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Program Introduction

LEADERSHIP AND
INNOVATION PROGRAM
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A program collaboration between the Ministry of Civil Service and the Royal School of
Administration of Cambodia, and the World Bank Group
Funded by a multi-donor trust fund on Public Financial Management and Service Delivery
with contribution from Australia and the European Union

PROGRAM DESCRIPTION
The Program is designed to support and develop leadership and innovation capabilities of senior
officials driving key initiatives of major public sector reforms in Cambodia. It aims to strengthen
capacities and offer resources to help in human resource management, leading and managing
organizational change, and creating collaborative, productive workplaces. It will involve learning
through a self-paced online course onLeadingthe Vision and Strategy for Development Reform,
followed by a period of actionlearning to help participants tackle a challenge in theirown workplace,
Participants will then return for a second self-paced online course onLeading andImplementing
Development Reforms,again followed by a second period of action learning on an individual workplace
challenge. Lastly, participants will then be invited to join live sessions with the course facilitators to

discuss and expand upon learning.

LEARNING GOALS ACTION LEARNING PROJECT

1. Expand your knowledge on the theory and Throughout the duration of the Program,

practice of leadership you will work to overcome a tough

2. Provide you practical, experience-based challenge that you face in your workplace

learning that will help you improve results in and need to see progress on. You will be
your workplace provided tools, guidance, coaching support

3. Help connect you with a network of and peer exchanges to assist you in the

experienced leaders or knowledge sharing and successful completion of your project.

peer support Learning in action to help you get results!

Australian

Aid (L) WORLD BANK GROUP

EUROPEAN UNION
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Program Overview

This program has been designed to support and develop the leadership and innovation
capabilities of senior officials who are driving key initiatives of major public sector reforms in
Cambodia. It aims to support knowledge and skills development and offer resources to help
address learning needs identified by senior colleagues in government. It will cover areas
of human resource management, leading and managing organizational change, and how to
create collaborative and productive workplaces.

This Program will lead participants through a learning journey that is both results-oriented and
experience-based, and that is highly relevant to real-life workplace challenges. Participants will
be engaged in a very targeted, practical program. Each participant will engage throughout the
Program in an action learning project that aims to help address and overcome a tough workplace
challenge that participants face in their current professional role. Overall, it should help improve
the outcomes that senior officials need to deliver in their professional roles.

Stages and Timeline of Program

The stages and timeline of the Program, as planned, can be visualized in this diagram below:

E-course 1 E-course 2 Live
(5 weeks) (5 weeks) webinars
(8 weeks)
Review [ Results- ) Actionsto ) Results- ) [ Actionsto ) Results- )
Participant oriented progress on oriented progress on oriented skills
Manual knowledge & workplace knowledge & workplace development
skills challenge skills challenge
Identify development development Prep new
complex Action Plan Action Plan project action
workplace Self-paced Iterations Self-paced lterations plans
challenge learning learning
Peer Peer Plans to share
Preparation of Learning Refinement of Learning learning with
workplace workplace others
challenge Mentorship challenge Mentorship -
action plans \action plans Certifi

Certifi

cation

Certifi
cation

cation
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Learning Priorities

From the working group discussions and surveys completed at the consultation workshop in
January 2020, several learning priorities were identified and have become the focus of the
Program.

LEARNING PRIORITIES IDENTIFIED
BY PARTICIPANTS

CREATING A POSITIVE,
COLLABORATIVE
WORK ENVIRONMENT

HUMAN RESOURCE LEADING AND MANAGING
MANAGEMENT ORGANIZATIONAL CHANGE

managing improved strategic visioning Networking
performance of staff
planning and budgeting - strengthening team work
motivating staff vision to implementation
improving communication,
promoting inclusiveness monitoring and evaluation negotiation, conflict mgmt
and diversity
managing risk capturing and sharing
improving effectiveness knowledge and learning
as leaders supporting innovation
developing a culture of

common values and ethics

Learning Objectives

Based upon feedback from intended participants, and the needs and expectations they expressed
for this Program, the learning objectives are:

Doing: Applying experiential learning towards achieving your results
« Applying learning in your own professional role
» Achieving your development results in a new or accelerated way

Knowing: Increasing your knowledge of the work of leadership
» Understanding better the work of leadership
» Improving skills & confidence to develop & implement action plans
w + Innovating, adapting or improving service delivery

Being: Part of an active network of mutually supportive leaders
« Sharing experiences and success stories
. » Providing peer-to-peer support to your colleagues
» Transferring knowledge across agencies and to the next generation
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Expected Outcomes for Participants

1. Increased understanding of theory and practice of leadership, and participants own
personal leadership style

2. Enhanced effectiveness in exercise of leadership and management functions
3. Increased understanding and motivation on how to develop innovative solutions

4. Progress towards overcoming complex workplace challenge and achieving
development results under priority government reforms

5. Increased peer-to-peer collaboration and knowledge exchange

6. Fostered a network of leaders to support professional development and achievement
of cross-agency results

Participant-Centered Learning Journey

This Program offers a participant-centered learning journey that seeks to enhance the skills and
capacities most needed by mid- and senior-level government officials to address their greatest
challenges faced in implementing the public sector reform priorities of the government.
Participants will be engaged in atargeted, practical program that actively focuses on the problems
leaders face in the workplace.

To this end, the program design team sought input and guidance from anticipated participants
before beginning to develop the Program. The first major step in this was the facilitation of a
consultation workshop by the WBG at the Royal School of Administration in January 2020. This
one-day event engaged the participation of over 230 Director-General and Governor-level
government officials. The primary objectives of the event were: (i) to provide introductory
information on the purpose of the Program, and (i) to seek inputs and feedback from this group,
the target audience for the Program, on their challenges, needs and expectations of the Program.

In addition, collaboration through formation of a Working Group with a select number of
representatives appointed by the Ministry of Civil Service from amongst their ranks, and from the
Royal School of Administration, provided guidance on program development. Given their
substantial experience in working with government program participants, these individuals have
played a key role in identifying learning needs and priorities for the design of the program and will
be available to support participants in the action learning stages of the program between courses
and live webinars, and beyond.

Results-Oriented and Experiential Learning

The program will use results-oriented and experience-based learning relevant to participants’
workplaces, that will help to improve the outcomes needed in their professional roles.
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As part of this, each participant will work on trying to address and overcome a tough workplace
challenge that they face in their current professional role. The first e-course will be designed to
support development of the skills needed to help make progress towards solving a complex
workplace challenge, as well as provide an opportunity to create an action plan to help launch an
initiative that aims to overcome the challenge.

This will be followed by a four-week period of implementation of this action plan, which will take
place between the first and second e-course. During this time, participants will be supported in a
structured learning process by the RSA and WBG to implement their action plan. This will include:
(i) providing mentoring, advice and assistance in problem-solving; (ii) supporting networking
between participants for continued encouragement and focus on the goal, and (iii) facilitating peer
learning to learn from one another, and share successes and struggles throughout the process.

As participants return and gather for the second e-course, and later for the live webinar
discussions, they will be encouraged to share struggles they encountered, any solutions they
came up with, any iterations or adjustments they made to their plans, and any successes they
achieved. They will learn additional leadership skillsets focused again on strengthening their
capacity to lead themselves and others through successful change processes to reach desired
results.

Program Structure

The Program will be thematically structured to address two key stages in leading development
reforms. Each stage will be covered within its own respective course.

1. Leading the Vision and Strategy for Development Reform
2. Leading and Implementing Development Reforms

Each course contains four modules:

1. Leading Development Reforms

2. Leading and Solving Complex Challenges — which will focus on the Problem
Driven lterative Adaptation (PDIA) approach

3. Leading Others

4. Leading Self

The lessons that will be available within each of the e-courses and modules can be reviewed on
the following page.
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E-course 1: Leading the Vision and Strategy for Development Reform

Below, you will find details of the structure on the first self-paced online course.

Program Overview and Orientation

Lessons 1 -4:
1. What is Leadership and Why does it Matter?
2. Introducing Different Leadership Models
3. Developing Strategic Thinking
4. Leading and Adapting in Your Organization

Lessons 5-8:
5. PDIA: An Overview
6. PDIA: Constructing and De-Constructing a Problem
7. PDIA: Sequencing - Using Change Space Analysis to Find Entry Points
8. PDIA: Exploring the Design Space for Possible Solutions

Lessons 9 - 11:
9. Engaging Stakeholders (extended session)
10. Communicating Effectively (extended session)
11. Cultivating Productive Relationships

Lesson 12:
12. Understanding Yourself as a Leader

Action Learning through a Workplace Challenge

For a period of four weeks between the first and second e-course, participants will have the
opportunity to apply and put into practice the learning gained in e-course 1 towards their own self-
identified workplace challenge. Guidance will be provided by the World Bank and RSA in
identifying a challenge to work on (Guidance Note available at page 11 of this manual).
Participants will be given time to work on this challenge that they are confronting in their own
professional roles.



Participant Reference Manual

During this time, participants will be able to reach out to staff at the Royal School of Administration,
and to World Bank facilitators, to request support and guidance as needed. They will also be
supported by the RSA in peer learning and networking periodically throughout this time.

After four weeks of applying learning in their own professional environments to their workplace
challenges, participants will return to expand upon and deepen their learning through E-course 2.

E-course 2: Leading and Implementing Development Reforms

Below, you will find details on the second self-paced online course.

Lessons 13 - 15:
13. Leading Organizational Improvements
14. Strengthening Citizen-Centred Service Delivery
15.Inspiring Innovation in Service Delivery

Lessons 16 — 18:
16. PDIA: Building and Maintaining Authorization
17. PDIA: Designing and Conducting First Iterations
18.PDIA: Learning from and Scaling Iterations

Lessons 19 - 23:
19. Collaborating to Achieve Results
20. Leading and Motivating Teams
21. Managing Staff Performance
22. Boosting Staff Performance
23. Managing Conflict

Lessons 24 - 26:
24. Leadership and Self Care
25. Improving your Impact as a Leader
26.Developing a Plan for Workplace Challenge
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Guidance Note: What workplace challenge
should | work on?

You will select your challenge to work on and share a short note on it with the Program facilitators
early in your progress through the first online e-course within the Program. You will make your
initial selection of a workplace challenge as an individual, but program leaders may later use this
information to place you into small groups where you can work through your workplace challenge
with others grappling with similar issues. The template for providing information to include in this
note is provided below.

By the end of this Program, the goal is that you should have a clearer idea of how to overcome
your selected challenge, having planned out and explored practical options for responding to it -
and having made some progress on addressing it, noting your learning along the way.

Please use the guiding questions below to help you consider, identify and decide which
challenge in your workplace you would like to work on addressing throughout the
Program.

1. What challenge do you face that you want to work on overcoming during the
Program?

Focus on a challenge that has several of these characteristics:

» is complex (i.e., entails lots of people, and many discretionary choices)
» will likely take more than four months to achieve the desired result (but is relatively small
in scale or a discrete ‘slice’ or a larger challenge);

» you do not yet know how to solve, and there is no known solution yet;

» people care about, and will get people’s attention;

» you personally feel strongly motivated to change;

» will motivate the people you need to act to move into action in a way that perhaps hasn’t
happened beforehand;

» you will likely be able to secure the necessary political and organizational approvals to
work on it;

» allows and supports experimentation and innovation to find a solution that works;

» involves a broad range of individuals and organizations to gain real traction in moving

forward;
» provides the possibility for learning that may be able to be used elsewhere in the
organization or in another government organization.

