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INTRODUCTION 


T he PASSIA project on Civil Society Empowerment through Train­
ing and Skills Development attempts to strengthen the profession­

alism of Palestinians and empower them with the knowledge and skills 
they will rely upon in meeting the challenge of building the various na­
tional institutions and developing a strong civil society. 

Capitalizing on PASS I A's experience in providing high-quality training 
courses to a cross-section of Palestinian professionals and practitio­
ners, the program is designed to provide hands-on training in fields 
where an urgent need for the enhancement of skills and capacities has 
been identified. 

Each of PASS lA's training programs incorporates theoretical ap­
proaches and practical training and includes three major, interrelated 
activities: 

1. 	 Preparation. One month before the training program begins, par­
ticipants are provided with preparatory reading material gathered 
by the PASSIA Project Team in coordination with the trainers and 
lecturers. The participants are also required to write a short paper 
on an issue related to the course subject. 

2. 	 Intensive Training Seminar. Trainees attend a five-day lecture pro­
gram conducted by local and intemational experts. The lectures 
range from theoretical concepts to functional skills, exercises and 
case studies, whereby the participants are continuously encour­
aged to apply what they have learned to the institutions with which 
they are involved. 

3. 	 Follow-up Program. The intensive seminar is followed by two work­
shop days, concentrating on skill enhancement. The major goal is to 
link and apply the skills learned to actual issues of concern in the 
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participants' working environment. Participants prepare for the 
workshops by completing practice-oriented writing assignments. 

The subject of leadership skills was chosen because every organiza­
tion - on both the civil society and government/national levels - re­
quires sound management and supervisory skills in order to be suc­
cessful and translate its overall aims into a workable strategy. On the 
organizational level, the employees must be convinced that what they 
are doing is worthwhile and that the overall goal is valid in order for 
there to be motivation, devotion and sustainability. 

The management of others requires many different skills on which per­
sonal success and that of the organization depend to a large extent. Only 
effective leaders can build positive, committed, goal-oriented employ­
ees, able to bring tasks into focus and handle stressful and changing 
environments. The main objective of the training course on Leadership 
Skills has been to impart strong functional skills in supervision and to 
address the behavioral side of management in order to build leadership 
capacity and contribute to a more effective organizational manage­
ment. The main part of the course took place in January 2000 and was 
conducted by Mr. Barry Roberts, Managing Director from the 
UK/France-based training and development firm Corporate Interven­
tions Ltd., which operates worldwide to develop business leaders and 
teams. 

The publication presented here contains Mr. Roberts' instructions as 
well as the training materials used by him and is hoped to become a 
useful handbook. 

The PASSIA Project Team 

Jerusalem, May 2000 

2 



1 

Leadership Skills 

DEFINING THE LEADERSHIP 
CHALLENGE TODAy1 

T he leaders of today are faced with many challenges, which are often 
rooted in the rapidly changing environment. Leaders have to focus 

their energy on at least the following three key areas at the same time: 

Action Centered Leadership 

These three areas are interrelated, and an effective leader should 
maintain balance between them and share power and responsibility 
with subordinates. The effectiveness of a leader depends also on his 
ability to influence and be influenced by the group and its members in 
the implementation of common tasks. This means in relation to the 
above model: 

• 	 Ensuring the required task is achieved: This appears on the top 
of the three-circle model because this is the ultimate goal of an or­
ganization without which it does not have any function. 

• 	 Building and reinforcing the team: Effective communications are 
vital in both achieving tasks and motivating individuals. It relates to 
the way in which decisions are made as well as the flow of informa­
tion around the group. 

1 After John Adair, author of Leadership Skills (Ashgate Publishing Co.. 1983) and 
Effective Communication (Trans-Atlantic Publications, Inc., 1997), among others. 
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• 	 Meeting the individual needs: of each member of the group and 
developing the task related skills of each individual. 

The above model can be likened to an iceberg. Leaders often focus on 
the management of tasks and leave the team and individual develop­
ment to itself. In this case the only aspect of the job visible above the 
surface is the task management. It is possible to shift the iceberg by 
dragging it along at the surface but it takes a great deal of energy. The 
leader who attends to all three areas will be pulling from the center of 
gravity beneath the surface. This is far more efficient and the iceberg 
appears to move by itself. 

A key word in the model is balance. It is unusual for a leader to attend 
to all three areas at once. However, as long as each area is visited at 
the appropriate times balance is maintained. If one area grows out of 
proportion to the others the iceberg will either sink or capsize as the 
neglected needs begin to dominate, hindering performance. 

The model shows the three circles overlapping. This is to indicate that 
each area is inter-related. To be effective a team needs a certain spirit 
and targets at which to aim in order to get the task achieved. At the 
same time each member has needs and ambitions they want to meet, 
skills to contribute to the task and a desire to be an active member of 
the team. 

Whatever the level of management the effective leader will satisfy 

• 	 the task: by clear, brief and achievable targets; good planning and 
organization; constant monitoring and control as appropriate 
(MBWA - 'Management by Wandering About,' i.e., walking around 
and inquiring with staff/getting their feedback); and realistic and 
specific evaluation and feedback. 

• 	 the team: by understanding the group's development needs; ob­
taining a common understanding of the task and the individual roles 
in its achievement; involving the group in the decision-making proc­
ess; monitOring group cohesion; and maintaining effective commu­
nications. 

• 	 the Individuals: by recognizing and using specific skills; training 
and supporting development needs; and motivating (by meeting 
personal needs for achievements, responsibility and recognition). 
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Styles of Leadership and Influence 

Directive 
Making Impact 
Autocratic 

Non-Directive 
Giving Attention 

Particloative 

AUTOCRATIC STYLES 

1. 	 TELL - Exerting pressure, using rewards or punishment 
to get action. Being directive. 

2. 	 SELL - Putting forward a reasoned case (selling), or 
making a personal appeal (do me a favor). Persuading. 

3. 	 COACH - Training, showing or telling someone "how 
to ... ". 

4. 	 CONSULT - Asking for suggestions and information 
before deciding on action. 

5. 	 BARGAIN - Agreeing on ways you can help each other. 
Giving and taking. 

6. 	 JOINT PROBLEM-SOLVE - Working things out to­
gether as a team. Discussing problems and solutions. 

7. 	 FACILITATE - Listening to the ideas of others and/or 
help a person to solve the problem himself. 

8. 	 DELEGATE - Assigning a task including the quality, 
quantity, and time scale. Allowing scope in how to do 
the task. 

