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Leading Edge Promising Practices in Collective and Individual Leadership Development

By LLC Staff

Note:  For a scan project that was funded by the Packard Foundation, LLC staff identified and shared promising practices for collective and individual leadership development based on what we have learned through our work during the past 10 years.  One of our initial goals was to have this scan become a Wiki so that Packard leadership grantees could add experiences, innovations, resources, and evaluation findings to make each section richer.  We also hoped they would add other strategies they have found promising.  While the Wiki project never got off the ground, we believe the strategies discussed below and the resources provided are valuable for the leadership development field. We hope to have the opportunity as part of our Leadership for a New Era Learning Initiative to create an interactive platform with this document so that community members can share their resources and experiences, and work together to expand shared knowledge and wisdom about leading edge practices in leadership development.        

Introduction

In recent years there have been increasing efforts to develop and support leadership that can catalyze large-scale sustainable change. A growing emphasis is being placed on how to support a critical mass of leaders who mobilize people and resources on a scale that makes sustainable change possible.  Below LLC staff identified a number of strategies used for building collective leadership (the capacity of large groups of people and organizations to lead change) such as networks, communities of practice, learning communities, and multiple stakeholder partnerships, among others.  Other strategies support individuals to grow and change (e.g., develop self-knowledge and awareness, work through fears, and shift mental models) so that they become more effective social entrepreneurs and champions of social change. 

Networks

The motivation to create networks is growing as communities become more interconnected and the problems they face more complex.  Leadership networks demonstrate the power of connecting people with common passions and commitments.  Networks enable people to meet and get to know each other, have their commitments affirmed, and call on each other for assistance.  Sometimes, members of networks collaborate on projects, coordinate their activities, or mobilize around a policy issue. 

Networks have certain limitations.  The leadership of networks is often highly distributed and as a result may not be very efficient (however, these also may make networks more adaptable than organizations for certain leadership challenges).  Networks that collaborate to provide services generally evolve more structure than advocacy or innovation networks. The strength of advocacy and innovation networks is in their capacity to reach out, engage, and mobilize others.  By building strong bridges, these networks become a more powerful force for change.  When a campaign, election, or other critical event takes place, networks with strong ties across many boundaries are likely to be more successful. 

Resources
· Peter Plastrik and Madeleine Taylor, Net Gains:  A Handbook for Network Builders Seeking Social Change  

· Keith Provan and Brint Milward, A Manager’s Guide to Choosing and Using Collaborative Networks 
· Allison H. Fine, Momentum:  Igniting Social Change in the Connected Age (2006)

· A Wiki bibliography on Leadership Networks prepared by Claire Reinelt and Bruce Hoppe
Communities of Learning and Practice

A good deal has been learned about how to distinguish, nurture, and evaluate various kinds of networks. Recently, some interesting work has emerged about how networks and communities of practice are related to each other in a lifecycle of emergence.  According to Margaret Wheatley and Debbie Frieze, networks are the foundation for the emergence of communities of practice.  Like networks, communities of practice are self-organized. People share a common work and realize there is great benefit to being in relationship. People use communities of practice to share what they know, to support one another, and to intentionally create new knowledge for their field of practice. 

Communities of practice differ from networks in several significant ways. They are "communities" (people make a commitment to be there for each other). They participate not only for their own needs, but to serve the needs of others. In a community of practice, there is an intentional commitment to advance the field of practice, and to share those discoveries with a wider audience. 
One way to support the emergence of communities of practice is to support networks to become more intentional about how they engage one another and make decisions, what actions they take, how they learn from their experiences, and how they share it with others.  While much is being learned about how to support the emergence of a community of practice, there is still an open question about how norms and practices develop within a community of practice and ripple out into the larger society and create social change.

Programs that support the emergence of leadership within communities of practice are Berkana, Center for Reflective Community Practice, SEED-NY, Kellogg Leadership for Community Change, and the Leadership Learning Community.