The challenge you select to work on does not have to meet all of these criteria, but if it meets
several of them you may be able to maximize the benefit you gain from the tools shared to help
you during the program.

What is not an appropriate challenge to work on over the course of the Leadership Program?

» “l don’t have enough money”
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> “l don’t have enough people”
» “l can’timplement the solution recommended by others outside the government” (because
it may not be the right solution anyway!)

If you have problems with these three issues, and still want to work on them during this course,
try to answer why it is that you have problems with them — go deeper into the problem analysis
itself until you get to something that really can become a focus for action. There could be a real
underlying challenge behind these initial issues that could be appropriate for you to work on during
the course, but the types of superficial challenges outlined above, in and of themselves, are not
challenges for which this program will likely provide specific help.

2. What kind of capability is required to overcome the challenge?

Think about how you would classify your problem according to the five types below. ldentifying
which type of problem you are dealing with, given these five options, will help you start to assess
what kind of capability you might need to begin building in order to address and overcome the
challenge. In essence, we will need to think about the answer to the question: “Capability for
what?”. To help you determine which general type of problem you are addressing, see the
discussion on pp. 107-100 of the Building State Capability book, especially Figures 5.1 and
5.2.

Is your challenge focused on:

» Policymaking (able to be undertaken by a small group of technical elites; e.g., monetary
policy);

» Logistics (e.g., delivering the mail);

» Implementation intensive service delivery (e.g., curative health care);

» Implementation intensive imposition of an obligation (e.g., taxation, or regulatory oversight
and enforcement); or

» Entrenched and complex social, political or economic problem with no apparent solution
(at least initially)?

Please now review the template available at page 49

to help you capture your workplace challenge.
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Introduction to the Participant Reference
Manual

Purpose of the Manual

This manual has been designed as a support to the active and participatory learning of
participants that will take place both during, and in the follow-up work after, the e-courses and live
webinars.

It has been prepared as a source to contain training materials necessary to learning in specific
sessions (e.g. templates), and to provide a summary of content — concepts, models and key points
— such that participants may be able to easily refer back, as needed, to the course content after
returning to their professional environment.

Target Audience

The audience for these learning materials is the participants who will engage in the full Leadership
and Innovation Program. More specifically, the Program will welcome over 230 Director-General
and Governor level officials within the Royal Government of Cambodia. These officials are
responsible for delivering many of the Government's key governance, service delivery and
financial management reforms and the Government has expressed its desire to support the role
and responsibilities of these officials, including through strengthening their leadership capacities
and opportunities for innovation.

Methodology

The overarching methodology adopted in this Leadership and Innovation Program and,
correspondingly, in this manual is learner-focused and it relies strongly on a participatory,
practical, experiential and adult-learning approach. It has been developed within the context of
the existing and anticipated challenges and opportunities for public sector reform in Cambodia in
order to ensure its utmost relevance to the professional needs and responsibilities of the program
participants.

A broad selection of learning tools and methods will be used throughout the program - during the
online courses, live webinars, and throughout the action learning and project implementation
periods between the first and second e-courses and before commencing the series of live
webinars.

Feedback

The Leadership and Innovation Program and, correspondingly, this accompanying reference
manual has been developed primarily based upon feedback received in various forms. It has been
sought at several points in time from senior officials within the main government ministries who
will benefit from the program, as well as from the targeted participants directly. It has also been
developed in close collaboration with the Working Group of representatives selected from the
Ministry of Civil Service and Royal School of Administration of Cambodia.

The consultation workshop held in January 2020 provided the largest contribution of feedback
from government. Working Group sessions were facilitated during the workshop with all officials
at the event to surface their requested learning needs on leadership development and
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organizational change. In addition, over 120 officials completed post-workshop surveys to further
specify their learning needs and expectations from this Program.

Feedback will continue to be sought from participants at various stages throughout the courses
(including through evaluation forms and during the implementation phase between courses and
webinars). This feedback will inform the design of each subsequent phase, as well as the
development of future iterations of this Program.
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Lesson 1: Why Does Leadership Matter?

Objectives:

» This lesson sets the scene for the Leadership and Innovation Program by highlighting
some of the key public sector reforms the Royal Government of Cambodia is currently
leading, as well as the challenges that these represent for leaders in the civil service. It
explores an example of some key behaviors for becoming an effective leader in the
public service, based on the UK civil service model, and how such leadership is different
from private sector leadership.

» It also summarizes the differences between leadership and managerial behaviors.

» Situational examples are given throughout the lesson about the critical role of leadership
in achieving outcomes in government reforms, and why leadership is particularly
important in times of change.

Lesson Summary:

1. The difference between leadership in public and private sectors:

= Public sector leaders are not driven by shareholders and profit margins, as are
leaders in the private sector. Public sector leaders act in the public good. They
serve, and are accountable to, the citizens of Cambodia. As such, they are held
to a higher standard of ethics, integrity and scrutiny of their actions.

= They must deliver public services in an efficient way, while also being
responsible with public resources.

= They must manage their staff talent and performance effectively as civil servants
tend to have more secure employment arrangements.

2. Nine behaviors for success at most senior levels - based on the UK civil service
example:

1. Seeing the big picture — shape Department’s role
in delivering civil service priorities in national interest

2. Changing & improving — create a culture of
innovation to enable Departments to respond to
change

. Making effective decisions — Make decisions
understanding range of political, national and
international pressures, and stakeholder issues

2 &
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4. Leadership — present clear & focused strategy with
direction for future

Q 5. Communicating and influencing — communicate
with integrity and purpose using different channels,
' . & use influence to make a positive difference

(8\ 6. Working together — drive collaborative working
culture which values openness, & build strong
8"8 network across government

@ 7.Developing self and others — build culture of
learning, be a mentor to others, seek opportunities
for own learning

8.Managing a quality service — ensure delivery of

professional excellence & expertise to citizens

9. Delivering at pace — set clear direction with focused
priorities and outcomes, delivered efficiently

Success Profiles, Civil Service Behaviours, HM Government, 2018

3. The difference between leadership and management:

LEADER MANAGER

Focus on people Focus on things
Looks outward Looks inward
Creates a vision Carries out plans
Creates the future Improves the present
Empowers Controls

Trusts & develops Directs & coordinates

Lunenberg, F. C. Leadership versus Management: A Key distinction — At Least in Theory (2011)

Key take-aways:

Organizations need both leaders and managers

Leaders are present at all levels in the organization — managers hold formal positions
Leadership skills are required to deal with levels of change and reform in civil
services — we need to bring people with us

Different situations can require different leadership styles — for example, crisis or war
Leadership is not about personality type, but always about being one’s authentic
self

Identify informal leaders in the organization — they are valuable allies

YV VYV VVV
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Lesson 2: Introducing Different
Leadership Models

Objectives:

> Gain exposure to different leadership models, their basic premises and commonalities
» Understand the difference between authority resources and exercising leadership
» Encourage increased use of informal authority to exercise leadership

Lesson Summary:

1. Five Leadership Models for Public Sector Reform

0] Transformational Leadership: Focuses on creating a culture of continuous and
adaptive change that will, over time, lead to major or transformational change.

Inspirational Intellectual
Motivation Stimulation
Transformational leaders KQ\ Transformational leaders
motivate and inspire stimulate innovation and
aad crestty
Idealised oy Individualised
Influence == Consideration
Transformational leaders Transformational leaders

behave as role models act as coaches and

mentors

Bass & Avolio, 1994

Fourl's

m‘n::‘)’in::"l::m Image: HCLI

(i) Servant Leadership:
Servant first: focus on the needs of others before your own
Leaders are enablers: support others to meet goals
Ask the right questions
Share decision-making
Build a sense of trust and community
Difficult to exercise in hierarchical, autocratic organizational cultures

o Unless context ripe for change, then can be used as lever

VVYVYVYVY

(iii)  Collaborative Leadership:

Much in common with transformational and servant leadership

Helpful when problem is complex, and no individual can solve alone
Collaborative decision-making and problem-solving

People on an equal footing and working together

Leadership of process, rather than people

Not effective in situations of urgency or where conflict cannot be managed well

YVVVYYYVY
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(iv) Heroic Leadership:

Heroic Leadership Post-Heroic Leadership
Traditional framework: New franllcwork: .
Leader is responsible Everyone is responsible

Tangible
vision
Shared Leader and
Leader responsibility members
creates team create
Bradford &
Downward Cohen, 1998
influence

) Adaptive Leadership:
Mobilizing people to adapt and succeed in tackling tough challenges in public sector
Leadership as an activity that everyone can exercise, rather than a heroic role or
position that only one individual plays
Becoming comfortable with uncertainty
Iterating and learning

VV VV<T

2. Authority and Authority Resources: Authority can be defined as power that is given to
perform a service. It is given and it can be taken away. And it can be conferred as part of
an exchange.

3. Commonalities across Different Leadership Models

» Shared Goals: create public value, and serve the needs of others

» Shared Power: a leader is not the sole person with power, there is a commitment to a

collaborative process

» Enabling Others: a leader is an enabler of others' work and success

» The ‘how’ matters: not just about what gets done, but how it gets done — results are
achieved with integrity, ethically, and with respect for others

Personal qualities Personal behaviors
-- Ask questions, listen to understand -- Diagnose real problem - visionary in
(not just to respond) the solution
-- Passionate and compassionate -- Engage others in decision-making
-- Courageous -- Lead by example - considerate role
-- Self-aware modeling
-- Inspire, motivate, encourage, mobilize -- Build consensus and manage
to action conflict
-- Highly competent in their sector of
expertise
-- Trusting and trustworthy
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Lesson 3: Developing Strategic
Thinking

1. Objectives

» To understand the difference between strategic thinking and strategic planning, and
when to use them
» To develop strategic thinking capability in your organization

2. Key Differences Between Strategic Thinking and Strategic Planning

Why should we be strategic? When should you use strategic
-- Respond to non-stop change (technology) planning?
-- Adjust to globalization -- Issues are complex
-- Do more with fewer resources -- Issues require special expertise
-- Citizens expect more -- There’s a need to focus on longer term
-- Adjust to workforce changes issues

-- Difficult ‘roadblock’ to work through

Strategic Thinking Strategic Planning
What are we going to do, why are we doing it How are we going to do it? When are we
(purpose)? going to do it? Who is going to do it?
Are we heading in the right direction? Are we using the right process?

3. Six stages in Strategic Thinking?!

1. Defining the current state: scan the internal and external environment, describe what
exists now (good and bad)

2. Imagining a different future desired state: how do we want this to be different in the
future?

3. Broaden understanding of the environment: Be realistic about current resources and
capacity to change

4. Critically assess underlying obstacles: Accurately identifying root cause/s, keep
asking “why”

5. Brainstorming high level options and priorities: what has worked before? What are
new ideas? What has worked in other places?