9. 	 AVOIDANCE - Refusing to get involved, leaving the 
person on his/her own. 

PARTICIPATING STYLES 
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PERSONAL CHARACTERISTICS IN 
DEVELOPING POWER AND INFLUENCE 

W hat makes a leader? The question raises speculation as to 
whether there is a single trait or personality characteristic that 

distinguishes a leader from a non-leader. The answer is that while 
there is no such single trait, there are some universal traits that leaders 
have to some greater degree than non-leaders. What is certainly true is 
that one cannot ignore the situation and the followers when trying to 
clarify what makes a leader or to explain leadership. 

Power and influence can be developed by a series of strategies and 
tactics. The ability to choose the most appropriate influencing style and 
develop a repertoire of influencing skills is of great importance for lead­
ers who want to increase their sphere of influence. However, research 
has also shown that a number of personal characteristics are associ­
ated with those who acquire power within organizations. The main per­
sonal characteristics in developing power and influence include the 
following: 

Personal Energy 

In his book On Leadership (The Free Press, 1989) John W. Gardner 
wrote: "If one asks people to list the attributes of leaders, they are not 
likely to mention a high energy level or physical durability. Yet these 
attributes are essentiaL" 

Energy and resilience are some of the important elements in building 
power. They allow one to outpace and outlast other players, and they 
also act as a motivational role model for those who may work for 
someone. Working hard and for long hours can signal to others that the 
job is important. 

Of course, there are also risks in using high energy and long working 
hours as a way of leading. It can fail to take account of life outside of 
work and the various claims on our personal time and energy. At ex­
tremes, the result can be stress for the individual and a work environ­
ment that cultivates a culture of long work hours, rather than effective­
ness. 
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Focus 

People who exercise great influence tend to focus their energies. The 
analogy is the science experiment in which a magnifying glass is used 
to focus the sun's rays, causing dry grass to catch fire. By focusing the 
sun's rays we can make them much stronger. 

In one study of successful general managers it was found that the ma­
jority tended to concentrate their careers in one industry and one com­
pany. It prevented their energy being diverted and attention was fo­
cused on a narrower set of concerns and problems. It also provided 
greater opportunity to develop a wide range of contacts and power 
bases upon which to leverage power. 

In contrast many people still enter into important discussions, meetings 
and negotiations with no clear idea of what they want to achieve as an 
outcome. This makes it far more difficult for them to resist the influence 
of those people who know exactly what they want and where they are 
going. They are able to put all their energies into achieving these spe­
cific goals and therefore concentrate their influence and so increase the 
likelihood of success. 

Sensitivity to Others 

When trying to influence others it is useful to be able to understand the 
people concerned, i.e., know their interests and attitudes. Sensitivity 
refers to the ability to understand others, their position on the issues, 
how best to communicate with and influence them. It is necessary to be 
able to read others' behavior so that their reactions and levels of resis­
tance or support can be understood. 

It inherently involves a willingness to put oneself in the other person's 
shoes and to acknowledge that he/she may be different in their views, 
approach and style of doing things. One needs to take an interest in 
others and especially be able to listen to what others say or what they 
do not say. Ironically, the ability to understand what others want has a 
major impact on achieving one's own personal goals. 

Flexibility 

The benefits of sensitivity are severely limited unless they are accom­
panied by the ability to mOdify behavior in light of what is understood 
about others. Flexibility allows leaders to change course and adapt new 
approaches rather than sticking with tactics that are failing. Whilst 
maintaining focus on the final goal, flexible leaders are able to take on 
board new information, adapt their styles and look for new ways to 
achieve the desired outcome. It is also an approach, which is more 
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likely to build allies. as it shows a willingness to accommodate others' 
views. 

The absence of flexibility can lead to a rigid pursuit of personal goals 
and to the exclusion of all others. This may win few supporters and 
lead to an almost obsessive need to win at all costs. It can develop into 
a win-lose strategy. which is a dangerous game to play. 

Ability to To/erate Conflict 

The reality of the organizational world is that we operate in an environ­
ment in which we come across disagreement, confrontation and con­
flict. The source of conflict may vary, as may the style in which it is ex­
pressed, yet it appears that today's leaders need to exercise power in 
situations where there is conflict. 

In fact, the pressure on our influencing skills are greatest in conflict 
situations. If there is no disagreement there will be little or no require­
ment to exercise power and influence. Where there is disagreement 
there needs to be willingness to engage in conflict. 

Yet this can be far from simple to accomplish. For many people, conflict 
is a source of stress, something to be avoided at all costs. To avoid 
stress some people will go along with a view that they do not hold, or 
they will avoid bringing conflict out into the open, hoping that by ignor­
ing it. it will disappear. If there is a strong need to be liked by others, 
engaging in conflict can be tough. Yet. to exercise power effectively. 
one often needs the independence to accept that we are unlikely to be 
able to "please all the people all of the time." 

Being a Team Player 

It is important to recognize the times when there is a need to fight, to 
be difficult and to push certain views. It is also vital to be able to make 
friends, build bridges and develop a network of contacts throughout the 
organization. Those who are able to develop power are able to change 
their behavior according to the needs and mood of the situation. 

It is important to be able to get along with others, even when this 
means working with those with whom we may have little in common or 
whose views we have little time for. It means talking and listening to a 
wide range of people and gaining acceptance as one of the team. 