Resources

· Meg Wheatley and Debbie Frieze, Lifecycle of Emergence:  Using Emergence to Take Social Innovations to Scale
· Etienne Wenger, Richard McDermott, and William Snyder, Cultivating Communities of Practice:  A Guide to Managing Knowledge (2002)

· Rebecca Gajda and Christopher Koliba, “Evaluating the Imperative of Interorganizational Collaboration:  A School Improvement Perspective,” American Journal of Evaluation (28:1, March 2007)

· Deborah Meehan and Claire Reinelt, Accelerating Learning about Leadership Development: A Learning Community Approach
Multi-stakeholder partnerships

Multi-stakeholder partnerships are designed to address complex issues whose solutions require multiple stakeholders within a system to communicate and coordinate.  For instance, in order for the food system to be sustainable, there has to be coordination among producers, buyers, distributors, and consumers to create a system that works for everyone and for the environment. 

The Synergos Institute and Generon Consulting have been pioneering an approach to multi-stakeholder partnerships that is based on Otto Scharmer’s Theory U and uses a process called “Change Laboratory.”  

“Change Laboratories convene teams of 30-40 senior representatives from business, government and civil society, who together possess the influence, knowledge, and ability to build breakthrough solutions to complex problems.”  -- From the Synergos website

Each person represents a key piece of the larger system; together, the team approximates the system itself.

Change Laboratories facilitate a series of intensive activities over several months.  There are three phases to the Change Laboratory.

· Sensing.  The sensing phase involves participants in “learning journeys” to the field (e.g. places outside one’s day-to-day experience where something innovative is happening) so that they can better understand what is preventing change, and where there are successful innovations that may be taken to scale.  In addition, the team comes to appreciate its own diversity of perspectives.
· Reflection.  The reflection phase assists the team to let go of the usual patterns of thinking, interacting, and acting so that they can become clearer about what they and the group are being called to do.  This process catalyzes action based on deep commitment.  The method used for this phase in the “innovation retreat” centered on a multi-day solo nature experience. 
· Action.  During the action phase, the goal is for teams to translate the creativity, insights and commitments that emerged in the reflection phase into prototypes or models that can be piloted, evaluated, and adapted for broader application.   
There are several innovations in this approach that are worth noting.  First, a good deal of thought has been given to who should participate. Often identification and selection of participants is more ad hoc and does not create the opportunity for all perspectives in the system to interact. The goal is to get leaders in the room who represent all segments of the system that is needed in order to create sustainable change.  A second innovation is the deep level of personal work that is required in order for the conditions to be created that enable a shift or breakthrough to take place.  People have to let go of personal agendas, individual ego needs, past habits of thoughts, untested beliefs, and misaligned behaviors in order to be open to the new perceptions and ideas that can emerge from a true synergy that creates something new.  A third innovation is the focus on action by the team itself.  They are responsible and accountable to each other to create and test prototypes that shift the system in a more sustainable direction.

Evaluations of multi-stakeholder partnerships have focused primarily on telling the story of the partnership in order to surface lessons learned that can be used to improve the Change Laboratory process. It is still soon to detect whether multiple prototypes gain the traction to go to scale and actually shift how the system works.  This, of course, takes an unpredictable amount of time depending on how capable the system is of changing itself, how much resistance there is, how powerful the need is, and the viability of the prototype.

There are several challenges to a multi-stakeholder partnership process that may need to be further addressed.  First, change is going to require organizations to buy into and implement the prototypes that are generated by the team.  Having senior leadership in the room is one way to ensure this buy-in is more likely; however, there is still the challenge of doing internal organizational work to build support for the change.  Since other members of the organization have not been through the process of the Change Laboratory, they may not appreciate what has emerged from that process.  

Second, the solo nature experience during the reflection phase is a high threshold experience that may not be realistic in some circumstances.  Finding alternative methods for supporting groups of individuals to let go of preconceived ideas, mental models and behaviors is needed in order to expand the possible venues where this approach can be used.  

The third challenge is sustaining attention over a long period of time to steward the prototypes by naming, resourcing, and illuminating them so they have the potential to go to scale.  Current philanthropic approaches often mitigate against this occurring because the timeframe in which change is desired is often too short.