6. Developing tactics that fall within the priorities: SMART- specific, measurable,
achievable, realistic, timely

1 https://northstarfacilitators.com.blog What's the strategic in Strategic Thinking and Planning?
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4. Six Stages in the Strategic Planning Process?

1. Set goals and objectives: Take a 1 to 3 years outlook - What do you want to achieve?
And how will we get there?

2. Gather people and information: Use accurate data, and engage with employees,
customers, stakeholders as sources of information

3. Perform SWOT analysis: What are the Strengths, Weaknesses, Opportunities, and
Threats?

4. Formulate a strategic plan: What is urgent? What is important? How will progress be
measured?

5. Implement the plan: be clear about tasks, timeframes and who is accountable

6. Monitor performance: check in at different stages (key milestones) during the life cycle
of the plan to see you are on track

Keep in mind some wise words here:
“What is important is seldom urgent, and what is urgent is seldom important”
Dwight D. Eisenhower, US President

Strategic Thinking Strategic Planning
Right direction Right process
Skill you can develop Process you can carry out
Develop solution or brainstorm approaches Create actual steps or actions to get
to meet the intent of the project projects or goals delivered
Individual competency Always involves multiple people

How to Develop Strategic Thinking in your Organization

Create time and opportunity to reflect, maybe seek a mentor

Refine the sense of organizational purpose — what are we here for?

Have conversations with a range of people, including external to your own agency
Inform yourself from a variety of different sources — thought leaders, organizational data
Keep up to date with news and trends

Create tiger teams

VVVVVY O

Key Take-aways

Strategic thinking focuses on purpose, vision and broad direction

Strategic planning: set goals, establish time frames, assign responsibility
Use strategic thinking for complex, longer term issues where expertise required
Refer to the six stages in strategic thinking and six stages in strategic planning

VVVYVY O

Please refer to the Case Study on Cambodian Pre-Schools (page 49 of this manual) to
consider a practical example of strategic thinking and planning within an organization.

2 https://www.bbgbroker.com/strategic-planning-process-6-steps/



Leadership & Innovation Program

Lesson 4: Leading and Adapting in
your Organization

1. Learning Objectives:

> Understand why, as a leader, adaptability and agility matter
> Understand key actions necessary to improve our leadership adaptability and agility

“It is not the strongest of the species that survives, nor the most
intelligent that survives. It is the one that is most adaptable to change"
Charles Darwin

2. Agile Leadership:

Leadership agility is the ability to make smart and effective decisions in a rapidly changing
world. It is not one simple skill — it is a combination of skills working together that allow leaders —
and the organization they represent — to handle life’s unexpected events and adjust to changing
circumstances to stay relevant. Recent and ongoing real-world examples that require agile and
adaptive leaders to respond are in addressing the COVID-19 pandemic, and in keeping up with
constantly evolving digital technologies.

Here are some important skills of agile leadership?:

Humility — accept that we don't know everything and stay open to learning

Provide outcomes not actions - focus on the outcomes required but empower teams
to determine actions

Flexibility — allow for mistakes to occur and for adjustments to plans as necessary
Coaching, not commanding - coach staff and teams to look for best solutions
Collaboration as a default - even if the leader holds formal authority in decision-
making, develop a collaborative style and seek input from others

Understanding their people — take the time to understand their teams and how to
support and challenge them

Working on the system, not in the system — create the right environment for teams to
flourish and remove blockages

YV V VVV VY

An example of an adaptive and agile leader is Elon Musk. He is known to break through
barriers, treat mistakes as lessons, continually strive for better from himself and his employees,
and he has a focus on continuous learning.

If an organization is not adaptive and agile it may become irrelevant in the changing world, and
may no longer be sustainable (examples are Blackberry and Nokia phones which have been
largely pushed out the mobile phone market).

3 https://medium.com/sparks-publication/the-7-essential-attributes-of-agile-leadership-225aec336622
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3. What can we do to become more agile leaders?

@) selt awareness

@ Open minded

How?

« Break out of the normal thinking
pattern to find innovative ideas

How?
* Being humble

SELF-AWARENESS IS
= Be mindful of your strengths and

THE FIRST CHAPTER IN

weaknesses THE BOOK OF i "
.+ Stay focused LEADERSHIP + Practice self-reflection
~-fodeem Soeed

« Broaden your horizon

» Seek out feedback and
suggestions

« Ask for feedback from others
(such as 360-degree feedback
from team members)

fhwnguotes com/quate/|24248

@ Continuous learning

How?
+ Reading books, articles, etc.

@ Give room

“Leadership and How?

/earning are * Give your team opportunity to grow
* Give your team enough room and
space to complete their tasks
Create a working environment for
your team to openly express their
views and opinions

* Attending industry talks and seminars
* Unlearning and relearning

indispensable to
eachiother.”

* Undertaking challenging assignments
and roles

* Asking feedback for improvement

* Give opportunities to your team to
share their knowledge and skills so
that you can also learn from them

not impose their
beliefs on others.
They accept that we
all have a different

perspective on life,
and do their own
thing in peace
~ without judgement.

PEOPLE CHANGE, BUT
ONLY IF YOU GIVE THEM

ROOMTODOIT

4. Key Take-aways:

> In very rapidly changing external environments, adaptability and agility are becoming
norms

> Agility in leadership is the ability to make smart and effective decisions and to drive
the organization to act upon them, in a rapidly changing world

> Leadership agility is not one simple skill. It is a combination of skills working together
that allow leaders - and the organizations they represent - to handle life's unexpected
events

» Self-awareness, open-mindedness, continuous learning, and giving room to

others, are important practices that should be exercised by adaptive leaders.
> Adaptive leaders will create a culture of continuous learning and growth. They

empower people to always look for ways to improve.
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Introduction to Problem-Driven
Ilterative Adaptation (PDIA)

The Problem-Driven Iterative Adaptation (PDIA) approach will be taught over the course of
seven lessons in the Program. Throughout these lessons, you’ll explore how to enhance the
quality of policy implementation in the public sector. That is, how to ensure that a policy
objective, such as improving learning in primary schools, is achieved. Participants will apply the
key principles of PDIA to a practical implementation challenge in the workplace.

E-course 1: Leading the Vision and E-course 2: Leading and Implementing
Strategy for Development Reform Development Reforms
Lesson 5: An Overview of PDIA Lesson 16: Building & Maintaining Authorization
Lesson 6: Constructing and De-Constructing your | Lesson 17: Designing and Conducting your First
Problem Iterations
Lesson 7: Sequencing — Using Change Space Lesson 18: Learning from and Scaling your
Analysis to Find Entry Points Iterations
Lesson 8: Exploring the Design Space for
Possible Solutions

Two key resources should be downloaded as accompaniments to these lessons:

Book: Building State Capability:
Evidence Analysis and Action by
Matt Andrews, Lant Pritchett and
BUILDING STATE PDIA toolkit Michael Woolcock (2017). In
CAPABILITY ADIY Approach o Slving Complex Prablems electronic version of Manual:
A download here.

OXFORD

Toolkit: PDIA Toolkit — A DIY
Approach to Solving Complex
Problems. In electronic version of
Manual, download in English or in
Khmer.

There are also 79 online videos (available for free) that discuss the various aspects of PDIA.
You do not have to watch all these 79 videos; rather, as we work through the modules, we will
select relevant videos from the collection for each of them. The videos introduce the main ideas
and their practical applications to enhancing implementation capability in the public sector. The

full list of 79 short PDIA videos are available here.


https://www.youtube.com/watch?v=DNg3iqH8FeE&list=PLVJQsjaKb-4TOE5wna6IlcvpPCxbYRqZH
https://bsc.cid.harvard.edu/building-state-capability-evidence-analysis-action
https://bsc.cid.harvard.edu/files/bsc/files/pdiatoolkit_ver_1_oct_2018.pdf
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Lesson 5: PDIA - An Overview

Learning Objectives:

Appreciate the importance of implementation to achieving policy objectives
Recognize that, globally, capability for policy implementation is mostly stagnant or
declining, even as problems become increasingly complex

Articulate why so many “capacity building” initiatives do not achieve their goals
Outline the key and distinctive characteristics of PDIA

vv Vvv P

2. Implementation Capability:

World Governance Indicators show that, from 1996-2018, over half (55%) of all countries had
stagnant or declining state capability of policy implementation. Clearly, it is not good when
capability for implementation is declining when the scale and complexity of the world’s policy
challenges, such as responding to COVID-19 and climate change, are increasing. From a
comparative perspective, according to this data, Cambodia is currently deemed to be a state
with relatively ‘weak’ implementation capability, but one that has seen some positive
improvement in recent years. What can be done to improve implementation capability in
Cambodia? PDIA offers a practical approach to finding some potential answers... Itis a
practical approach to enhancing an organization’s capability for policy implementation.

Why Effective Implementation Matters:
> Sound policy is very necessary, but insufficient to achieve effective implementation
> Effective implementation requires sustained political and financial support, and
capable organizations. This is especially important when policies are complex or
contentious.
Effective Implementation of a Workplace Challenge: PDIA is best “learned by doing”, so in
the lessons that follow, participants will help improve implementation capability in the
Cambodian government by individual work on their own workplace challenge. This will involve:
> identifying a specific workplace challenge you currently have
»> completing several worksheets in the PDIA Toolkit, and applying them to the specific
workplace challenge you have identified
» analyzing this challenge in some detail over the next six lesson and considering various
ways in which you (and your colleagues) might “find and fit” a constructive solution to it.

3. PDIA approach to enhancing organizational capability rests on four key principles:

T, + O K

Local Solutions for Pushing Problem Driven Try, Learn, Iterate, Adapt Scale through Diffusion
Local Problems Positive Deviance Promoting active experiential Engaging multiple agents
Transitioning from promoting Creating (and protecting) (and experimental) learning across sectors and
predetermined solutions environments within and with evidence-driven organizations to ensure

to allowing the local across organizations that feedback built into regular reforms are viable,
nomination, articulation, encourage experimentation management that allows for legitimate and relevant.
and prioritization of concrete and positive deviance. real-time adaptation.

problems to be solved.
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4. The PDIA Process: Over the seven lessons on PDIA, we will follow the steps outlined
below in the PDIA process.

1. Initial problem analysis

> Constructing, deconstructing, and | >
sequencing your problem.
6. Adapt and iterate 3 1 2. Identify action steps
Based on lessons learned adapt P What can we do first to start
potential solution designs and ‘ solving the problem?
iterate.
A no
YES - Is the problem solved?
EXIT process 5. Sustain authority and legitimacy

3. Take action

Local agents take action and are
held accountable.

and think about Communicate quick wins and
diffusion/scaling lessons to sustain and expand
existing support.

=
4. Check-in
Reflect on action taken. What results
- --{ were achieved? Lessons learned? . =
Challenges encountered? How were
they overcome?