Support may come from many places in an organization and it may 
come today. tomorrow or next year. The leader who wants to develop 
greater influence does not stand aloof, but works at gaining acceptance 
from others. Being accessible. helpful and learning the language of the 
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team is an important way to build support for today, tomorrow and the 
years to come. This may mean putting their own personal feelings and 
liking to one side in order to work with others, but it is also a vital part of 
building the broad support needed for the effective leader. 

Reputation, Trust and Credibility 

The personal characteristics identified with those who have influence in 
organizations need to be seen as an integrated profile. Any trait needs 
to be counter-balanced by others. In the shorter term it may be possible 
to get one's views accepted by pushing them through without too much 
consideration of others. However, in the longer term it is vital for the 
influential leader to develop credibility in the organization. Credibility 
may be based on many things, e.g., technical know-how, knowledge of 
the markets, personal integrity, and/or having a reputation for getting 
things done. 

Influence is far simpler and more effective where there are good, strong 
working relationships, and where trust has been built between those 
involved. It is an investment that must be made to develop power. 
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EFFECTIVE COMMUNICATION 

The communication process is about a message transferred from a 
sender to a receiver through a certain channel. The message should be 
understood by the receiver in the same manner as the sender intended 
it to be, especially since during the transfer of the message, various 
filters may cause the distortion of the original meaning. As result, the 
intended communication does not match the actual reception. This is 
why feedback on a continuous basis is essential. 

message 
Sender 	 Receiver 

feedback 

Messages can be send by various means, such as through words, mu­
sic or tone, or body language. Research has shown that words are ac­
tually the least important element in delivering a message, music 
comes second, while body language is the far most important element 
in the communication process. 

Among the filters that can distort an intended communication process 
are the following: 

• 	 Selective perception: people tend to interpret what they see on the 
basis of their interest, attitudes and experience. 

• 	 Hom and Halo effects: the receiver perceives the sender as a devil 
(horn) or as an angel (halo). 

• 	 Stereotyping: individuals are judged on the basis of one's percep­
tion, e.g., in terms of what group he/she belongs to, causing a bias. 

• 	 Projection: judging others assuming that they are similar to oneself. 
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Learning to Listen 

As a receiver one should: 

Look Interested 

Inquire with questions 

S Stay on target 

T Test your understanding 

E Evaluate the message 

N Neutralize feelings 

Ten Commandments for Good Listening 

1. 	 STOP TALKING! 

You cannot listen if you are talking. 
Polonius (Hamlet): Give every man thine (both) ear, but few thy 
(single) voice. 

2. 	 PUT THE TALKER AT EASE. 

Help the talker feel free to talk. (This is often called a permissive 
environment) 

3. 	 SHOW THE TALKER THAT YOU WANT TO LISTEN 

Look and act interested. Do not read your mail while he or she talks. 
Listen to understand rather than to oppose. 

4. 	 REMOVE DISTRACTIONS. 

Don't doodle, tap, or shuffle papers. Will it be quieter if you shut the 
door? 

5. 	 EMPATHIZE WITH THE TALKER. 

Try to put yourself in the talker's place so that you can see his or 
her point of view. 

6. 	 BE PATIENT. 

Allow plenty of time. Do not interrupt the talker. Do not start for the 
door or walk away. 
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7. 	 HOLD YOUR TEMPER 

An angry person gets the wrong meaning from words. 

8. 	 Go EASY ON ARGUMENT AND CRITICISM. 

This puts the talker on the defensive. He or she may 'clam up' or 
get angry. Do not argue: even if you win, you lose. 

9. 	 ASK QUESTIONS. 

This encourages the talker and shows you are listening. It helps to 
develop points further. 

10. STOP TALKING! 

This is first and last, because all other commandments depend on 
it. You just cannot do a good listening job while you are talking. 
Nature gives us two ears but only one tongue, which is a gentle hint 
that we should listen more than we talk. 

Empowering Others 

It is part of the human nature that people work well together when they 
agree with one another and share in the task of setting and achieving 
the objectives of the whole team. One of the best ways to ensure that 
people agree on objectives and are motivated to achieve them is to 
make sure that they take part in setting them. To empower people does 
not mean to loose face or power, the contrary is true. 

If one wants to know the opinion of others, he should let them talk with­
out trying to influence them or being defensive. Others should not rely 
on you for answers; instead, when someone approaches you for an 
answer or a decision, ask first what he or she thinks. Using this tech­
nique does not mean that you do not have an opinion or are abdicating 
your leadership role, it means that you are encouraging others to solve 
their own problems. You are empowering them to take on some of the 
leadership role. 
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Listening and Rapport Building 

A very important element in any communication process is an attitude 
of respect for the other. Respect and interest can be demonstrated by 
verbal and non-verbal means. Non-verbal signals include the follow­
ing: 

• 	 Eye Contact 
• 	 Facial expressions 
• 	 Postures 
• 	 Nodding 

General encouragement can be shown by expression such as: 

• 	 UN-huh 
• 	 "That's interesting" 
• • Tell me more" 

• • Give me an example" 


The occurrence of matching (i.e., appearing to be on the same wave­
length) is usually indicated by: 

• 	 Postures 
• 	 Voice speed 
• 	 Voice tone (e.g., serious, happy, upset) 

Asking Questions 

Whether during communication, in a problem-solving situation or a de­
cision-making process, an effective leader should always ask ques­
tions. 

Types of Question 

There are two main types of questions: open and closed ones. Open 
questions will help you to gain lots of information, while closed ques­
tions illicit a "yes/no" type of answer and are basically useful for con­
trolling conversations and for establishing specific facts. 

• 	 Open questions begin with key words such as: what?, where?, 
why?,when?,who?,how? 
(NB: one should be careful not to ask too many questions beginning 
with "why?" as this may end up sounding like an interrogation!). 
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• 	 Closed questions begin with a part of the verb such as: "Did 
you ... ?", "Do you ... ?", "Have you ... ?", "Are you ...?" 

An effective leader knows how to use the two types according to the 
situation and according to the purpose of the question (Le., for inquir­
ing, obtaining information, clarifying matters, or confirming details, etc.). 
If open and closed questions are used knowingly, one can both gather 
information and control conversations effectively. 

