
is operated by the BCTF Income Security Division. Your sick days must be used before you are eligible for 
SIP. If it looks like you will be away from work for a while and you anticipate using all of your sick days 
you should apply for SIP. Let the president know and I can arrange to have the SIP forms sent to you.  

DISCRETIONARY LEAVE 
Any contract teacher can also use three days of personal leave per year. You must complete a Leave of 
Absence Request form with two weeks of notice. If you have two (2) years of service to the District, one of 
those days is with pay.  If you have five (5) or more years of service, two of those days are with pay. 

You can find this in Articles G.5 and G.22.4. The cost of a TTOC will be deducted from your salary for 
the unpaid days 
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 STAFF REP’s  

Every school should have a staff rep, depending on the size of your school. The staff rep attends the regular 
local Executive Meetings to represent you and your colleagues at your school, and then communicates 
information from the meetings to you. The staff rep(s) is/are elected by the teaching staff at the school. 
They also post information on your Union Bulletin Board in the staffroom. 

If you are interested in being a staff rep call the office for more information. The BCTF provides funding 
for multiple training sessions throughout the year with release days for those members that volunteer for the 
position of staff rep.  

Your staff rep is also there to provide you with representation if you are asked to attend a meeting with 
your principal. Every member has the right of representation and cannot be denied that right. You can call 
the local office if there any concerns and/or questions. The President is also available for to represent 
members if needed. 

 PRO-D REP’s  

Local also asks each staff to elect a representative to the Joint Pro-D Committee. They usually meet on the 
second Wednesday of the month. Their responsibilities are to organize activities on the district & other Pro-
D days while the individual reps help convey information between the committee and their staff. Each 
school has their own Pro-D committee chaired by their rep.  They are responsible for planning and 
facilitating local PD activities relevant to the staff.  You can have a voice on that committee and organize 
events that you are interested in! 

__Local_ Bulletin Board  

There should be a local.  Bulletin Board in the staffroom at your school. On the local board should be local 
postings, BCTF postings, and other important information such as: pension seminars, Staff Alerts, General 
Meeting Notices etc.  

BCTF HEALTH AND WELLNESS PROGRAM  

This is voluntary program that helps aid teachers who are missing work or having trouble maintaining their 
position due to a medical condition. They also help teachers return to work who have been off for medical 
reasons. If you are accepted into the BCTF Health and Wellness Program a professional Consultant will 
meet with you, consult with your health care providers, and meet with the representatives from your local 
and school district to explore return to work options and help coordinate services during your return-to-
work. Everything is completely confidential.  

For more information please contact the HGTA Office or call the BCTF at 1-800-663-9163.  

EMPLOYEE FAMILY ASSISTANCE PROGRAM (EFAP) 1-800-268-
5211  

EFAP provides all employees and their families with confidential counselling and information. The EAP 
provides professional assistance for a wide range of issues:  

• 	Personal and work-related stress  
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• Couple & martial relationships  
• Childcare & parenting issues  
• Eldercare concerns  
• Depression & anxiety  
• Alcohol & drug misuse  
• Family matters  
• Bereavement  
• Legal issues  
• Financial concerns  
• Career issues  
• Crisis counselling/trauma  
• Other concerns  

The program is paid for by the school district, but your call is totally confidential and the district 
does not receive any information on individuals calling the service.  

 

HEALTH, SAFETY & WELLNESS  

Health and Safety Reps – Every site has either a Joint Health and Safety Committee or a Worker Rep that 
you can turn to with any health or safety issues. There is also a Health and Safety bulletin board at every 
worksite with information and the minutes of the H&S meetings. 
Violent Incident Report - If you are involved in a violent incident you need to complete the district 
Violent Incident Report form. If you can’t find one at your school, you can find it on the district website. 
If you are injured you also need to follow the steps listed below for Worksafe.  

WORKSAFE BC (Workers’ Compensation Board)  

If you are injured at work or have symptoms of a work-related illness, you must:  

Step 1: Report it to your employer immediately. 
Step 2: Seek medical attention and tell your doctor your injury is work related. Your employer is 
responsible for your transportation costs from your workplace to a doctor’s office or hospital. 
Step 3: Start a claim by reporting it to Worksafe BC as soon as possible. If you work on Vancouver Island 
and have missed work as a result of your injury, contact Teleclaim. 
The Teleclaim Centre is open Monday through Friday, from 8 a.m. to 4 p.m., at 1 888 WORKERS (1 888 
967-5377) or #5377 for Telus Mobility, Rogers, and Bell Mobility customers.  

(Taken directly from Worksafebc.ca)  

You can check out www.worksafebc.ca for more information and all the forms.  