5. How is PDIA Different from other Approaches?

“Capacity building” programs focus on: But rarely achieve objectives because:

-- providing technical advice -- do not “find and fit” local solutions to local problems
-- transferring global best practices -- change what an organization “looks like” rather

-- upgrading technology than increasing capability

-- training individuals -- upgrade technical skills of individuals, not teams

Improving organizational capability for policy implementation requires incrementally
enhancing the problem-solving ability of motivated and committed teams

6. Using PDIA to Build State Capability:

> Focus instead on building the capability of teams to identify, prioritize, analyze, and
solve increasingly complex problems

> PDIA is not a quick, easy, approach that is “guaranteed to work”; it takes
time, persistence, a willingness and ability to learn from mistakes, to work with others

> Implementation is a learned, practiced, collective skill, like other practical skills (music)

» Start with addressing small/simple problems; solve them, move on to complex ones

7. Key Take-aways:

> Effective implementation is vital, particularly for complex policy goals in our
increasingly complex world.

» An organization’s capability for policy implementation is learned and can be improved.

> Improvement requires an ongoing commitment to understand challenges at a deep
level and work collectively to generate options.

» As with learning other complex skills, organizations need to focus on learning how
to solve harder problems, step by step, at scale.

» Various approaches have been taken to improving “capacity building”, but many of these

struggle to achieve their goals.
» Problem-Driven lterative Adaptation (PDIA) is one effective — but not quick or ‘easy’ —
approach to building capability for policy implementation in public sector agencies.
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Lesson 6: PDIA - Constructing and
Deconstructing your Problem

Y VYVV VY
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1. Learning Objectives:

Distinguish between approaches to reform that provide predetermined solutions versus
those that try to solve problems

Nominate and prioritize the problems on which they wish to focus

Deconstruct the most important of these problems into their key components

Identify the array of people for whom these problems matter, as well as those for whom
it should matter more

Articulate some strategies by which they might be able to persuade certain leaders (or
constituencies) to care more

2. “You cannot juggle without the struggle”:

There is no script telling us what to do in some specific situations to become successful.
Solutions need to be worked out in place: “there is no juggle without the struggle”.
Learning new skills and techniques takes time and practice.

Through practice, and trial and error, and sometimes failure, you can, over time, adapt
the new skill or technique to best fit your own situation and needs.

3. PDIA is a Way to Structure your Struggle:

PDIA is not an approach to get big, fast results - rather, it's an approach to help
overcome complex problems that have likely been ongoing for a while but that we don’t
know how to overcome.

It's an approach that provides a structure to the process of pushing into the struggle of
dealing with a complex problem.

4. Deconstructing Sticky problems:

“Wicked hard problems” involve many different agents and have many different paths
to them. They can have many other problems hidden within them. It is easy to become
discouraged when faced with these types of problems.
Using a basic tool, such as a fishbone diagram (see Figure 1 of the PDIA Toolkit), can
help to map out and try to understand the problem:
o First, identify a problem;
o Next, break down the big problem into a collection of smaller problems: try to
identify all of the multiple issues contributing to or affecting the problem;
o Next, start to identify some solutions to the smaller problems that are parts of the
big problem.
De-construct your problem this way to be able to start work on overcoming it.
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Example of a fishbone diagram, PDIA Toolkit, Figure 1:

Figure 1: Deconstructing complex problems in Ishikawa diagrams

We use the causes and sub causes from the 5 why sheet in Table 1 to draw an Ishikawa or fishbone diagram.

C1: Funds improperly disbursed C2: Inflated procurement costs
(evidenced by A) (evidenced by B)

Insufficient skills to

improve systems Budget decisions are delayed

Procurement decisions are delayed

System design was faulty,

and never imposed Systems lack key controls

Processes are often rushed

SC 1.1: Loopholes exist
in disbursement

SC 2.1: Procurement processes

are poorly implemented P: Money is lost in

service delivery

(measured by X)
leading to service

delivery failure
(measured by Y, Z)

W

SC 3.1: Officials feel obliged to

redistribute public money . .
Local norms make it appropriate

to ‘share’ in this way

Constituents expect officials to
redistribute public money

Local communities are poor and
depend on this redistribution

C3: Local officials divert resources
to personal purposes
(evidenced by C)

5. Key Take-aways

> PDIA centers on being problem-driven. That is, rather than starting with solutions and
looking for problems they might solve, PDIA seeks to build a team’s capability by
enhancing its ability to nominate, prioritize, and analyze specific problems. It is hot easy
to do this.

» First, one must construct a ‘good’ problem — not a broad statement about what isn’t
working, but instead one that is well defined, and able to be broken down into smaller,
more manageable components.

» Second, going from a general to a specific problem requires identifying why this
problem matters, to whom it matters, and why certain people (or groups) need to care
more. It also helps to outline what the problem might look like when solved.

» Third, by asking ‘Why does this happen?’ (several times), one can identify the
key components of the problem. Using an Ishikawa diagram helps to provide a visual
representation of how these smaller problems connect to the large one.
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Lesson 7: PDIA - Sequencing - Using
Change Space Analysis to Find Entry
Points

Y

Y VV VYV VY
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YV VY

Learning Objectives:

Assess the nature and extent of the ‘change space’ — the context within which they are
seeking to solve a problem — by examining how much Authority, Acceptance and Ability
is available to them

Connect the problem analysis (lesson 6) and AAA change space analysis (this lesson),
to better gauge where, how, and with whom potential solutions might be created
Articulate the sequence of steps by which to begin to initiate one of the potential
solutions to the problem

Problem-Driven Sequencing:

The fishbone (or Ishikawa) diagram can help many different departments of government
come together to discuss and share multiple different components to one big challenge.
From that discussion, government officials can go out and talk to others about these
various aspects to the challenge and hear their views and feedback.

This can be done multiple times on an iterative basis as each person gets to better
understand the problem and identify possible ways to solve it.

Sequencing: start with the basic tasks and then do more complex tasks later.
Sometimes even the basics are complex, so try to identify some quick-win solutions, and
some solutions that build into the future longer-term.

Then think of the politics surrounding these solutions — what task is politically achievable
and what is not politically supportable at this time?

From this, a strategy can be developed: one that has some quick-wins and some longer-
term solutions, and some areas that will need some investment politically, or in
developing capacity to implement.

Finding Potential Entry Points:

One of the hardest parts of a change initiative is identifying where to begin.
Politics and capacity constraints can make implementation of the change challenging.
Once a problem has been broken down to its various components (using the fishbone
diagram), try to identify many different areas to engage in — these can be entry points.
Narrow down the entry point until you have a specific objective and task, then ask:
o ‘“whatis my (and others’) authorization to get this done?”;
o ‘“what is the level of acceptance for this change among those most affected by
it?”;
o ‘“whatis my ability, and the ability of others, to get this done?”; “what abilities are
needed to get this done?”; “what abilities do we have and which are missing?”
Note: Grading your answers to these questions on a scale of 1-10 can be helpful
There are many variations of change space depending on the problem and proposed
change, as can be seen in the diagram below
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4. Using the AAA Change Space Model (Authority, Acceptance, Ability):

Support for change depends on 3 factors: //, e P
. —— l \

1. Authority: does the change being //—-,\ X /' \\ //"”\\r\/
sought have political, administrative, and v,/ - \T /=N
legal political support? \ ncommes \| / i ) | A )|()
2. Acceptance: are both those \\\ A / \\ iy
implementing the reforms and those most o . o B
affected by it supportive? i deding SRESp
3. Ability: is there sufficient time, money, P
and skill to support the reform? R (IR B e
Conducting a AAA Change Space /- \\;}Z{;/\\ P ~5>\';\// '\\
analysis focuses on identifying the degree of - §i A:;j{’/? [ | ) | -2 j
overlap between these three dimensions. . N S N A

P \\ ) A il 3 /
Diagram source: PDIA Toolkit, Figure 2, p.22 e S sy

5. Understanding your Ecosystem:

» Failure to deliver change is often blamed on a flawed design or lack of capacity.

» But everyone is part of an ecosystem (e.g. a civil servant works within a government
agency, which is part of the overall national government administration. The interactions
between all of these actors create what is called the ecosystem in which change
happens.

» Some ecosystems prefer rule-followers in the status quo and others prefer innovators.

» In PDIA, rather than assigning failure to design flaws or capacity constraints, it's helpful
to undertake a diagnostic to understand the extent to which actors in the ecosystem are
open to innovation and new ways of engaging with their problem and change initiative.

6. Matching your Capability with your Challenges:

» Problems need to be correctly identified so the right capabilities and activities can be
resourced to solve them
> Please now complete Section 3 of the PDIA Toolkit: Worksheets 4, 5, 6

7. Key Take-aways:

» Key aspects of the organizational context in which you work shape the extent to which a
particular solution is likely to be effective. The AAA change space aspects are:
o Authority — any solution must have adequate authorization
o Acceptance — the solution must be broadly acceptable and legitimate
o Ability — those tasked with enacting it must possess the minimal technical ability

» Most potential solutions will not meet these three criteria, so it’s important to find
a good-enough “it’ between the proposed solution and the specific AAA change space
in which it will be implemented

» Once a potentially good-enough ‘fit’ has been found, we need to outline the sequence
of steps to initiate and sustain change.
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Lesson 8: Exploring the Design
Space for Possible Solutions

1. Learning Objectives:

>

>

Conduct a ‘design space’ analysis, exploring the extent to which the solution(s) being
considered are: (i) administratively and politically supported; and (ii) technically sound
Connect this ‘design space’ analysis to the previous ‘AAA change space’ analysis,

to narrow down and refine possible solutions

Recognize that these ‘best fit’ solutions emerge iteratively through analysis,
reflection, and experimentation — any initial ideas are highly likely to change!
Consider options for how obstacles encountered during implementation of

solutions might be anticipated and addressed

2. Learning by Crawling:

>

What to do when you know that a change initiative has the necessary authorization to go
ahead, it has acceptance of others to move ahead, and people possess the necessary
capabilities to implement it — but the change initiative is still not successful?

Refer to ‘the design space’ approach below, where there are many options for solutions:

First, there’s ‘existing practices’
(bottom right box): it’'s possible to

D. External best practice - . . )

(to dentity, ransiate, ‘ ERATRATTE: implement but doesn’t work very well.

(to find, celebrate,
codify, and diffuse)

EMATITEY Second, development organizations will
typically recommend ‘external best

select and try, adapt,

practices’ as a solution (top left box
e.g. budgeting reform achieved in

Technically correct solutions (we have seen them work)

Australia). These may work well in their
B. Latent practice H
(o peovoke through raphd home country but may not be possible

engagement, codify, and diffuse) in the context into which it is
transplanted.

Then there are ‘positive deviances’

(top right box): best practices that are
R working in a country’s own context, and

{to scrutinize, understand, that its own people are currently doing.

learn from, and

potentially improve)

Finally, there are ‘latent possibilities
to build on current practices’ (middle

right box) through extra effort, focus.

Administratively and politically feasible (we know how to do them)

Government officials should learn how to explore the design space within this box to find which
solution works best for their situation and needs — finding a solution that is both possible and
gets the job done.
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It's possible the best solution is a hybrid solution that sits somewhere in the middle of the
diagram, but the only way to find that is through using various techniques to help find solutions.

