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1 TO LEAD, CREATE A SHARED VISION 

1.1 Leaders and Managers – What’s the Difference? 

What are the differences between “leaders” and “managers”?  

 

A “manager” is required to accomplish organizational goals and objectives. “Management” is the process 

of working with and through individuals and groups and allocating other resources (such as equipment, 

capital, and technology) to accomplish organizational goals. This definition applies to organizations of all 

descriptions (government, businesses, education, religious institutions). Everyone is a “manager” some 

tasks and activities.  

 

“Leadership” is a broader concept than management. Management is a special kind of leadership in 

which the achievement of organizational goals is paramount. Leadership occurs whenever one person 

attempts to influence the behavior of an individual or group, regardless of the reason. It may be one’s 

own goals or for the goals of others. and these goals may or may not be congruent with those of the 

organization.  

 

 Leaders Managers 

 Innovate Administer 

 Original Copy 

 Develop Maintain 

 Focus on people  Focus on systems and structures 

 Inspire trust Rely on control 

 Long range view Short range view 

 “why” , “what” “how” , “when” 

 “balcony” “dance floor” 

 Do the right things Do things right 

Adapted from Bennis, W. (1994) 

 

Leadership and management are complementary activities, and usually assumed by both “leaders” and 

“managers”. Based on international public sector standards, articulating and sharing an organizational 

vision is one of the most important roles of both leaders and managers.  

 

1.2 Public Sector Standards for Managers – An Example 

Program managers are responsible and accountable for the outcomes of multiple projects and/or teams 

and guide team leaders to deliver business strategies. They are expected to deliver outcomes by working 

across boundaries. 

 

Value proposition 
 Valued for managerial expertise and ability to lead others. 
 Lead the delivery of work programs through others. 

 

Vision 

1. Demonstrates broad perspective 

a. Conveys the vision for their area in a compelling way 

b. Takes the broadest possible view of an issue or problem 
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c. Is future-oriented in analysis, thought and action 

 

2. Navigates ambiguity and politics 

a. Navigates complex and ambiguous environments, in the absence of complete information 

b. Understands ‘hot button’ areas of political sensitivity and risk, and uses judgement when 

deciding how to proceed 

c. Accurately reads situations and group dynamics 

 

3. Leads change 

a. Adopts a planned and comprehensive approach to implementing organizational change 

b. Understands and influences organizational culture 

c. Influences others 

 

4. Delivers by working across boundaries 

a. Sees and acts on opportunities for synergy and integration across their organization and sector 

b. Works effectively with other parts of the organization and sector to deliver results 

 

5. Champions innovative ideas and solutions 

a. Open to and experiments with innovative approaches 

b. Analyses both success and failure to identify opportunities for improvement 

c. Inspires and harnesses the creativity of others 

d. Demonstrates good judgment about the creative ideas and suggestions of others that will work 

 

Results 

6. Manages group performance 

a. Implements systems and processes to ensure ongoing delivery 

b. Organizes various resources (people, funding, material, support) to achieve results 

c. Measures and monitors the performance of their area 

 

7. Manages internal and external relationships 

a. Builds and maintains productive relationships with internal and external stakeholders 

b. Communicates in a way that is appropriate for the situation, and that promotes trust, respect and 

integrity 

c. Models open communication. Actively and attentively listens to others 

d. Understands different and competing views, and synthesizes stakeholder information to inform 

approach 

e. Manages conflict and negotiates outcomes without compromising relationships 

f. Manages challenging stakeholders with diplomacy and tact 

 

8. Builds group capability 

a. Selects the best people from inside and outside the sector 

b. Understands and can articulate the strengths and limitations of their direct reports and staff 

c. Develops the knowledge, skills and abilities of their direct reports, and other staff within their 

group 

d. Encourages opportunities for learning and stretch assignments to build capability 

 

9. Inspires individual and team commitment in the pursuit of results 

a. Motivates individuals and creates a culture where people want to ‘go the extra mile’ 
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b. Focuses strongly on the achievement of results, and places the same expectation on others 

c. Gives people the balance of autonomy and support they need to achieve outcomes 

d. Builds a cohesive and supportive team environment 

 

Accountability 

10. Models professional and ethical behaviour 

a. Acts in accordance with the Queensland public service legislative framework and Code of 

Conduct 

b. Models ethical behaviour and consistently applies those ethical standards to self and others 

c. Is consistent in word and actions 

d. Is viewed as trustworthy, honourable and truthful, and respectful of the views of others 

e. Able to understand, monitor and channel their own emotions in a positive way whilst staying true 

to self 

11. Displays courage in the provision of advice 

a. Provides advice and makes decisions that are rigorously considered and supported by a clear 

rationale 

b. Uses analysis, experience and judgement to make informed decisions 

c. Takes personal responsibility and does not hold back on issues that need to be addressed 

d. Willing to be the only champion for an idea or position 

 

12. Applies business acumen 

a. Exercises sound business acumen in corporate governance areas, such as financial, contract, and 

project management 

b. Understands the origin and reasoning behind key policies, practices and procedures 

 

13. Commits to personal development 

a. Is aware of personal strengths and weaknesses and takes account of these when acting 

b. Is committed to their own development and continuous self-improvement, and sees learning 

opportunities in everyday work 

c. Reflects on the reasons for both success and failure, and learns from the experience 

d. Actively seeks feedback and modifies their approach to enhance leadership effectiveness. 

Source: https://www.forgov.qld.gov.au/program-manager-success-profile 

 

1.3 The Value of Creating a Vision 

Adapted from Kouzes and Posner (20??) 

 

Note: This article can be adapted to managers responsible for AGP2, and describes how managers can 

lead their subordinates towards a shared institutional and program vision. How will AGP2 contribute to 

improved performance of specific jurisdictions (directorates, institutions, units, zones, woredas)? How will 

these IAs improve as a result of AGP2? What is your vision? The article below provides more information 

about the importance of promoting a shared vision with your team. 

 

Being forward–looking-envisioning exciting possibilities and enlisting others in a shared view of the 

future-is the attribute that most distinguishes leaders from non-leaders. We know this because we asked 

followers. 

 

https://www.forgov.qld.gov.au/program-manager-success-profile
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In an ongoing project surveying tens of thousands of working people around the world, we asked, “what 

do you look for and admire in a leader (defined as someone whose direction you would willingly follow)?’ 

Then we asked, “What do you look for and admire in a colleague (defined as someone you’d like to have 

on your team)?” The number one requirement of a leader – honesty – was also the top-ranking attribute 

of a good colleague. But the second-highest requirement of a leader, that he or she be forward-looking, 

applied only to the leader role. Just 27% of respondents selected it as something they want in a 

colleague, whereas 72% wanted it in a leader. (Among respondents holding more-senior roles in 

organizations, the percentage was even greater, at 88 %.) No other quality showed such a dramatic 

difference between leader and colleague. 

 

This points to a huge challenge for the rising leader: The trait that most separates the leaders from 

individual contributors is something that they haven’t had to demonstrate in prior, non-leadership roles. 

Perhaps that’s why so few leaders seem to have made a habit of looking ahead; researchers who study 

leader work activities estimate that only 3% of a leader’s time is spent envisioning and promoting a future 

direction. The challenge, as we know, only comes after current projects wrap up. People at the next level 

of leadership should be looking several years into the future. And those at the top of the institution must 

focus on a horizon some 10 years distant. 

 

So how do new leaders develop this forward-looking capacity? First, of course, they must resolve to carve 

out time from urgent but endless operational matters. But even more important, as leaders spend more 

time looking ahead, they must not put too much stock in their own prescience. This point needs to be 

underscored because, somehow, through all the talk over the years about the importance of vision, many 

leaders have reached the unfortunate conclusion that they as individuals must be visionaries. With 

leadership development experts urging them along, they’ve taken to posing as emissaries from the 

future, delivering the news of how their markets and organizations will be transformed. 

 

Bad Idea! Staff want visions of the future that reflect their own aspirations. They want to hear how their 

dreams will come true and their hopes will be fulfilled. We draw this conclusion from our most recent 

analysis of nearly one million responses to our leadership assessment.  

“The Leadership Practices Inventory” - the data tells us that what leaders struggle with most is the image 

of the future that draws others in - that speaks to what others see and feel. 

 

Buddy Blanton, a principal program manager at Rockwell Collins, learned this lesson firsthand. Blanton 

asked his team for some feedback on his leadership, and the vast majority of it was positive and 

supportive. But he got some strong advice from his team about how he could be more effective in 

inspiring a shared vision. One of his direct reports said to him, “You would benefit by helping us, as a 

team, to understand how you got to your vision. We want to walk with you while you create the goals 

and vision so we all get to the end vision together.” 

 

As counterintuitive as it might seem, then, the best way to lead people into the future is to connect with 

them deeply in the present. The only visions that take hold are shared visions-and you will create them 

only when you listen very, very closely to others, appreciate their hopes, and attend to their needs. The 

best leaders are able to bring their people into the future because they engage in the oldest form of 

research: They observe the human condition. 
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2 SITUATIONAL LEADERSHIP 

Over the last few decades, people in the field of management have been involved in a search for the 

“best” style of leadership. Yet, the evidence from the research clearly indicates that there is no 

single appropriate leadership style. Successful leaders are those who can adapt their behaviors to 

meet the demands of their unique situation. 

 

The Situational Leadership Model 
A Situational Leadership Model is designed to support people in any position of leadership who have 

“followers”.  The model provides one way for leaders to diagnose or assess the demands of specific 

situations or tasks in relation to the ability and willingness of their followers. 

 

This model is based on the amount of direction (task behavior) and the amount of socio-emotional 

support (relationship behavior) a leader must provide given the situation and the level of 

“readiness” of the follower or group. 

 

What kind of leader are you? Please take the self-assessment starting on the next page. 

 

2.1 Situational Leadership Style Self-Assessment 

Adapted from: Hersey and Blanchard 

 

Directions: Read through each “situation” and then choose the response (only one) from the 

corresponding “alternative action” statements that most characterizes you. Select an action that 

best describes what you would naturally do, not what you should do! Note: “group” can mean 

“staff”, “team”, “direct reports”, and “subordinates” 

 

Situation Alternative Action 
1. Recently, your group is not responding to your 

friendly conversation and obvious concern for 
their welfare. Their performance is declining 
rapidly. 

A. Emphasize the use of uniform procedures and the 
necessity for task accomplishment. 

B. Make yourself available for discussion but do not 
push your involvement. 

C. Talk with them and then set goals 
D. Intentionally do not intervene. 

2. The observable performance of your group is 
increasing. You have been making sure that all 
members were aware of their responsibilities 
and expected standards of performance. 

A. Engage in friendly interaction, but continue to make 
sure that all members are aware of their 
responsibilities and expected standards of 
performance. 

B. Take no definite action. 
C. Do what you can to make the group feel important 

and involved. 
D. Emphasize the importance of deadlines and tasks. 

3. Members of your group are unable to solve a 
problem themselves. You have normally left 
them alone. Group performance and 
interpersonal relations have been good. 

A. Work with the group and together engage in 
program solving. 

B. Let the group work it out. 
C. Act quickly and firmly to correct and redirect. 
D. Encourage the group to work on the problem and 

be supportive of their efforts. 

4. You are considering a change. Your group has a A. Allow group involvement in developing the change, 
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Situation Alternative Action 
fine record of accomplishment. They respect 
the need for change. 

but do not be too directive. 
B. Announce changes and then implement with close 

supervision. 
C. Allow the group to formulate its own directive 
D. Incorporate group recommendations, but you 

direct the change. 

5. The performance of your group has been 
dropping during the last few months. Members 
have been unconcerned with meeting 
performance objectives. Redefining roles and 
responsibilities has helped in the past. Staff 
have continually needed reminding to have 
their tasks done on time. 

A. Allow the group to formulate its own direction. 
B. Incorporate group recommendations, but see that 

objectives are met. 
C. Redefine roles and responsibilities and supervise 

carefully. 
D. Allow group involvement in determining roles and 

responsibilities but do not be too directive. 

6. You stepped into an efficiently run group. The 
previous leader tightly controlled the situation. 
You want to maintain a productive situation, 
but would like to begin having more time 
building interpersonal relationships among 
members. 

A. Do what you can do to make the group feel 
important and involved. 

B. Emphasize the importance of deadlines and tasks. 
C. Intentionally do not intervene. 
D. Get the group involved in decision-making, but see 

that objectives are met. 