Resources:

· Synergos Multistakeholder Partnership Program website provides an overview of the program and the approach that is used to foster collaboration that can address critical human challenges.
· “Lifecycle of Emergence: Using Emergence to Take Social Innovations to Scale” by Margaret Wheatley and Deborah Frieze (2006) 

· “The U-Process:  A Social Technology for Addressing Highly Complex Challenges” by Zaid Hassan and Adam Kahane (2005) For a deeper exploration of the U-process, see Otto Scharmer, Theory U: Leading from the Future as it Emerges (2007)
Adaptive Leadership

Many of the leadership development approaches that we are highlighting in this current review of the field, share an appreciation for the broadening our understanding of leadership beyond positional authority to leadership that is earned and exercised by virtue of influence.  Of course implicit in leadership development is a belief that leadership can be supported and developed. In the field of leadership development there are approaches that are providing participants with the skills or a specific framework that will better enable them to implement predefined solutions to specific social problems, i.e. Ron Heifetz in his work refers to these as “technical solutions”.  

Many leadership programs are now taking the approach of providing problem solving skills, access to resources, and connections to a cohort with the expectation that participants themselves need to generate the solutions to those issues and problems that matter most to them.  This type of leadership takes a commitment of time and the willingness to take risks and experiment with possible solutions.  Participants must be willing to engage honestly and rigorously in learning from their efforts and about their motivations and values. Ron Heifetz calls this “adaptive leadership” pointing to the importance of understanding adaptive pressures and dynamics, and using those insights to be more successful in leading change.  Ron Heifetz and others who recognize the importance of developing adaptive leadership believe that these skills can be taught. 

“Adaptive leadership” pays attention to context and recognizes the risks and danger of exercising leadership that creates disequilibrium and often causes strong reaction.   The premises of “adaptive leadership” seem particularly relevant to those who are exercising leadership in the developing world in climates that are highly unstable and rapidly changing.  There are no easy solutions and leadership must engage actively with multiple stakeholders in understanding problems and seeking solutions with an openness to learning from trial and error.  Adaptive leadership is an activity.

Resources:

· Leadership on the Line: Staying Alive Through the Dangers of Leading Martin Linksy and Ronald Heifetz, April 2002

· Leadership Without Easy Answers Ronald Heifetz, 1998

· Leadership Can Be Taught: A Bold Approach for a Complex World, Sharon Dolaz Park

Place-based leadership

Developing place-based leadership is a strategy for engaging people where they live rather than taking them out of their contexts.  Working with leadership in context is a very complex undertaking.  The Kellogg Foundation through its Kellogg Leadership for Community Change program has a framework for change that has four stages:  Build Trust; Co-Construct Purpose and Strategic Plan; Act Together; and Deepen, Sustain, and Make Work a Way of Life.  The framework also identifies four forces at play in any community change process. 

· Community as Context:  the power of place culture and history; also known as “community.”

· Crossing Boundaries:  the power of collective leadership also called “group”.  

· Giving One’s Best:  the power of developing one’s own gifts, referred to as “individual;” 

· Making it Happen:  the power of change, also called the “community initiative.”  

The KLCC framework has been summarized in a 4 x 4 chart with the above four elements and the previously mentioned four stages. In each of the 16 cells of the framework there is a particular learning challenge that leaders in communities need to accomplish. For sustainable change to occur, communities need to continually revisit each of these tasks in order to go deeper with their learning and action.     

One of the key activities that Kellogg provides for communities that are part of this initiative is the opportunity to come together across communities.  Connecting local efforts and engaging them in reflection and learning with each other has a powerful catalytic effect for communities, and also leads to a greater understanding about the patterns of change in communities.

KLCC has faced several challenges.  One is finding a local organization to lead the community change process.  Intermediary organizations need to be widely recognized by the community as inclusive and fair in their practices and committed to strengthening their capacity to steward community change.  If an organization is perceived as aligned with a subset of community stakeholders or if they lack the commitment and capacity to develop their stewardship, then the process is likely to stall.

Another challenge is evaluation. Different communities have their own pace and process they go through.  Evaluation needs to be a very local effort, engaging stakeholders in reflection about what has changed in their community.  At the same time, the foundation is interested in better understanding its theory of community change, and therefore needs some ways to track change across communities.  These two evaluation goals often create tensions that have to be managed in any community of place change strategy, especially those that seek to connect local efforts with each other.