3. From ‘where’ to act to refining ‘what’ to do:

> When exploring the design space for possible solutions as described in (2) Above, three
factors to consider are whether proposed solutions are:
o Administratively feasible: are legally and financially supported
o Politically supportable: enjoy sustained backing from key leaders
o Technically sound: meet professional standards, have ‘worked’ in similar contexts
> When considering solutions to the problem(s) identified, it's helpful to try to identify at
least three different feasible solutions. This helps think in creative ways about
alternative approaches to finding a solution, especially if the initial ideas turn out not to
be feasible.

Now, please review Section 4 of the PDIA Toolkit
and complete Worksheet 7.

4. Key Take-aways:

> Having analyzed ‘where’ and ‘how’ one might begin to enact a solution to one’s
problem, the next step is considering in greater detail ‘what’ might be done. It is good
to begin by outlining at least three potential solutions to one’s problem.
> The merits of these potential solutions can be assessed against their:
o Administrative feasibility: the extent to which they are legally and financially
supported
o Political support: whether they are likely to enjoy sustained backing from key
leaders (not just temporary enthusiasm)
o Technical strength: whether they meet existing professional standards
and/or can credibly claim to have ‘worked’ in a similar context
> One needs to ‘crawl’ the design space — that is, explore different kinds of
design options, to discern their level of support and quality — to find which option is
likely to be ‘best’. This will not be obvious at the outset; carefully analyzing your context
is crucial to finding and fitting the optimal response to the problem you’ve identified.

5. Your Workplace Challenge:

By the end of e-Course 1, having completed the first four PDIA lessons (5, 6, 7, 8), you have
hopefully made good progress on:
o Nominating and prioritizing your workplace challenge
Constructing and deconstructing it
Examining the nature and extent of your AAA change space
Identifying some plausible solutions to your problem...
...and subjecting them to a design place analysis
Connecting your change space analysis to your design space analysis
Narrowing down your plausible solutions

O O O O O O

In e-Course 2, we will continue the PDIA journey!
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Lesson 9: Engaging Stakeholders

1. Learning Objectives:

Develop awareness and understanding of stakeholder analysis and why it is helpful
Develop awareness and understanding of network analysis and why it is helpful
Learn how to generate actionable insights to develop a 'stakeholder

engagement strategy"

Y V VY

2. Who are your Stakeholders?:

» Definition: A stakeholder is anyone who has a stake in the outcome of the reform, and
all stakeholders can influence and impact upon its success or failure

> Identification*: “The 5 I's” - Who: (i) has an interest; (ii) is involved; (iii) has an
influence; (iv) can have an impact and who is impacted? And (v) what are the
interdependences between influencers?

> Categories: Beneficiaries, political elites, government agencies, civil society
organizations, private sector, and international interests/actors.

3 What is a Stakeholder Analysis?

“A range of techniques for mapping and understanding the power, positions and
perspectives of the players (stakeholders) who have an interest in, and/or are likely to be
affected by, a particular policy reform”. (ODI, Buse et al, 2005)

4. Leaders and Stakeholder Analysis:

A stakeholder analysis can help a project leader can develop a strategy on how to engage people
and organization to work in a way that will help advance the reform process and goals by:

taking into account views and needs of those who have a ‘stake’, including citizens
ensuring policies are realistic, achievable, sustainable
identifying the supporters, advocates, ‘doers’
identifying and plan how to overcome opposition and blockages
o channeling information and resources
Leaders can support and facilitate a stakeholder analysis by:

O O O O

Creating the authorizing environment Sharing your knowledge & experience
Identifying the right question to ask Creating a safe space to share
Bringing together a diverse team Asking tough questions

Gathering background information Utilizing political capital & connections
Identifying neutral third party to facilitate Resourcing implementation of strategy

4 McDermott, Georgetown University
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5. Stakeholders may be Positive or Negative Influencers in the Reform Process:

Positive influence Negative Influence
Finding common Negotiating Skeptical of effectiveness of the new way of doing
ground things
Addressing other Developing relationships Opposed to the principles of the reform
people’s concerns within & across Have a personal interest in existing system
boundaries
Communicating Donor and other external pressures
effectively timely Empowering others Lack of understanding, capacity or resources
6. How to Prioritize Stakeholders: 7. What is a Network Analysis?
A network analysis builds on insights gained
from a stakeholder analysis. It creates a
HIGH visual map of:
PROMOTERS » different stakeholders who have a stake
S Nrar in, can influence, or are affected by,
CLOSELY a particular issue, and
8o > the relations between those stakeholders
gk
Eg A network analysis can help to:
- APATHETICS | DEFENDERS » see the complex challenge from
MONITOR KEEP different perspectives
INFORMED > identify formal and informal networks
Low and authority to leverage
NEGATIVE POSITIVE

identify blockages
identify points for engagement and
influence

SENTIMENT
(AGREEABLENESS)

Y VY

Adapted from Mendelow
8. How to Design a Strategy to Engage Stakeholders:

First, note the observations gained during the analysis discussions, and draw some possible
actions from them. Then try to answer some questions that will help in the design of a strategy®:

o Who is well-connected and has high power to influence? Who has leverage (formal or
informal, direct or indirect) on specific issues?

o Where is the opposition/resistance? What are the competing interests and who are
those winners and losers? Which stakeholders is it important to prioritize?

o How does information spread through the system?

o Where is it helpful for new links between stakeholders to be created?

o Where might capacity of stakeholders need to be improved?

Leaders will need to: (i) Communicate factual and credible information about the costs of
inaction and the benefits of reform; (ii) involve and create a sense of ownership of the project;
(i) design mobilizing and neutralizing tactics for each category of stakeholder; (iv) help
supportive stakeholders become effective in advocating for reform; (v) foster trust and
cooperation between stakeholders

Please now complete the Stakeholder Analysis Template for your workplace challenge.

5 Net-Map, Schiffer
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Lesson 10: Communicating
Effectively

Y VYV

1. Learning Objectives:

Gain insights on why effective communication is important for leaders
Gain exposure to the 12 principles to follow for effective leadership communication
Explore two important techniques:
o Listening, and why it matters as a leader
o Storytelling as a powerful approach
Learn more on leadership communication from a case study (please see page 57)

2. Leadership Communication

Inspiring leadership communication is not about great oratory or great charisma;
rather it is about getting others to believe in themselves and believe in your cause,
and then achieve more than they thought was possible.” Kevin Murray

What

is leadership communication? It is:

» inspiring and encouraging an individual
or a group by systematic and meaningful

sharing of information. 1.Be
> A process that involves: 12:Keep L T
o developing a strategy R el
o defining and conveying key 3.Be
11. Well
messages prepared focused on
i ; the future
o Obtaining feedback effectively
Why is leadership communication important? 10. Give
Sy P P out the Leader_ship 4. Get
> leaders are individuals who have i Communication outside
followers, and are typically considered b N
as main source persons for external
communication; _ smm,, 5. Enwl
> leaders need to build and earn trust from
key stakeholders; -"I:f::fl Amﬂm
» aleader’s ability to plan, implement, and po s
. . . . . 7. Listen
monitor effective communications is
critical to build and earn trust;
> It helps encourage and inspire the * Communicate to Inspire, A Guide for Leaders — Kevin Murray
audience of the leader;
> itis a key enabler to build a high level of

employee engagement.
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3. Effective Communication is Two-way:

“Seek first to understand, then to be understood.” Stephen R. Covey

w | Listening is the most

important communication,
followed by speaking

Message Listening is not only

about skills, but also
about attitude (being

through medium / channel
(such as phone call, email,
instant message, face-to-face )

(Understood)

R
‘ respond present and attentive, showing

feedback you are care, talking less)

*: Stuart Hall, 1973

The Spectrum of Listening: There are four main types of listening across the spectrum:

1. “inactive listening”, which is inefficient and unproductive — the words go in one ear and
out the other.

2. “selective listening”, which is also inefficient and unproductive as one hears only what one
wants to hear.

3. “active listening” is much more effective as one not only hears the words but also listens
for the complete message, and listen with empathy and non-judgment.

4. “reflective listening”, which is the deepest and most engaging type of listening: one listens
to the complete message, provides feedback and reconfirms the message to reach a
mutual understanding with the communication partner.

4. The Power of Story-telling:

Storytelling is a method to use a relevant story to your audience that touches their

Audiences need to remember key emotions and senses
messages of the communication

Relevant messages targeted to the speci Audience centric @ A | Have meaning
H Attractive headline > Self explanatory
audience are most memorable Incredible images Easy to digest
INTEREST INSTRUCT
Story-telling engages the language I)
processing part of your brain, as well Future forus i s
as the emotional and sensual parts of Solve problem - - X Connect with audience
. Touch emotions ’ ~ Listen and reflect
your brain to make the message and senses
Encourage to act INVOLVE
memorable INSPIRE

Source: Why storytelling is so powerful in the digital era, Ashley Fell, 2017

5. Key Take-aways:

Leadership communication is about memorable messaging and inspiring people to act
Trust needs to be fostered within an organization

Consistency between what is said and done can foster trust and inspiration

Listening is a critical ability - it is a matter of skill and of attitude

Storytelling method is used for effective communication and to increase engagement

VVYYYVY
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Lesson 11: Cultivating Productive
Relationships

1. Learning Objectives:

> Understand why positive and productive working relationships matter for employee
engagement, productivity and innovation

> Learn practical tips and techniques to enhance leaders’ ability to cultivate more
productive working relationships

2. Trust

Trust is the foundation for creating a workplace where employees are engaged,
productive and continually innovating. It can be fostered by leaders through
cultivating positive and productive working relationships.

In a global survey by Ernst & Young in 2016, it was discovered that only 49% of respondents
had trust in their leaders. So, an important question is how to develop and increase trust.

Competence

Reliability Four key components to
e e S V.,g developing trust in
relationships
3

Four elements adapted
from: Vodicka, 2006

3. Becoming Effective at Building Positive, Productive Relationships:

o Show your sincerity o Invest time in building relationships
How? How?
« Treat people the way they would like to be * Walk around the office
treated. Promotes the concept that “we are * Greet staff, say hello and smile

all in this together” + Ask people how their day is going

* Be trutl_1fu| aboqt our shortcomings or our + Have a cafeteria talk with your staff (e.q.
lack of information sports, movie, music, hiking, or other

+ Say sorry when you need to say sorry for hobbies)
mistakes you have made + Spend time to talk with staff individually

+ Do it honestly and not just for the sake of it. « Spend non-working activities with your staff
For instance, say you don’t know when you (e.g. watching movie, playing music, eating

really do not know the answer together)
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o Appreciate others in the work they do o Show respect to earn respect

How? How?
+ Say thank you for the work that your staff have * Respect your staff and their opinions
done. Short but with sincerity, you can bring a * Never make your employees feel neglected
whole new motivation and engagement in + Don't be harsh when you disagree with them
their work * Respect their input and try to explain your point
« Appreciate, make them feel special and let of view with a little more empathy
them know how much you value their work + Respect commitment and be present such as be
* Use also body language to show your punctual or be early when you have a meeting
appreciation schedule, and mute or turn off your handphone

« Do it honestly and not just for the sake of it when you have a conversation

o Be a good listener e Give space

How? How?