7. You are considering changing to a structure 
that will be new to your group. Members of 
the group have made suggestions about 
needed change. The group has been 
productive and demonstrated flexibility. 

A. Define the change and supervise carefully. 
B. Participate with the group in developing the change 

but allow members to organize the 
implementation. 

C. Be willing to make changes as recommended, but 
maintain control of the implementation. 

D. Be supportive in discussing the situation with the 
group but not too directive. 

8. Group performance and interpersonal 
relations are good. You feel somewhat unsure 
about your lack of direction in the group. 

A. Leave the group alone. 
B. Discuss the situation with the group and then you 

initiate necessary changes, 
C. Redefine goals and supervise carefully. 
D. Allow group involvement in setting goals, but don’t 

push. 

9. You have been appointed to give leadership to 
a study group that is far overdue in making 
requested recommendations for change. The 
group is not clear on its goals. Attendance at 
sessions has been poor. Their meetings have 
turned into social gatherings. Potentially they 
have the talent necessary to help. 

A. Let the group work out its problems. 
B. Incorporate group recommendations, but see that 

objectives are met. 
C. Redefine Goals and supervise carefully. 
D. Allow group involvement in setting goals, but do 

not push. 

10. Your group, usually able to take responsibility, 
is not responding to your recent redefining of 
job responsibilities as a result of one member 
leaving the city. 

A. Allow group involvement in redefining standards 
but don’t take control. 

B. Redefine standards and supervise carefully, 
C. Avoid confrontation by not applying pressure, leave 

situation alone. 
D. Incorporate group recommendations, but see that 

new job responsibilities are met. 

11. You have been promoted to a leadership 
position. The previous leader was involved in 
the affairs of the group. The group has 
adequately handled its tasks and direction. 
Interpersonal relationships in the group are 
good. 

A. Take steps to direct the group towards working in a 
well-defined manner. 

B. Involve the group in decision-making and reinforce 
good contributions. 

C. Discuss past performance with the group and then 
you examine the need for new practice. 

D. Continue to leave the group alone. 

12. Recent information indicates some internal A. Try out your solution with the group and examine 
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Situation Alternative Action 
difficulties among group members. The group 
has a remarkable record of accomplishment. 
Members have effectively maintained long-
rang goals.  

the need for new procedures., 
B. Allow group members to work it out themselves. 
C. Act quickly and firmly to correct and redirect. 
D. Participate in problem discussion while providing 

support for group members. 

 

Scoring your self-assessment: 
Circle the responses from your self-assessment on the scoring sheet below. Add up each column to 

determine your preferred leadership style according to the Hersey and Blanchard model. 

 

   
S

IT
U

A
T

IO
N

S
 

 
ALTERNATIVE ACTIONS 

1 A C B D 

2 D A C B 

3 C A D B 

4 B D A C 

5 C B D A 

6 B D A C 

7 A C B D 

8 C B D A 

9 C B D A 

10 B D A C 

11 A C B D 

12 C A D B 

 
TOTAL     

LEADERSHIP 
STYLE 

TELLING 
(DIRECTING) 

SELLING 
(COACHING) 

PARTICIPATING 
(FACILITATIING) 

DELEGATING 
(OBSERVING) 

 

Primary Style 

Most leaders have a favourite, or primary leadership style. Your primary is the one you feel most 

comfortable with- the one you select most often. 

 

Secondary Style 

Secondary style is the style you tend to use when you are not using your primary style. You can have 

more than one secondary style. Secondary or supporting styles including the totals - other that your 
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primary style total - in which there are two or more responses. These styles tend to be your "back-

up" styles when you are not using your primary style. 

 

Style Range 

Style range measures how flexible you are - the extent to which you are able to vary your leadership 

style. Your style range includes the styles in the model above where you had two or more responses. 

Three or more responses in a column total suggest a high degree of flexibility. Two responses 

suggest moderate flexibility. One response in a quadrant is not statically significant. It is difficult to 

predict how flexible you are at using that style. 

 

2.2 LEADERSHIP ADAPTABILITY 

“Leadership style adaptability” is our ability to use a range of styles to lead our followers, depending 

upon the situation or task. To determine your style adaptability, circle the score in the table below 

that corresponds to the alternative action choices made for each situation in the self-assessment. 

For example, if you selected C for Situation 1, circle 2 under C below. Add up the numbers in each 

column and total the sums next to "subtotals". Add the subtotals for column A, B, C and D to 

calculate your score and write this number in the box provided. 

 

Situations 
STYLE ADAPTABILITY 

A B C D 

1 3 1 2 0 

2 3 0 2 1 

3 2 1 0 3 

4 2 0 3 1 

5 0 2 3 1 

6 1 2 0 3 

7 0 3 1 2 

8 3 1 0 2 

9 0 2 3 1 

10 2 0 1 3 

11 0 3 1 2 

12 1 3 0 2 

Subtotals     

 

Total of subtotals: 

The data from your Style/Readiness Matrix can also be expressed as a score. The possible 

adaptability scores range from 0 to 36. Your score is determined by how closely you matched a 

leadership style to the readiness level in each situation. 

 

Style adaptability is the degree to which you are able to vary your style to match the readiness level 

of followers in a specific situation. 

 

Adaptability points are awarded for each situation. A score of "3" indicates that you chose the 

appropriate leadership style for that situation. The lower the score, the farther away your choice 
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was from the appropriate leadership style. A "0" score indicates your choice was a style with a very 

low probability of success. 

 

The style adaptability score allows some generalizations to be made. Scores of 25 and above, for 

example, show a high degree of style flexibility and show that style choices usually matched follower 

readiness levels in the specific situations. 

 

30-36 Scores in this range indicate a leader with a high degree of adaptability. The leader 

accurately diagnoses the ability and willingness of the follower for most situations 

and behaves accordingly. 

 

24-29 Scores in this range reflect a moderate degree of adaptability. Scores in this range 

usually  indicate a pronounced primary leadership style with less flexibility in the 

secondary styles. 

 

0-23  Adaptability scores less than 23 indicate a need for self-development to improve the 

  ability to diagnose follower readiness and select appropriate leader behaviors. 

 

2.3 Task Behavior and Relationship Behavior 

So, what is “situational leadership”? The recognition of “task” and “relationship” as two critical 

dimensions of a leader’s behavior has been an important part of management research over the 

past several decades. These two dimensions have been given various labels ranging from 

“autocratic” and “democratic” to “employee oriented” and “production oriented” 

 

For some time, it was believed that task and relationship behaviors were either/or styles of 

leadership and, therefore, could be represented by a single continuum, moving from very 

authoritarian leader behavior (task) at one end to very participative leader behavior (relationship) at 

the other end. 

 

In more recent years, the idea that task and relationship behaviors were either/or leadership styles 

has been dispelled. In particular, extensive leadership studies at the Ohio State University 

questioned this assumption and showed that other assumptions were more reasonable and would 

lead to more useful theories in leadership. 

 

By spending time actually observing the behavior of leaders in a wide variety of situations, the Ohio 

State staff found that they could classify most of the activities of leaders into two distinct and 

different behavioral categories or dimensions. They named these two dimensions “Initiating 

Structure” (task behavior) and “Consideration” (relationship behavior). These two dimensions can be 

defined in the following way: 

 

 Task behavior is the extent to which a leader engages in one way communication by 

explaining what each follower is to do as well as when, where and how tasks are to be 

accomplished. 

 Relationship behavior is the extent to which a leader engages in two-way communication by 

providing emotional support, “psychological strokes” and facilitating behaviors. 
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In the leadership studies mentioned, the Ohio State staff found that leadership styles tended to vary 

considerably. The behavior of some leaders was characterized mainly by structuring activities for 

their followers in terms of task accomplishment, while other leaders concentrated on providing 

emotional support in terms of personal relationships between themselves and their followers. Still 

other leaders had styles characterized by both high-task and high- relationship behavior. There were 

even some leaders whose behavior tended to provide little task or relationship for their followers. 

No dominant style of leadership emerged across a wide range of leaders working in many different 

work settings. Instead, various combinations were evident. These observed patterns of leader 

behavior can be plotted on two separate and distinct axes as shown in Figure 1. 

 
Figure 1: Four Basic Leader Behavior Styles 

 
 
Since research in the past several decades has clearly supported the contention that there is no 

“best style of leadership,” any of the four basic styles shown in Figure 1 may be effective or 

ineffective depending on the situation in which it is being applied. 

 

Situational Leadership is based on an interplay among (1) the amount of direction (task behavior) a 

leader gives, (2) the amount of socio-emotional support (relationship behavior) a leader provides, 

and (3) the “readiness” level that followers exhibit on a specific task, function, activity or objective 

that the leader is attempting to accomplish through the individual or group (followers). 
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2.4 Level of Readiness 

Situational Leadership defines readiness as the ability and willingness of a person to take 

responsibility for directing their behavior. These variables of readiness should be considered only in 

relation to a specific task to be performed. That is to say, an individual (or a group) is not at a level of 

readiness in any total sense. People tend to have varying degrees or readiness depending on the 

specific task, function or objective that a leader is attempting to accomplish through their efforts. 

 

Thus, an irrigation engineer may be at a high level of readiness for identifying irrigation schemes that 

need rehabilitation, but may not demonstrate the same readiness in developing detailed tendering 

documents to contract engineering firms to build small scale irrigation schemes. As it result, it may 

be quite appropriate for this individual’s manager to provide little direction and help on the annual 

planning processes, yet provide a great deal of direction and close supervision over the individual’s 

technical contract work. 

 

2.5 The Basic Concept 

According to Situational Leadership, as the level of readiness of a follower continues to increase in 

terms of accomplishing a specific task, the leader should begin to reduce task behavior and increase 

relationship behavior. This should be the case until the individual or group reaches a moderate level 

of readiness, and it becomes appropriate for the leader to decrease not only task behavior but 

relationship behavior as well. Now the follower is not only ready in terms of the performance of the 

task but is also confident and committed. 

 

Since the follower self-generates “strokes” and reinforcement, a great deal of socio-emotional 

support from the leader is no longer necessary. People at this level of readiness see a reduction of 

close supervision and an increase in delegation by the leader as a positive indication of trust and 

confidence. Thus, Situational Leadership focuses on the appropriateness or effectiveness of 

leadership styles according to the task-relevant readiness of the follower. This cycle can be 

illustrated by a bell-shaped curve superimposed on the four leadership quadrants as shown in Figure 

2. 

 

2.5.1 Style of Leader vs. Readiness of Followers 

Figure 2 relates the readiness level of a follower for completing a particular job objective to the 

“optimum” leadership style of a manager for maximizing follower job performance. Keep in mind 

that the figure represents two different phenomena. The appropriate leadership style (leader 

behavior) for given levels of follower readiness is portrayed by the curved line running through the 

four leadership quadrants. The readiness level of the individual or group being supervised (follower 

readiness) is depicted below the leadership model as a continuum ranging from low- level to high-

level readiness. 

 

When referring to the leadership styles in the model, we use the following shorthand designations: 

(1) High risk/low-relationship will be referred to as leader behavior style S1; (2) high-task/high-

relationship behavior as leader behavioral style S2; (3) high-relationship/low-task behavior as leader 

behavior style S3; and (4) low-relationship/low-task behavior as style R4. 
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In terms of follower readiness, it is not simply a question of being ready, but a question of degree. As 

can be seen in Figure 2, some benchmarks of readiness can be provided for determining an 

appropriate leadership style by dividing the readiness continuum into four levels. Low levels of task-

relevant readiness are referred to as readiness level R1; low to moderate as level R2; moderate to 

high as readiness level R3, and high levels to task-relevant readiness as level R4. 

 
Figure 2: Situational Leadership Model 

 

 

Application: What does the bell-shaped curve in the leader behavior portion of the model mean? It 

means that the readiness level of one’s followers develops along the continuum to higher levels, the 

appropriate style of leadership moves accordingly along the curvilinear function. 

 

2.5.2 Determining an Appropriate Leadership Style 

To determine what leadership style is appropriate to use in a given situation, one must first 
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determine the readiness level of the follower in relation to a specific task that the leader is 

attempting to accomplish through the follower’s efforts. Once this readiness level is identified, the 

appropriate leadership style can be determined by constructing a right angle (90 degrees) from the 

point on the continuum that identifies the readiness level of the follower to a point where it 

intersects on the curvilinear function in the leader behavior portion of the model. The quadrant in 

which that intersection takes place suggests the appropriate style to be used by the leader in that 

situation with a follower of that readiness level. Consider the example in figure 3. 