Resources

· Patricia Hughes, The Framework:  A Tool to Develop Collective Leadership for Community Change
· W.K. Kellogg Foundation,  The Collective Leadership Framework:  A Workbook for Cultivating and Sustaining Community Change (2007)
· Developing Bridging Skills Design Elements http://leadershiplearning.org/node/136
· Cultivating Bridge Leadership http://leadershiplearning.org/node/135
Boundary-Crossing

In any community or system there are boundaries that keep people apart and lead to misunderstandings and tensions. Boundaries help people make sense of their experiences, but when they lose their permeability and become barriers they often lead to misunderstandings and distrust that interfere with collective capacity to lead community and systemic change. Learning how to effectively cross boundaries is increasingly critical to leadership success.  The California Endowment has developed a grantmaking strategy that specifically seeks to develop and support boundary-crossing leadership because they believe that addressing complex health problems will only happen if large numbers of people across many boundaries can work together.  Boundaries include those of race, ethnicity, gender, generation, sexual orientation, sector, profession and many others.     

Boundary-crossing leaders are committed to implementing strategies for social change based on inclusiveness and coalition building. Boundary-crossing is not limited to individuals, boundary-crossing organizations are also key to addressing systemic inequities. 

The focus on boundary-crossing seeks to be intentional about bridging differences so that they do not become an impediment to collective action.  Some of the strategies that are effective at developing boundary-crossing leadership are listening, storytelling, dialogue, and joint projects.  Often spaces are created for healing and dealing with past injustices.  

A focus on boundary-crossing carries with it a tension because the word “boundary” evokes the pain that is often caused by these boundaries and leaves some people feeling that focusing on it recreates what needs to be overcome. Another similar concept to boundary-crossing is bridging leadership.      

Resources

· The California Endowment, A Conversation on Boundary-Crossing Leadership (2006)

· Stephen Pierce, Bridging Differences and Building Collaboration:  The Critical Role of Leadership (2002)
Hosting

The art of hosting is a practice of creating spaces that generate connections, deeper conversations, and release the wisdom that is in the group so that people can work together more effectively to solve problems.  There are a number of techniques that are being developed to foster synergies among people so that they can develop a common language, make decisions and collectively act.  These include World Café, Open Space Technology, Dialogue and Storytelling Circles, and Appreciative Inquiry.  

The role of facilitation is critical to the success of hosting.  Facilitators assist the group to hold a space where honesty, humility, creativity, and passion can be expressed with people whom one may have never talked to or interacted with in this way before. 

Two important tools in creating this space are silence and storytelling. Silence is a powerful tool for helping people see things in new ways and make connections that were invisible before.  The power of silence is not in “doing” but in letting go of doing.  Otto Scharmer found in his interviews with 100 of the world’s most creative people that a practice of silence was an integral part of their work.  

Another powerful tool for building deeper connections is storytelling.  Through storytelling people share their life journeys, and reflect on how the context, relationships, and learning from experiences have shaped who they have become as individuals, organizations, or communities. Powerful oral stories often incorporate silent moments in the telling.

Facilitators often have an initial fear of using silence in their work because they think people may feel too uncomfortable.  We have found great appreciation among people we have worked with to be together in silence with others who care passionately about an issue.  It creates a new opening for joint exploration that unleashes creativity.

Effective hosting profoundly affects people’s sense of what’s possible.  People often deeply connect with others who bring very different experiences from them.  The power of these connections touches people’s hearts, minds, and souls.     

One of the challenges of hosting is that people often have a difficult time taking what they have experienced back into contexts and environments whose purpose and methods of interacting are antithetical to hosting (e.g., hierarchies and bureaucracies). This can cause frustration and disillusionment.  One way this is being addressed is by creating “communities of practice” or “learning communities.”  These will be discussed below.

A second challenge is “harvesting” the wisdom that is generated through these dialogues and conversations. While the experience is often enough for the group itself, and reflecting may feel like it diminishes the experience, there is evidence that taking time to reflect sharpens understanding about how change happens, how we make meaning of experiences, how we interact with others, and what we do as a result. 