The following questions should also be used sparingly: 

• 	 Leading questions, e.g.: "You have improved in that area now, 

haven't you?" 

~ may simply prompt the other person to give the answer they 

think you want to hear. 

• 	 Implied value, e.g.: "Surely you'd agree with me that effective 
selling skills are far more important than effective presentation 
skills?" 
~ may simply prompt a ·yes"-answer because the other person is 
too afraid to disagree! 

• 	 Multiple questions, e.g., asking too many questions too quickly. 

~ does not give the counterpart a chance to reply 

~ confuses the other person 


• 	 Loaded questions, e.g.: 'What would happen to this organization 
if we all prioritized our work in the same haphazard way you dO?" 
~ does not really await an answer; is more of a veiled attack on 

the other person (e.g., his ability) 

• 	 Trick questions, e.g.: "I know your results last month were poor, 
how do you think you're going to perform this month?" 
~ the first part is more of a statement that does not really provide 
the other person with the 'right to reply.' 

14 



4 

Leadership Skills 

HANDLING TASKS 

Every leader aims to achieve a preset goal in order to achieve a 
certain task. In order to achieve goals a clear plan is needed as is 

a classification of the required tasks in order to be able to set priorities. 
This is because some tasks are urgent, some are important and some 
are both, while others are neither. In the following these points will be 
discussed in detail. 

Objectives and Priorities 

1. 	 You cannot do an objective or goal. You achieve your objectives by 
doing tasks or activities. 

2. 	 Activities which help you achieve your goals are effective. Methods 
which reduce the cost or time of tasks are efficient. 

3. 	 Organizing work and time is mainly about being more effective; 
e.g., completing a course or meeting on time or ahead of time is 
not necessarily effective. 

4. 	 A "progress" task is one which you believe may move you towards 
a position which is fundamentally better than the one you are in 
now, i.e., closer to your objectives. 

5. 	 A "maintenance" task is one which you know will move you to­
wards a position equivalent to one you have been in before, e.g., 
filling up with petrol. 

6. 	 Urgent tasks are those which require or seem to require immediate 
attention (because the benefit will be lost otherwise, because of 
deadlines, because the boss says so). 

7. 	 Important tasks have a high pay-off, but may not be urgent. 

8. 	 You need to be aware of how your time is currently being spent in 
relation to important, urgent, maintenance and progress tasks. 

9. 	 You may need to take action to make time for these tasks if they 
are being neglected. 

10. 	This may mean reducing interruptions, arranging quiet time, saying 
"no," renegotiating priorities with your boss. 
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Priorities 

Priority setting is not always an easy task. The following exercise will 
demonstrate this: 

A 

w 
o 
R 
K 

B 

P 
E 

R 

S 
o 
N 
A 
L 
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Time Management 

The nme Management Matrix ("Put first things first") 

URGENT NOT URGENT 

I-z 

S 
0 a. 
~ 

I 

ACTIVITIES 

• Crises 
• Pressing problems 
• Deadline - driven projects 

II 

ACTIVITIES 
• Prevention, PC activities 
• Relationship building 

• Recognizing new opportunities 
• Planning, recreation 

I-z 
c:t 
t: 
0 a. 
~ 

6 z 

III 

ACTIVITIES 
Interruptions, some calls • 

• Some mail, some reports 
• Some meetings 
• PrOXimate, pressing mat­

ters 

• Popular activities 

IV 

ACTIVITIES 
• Trivia, busy work 
• Some mail 
• Some phone calls 
• Time wasters 
• Pleasant activities 
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PROBLEM SOLVING 

Below follows the description of a situation and a problem, which the 
participants are required to read. In the first step, they are then 

asked to try to solve the problem individually, and in the second step, to 
solve it in a team. The outcome of this exercise will show how the very 
same problem is solved individually (one input) and as a team (several 
inputs), which methods are used in either case, and which is the better 
way to operate. 

The problem situation described below is based on actual cases, in 
which men and women lived or died, depending upon the survival deci­
sions they made. Your life or death will depend upon how well your 
group can share its present knowledge of a relative unfamiliar problem, 
so that the group can make decisions, which will lead to your survival. 
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WILDERNESS SURVIVAL RANKING SHEET 

ITEMS 

TOTAL (the lower the score the better) 

Step Five 
Difference Between 

3 

INDIVIDUAL SCORE TEAM SCORE 



Leadership Skills 

After filling in the Wilderness Survival Ranking Sheet. the participants 
were given the following process analysis paper to evaluate the exer­
cise and state in which manner they have benefited from it. 

PROCESS ANALYSIS 

Please mark your level of agreement or disagreement with the 
statements below: 

No 

1 

2 

3 

4 

5 

6 

7 

B 

9 

10 

I IStatements 

We clearly understood what 1 2 3 4 5 
we were trying to achieve. 
All the team ideas were dis- w 1 2 3 4 5cussed I 
Team members helped and 

I 
w 1 2 3 4 5supported each other. 

I listened when others were a: 1 2 3 4 5speaking. 
The others listened when I :C!J 1 2 3 4 5was speaking 
My skills and experience were <C 1 2 3 4 5utilized by the team 
Other skills and experience r.n 

1 3were utilized ~ the team. 2 4 5 

There was a high degree of -
I 1 2 3 4 5interest in the problem 

Q
Some people dominated the 

1 2 3 4 5team 
There was a genuine desire to 

1 2 3 4 5work together 

I 

I 

:r> 

G) 

I 

::D 

m 

m 

Decision-Making 

As part of the problem-solving process decisions must be made, the 
goal being to decide as rational as possible as decision affect lives, the 
course of an organization, policies, etc. This is not always an easy task, 
sometimes decision have to be made alone, sometimes together with 
others, and sometimes under pressure. The decision-making process 
itself can employ a wide range of methods, the efficiency of which often 
depends on the given context and circumstances. The main decision­
making methods are described in the following: 
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1. 	 The Boss Decides: The leader makes the decisions with­
out consulting the group in any way. 