 

Suppose a manager has determined that a follower’s readiness level in terms of administrative 

paperwork is low. Using Situational Leadership, the leader would place an X on the readiness 

continuum as shown in Figure 3 (below R1). Once the manager had decided to influence the 

follower’s behavior in this area, the manager could determine the appropriate initial style to use by 

constructing a right angle from the X drawn on the readiness continuum to a point where it 

intersects the bell-shaped curve (designated in Figure 3 by O). Since the intersection occurs in the S1 

quadrant, it is suggested that when working with this follower who demonstrates R1 readiness on 

this particular task, the manager should use an S1 style (high-task/low-relationship behavior). If one 

follows this technique for determining the appropriate leadership style for all four readiness levels, it 

will become clear that the four readiness designations (R1, R2, R3, R4) correspond to the four leader 

behavior designations (S1, S2, S3, S4); that is, R1 readiness requires an S1 style, R2 readiness 

requires an S2 style, etc. 

 

In this example, when we say “low-relationship behavior,” we do not mean that the manager is not 

friendly or personable to the follower. We merely suggest that the manager, in supervising the 

follower’s handling of administrative paperwork, should spend more time directing the person in 

what to do and how, when, and where to do it, than providing socioemotional support and 

reinforcement. Increased relationship behavior should occur when the follower begins to 

demonstrate the ability to handle necessary administrative paperwork. At the point, a movement 

from S1 to S2 would be appropriate. 
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Figure 3: Determining an Appropriate Leadership Style 

 
 

Thus, Situational Leadership contends that in working with people who are low in readiness (R1) in 

terms of accomplishing a specific task, a high-task/low-relationship style (S1) has the highest 

probability of success; in dealing with people who are of low to moderate readiness (R2), a 

moderate structure and socio-emotional style (S2) appears to be most appropriate. In working with 

people who are of moderate to high readiness (R3), a high-relationship/tow-task style (S3) has the 

highest probability of success; and finally, a low-relationship/low-task style (S4) has the highest 

probability of success in working with people of high task-relevant readiness (R4). 

 

While it is important to keep in mind the definitions of task and relationship behavior given earlier, 

the labeling of the four styles of Situational Leadership shown in Figure 4 is sometimes useful for 

quick diagnostic judgments. 
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High-task/low-relationship leader behavior (S1) is referred to as “telling” because this style is 

characterized by one-way communication in which the leader defines the roles of followers and tells 

them what, how, when, and where to do various tasks. 

 

High-task/high-relationship behavior (S2) is referred to as “selling” because with this style most of 

the direction is still provided by the leader. The leader also attempts through two-way 

communication and socio-emotional support to get the followers psychologically to “buy into” 

decisions that have to be made. 

 

High-relationship/low-task behavior (S3) is called “participating” because with this style the leader 

and followers now share in decision making through two-way communication and much facilitating 

behavior from the leader, since the followers have the ability and knowledge to do the task. 

 

Low-relationship/low-task behavior (S4) is labeled “delegating” because the style involves letting 

followers “run their own show.” The leader delegates since the followers are high in readiness, have 

the ability, and are both willing and able to take responsibility for directing their own behavior. 

 

2.5.3 Modifying Levels of Readiness 

In attempting to improve the readiness of a follower who has not taken much responsibility in the 

past, a leader must be careful not to increase socio-emotional support (relationship behavior) too 

rapidly. If this is done, the follower may view the leader as becoming a “soft touch.” Thus, the leader 

must develop the follower slowly, using a little less task behavior and a little more relationship 

behavior as the follower increases in readiness. When an individual’s performance is low, one 

cannot expect drastic changes overnight. For more desirable behavior to be obtained, a leader must 

reward as quickly as possible the slightest appropriate behavior exhibited by the individual in the 

desired direction. This process continues as the individual’s behavior comes closer and closer to the 

leader’s expectations of good performance. This is literally a behavior- moderation concept called 

positive reinforcement. For example, if a leader wants to improve the readiness level of a follower so 

this follower will assume significantly more responsibility, the leader’s best bet initially is to reduce a 

little of the structure or direction (task behavior) by giving the follower an opportunity to assume 

some increased responsibility. If this responsibility is well handled, the leader should reinforce this 

behavior with increases in relationship behavior. This is a two-step process: first, reduction in 

structure, and if adequate performance follows; second, increases in socio-emotional support as 

reinforcement. This process should continue until the follower is assuming significant responsibility 

and performing as an individual of moderate readiness. This does not mean the individual’s work will 

have less structure, but the structure now will be internally imposed by the follower rather than 

externally imposed by the leader. When this happens, followers are not only able to provide their 

own direction and structure for many of the activities in which they engage, but also to begin to be 

able to provide for their own satisfaction for interpersonal and emotional needs. At this stage the 

followers are positively reinforced for their accomplishments because the leader does not look look 

over their shoulders and by the leader leaving them more and more on their own. It is not that there 

is less mutual trust and friendship (in fact, there is more) but it takes less direct effort on the leader’s 

part to prove it with followers at high levels of readiness. 
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Figure 4: Situational Leadership 

 
 

Although this model seems to suggest a basic style for different levels of readiness, it is not quite 

that simple. When a follower begins to behave less ready, for whatever reason, i.e., crisis at home, 

change in work, technology, etc., it becomes appropriate and necessary for the leader to adjust 

behavior backward through the bell-shaped curve to meet the present readiness level of the 

follower. For example, take a follower who is presently working well alone. Suppose, suddenly, a 

family crisis begins to affect this person’s performance on the job. In this situation, it might be very 

well appropriate for the manager to moderately increase both task (direction) and relationship 

(support) until the follower regains composure. 

 

Take another example of an agronomist who was highly motivated and competent (R4) and 

therefore could be left alone. Suppose this agronomist is promoted to process owner. While it may 

have been appropriate for the leader to use S4, now as a manager, a task for which this person has 

little experience, it may be appropriate for the leader to change styles by providing more socio-
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emotional support and then increasing the direction and supervision of activities (S4 to S3 to S2). 

This high-task/high-relationship style should continue until the person is able to grasp the new 

management responsibilities. At that time, a movement back from S2 through S3 to S4 would be 

appropriate. Starting off with the same leadership style that was successful in the agronomist role 

may now prove devastating because it is inappropriate for the needs of the situation. 

 

In summary, effective leaders must know their staff well enough to meet their ever-changing 

abilities and demands placed upon them. It should be remembered that over time followers as 

individuals and as groups develop their own patterns of behaviors and ways of operating, i.e., 

norms, customs, and mores. While leaders may use a specific style to support followers as a group, 

they may quite often have to behave differently with individual followers because of different levels 

of follower readiness. In either case, whether working with a group or an individual, changes in 

leadership style from S1 to S2, S3 and S4 must be gradual! This process by its very nature cannot be 

revolutionary but must be evolutionary; gradual development changes, a result of planned growth, 

and the creation of mutual trust and respect. 

 

2.6 Descriptions of Each Style 

Leaders should adapt their style to their follower’s development style (or 'maturity'), based on how ready and 
willing the follower is to perform required tasks (that is, their competence and motivation). 
 
There are four leadership styles (S1 to S4) that match the readiness levels (R1 to R4) of the followers. 
 
The four styles suggest that leaders should put greater or less focus on the task in question and/or the 
relationship between the leader and the follower, depending on the readiness level of the follower. 
 

S3: Participating / Facilitating / Supporting 

Follower: R3: High competence, variable commitment 

/ able but unwilling or insecure 

 

Leader: Low task focus, high relationship focus 

When the follower can do the job, but is refusing to do 

it or otherwise showing insufficient commitment, the 

leader need not worry about showing them what to 

do, and instead is concerned with finding out why the 

person is refusing and thence persuading them to 

cooperate. There is less excuse here for followers to be 

reticent about their ability, and the key is very much 

around motivation. The leader spends time listening, 

praising and otherwise making the follower feel good 

when they show the necessary commitment 

S2: Selling / Coaching 

Follower: R2: Some competence, variable 

commitment / unable but willing or motivated 

 

Leader: High task focus, high relationship focus 

When the follower can do the job, at least to some 

extent, and perhaps is over-confident about their 

ability in this, then 'telling' them what to do may 

demotivate them or lead to resistance. The leader 

thus needs to 'sell' another way of working, 

explaining and clarifying decisions. The leader thus 

spends time listening and advising and, where 

appropriate, helping the follower to gain necessary 

skills through coaching methods. 

 

Note: S1 and S2 are leader-driven 

S4: Delegating / Observing 

Follower: R4: High competence, high commitment / 

Able and willing or motivated. 

 

Leader: Low task focus, low relationship focus 

S1: Telling / Directing 

Follower: R1: Low competence, low commitment / 

Unable and unwilling or insecure 

Leader: High task focus, low relationship focus 

When the follower cannot do the job and is unwilling 
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When the follower can do the job and is motivated to 

do it, then the leader can basically leave them to it, 

largely trusting them to get on with the job although 

they also may need to keep a relatively distant eye on 

things to ensure everything is going to plan. Followers 

at this level have less need for support or frequent 

praise, although as with anyone, occasional 

recognition is always welcome. 

 

Note: S3 and S4 are follower-led. 

or afraid to try, then the leader takes a highly 

directive role, telling them what to do but without a 

great deal of concern for the relationship. The leader 

may also provide a working structure, both for the 

job. The leader may first find out why the person is 

not motivated and if there are any limitations in 

ability. These two factors may be linked, for example 

when a person believes they are less capable than 

they should be, this may be in the form of denial or 

other coping strategy. The follower may also lack self-

confidence as a result. 

 

SITUATIONAL LEADERSHIP – INFLUENCE BEHAVIOUR DESCRIPTORS 

High Style S3 (HR/LT) 

 

+ participating 

+ encouraging 

+ committing 

+  facilitating 

+ supporting 

+ involving 

+ empowering 

+ problem solving 
 

- patronizing 
- condescending 
- wavering 
- stalling 
- pacifying 

Style S2 (HT/HR) 

 

+ selling 

+ mentoring 

+ persuading 

+ coaching 

+ teaching 

+ convincing 

+ explaining 

+ training 

 
- manipulating 
- deceiving 
- preaching 
- defending 

Relationship 

behavior 

(supportive behavior) 

Low 

Style S4 (LR/LT) 

 

+   delegating 

+   observing 

+   monitoring 

+   entrusting 

+   assigning 

+   empowering 

 
- avoiding 

- abandoning 

- ignoring 

- withdrawing 

Style S1 (HT/LR) 

 

+ telling 

+ directing 

+ structuring 

+ informing 

+ establishing 

+ instructing 

 
- demanding 
- attacking 
- dominating 
- controlling 
- yelling  
- harassing 

Low     Task Behavior      High  
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2.7 Assessing the Readiness Level of Your Staff 

Consider your immediate subordinates or followers, in relation to a number of standard AGP2 tasks. Rank each follower’s readiness level based on the task.  

 

READINESS (R) LEVEL 

Follower’s Name Annual planning 
Supportive 

Monitoring 
Data Analysis Report Writing 

Training Woreda 

Experts 

1. 

 

 

     

2. 

 

 

     

3. 

 

 

 

     

4. 

 

 

     

5. 

 

 

     

6. 

 

 

     

 

What do you notice about your staff?  

In general, what type of leadership style(s) is most important to use with your team? 
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3 GENDER AND LEADERSHIP 

Getting back to basics – the difference between sex and gender 
When talking about advancing women, “sex” and “gender” are often used interchangeably. There is, 

however, a meaningful difference between the two. Technically “sex” refers to the biological 

differences between men and women (e.g. women can bear children), whereas “gender” refers to 

differences which are socially constructed (e.g. women are more nurturing than men). Social 

conditioning creates deep seated beliefs and attitudes about how men and women should behave 

and can lead to advantages or disadvantages, depending on the setting. 

 

For example, the socially constructed view that “men act” vs “women care” has implications for 

leadership and people’s views about what makes a good leader e.g. “leaders are action oriented”. 

Several references on the concept of leadership emphasized that it is capability that determine 

effective leadership but not gender. Do men make better leaders than women? Or do women make 

better leaders than men?  Capability, ability and the right attitude, does not favor either gender. 

Women in leadership roles have a harder time than men, of being accepted by their counterparts, 

their peers and by their team. This is very subtle. The traits that a man may exhibit in the same 

position is looked upon favorably and in a positive light as opposed to a woman exhibiting the same 

behavioral traits. 