A third challenge is moving to action.  Action requires a more sustained engagement over time that extends beyond one gathering or event.  Often hosting is a one-off experience that does not occur within a structure that can continue to facilitate engagement and action. In an interview with Carla Kimball who has attended several workshops at the Shambhala Institute, she spoke about the power of asking participants before the workshop “how they had applied what they learned.”  This question was asked in the past, not the future, tense.  Carla recounts that posing this question transformed her experience of the workshop by prompting continuous reflection on what she was hearing, experiencing, and learning in terms of how she might apply it in her life and work.  As a result, she came back and established a Shambhala “alumni” community in Boston that meets monthly.

Resources

· The Art of Hosting website describes the purpose, principles, and different methods of hosting.  There is a special section on the Art of Harvesting
· The World Café:  Shaping Our Futures Through Conversations that Matter by Juanita Brown with David Isaacs is a practical guide to hosting the world café.  
· Global Dialogue Project  Otto Scharmer’s interviews with leaders
· C. Otto Scharmer, Theory U
· A Synthesis of Café Table Notes from Creating Space VIII
Programs that use hosting are the Berkana Institute and the Shambhala Institute.

Social Entrepreneurship

At the earliest stages of an idea, there is often one person or small group of people who champion a new way of looking at a problem, or a new way of doing things that improve on what has been done before.  Leadership programs that support social entrepreneurs invest in individuals or organizations at their earliest stages of development, providing recognition, resources, technical assistance, and incubation so that ideas can manifest themselves in the world.  

One of the challenges of these leadership programs is finding the people who are entrepreneurs.  Programs, like Ashoka, have developed extensive networks around the world in order find entrepreneurs, and a process for selecting the best.   Through the selection process, Ashoka seeks to determine if someone has a pattern-setting idea (e.g., an approach to a problem that is different from how it has been handled in the past), the tenacity to pursue and adapt the idea, a commitment to solving problems throughout their life history, the quality of entrepreneurship (e.g., the unending quest to solve a problem), and ethical character. Considerable time and resources are invested in selection.

Often the recognition of having been selected after a process like this unleashes more creativity and protects the person from those who are critical of them for their “out-of-the-box” ideas.

Entrepreneurs tend to thrive when they are given resources, space, and support to incubate. The Tides Center is an example of a program that supports and nurtures emerging organizations by providing infrastructure support that keeps overhead costs low.  This helps tremendously when an idea is new and does not have the track record yet to sustain itself.  

Examples of programs that are supporting social entrepreneurs are Ashoka, the Berkana Exchange, Echoing Green, Leadership for a Changing World, the Tides Center and the Skoll Foundation. 
Resources:

· David Bornstein, How to Change the World:  Social Entrepreneurs and the Power of New Ideas
· Frances Westley, Brenda Zimmerman, and Michael Quinn Patton, Getting to Maybe:  How the World is Changed
· Meg Wheatley, Supporting Pioneering Leaders as Communities of Practice: How to Rapidly Develop Leaders in Great Numbers (http://www.berkana.org/resources/pioneeringleader.html)

Social Media and Leveraging Technology

“The proprietary structures of the previous era rewarded gathering information 

and making it available in a one-way broadcast to passive consumers.  The Web 2.0 era is marked by open sharing of information and encouragement of  interactivity side-to-side of participants and constituents.  Social change organizations must be open, agile and participatory in order to use the new technology to its best advantage.  For many organizations this means a significant shift, and a struggle, in how thy think about and conduct their work within and without their organizations.”  —Allison Fine

There are a great many tools making up what’s becoming known as the social web; and whether one refers to them as web 2.0 or the new media, their impact on how we work, communicate, relate and lead is much deeper and profound than any catchy name might suggest.