* Open and honest communication gives you an
understanding of the employees’ sentiments and
needs

+ A workplace should not limit communication to
emails. Weekly meetings and hearing out the
employees will help you achieve more employee

+ Give your staff some freedom in your workplace.
For instance, arrange knowledge sharing
sessions with your staff on a routine basis

* Nobody will appreciate you if you don't give your
staff enough space to complete their tasks

engagement + Create a working environment for staff to openly
+ Be a reflective listener (for instance “So what | express their views and opinions

hear you are saying is ...... " or “Correct my » Autonomy in the workplace increases job

understanding of what you have said that .....") satisfaction and your relationship with staff

o Adopt a 'learning attitude’

How?

« Adopt a 'learning attitude' that will help you keep
continually learning. It will also help staff feel
more comfortable while they share their point of
view with you

« This also helps employees realize they are all in
the same boat and gives a sense of oneness

* Give opportunities to staff to share their
knowledge and skills so that you can also learn
from them

« Ask the right open-ended questions to energize
and empower your staff to share

4. Key Take-aways:

» A key element of productive working relationships is trust. It helps create a
workplace where employees are engaged, productive, and continually innovating.

> To gain trust, leaders can play a central role in cultivating positive and productive
working relationships, including: being sincere; investing time in building relationships
with staff; appreciating your staff in the work they do; showing respect to earn respect
from others; being a good listener; giving room to your staff to express their thoughts
and share their knowledge and experience; being keen to learn.
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Lesson 12: Understanding Yourself
as a Leader

1. Learning Objectives:

» Learn why understanding ourselves matters for leaders
» Understand factors that can help us to understand ourselves better
> Learn some tips to improve our self-awareness

2. Learning to Understand Ourselves:

“Success in the knowledge economy comes to those who know themselves,
their strengths, their values, and how they best perform.” Peter Drucker

1. Know our
strengths

and 1. Know your Strengths and Weaknesses:
weaknesses

= Seek feedback from others you know and trust
5. Know 2. Know = Start a journal to review your progress

how our how we
response to work with

change Understand others

= Look beyond personality assessment tools

ourselves .
better 2. Know how you work with others:

=  Take initiative to build relationships with others
= Accept that others are different but can
4. Know our complement us
personal . .
values = Know that an effective team builds on the
complementarity of strengths, values and work
Managing Oneself by Peter Drucker, styles between the team members

Harvard Business Review, 1999

3. Know how you learn:

= You learn most effectively when the learning method fits with your own learning style, so it’s
helpful to identify your preferred style. Are you a reader, listener, observer or doer?
= The most important point is how you take action on what you've learned

4. Know your personal values:

=  Compatibility of our personal values with organizational values highly affect our performance
as a leader. The more compatible the values, the more effective the leadership performance.

5. Know how you respond to change:

= Leaders need to understand and anticipate their own response to change and be agile when
dealing with it individually and for their organization. Consider the nature and consequences
of the change, organizational and individual history, and personality.
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Introduction to Personality Assessment - The DISC Model:

There are several personality assessment tools to try including ‘Myers-Briggs Type Indicator’,
the ‘Personality and Preference Inventory’, and the ‘Dominance, Influence, Steadiness,
Compliance’ model. The benefits of these models are that they can help provide insights on
knowledge and skills, but they have limited ability to measure deeper aspects of personality,
such as values, motives, traits, self-image.

The DISC model was developed in 1928 by Dr. Marston and can be summarized in the table
below. The model essentially has two sets of opposing traits: outgoing or reserved; and task-
oriented or people-oriented. People who take the test fall within one of around 40 different
variations of the four-letter DISC combination.

Dominance

Priorities: getting immediate results, taking action, challenging
self and other

What you notice: self-confidence, directness, forcefulness,

risk taking
Limitations: lack of concern of
othersf [mpatlence, Questioning
insensitivity Logic-focused
Objective
c I. Skeptical
Omp lance Challenging

Priorities: ensuring accuracy, maintaining stability,
challenging assumptions

Motivated by: opportunities to use expertise or gain
knowledge, attention to quality
Fears: criticism, being wrong

What you notice: precision, analysis, skepticism, reserve, quiet

Limitations: overly control, tendency to overanalyze, isolates self

Active
Fast-paced
Assertive
Dynamic
Bold

Motivated by: power and authority, competition, winning,
success
Fears: |oss of control, being taken advantage of, vulnerability

Thoughtful
Moderate-paced
Calm
Methodical
Careful

Motivated by: social recognition, group activities, friendly

Fears: Loss of stability, change, loss of harmany, offending others

Priorities: expressing enthusiasm, taking.actien, encouraging

Fears: social rejection, disapproval, loss of influence, being

What you notice: charm, enthusiasm, sociability, optimism,

Accepting
People-focused through
Emphasizing
Receptive Stead i ness
Agreeable

Priorities: giving support, maintaining stability,

Motivated by: stable environments, sincere
appreciation, cooperation, opportunities to help

What you notice: patience, team player, calm approach, good listener,

Limitations: overly accommodating, tendency to avoid change,

Influence

collaboration
relationships

ignored
talkativeness

Limitations: impulsiveness,
disorganization, lack of follow-

enjoying collaboration

humility

indecisiveness

What can it reveal about how we can better lead and interact with others?

Dominance Influence Steadiness Compliance
+ Let them + Talk opinions and |+ Use a steady * Be systematic and organized
discover things ideas pace » List advantages and
* Focus on * Ask how they're « Ask questions disadvantages
business feeling and listen « Give things in writing
* Argue facts not | = Summarize in * Be interested in * Provide proof
feelings writing what's him/her as a
+ Negotiate agreed on person

Recognize ideas
Build relationships

* Tell them what
todo

* Give too much
details or rules

+ Take too long to
do things

* Argue

Talk facts without

feelings

+ Allow them to lose
respect or self-
worth

* Introduce rapid
change

* Change routine or
environment

* Rush them

Rush decisions

Make sudden changes
Leave out the details
Be too broad
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Next Steps on your Workplace
Challenge

Now that you have successfully reached the end of the first e-course, Leading the Vision and
Strategy for Development Reform, we’ll look to the next steps in the Leadership and Innovation
Program.

First, you will by now have identified clearly the workplace challenge that you will work on for the
next four-week period, in your own professional environment. After having completed all 12
lessons in this course you should now have gained some insights and acquired some concrete
tools to use to help you address and try to overcome your challenge. For example, you may be
using the fishbone diagram covered in the PDIA lessons, or you may be using the stakeholder
analysis template and guidance for development of a stakeholder strategy.

"
You will now spend the next four weeks taking the

\ opportunity to apply what you have learned during all the
modules of this first e-course. This is part of the process that

will help you make progress on your workplace challenge.

During this action learning phase, if you have any
questions or want to seek guidance on any parts of this
course, please feel free to reach out to the staff at the
Royal School of Administration, who are supporting
you, in Cambodia, through this course. They are an
excellent resource for you and will be happy to help.
These facilitators will be identified to you and their
contact information shared so you may reach them, if
and as needed.

Until the launch of the second e-course, the World Bank team wishes you the very best for every
success in working on your personal workplace challenge. We also hope you will benefit from the
opportunity to connect with your peers and colleagues through your learning journey together to
share and learn from one another’s knowledge and experience.
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We look forward to seeing you
back for our second e-course
in a few weeks when we will
focus on:

Leading and Implementing
Development Reforms!
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Key Terms

Lesson 1: What is Leadership and Why does it Matter?

Leadership: the behavior and attitudes of a person that motivate and influence others towards
achieving common goals on behalf of an organization or an agreed outcome.

Manager: someone whose job is to control or organize someone or something, especially a
business or a team of people.

Civil servants: People employed in the public sector by a government department or agency.
They work for government departments, and answer to the government, not a political party.
Collectively, a State's civil servants form its civil service or public service.

Allies: people in an organization who are supportive or your agenda, and are prepared to back
you.

Public good: means acting for the benefit or the wellbeing of the majority of the community.

Lesson 2: Introducing Different Leadership Models

Adaptive leadership: a process of mobilizing people to tackle tough challenges and attain
shared objectives. Here, mobilization implies the ability to motivate, organize, orient and focus
attention. (Heifetz)

Authority: Power that is given to perform a service — therefore it is part of an exchange. It can
be given and it can be taken away. (Heifetz)

Collaborative Leadership: Leaders focus on involving everyone in collaborating to establish a
common goal, develop solutions and make decisions together. People work together on an equal
footing, and so leadership is exercised over the process rather than over individuals.

Downward influence: Leader provides direction from top of hierarchy and influence is directed
down the chain of hierarchy.

Formal Authority: Authority that comes with various powers of the job. It is granted because the
office holder promises to meet a set of explicit expectations — usually set out in their job description
or in laws. It is finite in time (linked to performance of job). The strength of the power depends
upon the importance and the relevance of their position. Usually exercised by managers.
(Heifetz)
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Heroic leadership: Founded on the principles of heroism and relies on a hero to appear and take
the role of leadership, and for that one individual to responsibly and effectively lead all others to
success or safety.

Informal Authority: Authority that rests on legitimacy and trust and how someone is perceived.
It comes with the power to influence attitude or behavior that can help motivate people to go above
and beyond just compliance to helping them give everything they have to their job. It can be built
upon behaviors and skills. Usually exercised by leaders. (Heifetz)

Mutual influence: Individuals influence one another peer-to-peer in a lateral direction rather than
a downward direction.

Public value: “Public value refers to the value created by the government through laws,
regulations, services and any other action.” (Moore)

Servant Leadership: Leaders start with the mindset of being a servant first. He or she focuses
on the needs of others before their own needs and ambitions, and their main desire is to serve
others.

Steward: An enabler of other people’s work and success. They strive to help others become
inspired, motivated, engaged. They also help to open up opportunities for others to enhance their
skills and develop professionally.

Transformational Leadership: Leaders create a culture of continuous and adaptive change that
will over time lead to major or transformational change. It includes changes in structures and
processes as well as culture. (Bass & Avolio)

Lesson 3: Developing Strategic Thinking

Globalization: the increasing connectedness and interdependence of world cultures and
economies (National Geographic Society).

Stakeholder: Someone who has a ‘stake’ or interest in the outcome of the reform, who can
influence a change, and/or who is affected by a change (or thinks they are). (McDermott,
Georgetown University McDonough Business School).

Strategic thinking: an ability to plan for the future. It is the capacity to prepare strategies and
develop ideas that will both cope with changing environments and consider the various challenges
that lie ahead. (Robert Half).

Strategic planning: the process of defining the goals of your organization for the immediate
future and the strategies by which these goals will be achieved and resourced
(consciousgovernance.com).

Tiger team: A small group with diverse but specialist skills brought together to work on a
particularly complex task or problem for a specified period.

SWOT analysis: a study undertaken by an organization to identify its internal strengths and
weaknesses, as well as its external opportunities and threats.
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SMART goal: a carefully planned, clear and trackable objective. It stands for Specific,
Measurable, Achievable, Relevant and Time-based.