 

 When a woman is forthright and assertive, she may be considered aggressive/ ballistic while 

a man in the same situation is considered a go-getter and tough. A woman’s personal life 

especially her marital status/age is general public knowledge in the work environment, and 

is often used to explain her actions/traits at work. Grey hair and children are the two 

acquisitions that beget a woman’s respect at work and work could be any domain, any field 

– right from the corporate sector, to politics. This is so subtle at times that usually people are 

not even aware of how they regard the other. Such is our upbringing and societal 

conditioning. 

 

3.1 The Government of Ethiopia’s Commitment to Gender Equality 

In Ethiopia there are several legal documents, policies, strategies and guidelines that promote 

gender equality, and the GoE is committed to achieving gender equality and women empowerment.  

 

a) The FDRE Constitution (1994) 

Both federal and regional constitutions preserve the equality of men and women: “All persons are 

equal before the law and are entitled without any discrimination to the equal protection of the law” 

(article 25). Article 35 addresses women’s equal rights to free marriage, to the control and use of 

land, to own and inherit property, to employment, rights to maternity leave and pay and to full 

consultation in the formulation, design and execution of national development policies.  

 
 Articles 34 [1] and 35 [2] explicitly recognize men and women’s equal rights while entering 

into, during marriage and at the time of divorce 
 Article 35 [1]: “Women shall, in the enjoyment of rights and protections provided for by this 

Constitution, have equal right with men.” 
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 Article 35 [3] allows for affirmative measures to remedy the historical legacy of inequality 

and discrimination suffered by women in the country, enabling them to “participate and 

compete” equally with men in political, economic and social fields. 
 Article 35 [4] states that laws, customs, practices and stereotyped ideas that oppress women 

and adversely affect their physical and mental well-being are prohibited. 
 Article 35 [7] recognizes women’s equal rights to acquire, administer, control, use, transfer 

and administer property. They shall also enjoy equal treatment in the inheritance of 

property.  
 Article 40 [1] guarantees the right to property. This right shall include the right to use and 

enjoy and to sell and transfer property by succession or by any other means. 
 Article 40[3]: “The right to own rural and urban land and natural resources belongs only to 

the state and the people. Land is an inalienable common property of the nations, 

nationalities and peoples of Ethiopia.” 

 

b) National Women Policy (1993) 
 Facilitating conditions to the speeding of equality between men and women so that women 

can participate in the political, social and economic life of their country on equal terms with 

men and ensuring that their right to own property as well as other human rights are 

respected and that they are not excluded from the enjoyment of their fruits of their labor or 

from performing public functions and being decision makers; 
 Facilitating the necessary conditions whereby rural women can have access to basic social 

services and to ways and means of lightening their work-load, 
 Eliminating, step by step, prejudices as well as customary and other practices that are based 

on the idea of male supremacy; and  
 Enabling women to hold public office and to participate in the decision making process at all 

levels. 

 

c) Ethiopian Growth and Transformation Plan II (2015/16 – 2019/20) 

In addition to other chapters supporting women empowerment, chapter IV of the GTP II plan 

explicitly states actions to be taken by all GTP II implementing stakeholders towards gender equality 

and women empowerment. The main objectives of the plan are to empower women, children and 

youth so as to enable them full participation in and benefit from the socio-economic and political 

process as well as ensuring the welfare and rights of children.  

 

Implementation strategies to be followed include: 
 Ensuring 100% participation of female headed households and 50% of married women into 

the extension system 
 Ensuring access to quality education at primary, secondary and tertiary levels,  
 Increasing capacities of women and youth associations so as to enable them fully to 

participate in and benefit from the socio-economic and political process.  
 Increasing community awareness and participation to prevent children from harmful 

traditional practices and protect women against violence.  
 Providing strong support for women and youth to fully engage and participate in micro and 

small activities.  
 Stablishing and supporting of women and youth to undertake coordinated organized 

development activities on the basis of change army. 
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d) National Gender Mainstreaming Guideline 
Proposing gender mainstreaming must be considered in projects/programs in the following manner: 
 

1. At the stage of project/program identification; while conducting socio-economic assessment 

of project/program 

2. During the project/program design stage like incorporating gender in the vision, mission, 

goal and objective(s) of the project 

3. During project/program appraisal stage wile analyzing proposed project to determine its 

merits and acceptability in accordance with established criteria i.e reviewing the project 

design from gender perspective  

4. During project/program approval ; ensuring the project is benefiting women and men as well 

as ensuring the number of women and men equal participation 

5. During the project implementation, ensuring the following is crucial: 

 Women and men are equally participating and represented in the project/program 

 Gender knowledge and experience is one of the criteria during project staff recruitment 

 Women and men are represented at decision-making level 
 
 

e) MoALR Gender Equality Strategy of Ethiopia’s Agriculture Sector 
The overall objective of Gender Equality Strategy for Ethiopia’s agriculture sector is to ensure both 

women and men farmers, and agro-pastoralists participate and benefit equally from agricultural 

developments to improve food security, nutritional diversity, their livelihoods, and strengthen their 

resilience to climate change.  

The Gender Equality Strategy explains that the majority of farmers are small holders of which female 

headed-households (FHHs) account for 25 per cent; 85 per cent of households farm less than two 

hectares and 40 per cent less than 0.5 hectares1. Demographically, many smallholder farmers in 

Ethiopia are women, as household heads or wives. They grow crops, raise animals, collect water and 

wood for fuel, care for family members and engage in social obligations. 

Gender disparities are neither static nor immutable. It has been recognized that when women get 

the same amount of inputs as men, their productivity increases dramatically. According to the FAO, 

providing women farmers’ equal access to productive resources could increase yields on their farms 

by 20-30 per cent and could raise total agricultural output by between 2.5-4 per cent. Unless gender 

equality is fully incorporated into Ethiopia’s agriculture strategy, growth is unlikely to benefit males 

and females equally, and can result in further marginalization of women. 

 

Gender stereotypes is perpetuated within the household, the community as well as decision makers 

who fail to recognize the (monetary) value of women’s reproductive work and focus on increasing 

their productivity rather than addressing the root causes of their subordination. Male biased 

perception with the assumption that the farmers are men has made agricultural inputs and services 

to be channeled more to men farmers than women farmers.   

                                                           
1
DHS, 2016, FAO (2014), Socio-economic context and role of agriculture. Food and Agriculture Policy Decision Analysis 

(FAPDA) Country Fact Sheet on Food and Agriculture Policy Trends: Ethiopia (accessed from  
www.fao.org/economic/fapda 

http://www.fao.org/economic/fapda
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Based on the MoALR’s GES, there is a persistence gap between women who are married (in male 

headed-households (MHHs) and female-headed households (FHHs). FHHs: 

 

 Own less land 

 Have less access to oxen 

 Have less access to input services 

 Experience cultural barriers that do not allow women to plough the land 

 Produce less 

 Have low financial capacity to hire labor for ploughing and managing their land or to engage 

on IGAs. 

 

As a result, FHHs produce less agriculturally and are more exposed to food insecurity than MHHs. 

The GES suggests strategies to fill these gender gaps. 

 

f) Federal Civil Service Proclamation No. 1064/2017 
The recent proclamation of FDRE under Federal Civil Servant Proclamation No. 1064/2017 support 

the establishment and implementation of the provision of childcare services in all government 

institutions to ensure women civil servants’ active participation and performance in the workplace 

to their full potential as well as their participation in all work-related capacity development activities 
 

3.2 Leadership Traits and Gender: the Athena Doctrine 

All over the world, people (both men and women) are deploying feminine thinking and values to 

make their lives, and the world, better. There’s a lively conversation taking place right now about the 

role of gender in the workplace whether women are truly achieving parity with men or not, the 

impact they have on culture and success, what’s propelling them forward and holding them back. In 

our book, data has been applied to the discussion. We spent two years examining quantitatively the 

impact of feminine values and exploring people and organizations who have effectively leveraged 

these values to attack intractable problems in business, politics and society. 

 

Research approach: 
 Surveyed 64,000 people in 131 countries across cultural, political and economic diversity 

 Conducted two separate studies: 

o In the first study, half of the sample of thirty-two thousand people was asked to classify 

125 different human behavioral traits as either masculine, feminine or neither.  

o The same list of traits were presented to the other half of the sample. Only this time 

they were not asked to label words by gender; they were we simply asked to rate the 

importance of these traits on leadership, success, morality and happiness the very things 

people said were in crisis today. By comparing the two studies, researchers created a 

statistical model about the importance of having both masculine and feminine traits 

related to solving today’s challenges. 

 

Key Learnings: 
 There is a global referendum on men. The majority of people are dissatisfied with the 

conduct of men, including 79% of people in Japan and South Korea and two third of people 
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in U.S., Indonesia and Mexico. Even the majority of men are dissatisfied with male leaders, 

pointing to existing structures and traditions. 

 Two thirds of the people feel the world would be a better place if men thought more like 

women. 

 Feminine values correlate most strongly with happiness. New ideas about influence over 

affluence (wealth) are challenging the masculine concepts of power and esteem. 

 People who think in a more feminine way are nearly twice as optimistic about their future. 

 81% of people said leaders need both masculine and feminine traits to thrive in today’s 

world. 

 Countries with higher levels of feminine thinking and behavior also have higher per capital 

GDP and higher reported quality of life. 

 Millennial are even stronger champions of feminine values (and more disillusioned with 

masculine constructs) than older generations: 78% of Millennials in eleven countries say 

they are dissatisfied with the conduct of men in their country. There is a double digit 

generation gap between youth and men in over 50 in countries like India, South Korea and 

Germany. In some instances, more Millennials are dissatisfied than women in their own 

countries in places like India and China.  

 

How are the findings relevant to leadership? 
 People seek more expressive leaders who share feelings more openly and honestly, and 

have patience and reason to break gridlock. 

 People want long-term thinkers who plan for the future. Being flexible is critical to building 

consensus and getting things done. 

 Masculine traits like aggression and independence are less important than the feminine 

values of collaboration and sharing credit. Being loyal (which is more feminine) is more 

valued than being proud (which is more masculine), which points to being devoted to the 

cause rather than one’s self. 

 People want leaders to be more intuitive (also feminine), exhibiting the capacity to relate to 

ordinary people and their points of view. 

 

Key statistics: 
 63% of men surveyed think the world would be a better place if men thought more like 

women 

 71% agree that real change will only come about if we are patient and able to plan for the 

future 

 78% of our survey respondents said a successful career today requires collaborating and 

sharing credit with others 

 79% agree that a successful career today requires collaborating and sharing credit with 

others 

 81% agree that man or woman, you need both masculine and feminine traits to thrive in 

today’s world 

 80% agree that today’s times require we be more kind and empathetic to others 

 82% agree with the statement “In a world with less money close personal relationships are 

more important” 

 66% of American men and women surveyed are unhappy with the conduct of men 
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 65% of Millennials surveyed agree that the world would be a better place if men thought 

more like women. 

 “My country cares about its citizens more than it used to” - 76% of the survey respondents 

disagreed. 

 

What this means for the future of women and society as a whole: 

 The best way for men to advocate for women and girls is to model their approach. 

 An embrace of feminine qualities can be thought of as a competitive advantage, not unlike a 

breakthrough technology or a major market insight. 

 Femininity is the operating system of 21st century progress. Women (and the men who can 

think like them) are creating a world we will all want to inhabit. 

 
How do findings presented in the Athena Doctrine relate to the situational leadership model and to 

the Ethiopian context? 

 

3.3 Women in Africa 

Women Matter Africa (published by McKinsey and Company, 2016) 
This section is based on the finding of McKinsey’s research on women in leadership roles in Africa, 

including in private companies, the public sector and political arena.  

 

How do women get into leadership positions in Africa? 

 

Through the McKinsey research project, women leaders interviewed across South Africa, Kenya, 

Nigeria, Gabon, Senegal, and Morocco cited a number of factors behind their success:  

 

 Robust work ethic. Go above and beyond what is expected. Many developed this work ethic 

in response to gender bias, that is, they felt they had to work twice as hard as their male 

peers from early in their careers.  

 Persistence in achieving goals and willingness to take risks. Set specific goals, work toward 

them, and set new ones as soon as they are achieved.  For some, the willingness to take risks 

(a quality they saw as uncommon among female peers) – by entering male-dominated 

industries or environments, applying for jobs above the current level, and changing jobs in 

pursuit of growth opportunities – was essential to achieving their leadership goals.   