2. 	 The Expert Decides: The group selects an expert inside or 
outside its members, lets him consider the issues, and has 
him tell the group what to do. The group does not discuss 
the issue, but leaves it to the expert. 

3. 	 Average of Individuals' Opinions: The boss asks each 
member of the group for his opinion, and then chooses the 
most frequent response, or what he/she feels will on aver­
age satisfy the group's desires. 

4. 	 Group Meeting, then Boss Decides: A group meeting is 
called and the issue discussed until the leader feels sure in 
his/her own mind what the right decision should be, and 
then announces it to the group. 

5. 	 Postpone it and Hope: The issue is avoided and post­
poned indefinitely, in the hope that if it is avoided long 
enough, no decision will be needed. 

6. 	 Leave it to Chance: Choose a random event to make the 
decision for the group, e.g., rolling a dice, flipping a coin, or 
seeing which applicant phones first, etc. 

7. 	 Majority Rule: The group discusses the issue until at least 
51 % of the members agree on one option and then a vote is 
taken and the decision made. 

8. 	 Minority Rules, Ok?: Two or more members of the group, 
who constitute less than half of it, make the decision with or 
without the group's consent. 

9. 	 Consensus: A group decision is reached, either with per­
fect agreement, or more often when everyone feels they 
have had a fair chance to influence the decision, and feels 
some commitment to it. 

Problems arise constantly; an effective leader must be able to take 
care of the problems and try to solve them in a process-oriented way. 
The following exercise is designed to measure the ability of people to 
work within a team and to solve problems from a team perspective. 

22 



Leadership Skills 

23 




Civil Society Empowennent 

Systematic Approach to Planning and Problem Solving 

Problems cannot be solved randomly; whoever is faced with having to 
solve a problem should use a systematic and rational approach that 
consists of several steps, which should be considered as flexible (i.e., 
one can move from one step to the other and go back to the previous 
without any friction). The following steps should be part of the problem 
solving process: 

Define objective - clarify the task or problem 
- specify the aim of objective to be achieved 
- ensure understanding and commitment 

Collect information - collect and organize data 
- check facts and opinions 
- consider available resources 
- clarify parameters (time, budget) 

Develop options - encourage ideas and contribution 
- list possible courses of action 

Evaluate / decide - list pros and cons 
- examine consequences 
- measure them against objectives 
- choose an option 

Implement - act to carry out the decision 
- allocate tasks and delegate responsibility 
- set quality standards, targets and deadlines 

Monitor I control - monitor performance/results against targets 
- take account of new circumstances 
- adjust plans if required 

Review - examine results promptly and objectively 
- learn from the experience 

Communicate - involve others and listen to their views at 
every stage 

- make decisions and targets always clear 
- always encourage feedback 
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EFFECTIVE MEETINGS 

At its most basic, a meeting is a 'getting together' for a particular 
purpose such as sharing information, solving problems or making 

decisions. 

For the initiator of a meeting the main role is to ensure that the meeting 
achieves results. To ensure success the following skills for managing 
the five key steps of effective meetings are needed: 

1. Preparation before the meeting 
2. Opening the meeting 
3. Running the meeting 
4. Closing the meeting 
5. Following up. 

t. Preparation 

Key areas to be considered when preparing for a meeting include: 

• 	 Having a Clear Objective: Make sure you and everyone else in­
volved is fully aware of exactly why the meeting is being held. 
What do want the outcome of the meeting to be? If you are unsure 
of this aspect, the meeting is unlikely to be fully effective - it may 
become extremely time consuming. 

• 	 Being Fully Briefed: Make sure you have done all your "home­
work". Have you collated all the information you need? Are you 
fully aware of the facts? Are they relevant and up-to-date? Time 
spent at this stage can save embarrassment later! 

• 	 Planning Key Points: What key points do you want to cover during 
the meeting? Put together the 'bullet points' that you want to 
cover. You cannot 'script' a meeting, but you can make sure that 
you have a logical progression to the areas you want to address. 

• 	 AntiCipating Likely Responses: You cannot 'script' a meeting, but 
you can anticipate the likely responses you are going to encoun­
ter, and therefore you can prepare some alternatives/options 
suited to those responses. 
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• 	 Arranging a Mutually Convenient DatefTimsVLocation: This can be 
quite an ordeal, especially if you have to coordinate a number of 
diaries! When considering where to hold the meeting, think about 
whether it would be better to meet on 'neutral' territory. Meeting 
on 'your' territory might give you an 'advantage.' Going to 'their' 
territory might send messages of your desire to be 'cooperative.' 

2. Opening 

The three main steps to opening a meeting are as follows: 

• 	 Creating the Right Impression/Atmosphere: First impressions are 
formed very quickly (apparently within the first seven seconds of 
meeting someone!). There is no second chance to create a good 
first impression; if you 'get it wrong' it can take an awfully long time 
for someone to change their initial opinion of you. Consider the 
following: 

• 	 Think carefully about what to wear (dress in a way that makes 
you part of the group, not alien to it). 

Keep handshakes firm, not bone-crushing and eye contact direct 

not staring. 

Keep any opening remarks concise and non contentious. 

Remember; smile (if appropriate)! 

• 	 Setting the Agenda: This does not necessarily have to be a formal 
affair, i.e., a lengthy document that is circulated six weeks in ad­
vance, but some key points about what is going to be covered 
during the meeting would be useful for all concerned (not least, you 
• as a useful reminder of what you want to cover). 

• 	 Keeping an Open Mind: If you are the one instigating a meeting 
and the agenda is 'yours,' you may be tempted into assuming that 
everything is going to go your way. You will need to keep an open 
mind. Try not to attend the meeting with too many preconceived 
ideas. Welcome and invite the opinions of others. Contemplate 
points of view that are counter to yours carefully - do not dismiss 
them too quickly. 