Lesson 4: Leading and Adapting in your Organization

Leadership agility: It is the ability to make smart and effective decisions in a rapidly changing
world and act upon them.

360-degree feedback: a term used to explain a process in obtaining feedback about a
person’s performance, behaviours, strengths and weaknesses from superiors, subordinates, and
peers / colleagues. This may be confidential, anonymous feedback from the people who work
around them that is shared by the manager with the staff member, or an open discussion between
manager and staff or colleagues.

Lessons 5, 6, 7, 8: Problem Driven Iterative Adaptation

‘Best practice’: This term refers to a way of doing things — e.g., an accounting practice, a strategy
for sharing public health information — that certain experts have deemed to be optimal and
universally applicable. Such claims often rest on evidence collected from a particular place, but it
is often far from clear whether in fact what works well in one place will in fact work equally well
elsewhere. This concern is especially true for complex interventions (see definition of ‘complex’
below) such as those addressed by PDIA, where solutions emerge through several iterations. In
PDIA, we often contrast ‘best practice’ with ‘best fit’: ‘best practices’ are pre-determined solutions,
whereas ‘best fit' solutions are customized to accommodate the particular characteristics of a
unique context.

Capability traps: Those trying to reform the public sector can get caught in a ‘capability trap’
when they (a) make superficial changes that may look impressive to outsiders don’t address the
real underlying problems (for example, changing labor laws to be in compliance with international
agreements but not actual practices in factories — see ‘isomorphic mimicry’ definition), and (b)
when they then ask these “reformed” systems to do tasks that greatly exceed their capability (for
example, setting classroom learning goals much higher than what is currently being achieved —
see ‘premature load bearing’ definition). Together, these factors can combine to make the
situation worse, because the “reforms” inevitably fail, leaving staff and citizens disappointed,
disillusioned, and skeptical about whether real change is possible.

Change Space, Design Space: (e.g., AAA Change Space, ‘Crawling the Design Space’). In this
context, ‘space’ is an analytical concept referring to the various ways in which different outcomes
might occur. Think of it like a playground — it has clear boundaries, but within those boundaries
there are different places and different activities, and one discovers which is best by trying them
out! So, a ‘AAA Change Space’ refers to the extent to which reformers have adequate Authority,
Acceptance, and Ability to take their ideas forward; each of these three factors will vary in different
contexts, and it is this variation which determines how much ‘space’ reformers have available to
them. Similarly, when we encourage reformers to ‘crawl’ a Design Space, we mean reformers
should test out the likely effectiveness of different design options among those that are available
to them, since which option is in fact ‘best’ will only be discovered by trying it out in a real-world
situation.
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Complex: For present purposes, a policy or problem (or some aspect of them) is ‘complex’ when
it contains one or more of the following features: (a) entails lots of face-to-face interaction over a
long time period (e.g., classroom teaching); (b) requires numerous discretionary decisions that
others may reasonably decide to do differently (e.g., medical care); (c) is inherently contentious,
likely to face considerable resistance (e.g., raising/collecting taxes, adhering to business
regulations); and (d) the solution itself is not known at the outset, but rather has to be ‘discovered’
during the implementation process (e.g., responding to COVID-19 in early 2020).

Isomorphic mimicry: When something has a similar appearance to something else, it can be
said to be isomorphic. This is how camouflage works in the animal kihgdom — some non-
poisonous snakes, for example, look exactly the same as poisonous snhakes, and therefore get
all the benefits of being avoided by predators without having to make poison! And when we copy
someone or something else, we are mimicking it. So, when reformers try to change by just copying
what others do but change only what their organization looks like (not what it can actually
accomplish), they can be said to have engaged in isomorphic mimicry. An example is anti-
corruption laws: they may be carefully written by expert lawyers and in compliance with
international standards (thereby getting high ratings from external observers), but those laws
alone are unlikely to deter entrenched corruption. (They can be a start, however.)

Iteration: The process of taking an initial idea (or response to a problem) and steadily refining it
over time in a real-world situation, doing so on the basis of regular, reliable, and useable
feedback. Iterations help us learn what works (and what does not work); they help us gain a more
detailed understanding of why certain outcomes are occurring; they show where and how we
might improve the effectiveness of the most promising options (which in technical fields we might
call ‘prototypes’); and by refining them within a particular context, we help them gain greater
credibility and authenticity in the places where they might be used. Iterating is necessary because
little of this is obvious when we start out.

Latent practice: This refers to the improvements that could be achieved by making existing or
current approaches more effective. Such improvements may emerge through a period of intense
group effort to achieve tangible goals, such as the 100 day’ programs run by the Rapid Results
Institute. In such programs, teams commit themselves to working within their existing systems,
but actively seek to identify ways in which relatively easy improvements can be achieved. Having
demonstrated that change is possible, the hope is that the heightened level of performance sets
new standards and expectations.

Local legitimacy: The extent to which an idea or process is regarded as credible and authentic,
especially by those who must implement it and/or those who must live with its consequences.
Reform can be difficult, requiring many people to experience costly, life-changing upheaval — for
example, building a new highway to promote economic growth by better connecting rural and
urban areas may require clearing sacred land and moving thousands of people; increasing public
revenue might require raising taxes. These difficult challenges are likely to be less contentious if
the ideas on which they are based, and the processes by which they are implemented, are
perceived to be consistent with what citizens regard as fair, and compatible with their culture,
aspirations, and identity.

‘Positive deviance’: There is always variation is how well programs and policies achieve their
goals, especially when the issue is complex (see definition above). There are ‘average’ outcomes,
but around this average there are also some outcomes that are much better and some others that
are much worse, which can be called deviations. (Those familiar with statistics will know that a
measure of the variation around the average is called a ‘standard deviation’.) An outcome is


https://www.rapidresults.org/
https://www.rapidresults.org/
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therefore an instance of ‘positive deviance’ when it is much better than the average. This concept
initially came from public health, where researchers found poor families in crowded urban
settlements who, despite living in the same difficult conditions as their neighbors, nonetheless
had much healthier children. Finding and learning from cases of ‘positive deviance’ in public
agencies helps show what creative, diligent people are doing, even as they face the same
constraints as everyone else. But can their efforts be replicated elsewhere? That's what a PDIA
analysis can help to find out...

Premature load bearing: As the popular saying goes, one shouldn’t run before one can walk.
Premature load bearing is like driving a truck over a paper bridge: from a distance, the paper
bridge might look like a real bridge, but it will surely collapse when the heavy truck drives over it.
A noble goal of enhancing learning in primary schools is unlikely to happen if teachers are
routinely absent, if they have not been properly trained, if they are teaching classes with 70
students, and have few resources (such as textbooks and blackboards). Reforms will fail if too
much is asked of too little too soon.

Lesson 9: Engaging Stakeholders:
‘Apathetics’: Stakeholders whose actions cannot affect the implementation of the reform policy

and who attach a low priority to this policy

‘Defenders’: Stakeholders who attach ahigh priority to the reform policy but whose
actions cannot have an impact on the implementation of the policy

Interdependency: Being dependent upon one another for the achievement of a goal

Interest (for purposes of this session): Interest in an existing system, arrangement, or
institution for particular personal, professional, financial reasons.

‘Latents’: Stakeholders whose actions can affect the implementation of the reform policy but
who attach a low priority to this policy

Mobilize: To move people into action (around the project or reform)

Network analysis: A visualization of different actors who have a stake in, can influence, or are
affected by, a particular issue, and the relations between those actors

Neutralize: To prevent a person or organization from having any effect (especially negative effect)
upon your project or reform

‘Promoters’: Stakeholders who attach a high priority to the reform policy a priority and whose
actions can have an impact on the implementation of the policy

Stakeholder: Someone who has a ‘stake’ or interest in the outcome of the reform, who can
influence a change, and/or who is affected by a change (or thinks they are). (McDermott,
Georgetown University McDonough Business School).

Stakeholder analysis: A range of techniques for mapping and understanding the power,
positions, and perspectives of the players (stakeholders) who have an interest in, and/or are likely
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to be affected by, a particular policy reform (definition of ODI, Buse et al, 2005). A stakeholder
analysis helps us think through and map the different interests, attitudes and influences of
different stakeholders.

Stakeholder engagement strategy: A strategy to more effectively engage those with an interest
or influence on the project outcome based on their connections, influence, capacities and
communication flow and various other factors.

Sunk cost: Acostthat has already been incurred and that cannot be recovered. In
economic decision_making, sunk costs are treated as bygone and should not be taken into
consideration when deciding whether to continue with a project. (Example: spending $5 million
on building a factory that is projected to cost $10 million. The $5 million already spent—the sunk
cost—should not be taken into account when deciding whether the factory should be completed.
What ought to matter instead are expectations of future costs and future returns once the factory
is operational.) (Britannica)

Tacit knowledge: Unwritten, unspoken, and hidden vast storehouse of knowledge held by
practically every human being, based on his/her emotions, experiences, insights, intuitions,
observations and internalized information. (Business Dictionary definition).

Lesson 10: Communicating Effectively:

Active listening: A person not only hears the words but also listens for the complete message,
uses empathy and is non-judgmental.

Encoding/decoding in communication: The Encoding/decoding model of communication was
first developed by cultural studies scholar Stuart Hall in 1973. Titled 'Encoding and Decoding in
the Television Discourse'. The encoding of a message is the production of the message. The
decoding of a message is how an audience member is able to understand, and interpret the
message.

Inactive listening: inefficient and unproductive, you hear words go in and go out.

Leadership communication: It is not about great oratory or great charisma; rather it is about
getting others to believe in themselves and believe in your cause, and then achieve more than
they thought was possible (source: Kevin Murray)

Spectrum of listening: There is a spectrum of listening that involves four main types of listening
(active, inactive, selective and reflective — please refer to definitions included in this section)

Reflective listening: Listening to the whole message, providing feedback, and reconfirming the
message to reach mutual understanding.

Selective listening: Inefficient and unproductive listening - you hear what you want to hear.

Storytelling: Storytelling is a method to use a relevant story to your audience that touches their
emotions and senses. It is a powerful method to enhance your communication. It uses 4ls
framework (source: Why storytelling is so powerful in the digital era, Ashley Fell, 2017):
Interest (audience centric, attractive headline, incredible images); Instruct (have meaning, self-


https://www.britannica.com/topic/cost
https://www.britannica.com/topic/decision-making
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explanatory, easy to digest); Involve (connect with audience, listen and reflect); and Inspire
(future focus , solve problem, touch emotions and senses, encourage to act).

Lesson 11: Cultivating Productive Relationships:

Learning attitude: Willingness of a person to learn through various channels (books, formal
training session, seminar, workshop) and learning from others. Learning can take place in both
formal and informal environments and can be gained from formal and informal channels.

Productive relationship: It is the foundation for creating a workplace where employees are
engaged, productive, and continually innovating. Tthe foundation of a productive relationship is
trust.

Lesson 12: Understanding Yourself as a Leader:

DISC: DISC is a human behaviour model originally invented by Dr. William Marston in 1928. It is
nowadays also called a personality assessment tool that is being used in the human capital
management field for self-improvement, recruitment and selection, team development, training,
and coaching. Marston's DISC model essentially has 2 sets of opposing traits: Outgoing
or Reserved, and Task-Oriented or People-Oriented. The combination of traits results in four main
possibilities that correspond to four letters: D (or Dominance), | (or Influence), S (or Steadiness),
and C (or Compliance). There are around 40 various blend combinations of the four letters.