 Resilience in the face of adversity. Cultivate a veneer of toughness, refuse to take setbacks 

personally, have the courage to dissent.  

 Commitment to professional development. Proactively seek career opportunities and ways 

to improve as a professional.  

 Mentors, sponsors and peer networks. Build a group of male and female mentors and 

sponsors inside and outside the organization as a forum for honesty, feedback, and self-

reflection; actively mentor juniors and encourage other senior women to do the same. 

 

What can leaders and managers do to promote more women? 

It is clear that four conscious actions will go a long way toward redressing the gender balance: 
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 Make gender diversity a top leadership priority. Senior leaders should develop and enforce a 

cohesive gender diversity strategy, own the communication about this transformation, 

monitor progress and lead the change.   

 Anchor gender diversity strategies in a compelling business case. Communicate the business 

case simply and clearly so that employees understand how to link their individual interests 

to the success of a gender diversity transformation program. 

 Confront limiting attitudes toward women in the workplace. Address unconscious bias by 

educating all employees and reviewing and changing processes (for example, recruitment 

and performance reviews) to make decision-making more objective; include men in gender 

diversity transformation initiatives; conduct surveys to understand what the limiting 

attitudes are.  

 Implement a fact-based gender diversity strategy. Develop a strategy based on solid gender 

diversity metrics and address the root causes of lower shares of women’s representation. 

Metrics include pay levels of female versus male staff, women’s attrition rates and reasons 

for exiting, the percentage of women receiving promotions and in which roles/ functions, 

and organizational health metrics (such as job satisfaction, perceptions of meritocracy, 

work-life balance, and desire for advancement).  

 

Despite the considerable progress that Africa has made in raising women’s representation at the 

top, African governments and companies are still missing out on the full benefits of gender diverse 

leadership teams. If things are to change – really change – organizations need to commit to 

transforming the way they think and act. 

 

3.4 Unconscious Bias 

 

The Physician 

There was a family with a big farming investment. A young man and his father went to the farm site 

using their own car. Tragically they got in a terrible car accident and the father died soon after. When 

the young man arrived at the emergency ward, the physician said: 

“I can’t operate on this young man, he is my son!” 

 

What is Unconscious Bias? 

“Unconscious bias” is an implicit association or attitude—about gender, for example—that operates 

beyond our control and awareness.  It informs our perception of a person or social group. It can 

influence our decision making and behavior towards the target of the bias (gender, disability, 

religion, ethnicity, for example). 

 

People can be consciously committed to equality, and work deliberately to behave without 

prejudice, yet still possess negative prejudices or stereotypes. Unconscious biases are powerful 

predictors of behavior. Implicit attitudes affect snap judgments, as well as decisions that are given 

careful conscious considerations.  

 

The effects of unconscious biases can be seen in actions, especially if conscious controls over 

decision making are lowered, for example when people are stressed, distracted, relaxed or in 

competition. 
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This is true even if unconscious biases are not aligned with conscious beliefs and convictions. For 

example, people with egalitarian views can harbor unconscious biases toward certain groups that 

affect their behaviors and decisions.  

 

Even though the GoE has in place many important policies regarding gender equality, conscious and 

unconscious bias is pervasive in the civil service, and affects women’s experience in the workplace 

and as beneficiaries at the community level.  

 

Biases can be overcome 

 Being aware of our conscious and unconscious biases and how they impact our behaviours 

(especially in stressful or difficult situations) is the first step 

 Introduce training in a supportive, unthreatening environment to give staff the chance to 

think about their biases in a constructive way. This is especially important for people who 

may be undertaking important decisions such as in recruitment or admissions. 

 Review recruitment, promotion and performance review practices to ensure systems and 

processes are in place to mitigate people’s personal biases 

o Anonymous shortlisting 

o Diverse interview panel  

 Work together in structured settings to solve problems can dramatically alter people’s 

attitude about diversity 

 A person with biases will not necessarily always act in biased ways 

 It is possible to consciously override bias. 
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4 HUMAN MOTIVATION THEORIES 

What motivates us? Motivated employees are the building blocks of successful teamwork. Many 

groups/teams/committees with specialized functions are necessary to effective PSNP 

implementation. What motivates individuals within these teams to perform well? Many people get 

great satisfaction from their work and take great pride in it; others may view it as a burden, and 

simply work to survive or “work to play”.  

 

This question of motivation has been studied by management theorists and social psychologists for 

decades, in attempts to identify successful approaches to management. A review of these theories 

follows. The question to consider is: “How do human motivation theories explain why individuals 

and teams perform?” 

 

4.1 Maslow’s Hierarchy of Needs 

For Abraham Maslow the key to understanding employee motivation was understanding human 

motivation in general.  To him motivation arises from need and people are motivated by the urge to 

satisfy unmet needs. Satisfied needs no longer provide motivation. He believed some needs were 

more important than others and that needs can be placed in an hierarchy of importance.  When a 

lower level need is satisfied a higher level need emerges to motivate the person. 

 

1. Physiological needs. Basic survival needs include the need to drink, eat& for shelter from 

heat and cold. 

2. Safety needs. The need to feel secure and safe at work and at home. 

3. Social needs. The need to feel loved, accepted and part of the group. 

4. Esteem needs. The need for recognition and acknowledgement from others, as well as self-

respect and a sense of status and importance. 

5. Self-actualization needs: The need to accomplish established goal and develop to one’s 

fullest potential. 
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4.2 Theory X and Theory Y 

Social psychologist Douglas McGregor of Massachusetts Institute of Technology (“MIT” - a 

prestigious American university) expounded two contrasting theories on human motivation and 

management in the 1960s: The X Theory and the Y Theory. McGregor promoted Theory Y as the 

basis of good management practice, pioneering the argument that workers are not merely cogs in 

the company machinery, as Theory X-Type organizations seemed to believe.  

 

The theories look at how a manager's perceptions of what motivates their team members affects the 

way the manager behaves. By understanding how assumptions about employees’ motivation can 

influence a management style, managers can adapt their approach appropriately, and so manage 

people more effectively. 

 

A manager’s style is strongly influenced by his/her beliefs and assumptions about what motivates 

members of the team:  

 

 If managers believe that team members dislike work, they will tend towards an authoritarian 

style of management. 

 If managers assume that employees take pride in doing a good job, they will tend to adopt a 

more participative style. 

 

Theory X  

Theory X assumes that employees are naturally unmotivated and dislike working, and this 

encourages an authoritarian style of management. According to this view, management must 

actively intervene to get things done. This style of management assumes that workers: 

 

 Dislike working 

 Avoid responsibility and need to be directed 
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 Have to be controlled, forced, and threatened to deliver what's needed 

 Need to be supervised at every step, with controls put in place 

 Need to be enticed to produce results; otherwise they have no ambition or incentive to 

work. 

 X-Type organizations tend to be top heavy, with managers and supervisors required at every step to 

control workers. There is little delegation of authority and control remains firmly centralized. 

McGregor recognized that X-Type workers are in fact usually the minority, and yet in mass 

organizations, such as large-scale production environments, X Theory management may be required 

and can be unavoidable. 

 

Theory Y 
Theory Y expounds a participative style of management that is de-centralized. It assumes that 

employees are happy to work, are self-motivated and creative, and enjoy working with greater 

responsibility. It assumes that workers: 

 

 Take responsibility and are motivated to fulfill the goals they are given. 

 Seek and accept responsibility and do not need much direction. 

 Consider work as a natural part of life and solve work problems imaginatively. 

 

This more participative management style tends to be more widely applicable. In Y-Type 

organizations, people at lower levels of the organization are involved in decision making and have 

more responsibility. 

 

Comparing Theory X and Theory Y  

Theory X assumes that people dislike work; they want to avoid it and do not want to take 

responsibility. Theory Y assumes that people are self-motivated, and thrive on responsibility. 

 
 Management Style and Control 

In a Theory X organization, management is authoritarian, and centralized control is retained, 

whilst in Theory Y, the management style is participative: Management involves employees in 

decision making, but retains power to implement decisions.  

 
 Work Organization 

Theory X employees tend to have specialized and often repetitive work. In Theory Y, the work 

tends to be organized around wider areas of skill or knowledge; Employees are also encouraged 

to develop expertise and make suggestions and improvements.  

  Rewards and Performance Appraisals 

Theory X organizations work on a ‘carrot and stick’ basis and performance appraisal is part of the 

overall mechanisms of control and remuneration. In Theory Y organizations, appraisal is also 

regular and important, but is usually a separate mechanism from organizational controls. Theory 

Y organizations also give employees frequent opportunities for promotion.  
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 Application 

Although Theory X management style is widely accepted as inferior to others, it has its place in 

large scale production operation and unskilled production-line work. Many of the principles of 

Theory Y are widely adopted by types of organization that value and encourage participation. 

Theory Y-style management is suited to knowledge work and professional services. Professional 

service organizations naturally evolve Theory Y-type practices by the nature of their work. Even 

highly structure knowledge work, such as call center operations, can benefits from Theory Y 

principles to encourage knowledge sharing and continuous improvement.  

Reference: Mind Tools Website 

 

4.3 Herzberg’s Motivation-Hygiene Theory 

Theories X and Y are about style of management.  Herzberg was less interested in styles of 

management and investigated what could be done with the job itself to motivate the worker. 

Herzberg asked workers to rank various job-related factors in order of importance to spark 

employee motivation – what was the enthusiasm that would prompt them to work to their highest 

potential? 

 

The results: 

Hertzberg labeled factors such as better security or higher wages as “hygiene” factors.  Their 

absence will de-motivate employees but after a while they are taken for granted and their presence 

will not motivate.  Kind words of recognition or internal sense of achievement, etc. are the key 

drivers of worker motivation. 

 

Herzberg's findings revealed that certain characteristics of a job are consistently related to job 

satisfaction, while different factors are associated with job dissatisfaction. These are: 

 

 The opposite of Satisfaction is No Satisfaction.  

 The opposite of Dissatisfaction is No Dissatisfaction.  

 

Remedying the causes of dissatisfaction will not create satisfaction. Nor will adding the factors of job 

satisfaction eliminate job dissatisfaction. If you have a hostile work environment, giving someone a 

promotion will not make him or her satisfied. If you create a healthy work environment but do not 

provide members of your team with any of the satisfaction factors, the work they're doing will still 

not be satisfying.  

 

According to Herzberg, the factors leading to job satisfaction are "separate and distinct from those 

that lead to job dissatisfaction." Therefore, if you set about eliminating dissatisfying job factors you 

may create peace, but not necessarily enhance performance. This placates your workforce instead of 

actually motivating them to improve performance. 

 

The characteristics associated with job dissatisfaction are called hygiene factors. When these have 

been adequately, people will not be dissatisfied nor will they be satisfied. If you want to motivate 

your team, you then have to focus on satisfaction factors like achievement, recognition, and 

responsibility.  
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Factors for Satisfaction Factors for Dissatisfaction 

Sense of achievement Institutional (GoE) policies  

Earned recognition Supervision and fairness 

Interest in the work itself Relationship with supervisors and peers 

Increased responsibility  Working conditions 

Opportunity for advancement Salary  

Opportunity for growth Status 

 Job Security 

 
How to Destroy Motivation at Work 

Note: this article has been adapted from a number of articles available through the internet, and 

compiled by Arthur Delabie, an international leadership consultant.  It builds on Hertzberg’s findings 

about human motivation. Which factors contribute to job dissatisfaction? Which factors contribute 

to reducing job satisfaction? 

 
1. Treat Employees like children. 

Employees are adults with lives. They largely manage families, investments, day-to-day living, 
and everything that a life entails. Doesn't it seem silly to fail to recognize this at work? Why do 
so many leaders feel they need to tell adult employees what to do and micromanage their 
every action? 
 

2. Make rules for everybody because of the behavior of a few. 

Organizations need policies and rules to create a legal, ethical, effective workplace. They do not 
need a policy to solve every problem. Yet, so many organizations make policies to prohibit or 
address the behavior of only a few employees. Why burden all employees with a policy or a 
procedure when you can individually address the behavior of the few low performing 
employees? 
 

3. Focus on mistakes and errors no matter how trivial they are in comparison with successes. 

This is especially a problem at weekly meetings and during periodic performance evaluations. 
Managers must provide balanced feedback. However, if an employee is making mistakes most of 
the time, it may be time to consider termination because the employee is not in the right job for 
his or her skills and capabilities.  
 