3. Running the Meeting 

Meetings constitute a more formal mode of conversation, so you will 
need to practice the following skills in order to ensure that the meeting 
is successful: 

• 	 Asking appropriate questions 

• 	 Listening actively 
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• 	 Keeping to the agenda 

• 	 Keeping in control 

• 	 Receiving information with an open mind 

• 	 Giving information honestly 

• 	 Ensuring common understanding 

• 	 Watching the time! (more than two hours and the meeting is likely 
to be ineffective). 

4. Closing the Meeting 

When the meeting comes to its close, the following should have been 
done: 

• 	 The objective was achieved 

• 	 The key pOints were summarized and clarified 

• 	 Action points were agreed upon (what is to be done, by whom and 
when) 

• 	 The time and place for the next meeting. if appropriate. were 
agreed upon. 

5. Following Up 

The ending of a meeting is often a beginning; once a meeting is over. 
the minutes of it should be recorded as soon as possible, while salient 
points are still fresh in your mind. Remember, the minutes DO NOT 
have to be a verbatim account of the meeting itself. They need to re­
flect the key points discussed and, where appropriate, highlight what 
was said by whom. Minutes should be circulated to those who attended 
the meeting and other interested parties. Do not forget to achieve all 
necessary action points in the time-scales agreed, and take a few min­
utes to analyze the success (or otherwise!) of your meeting, Le., ask 
yourself what would you do differently (if anything) next time round, and 
why? 
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TEAM 'BUILDING 

When building and/or working in teams one should be aware of the 
fact that people are different and therefore also motivated in dif­

ferent ways; what motivates one person does not necessarily motivate 
others. The following small exercise will illustrate this: 
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When building teams, the following steps should be followed: 

TEAM DEVELOPMENT SPECTRUM 

FORMING 

Impersonal 

Wary 

Non-committal 

Dependence 
on leader 

Little exchange 
of information 

·What shall we 
do?" 

STORMING 

Confronting 
people 

Conflict strate­
gies 

Blockages 

Conflict rebellion 
against the 
leader 

Criticism 

"It can't be done" 

NORMING 

Working through 
blockages 

Establishing 
roles and proce­
dures 

Giving/receiving 
feedback 

Confronting is­
sues 

Group cohesion 

Norms 

Mutual support 

"We can do it" 

PERFORMING 

Developing 
support sys­
tems 

Open 

Versatile 

Effective 

Reviewing 

Roles flexible 

Express opin­
ion 

Trust 

"We are doing 
it" 

How to Gain the Most from Working In a Group 

A group of individuals who have a task will usually approach it on the 
basis of their own styles and preferred methods of working, without 
clarifying exactly how they are going to go about the business of 
working together effectively as a group. (A group being more than just 
a set of different and disparate individuals!). 

Groups that work together most effectively usually have a clearly stated 
and understood method of working, which they have discussed and 
agreed upon before tackling the task in front of them. The approach 
outlined below is a guideline, and you may wish to amend it, drawing 
upon each other's experience of working in other groups. 

You will probably find that as you spend time together on different tasks 
and get to know one another better your method will evolve. Once you 
have developed a clear approach to working effectively together it is 
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easy to adapt it to whatever task you address. The method of working 
can be discussed and agreed upon irrespective of the task. 

Guidelines to a method of working in groups include the following: 

1. Understanding the Task 

Check that everyone in the group understands what is being asked of 
them, and that all have the same understanding of the task. Often a 
group will progress a task only to find that people are working on differ­
ent agendas, and pulling in different directions. Sometimes this leads to 
a group still struggling to understand the task having run out of time. 
Gaining a clear and shared understanding of the task to begin with 
saves time. 

2. Agreeing on the Objective 

Once the task requirements have been understood the group can dis­
cuss and agree on the objective. 

A reliable objective should be: 

S Specific 
M Measurable 
A Achievable 
R Realistic 
T Time orientated 

If as a group you find that you cannot meet an objective then it is 
maybe due to it being too general or unrealistic within the time frame. It 
is important to review the objectives as you go along to ensure you are 
on track. 

3. Gather Information and Share Resources 

When as a group you are clear as to the objective it is important to find 
out what, if any, other information is needed and what resources are 
available within the group by way of particular strengths and skills. It 
may also be useful that this point to be clear about possible limitations 
of the group, and/or areas of development for individuals. 

4. Develop a Plan 

Time spent on developing and agreeing to a plan of action is never a 
waste of time - it will save time spent on completing the task. 

Many groups tend to be action-orientated and leap into the task without 
thinking about it. Whilst the group may successfully complete the task it 
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is often through a last-minute scramble, less effective decision-making, 
and non-inclusion of some group members. 

5. Review 

Once you have developed and agreed to a plan it is important to re­
view it to ensure that it will enable you to meet the stated objectives. If 
it does not, then now is the time to amend the plan. 

Reviewing regularly as you go along is one of the key skills of suc­
cessful group working. It gives you an opportunity to check that every­
one is committed to the task, objective(s) and plan, as well as giving all 
members of the group an opportunity to give each other feedback. This 
can be of immense value, for instance, when someone has not ex­
pressed a viewpoint earlier on. It allows the person to share not only 
thoughts but also feelings (e.g., of doubt, disquiet, enthusiasm, etc.). 

6. Implement the Plan 

At this point you can get on with the plan and do the task. This should 
be (comparatively) straightforward if you have worked through the pre­
vious steps carefully. 

7. Review 

Once you have completed and achieved the task it is important to re­
view both what worked well for you as a group and what worked not so 
well. In doing this, it is helpful to ask yourselves the following questions: 

• Did we work as an effective team? 

• How did individuals in the group feel about the task? 

• How did individuals in the group feel about each other? 

• Did we all feel committed to achieve the task? 