Self-awareness: Self-awareness is about understanding ourselves. It involves an understanding
of how one is seen by others, and an understanding of one’s own strengths and weaknesses, and
where they need support. By knowing this, they can serve their organizations better.

VUCA: VUCA is an acronym that stands for: Volatility, Uncertainty, Complexity and Ambiguity. It
was first used in 1987, drawing on the leadership theories of Warren Bennis and Burt Nanus —to
describe or to reflect on the volatility, uncertainty, complexity and ambiguity of general conditions
and situations.
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Worksheets and Reference Materials

Identifying your Workplace Challenge:

Experiential Learning and Results Implementation. Please prepare a summary note, no
more than 500 words, addressing the following points:

1. Summary description of the challenge:

2. Your role in trying to solve it:

3. Why you think it meets the criteria for a ‘tough challenge’ as described in the Guidance
Note on PDIA (at page 11 of this manual):

4. Obstacles you anticipate needing help with (for example, stakeholder engagement,
getting authorization to proceed):

5. What would be a successful outcome, in your view?
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Lesson 1: Leadership and Management Self-Reflection Quiz

Instructions: Read the leadership and management statements below. Circle the number
that represents where you are working now.

Note: We need both leaders and managers. There is no right or wrong answer.
1. Create avision or set goals

Leaders create a vision of what is possible in the future and engage people to be part of that
vision. Managers tend to focus on setting goals for the more immediate future.

1 2 3 4 5 6 7 8 9 10

Manager Leader
2. Change the system or maintain the system

Leaders look forward to change and innovation. They know there is always a way to do things
better. Managers focus on refining current systems.

1 2 3 4 5 6 7 8 9 10

Manager Leader

3. Afocus on people or afocus on systems and processes

Leaders understand that they can only deliver through the people who work with them and for
them. Managers tend to be more focused on systems and processes

1 2 3 4 5 6 7 8 9 10

Manager Leader

4. Take risks or control risks

Innovation is a necessary part of achieving breakthrough change, but it carries a higher risk that
there will be some failures. Leaders are prepared to take risks to deliver innovative outcomes,
while managers tend to commit only to projects where risks can be managed.

1 2 3 4 5 6 7 8 9 10

Manager Leader

5. Long term focus or short-term focus
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A leader will have a longer-term focus, and be interested in how the organization is preparing for
its future many years out. A manager tends to think in shorter planning cycles.

1 2 3 4 5 6 7 8 9 10

Manager Leader

6. Personal growth or rely on existing skills

A leader seeks opportunity to take on new responsibilities and to further develop themselves. A
manager is more likely only to accept new responsibility when asked, and to rely on their existing
skills.

1 2 3 4 5 6 7 8 9 10

Manager Leader

7. Have followers or employees

Leaders have people who follow them, and who are personally inspired by them. Managers have
employees who work for them.

1 2 3 4 5 6 7 8 9 10

Manager Leader

8. Coaching or directing

A leader will enable more junior staff to develop their skills and abilities, and encourage them to
contribute their ideas. A manager will direct or instruct more junior staff.

1 2 3 4 5 6 7 8 9 10

Manager Leader
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Lesson 3: Cambodia Pre-Schools Case Study

Role of preschools in improved child development in rural Cambodia
1. Source of case study

This case study is based on a policy note published by the World Bank in May 2020. The note is
based on a more detailed study Improving Preschool Encouraging Demand: Heterogenous
Impacts of a Large-Scale Program published as a World Bank Policy Research Working Paper in
December 2019.

It also refers to an article published by the World Bank in 2017 Investing in Early Childhood
Education for Cambodia’s Future Success.

2. Background to the study

It is widely recognized that the early years (0-6) are a vital time for the physical, emotional, social
and intellectual development of the child. Pre-school attendance can play a critical role
in engaging the child in early learning experiences and preparing them for school.

In Cambodia, there are two kinds of preschool. There are state preschools that are financed by
the Ministry of Education, Youth & Sport. Teachers employed in these preschools receive two
years of formal training in a teacher training center. They receive a monthly salary of about $250
to teach for 3 hours a day, five days a week. Centers are well-equipped and facilities are generally
good quality.

The other kind of preschools are called informal (or community) preschools. These preschools
have traditionally had inferior infrastructure and staff were more poorly trained and paid.

The rate of participation by 5 year old children in pre-schools has increased in recent years, from
about 40% in 2009 to 66% in 2016. This is a great achievement. However, there remains more to
be done.

With this recognition, the Cambodian Government established 500 new community preschools
across the country. At the same time, an information campaign about the benefits of preschool
education was launched, as a way to improve use of these new services. In addition, teachers in
the community preschools received training materials and 35 days’ training to assist them deliver
a better service.

3. The study

The purpose of this study was to evaluate the impacts of expanding and upgrading the community
preschool program in Cambodia on school participation and enrolment, and children’s social-
emotional and cognitive (intellectual) development. It wanted to establish if many more children
enrolled in preschool, and how much of a positive impact it had on the children’s development.

The study took place in 305 villages in 13 provinces in south and north-east Cambodia. Each of
the villages was randomly assigned to a control group or to one of three groups, where different
interventions would be trialled:
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» The village received a community preschool

> The village received a community preschool and home visits by a village leader and field
staff to increase awareness of the service, or

» The village received a community preschool and home visits to increase awareness of the
service and counselling on early childhood developmentand nutrition (based on
Cambodia’s existing home-based program).

The home visit program was aimed at increasing demand for early childhood services by speaking
directly to parents and caregivers, and to guide them through the enrolment process. The
information was provided in a leaflet, and was distributed by the local village head accompanied
by the study field staff.

The home-based program was a program run by the Ministry of Education, Youth and Sport,
which offered local volunteer parents 35 days’ training in a wide range of child development
topics. These volunteers promoted preschool enrolment of children 3-5 years, and led monthly
meetings for parents.

There were three waves of data collection at annual intervals, from mid-2016 until mid-2018.
There were detailed classroom observations, and individual assessments of each child. These
assessments measured children’s skills related to executive function (e.g. planning & organizing
skills, emotional control), language, numeracy and motor skills development.

4. Why is this study important?

There is very rich research data to suggest that any investment in early childhood care and
education gives children the best start in life to become healthy, happy & resilient adults. Even
with the most loving family, it is beneficial to the social and emotional development of children to
have experiences outside the home where they are engaging socially with other children,
and engaging in more structured learning. Also, children who attend preschool typically achieve
at a much higher standards in the early years of school, compared to those children who have
not had that opportunity.

With some capacity to further increase the number of Cambodian children attending preschool, it
is critical that the value of current expenditure is firstly examined to see if the preschool expansion
program has had the intended effect, or how it could be improved for the future.

5. What did the study find?

The study found that construction of the new community preschools increased preschool
participation overall, although the increase may not be significant, given that many families just
switched their children over from the previous informal preschools to the new community
preschools because they had better facilities.

There were slight improvements in the social-emotional development of children attending the
community preschools, but these faded out completely over time. Impacts on the cognitive
development of children from wealthier households were larger, and statistically significant.

Although the physical infrastructure of the new preschools was much improved, the curriculum
content and the quality of the teacher-child interactions were only slighter better than the old
informal preschools, while those in the state preschools were much better. The results are
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consistent with research indicating that the method and practice of teaching as well as the quality
of teacher-child interactions are more important than the quality of the physical facilities.

The study also indicated that the awareness campaigns — both the home visits and the more
intensive program using the training volunteers — did not result in increased preschool
enrolments.

Finally, the study concluded that further research would be needed to find what strategy would be
more cost-effective to support the learning of young children. Community preschools cost much
less to build and run than state preschools. However, the factor that made the most positive
difference for children was the quality of teacher-child interactions.

Now that preschool coverage is relatively high, a new area of focus could be a shift to looking at
improved training for community preschool teachers (currently 35 days compared to 2 years for
State preschool teachers) and better pay.

6. Some questions to think about

We will be discussing this case study during the webinar in the next session. Some questions you
might like to think about include:

> What are the key issues for public policy in this case study?

> Would you focus on expanding the number of community preschools or increasing the
level of training available to preschool teachers in community preschools? Why?

> Are there other options which do not require as much infrastructure cost, but may give a
better outcome?

> How could the evaluation process be made more useful?
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Lesson 9: Stakeholder Analysis Template

Reform goal to be achieved:

1. Private sector companies

Name of Person or
Organization

What are their
primary interests?
What do they care
about the most? List
two or three.

Describe how they
influence the reform
goal

Who influences this
person/organization
the most? How so?
(e.g. funding,
conflict, informal
relationship)

Are they for, against, or
neutral? Why?

2. Community organizations, civil society, NGOs

Name of Person or
Organization

What are their
primary interests?
What do they care
about the most? List
two or three.

Describe how the
reform impacts these
organizations?

Who influences this
person/organization
the most? How so?
(e.g. funding,
conflict, informal
relationship)

Are they for, against, or
neutral? Why?
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3. Beneficiaries and community stakeholders

Name of Person or What are their Describe how the Who influences this Are they for, against, or
Organization primary interests? reform impacts person/organization neutral? Why?
What do they care these the most? How so?

about the most? List | individuals/groups

(e.g. funding, conflict,
two or three.

informal relationship)

4. International actors, development partner

Name of Person or What are their primary | Describe how the Who influences this Are they for, against, or
Organization interests? What do reform impacts person/organization neutral? Why?

they care about the these groups the most? How so?

most? List two or (e.g. funding, conflict,

three.

informal relationship)
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e.g. You Tube)

* Let people know the plans and timelines for

Interest projects through YouTube, website, social
media, local TV, press conference (face-to-
face)

e Ask people to actively participate by giving
report/feedback about any case in real time
using the application Qlue (people can take
pictures and send it instantly)

Involve

Leadership & Innovation Program

Basuki Tjahaja Purnama, or well known as Ahok

15th Governor of Jakarta (Nov. 2014 - May 2017). Previously
Deputy Governor of Jakarta (Oct. 2012 — Nov. 2014)

Well known for transparent, direct, straight-forward style of
communication to public - frequently using digital technology

How Ahok communicated

with the public

[ Instruct

Share why and how each plan is to be done by sharing all
meetings regarding the process and progress through
YouTube, local TV, social media

Provide direct access to him through WhatsApp and SMS

_—
[—
.

Inspire

Walk around the city to get the feel of what is happening
Invite people to have one-on-one problem solving at town

Follow through

=

Al

Every morning the governor  He was contactable  He used social media

had one-on-one meeting through Whatsapp  to communicate with
with public and solve their ~ or SMS (he shared public (You Tube)
problems his name card with
the public)

Walking Around) the environment clean

He was in the field to He set up The Orange And also The Blue

support and led Squad : to maintain Squad : to keep the
immediate actions public facilities, waterways clean
(Management By infrastructure and keep  including water tunnel
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