For employees who perform satisfactorily, do not on only one problem areas as this will destroy 
the employee’s confidence and self-esteem, and make the employee more error-prone. 
 

4. Apply policies unfairly and inequitably 

There is a reason why your Human Resources manager asks you if you have applied the same 
rules, expectations, and disciplinary actions to each person on your team. Inequities are visible 
to employees who are quick to complain, or who feel targeted. They can accuse you of playing 
favorites. When inconsistent, unreliable actions are taken and impulsive decisions are made by a 
manager, employees lose faith and confidence. Their motivation at work disappears and 
eventually, they leave the job or stop performing. 
 

5. Put down employees’ initiative and ideas 

Not every employee idea is going to be a good idea. But not every employee idea is worthless.  
But, all employee ideas have merit. If nothing else the initiative and motivation that inspired the 
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employee to seek to solve a problem or please a customer, is worth nothing. For employee 
motivation at work, every idea deserves consideration and feedback.  
 

6. Tell employees that they’re empowered and then retain veto power over the smallest 

decisions. 

Employees learn quickly what you really mean when you say you’re a democratic leader who 
wants to empower others. In your organization, managers may promote empowerment, but 
employees know that the organizational hierarchy or chain of command is the all-powerful ruler. 
 
In fact, managers may be just as unable to make decisions. So, don’t try to fool them; let 
employees know what they actually control. Clear expectations are more important than 
constant friction. You’ll reduce motivation less by telling the truth about your expe. 
 

7. Talk for the majority of the time in meetings, coaching sessions, and performance reviews  

Only a few employees will find a work environment in which he or she talked at motivating. But, 

it happens frequently. Even in organizations that encourage employee involvement, managers 

are not always skilled at discussing performance with employees. 

 
The manager may be afraid that if s/he stops talking, the employee will make demands s/he 
can’t fulfill. The manager may be uncomfortable with silence while the employee gathers her/his 
thoughts. Whatever the reason, if the manager talks 50+ minutes of a one hour meeting, a 
problem will exist with employee motivation at work. 
 

8. Violate employee confidentiality by sharing information inappropriately 

The foundation for an employee’s relationship with her manager and her motivation at work is 
trust. Once violated, trust is difficult, and may be impossible, to be rebuild. Before a manager 
shares an employee’s confidence with another employee, she needs to have permission from 
the employee-and a good business reason must exist. 
 
To randomly mention an employee’s personal business, thoughts, or confidences to another 
employee is a severe violation of a manager’s ethical responsibility. Secondary damage occurs, 
too. The employee with whom the manager shared the confidential information will never trust 
the manager either- and she will tell the employee whose confidence the manager violated. 
 

9. Measure employee’s performance based on areas of work they can’t control 

You can destroy employee motivation at work by focusing on performance areas that the  
employee does not control. If seeds or fertilizer do not get delivered to the DAs on time, do not 
assess the DAs’ performance based on the timely delivery of seeds to farmers.  
 

10. Set unattainable goals and penalize employees for not meeting them. 

Typically, the practice of determining goals for a directorate or department can come from the 

top of the institution. This works when the senior goal setters are in constant communication 

with those who implement the work. Their guidance should help frame the goals. But, too often, 

the goals are set with little communication and feedback, and the people in the field are 

distressed from the beginning with goals that they believe are unattainable. Employees need to 

participate in setting goals and thus accept responsibility for achieving them. This is what makes 

organizations work. 
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4.4 Employee Recognition 

Employee recognition is the timely, informal or formal acknowledgement of a person’s or team’s 

behavior, effort or business result that supports the organization’s goals and values, and which has 

clearly been beyond normal expectations. 

 

Importance of Employee Recognition 

Appreciation is a fundamental human need. Again, think about the Situational Leadership Approach 

and Herzberg’s two-factor theory of job performance. Employees respond to appreciation expressed 

through recognition of their good work because it confirms their work is valued. When employees 

and their work are valued, their satisfaction and productivity rises, and they are motivated to 

maintain or improve their good work.  

 

Praise and recognition are essential to an outstanding workplace. People want to be respected and 

valued for their contribution. Everyone feels the need to be recognized as an individual or member 

of a group and to feel a sense of achievement for work well done or even for a valiant effort.  

 

Advantages 

 Increased individual productivity – the act of recognizing desired behavior increases the 

repetition of the desired behavior, and therefore productivity. This is classic behavioral 

psychology. The reinforced behavior supports the organization’s mission and key 

performance indicator 

 Greater employee satisfaction and enjoyment of work - more time spent focusing on the job 

and less time complaining. 

 Direct performance feedback for individuals and teams is provided.  

 Higher loyalty and satisfaction scores from customers. 

 Teamwork between employees is enhanced.  

 Retention of quality employees increases – lower employee turnover. 

 Better safety records and fewer accidents on the job. 

 Lower negative effects such as absenteeism and stress.  

 

Disadvantages 

 Time taken to give recognition. 

 Time and cost of teaching people how to give recognition. 
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4.5 How to Give Recognition 

Recognition is a key success factor even at higher levels of management. Day-to-day recognition 

brings the benefit of immediate and powerful reinforcement of desired behavior and sets an 

example to other employees of desired behavior that aligns with organizational objectives.  

 

The best formula for recognizing an individual for their efforts is: 

 

 Thank the person by name. 

 Specifically state what they did that is being recognized. It is vital to be specific because it 

identifies and reinforces the desired behavior. 

 Explain how the behavior made you feel  

 Point out the value added to the team or organization by the behavior.  

 Thank the person again by name for their contribution.  

 

It is not up to leaders and managers alone to give recognition to others. Peers can recognize their 

colleagues. Peers can recognize their leaders. Most importantly, giving recognition must be 

authentic. Recognition is ineffective if it is not genuine. 
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5 PROVIDING EFFECTIVE FEEDBACK 

5.1 Giving Feedback 

When done in the right way and with the right intentions, feedback can lead to outstanding 

performance. Employees have to know what they are doing well and not so well. For them to really 

hear your thoughts and suggestions on ways to improve, though, that feedback has to be delivered 

carefully and frequently. 

 

Giving feedback is a skill. And like all skills, it takes practice to get it right. So, this chapter provides 

some suggestions about how to give feedback constructively and effectively. 

 

Tip: We talk generally about feedback between a manager/supervisor and employee. 

However, feedback can, and should, be given up, down and laterally. The same principles 

apply. 

 

Try to Make It a Positive Experience 

Before giving feedback, remind yourself why you are doing it. The purpose of giving feedback is to 

improve the situation or the person’s performance. You won’t accomplish that by being harsh, 

critical or offensive. You’ll likely get much more from people when your approach is positive and 

focused on improvement. That’s not to say feedback always has to be good, but it should be fair and 

balanced. Use tools like the Feedback Matrix (see below) to help you get the exact balance right.  

 

Be Timely 

The closer to the event you address the issue, the better. Feedback isn’t about surprising someone, 

so the sooner you do it, the more the person will be expecting it. 

Think of it this way: it’s much easier to provide feedback about a single, one-hour job that hasn’t 

been done properly than it is to do a whole year of failed, one hour jobs. 

 

Caveat:  However, there is an exception if the situation involved is highly emotional. If this is 

the case, wait until everyone has calmed down before you engage in feedback. You can’t risk 

letting yourself get worked up or you may say something that you will regret later. 

 

Make It Regular 

Feedback is a process that requires constant attention. When something needs to be said, say it. 

People then know where they stand all the time and there will be few surprises. Also, problems 

don’t get out of hand. It’s not a once-a year or a once-every three-month event. Though this may be 

the timing of formal feedback; informal, simple feedback should be given much more often than 

this-perhaps every week or even every day, depending on the situation. 

 

With frequent, informal feedback like this, nothing said during formal feedback sessions should be 

unexpected, surprising or particularly difficult. 

 

Prepare Your Comments 

You don’t want to read a script, but you do need to be clear about what you are going to say. This 

will help you stay on track and stick to the issues. 



5 PROVIDING EFFECTIVE FEEDBACK 

Leadership Participant Book for AGP2 Managers 37 
AGP2 Capacity Development Support Facility 

 

Be Specific 

Tell the person exactly what he needs to improve. This ensures that you stick to facts and there is 

less room for ambiguity. If you tell someone that she acted unprofessionally, what does that mean 

exactly? Was she too loud, too friendly, too casual, too flippant, or too poorly dressed? 

 

Remember to stick to what you know first-hand: you’ll quickly find yourself on shaky ground if you 

start giving feedback based on other people’s views. 

 

Suggestion: 

Try not to exaggerate to make appoint. Avoid words like “never”, “all” and “always” because 

the person will likely get defensive. Always discuss the direct impact of the behaviour and 

don’t get personal or seek to blame. 

 

Criticize In Private 

While public recognition is appreciated, public scrutiny is not. 

Establish a safe place to talk where you won’t be interrupted or overheard. 

 

Use “I” Statements 

Give feedback from your perspective. This way you avoid labeling the person. 

Say “I was angry and hurt when you criticized my report in front of my boss” rather than “you were 

insensitive yesterday.” 

 

Limit Your Focus 

A feedback session should discuss no more than two issues. Any more than that and you risk the 

person feeling attacked and demoralized. You should also stick to behaviors he can actually change 

or influence. 

 

Talk About Positive Too 

A good rule is to start off with something positive. This helps put the person at ease. It will also allow 

her to “see” what success looks like and what steps she needs to take next time to get it right. 

Try to end on a high note, too. Otherwise, she may be left feeling despondent and worthless. 

 

Suggestion: Many people tend to overdo this and end up sandwiching the constructive 

feedback between too many positives. Then the takeaway message becomes “Gee, I’m 

doing really well” instead of “I’m good at communicating with customers, but I need to bring 

my interpersonal skills with my co-workers up to the same level.” 

 

Provide Specific Suggestions 

Make sure you both know what needs to be done to improve the situation. The main message 

should be that you care and want to help the person grow and develop. Set goals and make plans to 

monitor and evaluate his or her progress. Use the SMART+ acronym and define specific steps and 

milestones, or the GROW model+ to motivate him or her to deliver the change that you want. 
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Suggestion: You two may not agree on everything, so it is a good idea to ask the person to 

give her perspective. Use phases like, “What is your reaction to this?” or “Is this a fair 

representation of what happened?” 

 

Listen actively to what she has to say and try to get her to offer some suggestions for improvement. 

This way she has an opportunity to own the solution and will be more likely to follow through with it. 

To avoid sounding like you’re preaching, stay away from words like “good,” “bad,” “must,” “need 

to,” etc. 

 

Follow Up  

The whole purpose of feedback is to improve performance. You need to measure whether or not 

this is happening and then make adjustments as you go. Be sure to document your conversations 

and discuss what is working and what needs to be modified. 

 

Key Points 

Feedback is a two-way street. You need to know how to give it effectively and how to receive it 

constructively. When you make a conscious choice to give and receive feedback on a regular basis 

you demonstrate that it is a powerful means of personal development and positive change. Done 

properly, feedback need not be agonizing, demoralizing or daunting, and the more practice you get 

the better you will become at it. It may never be your favorite means of communicating with your 

team members, co-workers or your boss, but it does have the potential to make your workplace a 

much more productive and harmonious place to be. 

 

 



 

Leadership Participant Book for AGP2 Managers 39 
AGP2 Capacity Development Support Facility 

6 TRUST BUILDING 

According to Stephen M.R. Covey, “there is one thing” that is common to every individual, 

relationship, family, committee, task force, work organization, and country throughout the world. 

The one thing which, if we removed it, will destroy a thriving economy, a successful program, a high 

performing team,  an influential leader, a great friendship.   On the other hand, if we developed and 

leveraged that “one thing” it has the potential to create unparalleled success and prosperity in every 

dimension of life. Yet it is the least understood, most neglected, and most underestimated possibility 

of our time. The “one thing” is trust.”  (Covey, 2008) 

 

6.1 What is trust? 

Trust means confidence.  According to Jack Welch, “You know it when you feel it”.  When you trust 

people on your technical committee and task force you have confidence in them in their integrity 

and ability. When you distrust people, you are suspicious of them, of their integrity, their agenda, 

their capability or their track record. Trust is also defined as “a state involving confident positive 

expectation about other’s motives with respect to oneself in a situation entailing risks” (Boon and 

Holmel, 1991) 

 

Take a minute right now and think of a person with who you have high trust relationship- perhaps 

boss, coworker, clients, spouse, parent, child or friend. Describe this relationship - what is it like? 