Sometimes it is useful to do a "+ and - ., list on the flip chart at this 
stage to which the group (members) can refer back later. Reviewing 
during and again at the end of the task gives an opportunity to learn 
from successes as well as to agree what needs to be done differently 
or improve next time. 
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CLARIFY UNDERSTANDING 

OF TASK 


REVIEW PLAN 

ACT 

What to Look for in Groups 

When building a team or a group the following criteria or items could be 
of importance and should be considered: 

1. The Content: 

• Seeking jnformation I opinions 
• Giving information I opinions 
• Making proposals 
• Asking for proposals 
• Stating expectations I targets/objectives 
• Establishing the task at hand 
• Testing for agreement 

2. The Method: 

• Establishing agenda I priorities I sequences 
• Monitoring and managing time 
• Setting up decision making mechanisms 

• Deciding roles 
• Establishing good systems for capturing information 

3. The People: 

• listening 
• Encouraging others I inviting others in 

• Building upon ideas 
• Supporting others 
• Articulating differences 
• Relieving tension 
• Being open and direct 
• Expressing feelings positively 

• Mediating 
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When putting together a group one should bear in mind that behaviors 
that are designed to meet individual needs are often not helpful to the 
group. This is particularly true if such behaviors are negative in tone 
and content and if they have to do with the individual's own feelings 
and concerns which surface indirectly. 

Individual behaviors include: 

• Aggressiveness 

• Repeatedly seeing the negatives first 

• Defensiveness 

• Inappropriate withdrawal 

• Game playing 

• Distracting humor 

• Seeking sympathy 

• Putting others down I putting self down 

• Ignoring others 
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8 THE JOHARI WINDOW 

T he Johari Window illustrates relationships on terms of awareness, 
and helps us to visualize human relationships and their problems 

in understandable ways. 

In order to make sensible choices in life - about where to live, what job 
to apply for, or how to behave in a given situation - we need to increase 
our awareness of the options and their possible consequences. If we 
are trying to decide what area to live in, we can research the alterna­
tives in a systematic and rational way. But when we are trying to un­
derstand more about behavior and interpersonal relationships. we need 
to increase our awareness of our own behavior in relation to others; not 
as easy because the answers are not to be found in a book, and are 
not always logically obvious. 

The Johari Window illustrates relationships in terms of awareness, and 
helps us to visualize human relationships and their problems in under­
standable ways by dividing interpersonal relations into quadrants as 
follows: 

KNOWN TO SELF NOT KNOWN TO SELF 

KNOWN 

TO 


OTHERS 


NOT 

KNOWN 


TO 

OTHERS 


OPEN ARENA BLIND SPOT 

HIDDENI AVOIDED UNKNOWN 
AREA ACTIVITY 

The Open Arena represents behavior. motivation and characteristics. 
which I know about myself and others also know about me. On first 
meeting, this may consist of little more than physical appearance, ac­
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cent and speech patterns, etc., but the Open Arena quickly enlarges as 
I reveal more about my values, attitudes, etc. 

The Blind Spot consists of things about me of which I am unaware, but 
which others know. These may range from the trivial (such as that I 
have an ink stain on my nose) to the more important (for example. that 
I talk too loudly for most people). 

The Hidden Area represents things I am aware of about myself. but 
choose not to reveal. It often includes values, attitudes and beliefs of 
personal details about which I feel sensitive. 

Finally, Unknown Activity represents behaviors or motives which 
none of us know about. We can assume that they do exist because 
eventually, some of these become known, either to seH or others, and 
we realize that they were always there and exerting an unknown influ­
ence. 

The point behind the Johari Window is that most productive communi­
cation and interpersonal behavior occurs in the Open Arena. So one of 
the most important ways of increasing interpersonal effectiveness is to 
increase the size of this quadrant. 

Changing Group Interaction and the Johari Window 

In the diagram above, all four quadrants are represented as the same 
size. In fact of course. they vary according to the interactions we are 
participating in. For example, at the start of a training program. the 
Open Arena is fairly small and the other three quadrants are corre­
spondingly large. 

As the group begins to form. quadrant I expands - we relax, behave 
more like ourselves and perceive others more as they really are. Quad­
rant III, the Hidden Area, shrinks as we feel more trust in the group and 
feel less need to hide or dent things about ourselves. Quadrant II, the 
Blind Spot, will also reduce in size, but more slowly because it is al­
ways rather threatening to accept things about ourselves, which we do 
not know (there are sound psychological reasons why we blind our­
selves to some of the things we do or feel). Quadrant IV will also re­
duce in size a little over the course of a group interaction, although 
much more slowly, as we all increase our awareness of self and others. 
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KNOWN TO SELF NOT KNOWN TO SELF 

KNOWN 

TO 


OTHERS 


NOT 

KNOWN 


TO 

OTHERS 


FEEDBACK 

FROM OTHERS 

OPEN ARENA 

+ + 

+ + 

HIDDEN AREA 

III 

I 
I 
I 
I II 

----. 	I 

I 

I 


----. 	I 

I 

I 

I 


BLIND SPOT 

I 
I 
I 
I 

--- ______ 1 

lINKNOWN ACTIVITY 

IV 

How to Increase the Size of the Open Arena 

To push back the boundaries of the other three quadrants, we can use 
feedback and self-disclosure 

• 	 Feedback from others decreases the size of our blind spot. 

• 	 Self-disclosure decreases the size of the hidden area. 

• 	 An atmosphere of threat or mistrust tends to decrease awareness 
and to make it harder to self-disclose. 

• 	 Forced awareness (e.g., insensitive or unwanted feedback) is inef­
fective and counterproductive. 

• 	 Sensitivity involves appreciating the covert aspects of quadrants II 
and III, and respecting the desire of others to keep them so. 

• 	 Understanding group processes helps to increase the size of quad­
rant I for the group as a whole, as well as for individuals within it. 

• 	 It can consume a lot of energy to hide, deny or be blind to aspects 
of interpersonal behavior. Reducing the size of quadrants II, III and 
IV means that more energy can be applied to the task in hand. 