Much of the technology behind this next generation of the web is really about a cultural shift rather than about a new coding language, gadget, or widget.  Instead, the social web is a term used to encapsulate a growing set of web- and mobile-device-based tools and an emerging philosophy on how to use them. As leadership becomes less about top-down and more about side-to-side, these tools are having greater impacts on change. Their democratizing effect has important implications for leadership development.  The message becomes about listening and being adaptive rather than having a single  message held with an iron grip.  Wikis are being used to develop accessible and ever-changing resources that are inherently collective and therefore democratic.  Blogs are giving voice to people on a scale never before possible. Mobile devices, and other sharing platforms are now in use by farmers in Ghana who can check market prices and plan their harvest and trips to market accordingly instead of gathering, making the trip and hoping for the best.  Mobile phones were also instrumental in influencing elections in Kuwait and student walk-outs in California.

One entity (or a few entities) having the knowledge and know-how and directing others to act within strict and specific parameters is no longer sufficient in this environment.  Individuals and organizations must be collaborative, adaptive and open or be left behind while others continue on the cause. When the ACLU learned that folks were using Meet-Up.com to initiate gatherings in their name yet not officially sanctioned by the ACLU, the organization sent the web-based social networking company a cease and desist letter.  Clearly they didn’t not understand at that point that going after the company was akin to going after the phone company because someone organized a meeting on the phone.  According to Scott Hieferman, meetup.com’s founder, the ACLU was uncomfortable with their name being used or their message being altered in ways they could not control.  Instead of being encouraged and heartened by people motivated to act on their own, the organization longed for control.  The ACLU is certainly not alone in this reaction, many organizations of the nonprofit and for-profit variety, are having difficulty with this transition from a broadcast culture to a participatory culture where the emphasis on listening is as great if not greater than the emphasis on talking. To be effective at change agency one has to know how to work well with others and when to step up and when to step back.

During the last major elections in Kenya there had been talk in the blogosphere mostly by westerners in nonprofits and NGOs about the Kenyans and their election for a few weeks when a Kenyan came across the site and said essentially why don’t you just listen to us.  The Kenyan commenter pointed the users of that site to several Kenyan bloggers writing in English where a much more fruitful learning exchange took place among the multicultural and multinational group gathered in this virtual space.  In this particular instance, there was no organization or “branded” leader with name recognition and political, social or economic caché.  There were concerned individuals coalescing around a topic of importance to them.  The organizations wound up “pointing and shedding a bright light” to use a David Dodson phrase, to the Kenyans and thus exposing their voices and points of view and garnering a wider audience and base of support to those working on change in their own communities.

In general we are observing (though not with absolute scientific measures) that people, especially young people, are becoming less and less attached to individuals or organizations as leaders and more to movements and causes.  People are beginning to coalesce online and on-land around common issues and causes making network leveraging, boundary-crossing, learning communities, adaptive leadership and other aspects of the successful approaches to leadership development we are observing, all the more relevant.

There are a great deal of people domestically and abroad who do not yet have access to these tools, however access is increasing exponentially and to ignore the successes across the globe achieved with their use would be foolhardy. There are countless examples of uses of these tools for bringing about positive change and justice in many different places in the world and the potential is becoming even greater as internet access proliferates.  The continent of Africa has only a 4.7% user rate (the loswest in the world) yet still, with a population of 933,448,292 (September 2007), that represents just under 44 million people.  In a culture of information sharing and collective development, that is a significant number making up 3.5% of the internet’s users and reflecting an internet adoption rate of 874.6% from 2000-2007, approximately 8 times the reate of U.S. adoption in the same time period. The successful exercise of leadership and the social web are each moving rapidly toward side-to-side adaptive leadership. Perhaps where they meet is where we find a more sustainable and just world.

Resources

Books & Articles

· Allison H. Fine, Momentum:  Igniting Social Change in the Connected Age (2006)

· Allison H. Fine, Web 2.0 Assessment of the Overbrook Foundation’s Human Rights Grantees (2007) 

· Lev Grossman, Time Magazine, “Time’s Person of the Year is You,” http://www.time.com/time/magazine/article/0,9171,1569514,00.html
· David Weinberger, Everything is Miscellaneous (2007)

· Rick Levine, Christopher Locke, Doc Searles and David Weinberger, The Cluetrain Manifesto: The End of Business as Usual (1999)

Organizations

· Aspiration Technology, http://www.aspiration.org

· Kabissa, http://www.kabissa.org

· Kiva, http://www.kiva.org

· Mobile Active, http://www.mobileactive.org
· NetSquared, http://www.netsquared.com
· NTEN, http://www.nten.org
Mentoring

Mentoring is often a one-on-one relationship in which emerging leaders have an opportunity to connect and work with more established, experienced leaders who can advise them, help connect them to people and resources, and provide encouragement and support as they step up into leadership. 