4 Rights of Workers  

1. The right to know (about any hazards or potential hazards in your work environment)  
2. The right to participate (in the Health and Safety process)  
3. The right/responsibility to refuse unsafe work (this can be done on your or a colleague’s behalf)  
4. The right to no discrimination (for taking part in the Health and Safety process)  
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BCTF ADVANTAGE  

The BCTF has a program to provide savings to members in a number of areas. Information can be found on 
the BCTF Member Portal. Call the union office if there are any problems accessing the Portal (see below).  

 

BCTF WEBSITE & PHONE NUMBER  

The BCTF has an incredible variety of supports, services, and information for teachers.  

You can call the BCTF at: 1-800-663-9163, The BCTF website is www.bctf.ca. The BCTF 
Lesson Aids have been replaced with the TeachBC section on the portal. There are many lesson plans 
available there.  Peer Support is also available should you request it through the BCTF. 

Members’ Only Portal – you can find the most current BCTF updates on the portal. To sign up, go to 
www.bctf.ca and click on the My Portal link. Follow the directions provided. You will need to know your 
SD#___ Employee Number or your BCTF Member ID number. 

______________________________________________________________________________________ 

PORTABILITY OF SICK LEAVE & SENIORITY  

If you obtained a continuing contract at some point after September 2006, you are able to port up to 60 
days of sick leave and up to 10 years of seniority from another public school district in BC. If you did work 
in another district and have seniority and/or sick leave in that district, you need to have your previous 
district(s) complete the seniority & sick leave confirmation forms. Article G.1  

12 Month payroll savings plan  

As a contract teacher you are paid your annual salary over 10 months. One option you have to save for the 
summer is our Payroll Savings Plan. You should have received a form from the Board Office asking if 
you would like to sign up for the savings plan. Payroll will deduct any amount that you want each month 
and when July comes around you will receive two direct deposits throughout the summer (July 15 & 
August 15). You earn the interest that the fund generates from September to June at a rate of 2.5% less than 
prime. The deadline has passed for this year but there is always next year. Article B.8  

If you are interested in this option, call ____________ (ext ____), teachers’ payroll, at the School Board 
Office.  

IF IN DOUBT CALL THE ____union____ OFFICE:  

Once again, if there is anything that you would like more 
information on, or have questions or concerns about, please don’t 
hesitate to call the ____union____ Office (phone number). You 
can also contact me through email lp___@bctf.ca. 
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Don’t forget that there are staff union reps at every school that can 
also assist you. There are also ___union___ executive members at 
a variety of schools that can help. The list of executive members 
and the schools they work at are listed on the first page.  

 

Possible Section if the Board Agrees to it. 

MENTORING  

____________ is pleased to offer, in conjunction with the School Board and the New Teacher Mentoring 
Program, an opportunity for all new teachers (or teachers in new positions) to be mentored by a trained 
colleague in district. We encourage all new members to take advantage of this program. See the attached 
application form.  

	

Mentorship	Program	 

Mentee	Application	Form	 

In	conjunction	with	the	New	Teacher	Mentoring	Project,	and	with	the	co-operation	of	
the	___union_____	and	School	District	______,	a	revitalized	peer	support	system	is	being	
developed	in	___location____.	 

GOALS:	(Mentees...)	 

1. Link	their	own	teaching	practice	to	a	positive	view	of	good	teaching.		
2. Engage	in	serious,	respectful	professional	conversations.		
3. Recognize	that	formative	growth	includes	using	evidence	from	observations,	

exploring		

student	work,	and	collaborative	teaching.		

4. Encourage	teacher	autonomy	and	agency	through	the	development	of	
pedagogical	expertise.		

5. Build	knowledge	in	themselves	and	their	colleagues	by	using	teaching	as	a	site	
of	inquiry.		

6. View	mentoring	as	a	collaborative	process.		
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Name:	____________________________________					Date	of	Application:	_________________________		

Current	School:	________________________			Assignment:	___________________________________	 

What	do	you	hope	to	gain	from	your	mentor?	
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________	

Please	identify	what	you	think	are	some	of	your	strengths	as	a	teacher.	
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________	

Please	share	what	you	see	as	the	most	essential	area	of	growth	for	yourself	as	a	
teacher.	 

_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________
_________________________________________________________________________________________________	

Thank	you	for	your	interest	in	being	part	of	the	mentorship	program.	 

Your	application	will	be	reviewed	by	the	Mentor	Selection	Committee,	and	one	of	the	
members	will	contact	you	shortly.	 

Please	submit	the	completed	form	to	the	__________	President	via	email	or	in	Board	
Mail.	 

 