• 	 Increasing the size of the open arena reduces ambiguity and the 
potential for communication breakdown. This helps us to interact 
more productively and effectively with others. 
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SELECTED INTERNET RESOURCES 

GENERAL SOURCES ON (NGO) MANAGEMENT 

http://www.clearinghouse.net! 
(Links to guides on Fundraising, Grants, Non-Profit Organizations, Public Services; 
click sub-category Business & Employment) 

http://www.cybervpm.comlresource.htm 
(Volunteer Program Management Resources) 

http://www.fundsnetservices.comlmain.htm 
(Lots of resources on Funding, Grant Writing, Non-Profit, Research and Educational 
Resources) 

http://www.not-for-profit.orgl 
(Nonprofit Resource Center with a comprehensive directory of links and information 
on issues such as Fundraising & Philanthropy; Volunteers & Human Resources; 
Advocacy & Public Relations; Board & Organizational Support; Management Con­
sultants; Publications; Research & Policy Studies) 

http://comnet.orglnetl 
(Gateway to sites for the nonprofit community, organized by resource topiCS such as 
Education, Govemment, Grants & Funding, Health Care Services, Human Services, 
and Political Activism) 

http://www.casanet.orglnutslindex.htm 
(Articles, survey results, program management tips and information on Volunteering; 
topics include Board, Program and Resource Development; Personnel and Financial 
Management; Evaluation) 

http://www.charityvillage.comlcvhome.html 
(Canada's supersite for the nonprofit sector with many pages and links to News. 
Jobs, Information and Resources for Executives. Staffers, Donors. and Volunteers) 

http://www.ncnb.org/ 
(Dedicated to building stronger NGO boards and NGOs; focus on NGO Govemance) 

http://www.escape.cal-rbacallarticles.htm 
(Online articles on Nonprofit Management Problems, Solutions & Issues; Training, 
Development, Leaming & Human Resources; Defusing Hostility & Cooperative 
Communication; Change Management: Teams & Team Development, etc.) 

http://www.mapnp.orgl 
(The Nonprofit Managers' Library: information, materials and links on topics such as 
Administrative Skills; Boards; Chief Executive; Communication Skills; Ethics for 
Managers; Finances; Fundraising/ Grant Writing; Marketing/Public Relations; Man­
agement & Leadership; Training & Development; Personnel & Policies; Program 
Evaluation; Strategic Planning; Quality Management; Volunteer Management) 
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Civil Society Empowerment: Appendix 

http://www-perSOnal.Si.umiCh.edul-nesbeiWnonPrOfitsinonprOfits.html
(lnformation and resources about Nonprofit Organizations, including Funding, Man­
agement, Technology, Philanthropy, Volunteer Activity. Programs and Activities) 

hHp://www.fundraising.co.ukl 
(Everything on Fundraising: information, links, strategies, agencies) 

hHp://www.idealist.org/ 
(Huge database on NGOs worldwide, including publications, materials, programs and 
links. See http://WWWoidealist.org/toolsltools.htm for a list of useful resources 
for starting and managing a nonprofit organization. Categories include Financial 
Management; Foundations; Fundraising; Government Relations; Lobbying; Manage­
ment; Personnel Management; and Public Relations). 

hHp://www.tmcenter.org/librarylJinks.html 
(Extensive list of links and resources for Nonprofit Organizations) 

hHp:/lfdncenter .org/ 
(Includes an online library see hHp:/lfdncenter.org/onlib/onlib.html with 
links to nonprofit resources; Material on Grant Seeking; a Guide to Funding Research 
and Resources; a Proposal Writing Course; Literature on the Nonprofit Sector; and 
Common Grant Application Forms) 

hHp://www.jsi.comiidr/idrmast.htm 
(Links, information and reports from the Institute of Development Research, an inde­
pendent nonprofit research and education center) 

hHp://www.oneworld.org/euforic/cap.htm 
(Resources on Capacity Building and Institutional Development) 

hHp://www.worldlearning.org/ 
(Educational services NGO with a people-to-people approach that undertakes proj­
ects in International Development, Training and Capacity Building, NGO Manage­
ment, and Democratic Participation in Development Countries, Newly Independent 
States and Societies in Transitions) 

hHp://WWW.innonet.org/ 
(Free resources for Nonprofit and Public Agencies) 

LEADERSHIP SKILLS 

hHp:llmgmt.bus.okstate.edulfaculty/eastmanlmgmt511311eaderbwlind 
ex.htm 
(Material on leadership in theory and practice presented as a slide show) 

http://www.mapnp.ora/library/mgmntlprsnlmnt.htm
hHp://www.mapnp.org/llbrarylJdr_devlJdcdev.htm 
(BaSic Guide to Management and Supervision and material on Leadership 
Development Planning 
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Selected Internet Resources 

http://www.nwlink.com/-donclarklleader/leadtrn.html 
(Leadership Training and Development Outline) 

http://ctb.lsi.ukans.eduitoolsipart-e1.htm 
(Community Toolbox on Building Leadership Capacity and related issues) 

http://www.ptdt.org/ 
(Peter Drucker Foundation for Non-Profit Management's homepage with a lot of 
reading on leadership online) 

http://www.ee.ed.ac.ukl-gerardIMENGIME96lindex.html 
(Site with material on the aspects and styles of leadership and on management 
skills) 

http://www.srg.co.ukl 
(Leading others and self-management) 

http://www.hpsys.com/leader.htm 
(Articles and other materials on leadership) 

http://w3.trib.com/-dontiscouting/leadersk.html 
(Leadership styles and skills) 

HUMAN RESOURCES 

http://www.nwlink.com/-donclarklhrd.html 
(Website for Human Development Resources, including articles, online Training 
Guides, links to Training, Human Resource Development, and Leaming Information) 

http://www.nbs.ntu.ac.uklstaffllyerjlllstlhrpub.htm 
(Intemet publications on Human Resource Management) 

http://www.tcm.com/trdev/ 
(Training & Development Resource Center for Human Resources) 

http://www.astd.org/ 
(Website of the American Society for Training and Development with information, 
tools, articles and links to training, performance, evaluation etc.) 
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