How does it feel? How well do you communicate? How quickly you can get things done? How much 

have you enjoyed this relationship?   

 

6.1.1 Speed of trust 

Where there is high trust in each other, the speed in which work is accomplished is fast. Trust is a 

factor in all positive relationships. The more we count someone as trustworthy, the higher they rate 

on our internal people-meter and the more willing we are to appreciate their recommendations, 

suggestions and opinions. It allows us to move forward faster based on their contributions and 

information.  

 

This observation created a significant interest in considering trust as a form of social capital and has 

led to research into closer understanding of the process of creation and distribution of such capital. 

It has been claimed that a higher level of social trust is positively correlated with economic 

development. Even though the original concept of “high trust” and “low trust” societies may not 

necessarily hold, it has been widely accepted and demonstrated that social trust benefits the 

economy  and that a low level of trust inhibits economic growth.  The level of correlation between 

trust and increased productivity can be used as indicators of the value of trust.  

 

Here is a simple formula that will enable you to take trust from an intangible and unquantifiable 

variable to an indispensable factor that is both tangible and quantifiable. Trust always affects two 

outcomes-speed and cost. When trust goes down speed will also go down and cost will go up.  

 

 

 

http://advancedlifeskills.com/blog/building-a-happy-marriage/
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              Trust =                                        Speed                                       Cost 

 

 

When trust goes up, speed will also goes up and cost will go down.  

  

               Trust=                                Speed                                            Cost 

 

 

 

How the Results are Determined 

Covey begins with how trust is critical to achieving “results”. The traditional business formula states 

that ‘Strategy’ multiplied by ‘Execution’ equals ‘Results:’   S * E = R.    However, the hidden variable 

(trust) in this formula can either discount the output, or greatly increase it: (S * E) T = R.  

 

An organization can have a great strategy and the ability to execute, but lack of trust will diminish 

the achievement of results.  Another view is that technical committees or task forces may be 

obtaining results that are meeting benchmarks, but the lack of trust may not allow their team to: 

 

 scale up and expand their support to others 

 Introduce new or more responsive service to AGP beneficiaries. 

 

6.1.2 Effectiveness versus speed of trust 

The first and fundamental consideration of leader effectiveness is trust. Members in a healthy team 

trust one another and are comfortable being vulnerable with each other about their weakness, 

mistakes, fears and behavior. Teams that trust one another are not afraid to engage in dialogue and 

hesitate to disagree with others, challenge assumptions, and question one another and consider 

conflict as driving force of change if managed well.  

 

Teams that trust each other engage in open dialogue to overcome lack of commitment.  Teams that 

trust each other are not waiting for leaders to decide and act. There is joint ownership and standards 

of performance. In strong committees and task forces, the chairs are not the primary sources of 

accountability but rather everyone.  Teams that are able to overcome the negative characteristics of 

team work and set aside their individual needs and agendas achieve results.    

 

Leaders lead the speed of trust in their organizations.  

 

6.2 Waves of trust (five types of trust) 

6.2.1 Self-trust 

Self-trust deals with confidence we have in ourselves in our ability to set and achieve goals to keep 

commitments, to “walk our talk” and our ability to inspire trust in others. The whole idea is to 

become a person who is worthy of trust, both to ourselves and others. The key principle underlying 

this wave is credibility which comes from the Latin root “credere” meaning “to believe”. There are 

five core principles of credibility, and specific ways to increase our credibility in order to firmly 
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establish trust with ourselves and with others. The end result of high character and high competence 

is credibility, judgment and influence.  

 

6.2.2 Relationship trust 

Relationship trust is about how to establish and increase the “trust accounts” we have with others. 

The key principle underlying this wave is consistent behavior, and in this section, we will discuss 13 

key behaviors common to high trust leaders around the world. These behaviors are based on the 

principles that govern trust in relationships.  They are practices based and validated by research. The 

most exciting fact is that these 13 behaviors can be learned and applied by any individual at any level 

within any organization including the family. The net result is a significant increase in our ability to 

generate trust with all involved in order to enhance relationships and achieve better results.  

 

6.2.3 Organizational trust 

Organizational trust deals with how leaders can generate trust in all kinds of groups; including 

steering committees, technical committees, technical working groups, non-government 

organizations, government entities, and women and men small holder farmers.   If you have ever 

worked with people you trusted but in an organization you did not trust, or in a situation where the 

organization’s system and structure promoted distrust, you will easily recognize the critical nature of 

the third wave. The key principle underlying this wave is that alignment helps leaders create 

structure, systems, and symbols of organizational trust that decrease or eliminate organizational 

trust taxes.  
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Societal Trust (beneficiary 
trust in delivery of AGP) 

Program Trust  

(across AGP IAs) 

Organisational Trust 
(within the institution 

such as BoA) 

Relationship  Trust 
(within directorates 

or units) 

Self Trust (as 
leader or manager) 

 

 

6.2.4 Program/operational trust 

Program/operational trust is the level at which almost everyone clearly understands the impact of 

trust. The underlying principle behind this wave is reputation. It is about AGP as a whole, which 

reflects the trust beneficiaries, donors and others in the program have in you. Everyone knows that 

brands powerfully affect client/customer behavior and loyalty. When there is high trust brand, AGP 

clients/customer are more committed, give focus, and stay with program implementers and the 

program.  

 

6.2.5 Societal Trust 

Societal trust is about creating the value for others and for society at large. The principle underlying 

this wave is consortium. By contributing or giving back we counteract the suspicion, cynicism, and 

low trust inheritance taxes within our society. We also inspire others to create value and contribute 

as well.  Depending upon our roles and responsibilities, we may have more or less influence as we 

move out through each successive wave. However, we all have extraordinary influence on the first 

two waves and this is where we need to begin. 
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6.3 Strategies for Building Trust 

Trust is like a pot of money. When we do something for other people, we put money in the pot. 

When they do things for us, they take money out of the pot. The problem is that when we act in an 

untrustworthy manner, we are fined a huge amount and we can even become bankrupt. And when 

trust is lost, it requires an even larger investment over a period of time to restore. 

 

Individually, we have trust capital with the people around us, which determines how much they trust 

us and how quickly they will act to help us when we ask things of them. Groups also have trust 

capital within them, which are the aggregate trust levels of the people within the committee or task 

force 

 

Developing trust 

It takes time to build trust. We may start by researching the other person’s background and sharing 

our own background, perhaps by asking other people or scanning their resume. We can always 

watch them at work, interacting with other people as well as ourselves. And we can check their 

actions over time. 

 

Maintaining trust 

On an ongoing basis, how do you stay confident that you can trust what others are doing? This 

often takes the form of formal measurement, reviews, approvals and so on, effectively looking over 

their shoulder to double-check that they are doing what you want them to do. When they offer 

advice or make recommendations, trust assurance may include getting a second opinion or utilizing 

further evaluation methods. Each interaction thus has a transaction cost, which includes the cost of 

getting to the person with whom you will interact, along with the cost of assuring trust. It’s a better 

economic proposition to form a working group where access is faster and trust levels can be build 

up beforehand, such that in each transaction we can both quickly get down to the work of the 

technical committees and task forces. 

 

Regaining Trust  

When trust is broken, work not only may need to be redone but there may be other, far more 

serious knock-on effects. A single trust failure can have a knock-on impact on other trust 

relationships.  For example, if you have trusted a committee member to do some work in 

preparation for a presentation to the woreda administrator and that member has failed in some 

way, could result in the administrator’s trust in the whole committee and its work being diminished.  

How can they regain trust? 

 

Below are 13 behaviors that individuals can practice to develop, maintain, and regain trust of others 

and build self-trust.  

 
12 BEHAVIORS TO BUILD TRUST 

1 Talk Straight  Be honest 
 Tell the truth 
 Let people know where you stand 
 Use simple language 
 Call things what they are 
 Demonstrate integrity 
 Do not manipulate people or distort facts 
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12 BEHAVIORS TO BUILD TRUST 

 Do not spin the truth 
 Do not leave false impressions 

2 Demonstrate respect  Genuinely care for others.  
 Show you care 
 Respect the dignity of every person and every role 
 Treat everyone with respect, especially those who can’t do anything for 

you 
 Show kindness in little things 

3 Create transparency  Tell the truth in a way people can verify 
 Get real and genuine 
 Be open and authentic 
 Operate on the premise of what you see is what you get 
 Do not have hidden agendas 
 Do not hide information 

4 Show loyalty  Give credit freely 
 Acknowledge the contribution of others 
 Speak about people as if they were present 
 Represent others who are not there to speak for themselves 
 Do not bad-mouth others behind their backs 
 Do not disclose others’ private information  

5 Deliver results  Establish track records of results 
 Get the right things done 
 Make things happen 
 Accomplish what you are hired to do 
 Be on time and within budget 
 Do not over promise and under deliver 
 Don’t make excuses for not delivering 

6 Get better  Continuously improve 
 Increase your capability 
 Be constant learner 
 Develop feedback system for both formal and informal 
 Act on the feedback you receive 
 Thank people for feedback 
 Do not consider yourself above feedback 
 Do not assume today’s knowledge and skills will not be sufficient for 

tomorrows challenges 

7 Confront reality  Take issues head on even “un-discussable” issues 
 Address tough stuff directly 
 Acknowledge the unsaid 
 Do not use your seniority or position to distort the facts 
 Do not skirt the real issues 
 Directly address the difficult issues that are in the minds and hearts and 

affect their lives 

8 Clarify expectations  Disclose and reveal expectations 
 Discuss them 
 Validate them 
 Renegotiate them when needed and possible 
 Do not violate expectation 
 Do not assume that expectations are clear and shared 

9 Practice accountability  Hold yourself accountable 
 Hold others accountable 
 Take responsibility for results 
 Be clear on how you communicate how you are doing and how others are 

doing 
 Do not avoid or shirk responsibility 
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12 BEHAVIORS TO BUILD TRUST 

 Do not blame others or fingers when things go wrong 

10 Listen first  Listen before you speak 
 Understand the issue 
 Diagnose the issue 
 Listen with your ears, eyes and heart 
 Find out the personal style of people working with you 
 Do not presume you have all the answers or questions 

11 Keep commitments  Say what you are going to do and do what you say you are going to do 
 Make commitments carefully and keep them 
 Make keeping commitment the symbol of your honor 
 Do not break confidence 

12 Extend trust  Demonstrate trust propensity/tendency 
 Extend trust abundantly to those who have earned your trust 
 Extend trust conditionally to those who are earning your trust 
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7 TIME MANAGEMENT 

7.1 How Good Is Your Time Management? 

Are you keeping track of time? 

How often do you find yourself running out of time? Weekly, daily, hourly? For many people, it 

seems that there's just never enough time in the day to get everything done. 

 

When you know how to manage your time, you gain control of what you achieve. 

 

Take this self-test quiz to identify the aspects of time management that you need most help with.  

 
Task Not at all Rarely Sometimes Often Very Often 

1. The tasks I work on are the ones 
with the highest priority. 

     

2. I find myself completing tasks at 
the last minute, or asking for 
extensions. 

     

3. I set aside time for planning and 
scheduling. 

     

4. I know how much time I spend on 
each of the various tasks I do. 

     

5. I find myself dealing with 
interruptions. 

     

6. I use goal setting to decide what 
tasks and activities I should work 
on. 

     

7. I leave contingency time in my 
schedule to deal with the 
“unexpected”? 

     

8. I know whether the tasks I am 
working on are high, medium or 
low value. 

     

9. When I am given a new 
assignment I analyze it for 
importance and prioritize it 
accordingly. 

     

10. I am stressed out about deadlines 
and commitments. 

     

11. Distractions keep me from working 
on critical tasks. 

     

12. I have to take work home in order 
to get it done. 

     

13. I prioritize my To Do list or Action 
Program. 

     

14. I confirm my priorities with my 
boss. 

     

15. Before I take on a task, I check that 
results will be worth the time put 
in. 
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Score Interpretation 

Score Comment 

15 – 30 Ouch. The good news is that you've got a great opportunity to improve your 

effectiveness at work, and your long term success! However, to realize this, 

you've got to fundamentally improve your time management skills. 

(Read below to start.) 

31 - 45 You're good at some things, but there's room for improvement elsewhere. 

Focus on the serious issues below, and you'll most likely find that work 

becomes much less stressful. 

46 – 75 You're managing your time very effectively! Still, check the 

sections below to see if there's anything you can tweak to make this even 

better. 