Mentoring programs remain a popular element of leadership programs even though there are a number of questions that have been raised about how to effectively design and implement these programs.  

· How do you effectively identify and match mentors and mentees?

· What training do mentors need?

· What is the appropriate duration and time commitment in a mentoring relationship?

· How do you encourage accountability in the mentoring relationship?

· For what purposes should mentoring be included in the program design?

Mentoring programs seem to work best when there is a clearly understood need, clear objectives and evaluation measures, training of mentors, and a formal agreement.

One of the challenges of mentoring programs is finding the right fit between the mentor and the mentee.  This is more than matching needs with skills; personality compatibility is essential in a mentoring relationship and is often not given enough consideration.

There is often an assumption in mentoring programs that people who are selected to be mentors know how to mentor.  Having the capacity to mentor means having certain attitudes, knowledge, and skills; it does not inhere in any position rather it is a capacity anyone can cultivate, although those who are in well-established positions may have more to give mentees in some cases. Mentoring clearly needs to be taught as a leadership capacity. 

Mentoring benefits the individuals involved, and if done well, supports the leadership development of the mentee.  As a strategy for individual leadership development, it is clearly valuable; it is less clear how it impacts organizations, communities, and fields.  Can the effects of mentoring be scaled up?  Is it most useful in an organizational context or can it also be effectively used in communities/fields? 

Some U.S. based leadership programs use field placements that incorporate a cross-organizational mentoring component.  These involve program participants spending a length of time at an organization shadowing a senior leader, learning through doing, or some other highly interactive, hands-on learning from people at an organization that have something valuable to offer the participant.  

Field placements require a significant commitment of time on the part of the participant and the organization where they are placed.  While they do provide good learning opportunities, they may not be feasible for under-resourced organizations.  

Resources:

· Academy of Educational Development Center for Leadership Development, Mentoring the Next Generation of Nonprofit Leaders: A Practical Guide for Managers
· Margo Murray, Beyond the Myths and Magic of Mentoring:  How to Facilitate an Effective Mentoring Process (2001)
Examples of leadership programs that are using mentoring programs in innovative ways are New Voices, International Family Planning Leadership Program, the Visionary Leadership Program. 

Coaching

Coaching is similar to mentoring in that it usually involves one-on-one interaction.  Coaching is widely used among business leaders for working with CEOs and other top leaders whose personal behaviors and attitudes interfere with team work, strategy development and implementation, staff satisfaction or other issues that contribute to company success.  Coaching is also used to provide a safe space for leaders to talk about challenges they have in their work.  Coaching is becoming more widespread in the nonprofit sector, even though there are a lot of questions about the cost of coaching. 

One way to address the cost issue is to provide group coaching or peer coaching.  For example, there are leadership programs for executive directors that facilitate a process of peer coaching in order to improve the personal well-being of executive directors, their job satisfaction and their desire to stay in the field.  

Resources

· Kim Ammann Howard and Jill Blair, A Blueprint for Action: Coaching as a Tool for Building Leadership and Effective Organizations in the Nonprofit Sector (2006) A report on how philanthropy supports coaching for nonprofit grantees, the demand for coaching among nonprofits, the readiness of the coaching profession to provide services to nonprofits and the added value of coaching to enhance the work of the nonprofit sector. 

· Executive Coaching Project:  Evaluation Findings conducted by Harter and Company Community Research.  This report provides learning from CompassPoint’s 12-month Executive Coaching demonstration project.

· Sharon Ting and Peter Scisco, The CCL Handbook of Coaching:  A Guide for the Leader Coach. The CCL Handbook of Coaching gives practical advice for applying a CCL’s coaching process, including information on coaching tools and techniques that leader coaches can use to facilitate learning.

Programs that use peer coaching are LeaderSpring and the Sierra Health Leadership Program.
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