 

As you answered the questions, you probably had some insight into areas where your time 

management could use a pick-me-up. The following is a quick summary of the main areas of time 

management that were explored in the quiz, and a guide to the specific tools you can use for each. 

 

7.1.1 Goal Setting 

(Questions 6, 10) 

To start managing time effectively, you need to set goals. When you know where you're going, you 

can then figure out what exactly needs to be done, in what order. Without proper goal setting, you'll 

fritter your time away on a confusion of conflicting priorities. 

 

People tend to neglect goal setting because it requires time and effort. What they fail to consider is 

that a little time and effort put in now saves an enormous amount of time, effort and frustration in 

the future. Mind Tools has two great articles on goal setting that are must-reads for everyone. If you 

are serious about time management, we suggest you start with “Personal Goal Setting” and The 

Golden Rules of Goal Setting”. We also recommend “Treasure Mapping”. 

 

7.1.2 Prioritization 

(Questions 1, 4, 8, 13, 14, 15) 

Prioritizing what needs to be done is especially important. Without it, you may work very hard, but 

you won't be achieving the results you desire because what you are working on is not of strategic 

importance. 

Most people have a "to-do" list of some sort. The problem with many of these lists is they are just a 

collection of things that need to get done. There is no rhyme or reason to the list and, because of 

this, the work they do is just as unstructured. So how do you work on To Do List tasks – top down, 

bottom up, easiest to hardest? 

 

To work efficiently you need to work on the most important, highest value tasks. This way you won't 

get caught scrambling to get something critical done as the deadline approaches. For information on 

how to start prioritizing your tasks, see “Activity Logs”, “Prioritized To Do Lists”, “Prioritization”, “The 

Action Priority Matrix”, and “Eisenhower's Urgent/Important” Principle  on the Mind Tools Website.  

 

https://www.mindtools.com/page6.html
https://www.mindtools.com/pages/article/newHTE_90.htm
https://www.mindtools.com/pages/article/newHTE_90.htm
https://www.mindtools.com/pages/article/newCT_94.htm
https://www.mindtools.com/pages/article/newHTE_03.htm
https://www.mindtools.com/pages/article/newHTE_05.htm
https://www.mindtools.com/pages/article/newHTE_92.htm
https://www.mindtools.com/pages/article/newHTE_95.htm
https://www.mindtools.com/pages/article/newHTE_95.htm
https://www.mindtools.com/pages/article/newHTE_91.htm
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7.1.3 Managing Interruptions 

(Questions 5, 9, 11, 12) 

Having a plan and knowing how to prioritize it is one thing. The next issue is knowing what to do to 

minimize the interruptions you face during your day. It is widely recognized that managers get very 

little uninterrupted time to work on their priority tasks. There are phone calls, information requests, 

questions from employees, and a whole host of events that crop up unexpectedly. Some do need to 

be dealt with immediately, but others need to be managed.  

 

However, some jobs need you to be available for people when they need help – interruption is a 

natural and necessary part of life. Here, do what you sensibly can to minimize it, but make sure you 

don't scare people away from interrupting you when they should. 

 

7.1.4 Procrastination 

(Questions 2) 

"I'll get to it later" has led to the downfall of many a good employee. After too many "laters" the 

work piles up so high that any task seems insurmountable. Procrastination is as tempting as it is 

deadly. The best way to beat it is to recognize that you do indeed procrastinate. Then you need to 

figure out why. Perhaps you are afraid of failing? (And some people are actually afraid of success!) 

Once you know why you procrastinate then you can plan to get out of the habit. Reward yourself for 

getting jobs done, and remind yourself regularly of the horrible consequences of not doing those 

boring tasks! 

 

7.1.5 Scheduling 

(Questions 3, 7) 

Much of time management comes down to effective scheduling of your time. When you know what 

your goals and priorities are, you then need to know how to go about creating a schedule that keeps 

you on track, and protects you from stress. This means understanding the factors that affect the 

time you have available for work. You not only have to schedule priority tasks, you have to leave 

room for interruptions, and contingency time for those unexpected events that otherwise wreak 

chaos with your schedule. By creating a robust schedule that reflects your priorities and well as 

supports your personal goals, you have a winning combination: One that will allow you to control 

your time and keep your life in balance. To learn specific scheduling skills, see articles on Pickle Jar 

Theory  and Scheduling Skills on the Mind Tools website. 

 

7.2 Key Points 

Time management is an essential skill that helps you keep your work under control, at the same time 

that it helps you keep stress to a minimum. 

 

We would all love to have an extra couple of hours in every day. Seeing as that is impossible, we 

need to work smarter on things that have the highest priority, and then creating a schedule that 

reflects our work and personal priorities. 

 

With this in place, we can work in a focused and effective way, and really start achieving those goals, 

dreams and ambitions we care so much about. 
 

https://www.mindtools.com/pages/article/newHTE_98.htm
https://www.mindtools.com/pages/article/newHTE_98.htm
https://www.mindtools.com/pages/article/newHTE_07.htm
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7.3 Time Management Matrix 

The Steven Covey time management grid is an effective method of organizing your priorities. It 

differentiates between activities that are important and those that are urgent. 

 

 Important activities have an outcome that leads to the achievement of your goals, whether 

these are professional or personal 

 Urgent activities demand immediate attention, and are often associated with the 

achievement of someone else's goals. 

 

Urgent Not Urgent 

Im
p

o
rt

an
t 

 Seeding season 
 High spread of newly identified paste  
 Farm fire fighting  
 Farm harvesting and storing season 
 Fertilizer/pesticide/seed distribution 

campaign  
 Weekly management meeting 
 Routine management and leadership 

activities 

 Prevention 
 Production capacity activities 
 Relationship building 
 Attending quarterly meetings 
 Planning 
 Attending workshops/trainings 
 Quarterly report 
 Annual report  
 Monthly/quarterly supervision to 

Zonal and Woreda Experts 

N
o

t 
Im

p
o

rt
an

t 

 

 Interruptions 
 Some calls 
 Some mail 
 Some reports 
 Some meetings 
 Proximate pressing matters 
 Popular activities 
 Some scrap and rework 

 Trivia 
 Busywork 
 Some mail 
 Some phone calls 
 Time wasters 
 Pleasant activities  
 Committee meeting 
 Experience sharing visits  

 

7.4 Managing Interruptions 

Maintain Focus, Keep Control of Your Time 
Everyday interruptions at work can be a key barrier to managing your time effectively and, 

ultimately, can be a barrier to your success. Think back to your last workday, and consider for a 

minute the many interruptions that occurred. There may have been phone calls, emails, hall-way 

conversations, colleagues stopping by your office, or anything else that unexpectedly demanded 

your attention and, in doing so, distracted you from the task at hand. 

 

Because your day only has so many hours in it, a handful of small interruptions can rob you of the 

time you need to achieve your goals and be successful in your work and life. More than this, they 

can break your focus, meaning that you have to spend time re-engaging with the thought processes 

needed to successfully complete complex work. 

 

The key to controlling interruptions is to know what they are and whether they are necessary, and to 

plan for them in your daily schedule. The tips that follow will help you do that, and so prevent 

interruptions from frustrating you and jeopardizing your success. 
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7.4.1 Using the Tool 

Use the following tips to understand and manage interruptions: 

 
1. Keep an Interrupters Log 

If interruptions consistently rob you of time and energy, or if they frequently push you off schedule 

and cause delays, it's time to keep an Interrupters Log. This is a simple record of the interruptions 

you experience in the course of a day. Figure 1 shows an example of it. 

 

Figure 1: The Interrupters Log 

Person Date and Time Description of Interruption Valid? Urgent? 

          

          

          

          

 

Keep your Interrupters Log with you every day for at least a week, recording every interruption you 

experience, and marking down the person interrupting you; the date and time it occurs; what the 

interruption is; whether it was valid; and whether it was urgent (or whether someone could have 

waited until a better time). 

 

Once you have recorded the interruptions for a week, sit down with your log and analyze the 

information. 

Which interruptions were necessary or valid, and which are not? 

 

You need to deal with the valid interruptions. We'll show you below how you can schedule them into 

your day so that they get the attention they need, while you still have the time you need to 

adequately address your daily work. 

 

As for the interruptions that are not valid, you must find a way to stop such interruptions in the 

future.  

 
2. Analyze and Conquer Interruptions 

To analyze and conquer the interruptions you find in your Interrupters Log, firstly look at whether 

the interruption is valid or not. 

 

Could someone have avoided interrupting you by waiting for a routine meeting? Or was it something 

they should have asked you about at all? If not, deal with this politely but assertively. 

 

Next, look at how urgent the interruptions were, and whether they could have been pre-empted. 

You can pre-empt many interruptions by holding routine meetings with people: if they're confident 

https://www.mindtools.com/pages/article/Assertiveness.htm
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that they'll have access to you at a defined point in the near future, they'll learn to save up non-

urgent issues until this meeting. However, some interruptions are both urgent and valid. You need to 

be interrupted, and you need to deal with the situation. 

 

From your Interrupters Log, you'll see how much time is taken up by these urgent, valid 

interruptions. Block this time into your schedule as "contingency time", and only take on as much 

other work as you can fit into the remaining time. You'll have to juggle this other work around the 

interruptions, but at least you won't be overloaded and stressed by the things that you haven't done 

because they've been displaced by emergencies. 

 

3. Put Your Phone to Work for You (Not Against You) 

A little bit of planning can go a long way in working to control mobile telephone interruptions, which 

many people experience all day long. If you are on a deadline or your focus needs to be intense (and 

not interrupted), turn off your mobile. This way, you can deal with calls by priority, and at times that 

suit you. In fact, this telephone time can be planned into your schedule, and so become a normal 

part of your working day. 

 

4. Catch Your Breath 

When interrupted, it's easy to get caught up in the "rush" of the person who is interrupting, for they 

undoubtedly feel their request is urgent. In reality, however, most interruptions are not genuinely 

crisis-driven, and it can serve everyone best to take a little time before taking action. Take a few 

minutes to consider the situation. Catch your breath and clear your head. A small delay, even one of 

just a few minutes, goes a long way in assessing the situation accurately and reacting appropriately. 

 

5. Learn to Say "No" 

It's often acceptable to say "no" to requests or tasks if you are busy when someone else can handle 

it, if it is not an important task, or if it can be done later. 

 

When this is the case, saying "no" in a courteous and sincere way, followed by a short explanation is 

the best course of action to take: "I am working against a very tight deadline on an important project 

right now so, I am sorry, but I cannot jump in and help". 

 

6. "Available" and "Unavailable" Time 

Simple yet effective: let people know when you are available. And when you are not. Make sure that 

people know that during your "unavailable time", they should only interrupt you if they have to. 

You and your co-workers can also agree on a signal that everyone in the office can use when 

unavailable, like turning the nameplate on the door around, or simply closing the door. This 

alleviates interruptions and can avoid hurt feelings. 

 

Tip 

If you're a manager, an important part of your job is to be available to people, to handle 

urgent issues which arise, and to coach your team so that people are as effective as possible. 

 

If you put up barriers that are too high, you won't be able to do these jobs. By all means, use 

"unavailable time", but don't overuse it, and make sure people know they can interrupt you 

if there is a genuine crisis. 
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7. "Invitation Only" Time 

Schedule regular check-in times for the individuals you talk to most often. Ask these people to keep 

a running list of things that they need to discuss, so you can cover all the points at one time. And, 

force yourself to do the same. 

 

An open-door policy is good, but you should limit the number of people you invite to your work 

area. For instance, if you're scheduling a meeting, offer to meet your co-worker in his or her office or 

a conference room. This way, you can excuse yourself after you accomplish your purpose. 

Additionally, it's much easier to get up and leave than it is to get people to leave your office once 

they're seated and comfortable. 

 

8. Uncontrollable Interruptions 

There are interruptions that, no matter how hard you try, you simply cannot control. 

 

Most people are happy to schedule a more convenient time, but when this does not work, quickly 

set the parameters by saying something like, "I only have five minutes to talk about this right now," 

and stick to it. 

 

Do not ask the interrupter to sit down and do not engage in small talk. Encourage the interrupter to 

get right to the point and if a solution cannot be reached before the allotted time runs out, set a 

time for getting back to them and, again, stick to it. 
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8 EMOTIONAL INTELLIGENCE 
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EQ Self-Assessment Sampler 

1. You are feeling depressed and a friend asks you how you are doing. You are more likely to 

respond: 

a. Great! 

b. Fine, thanks. 

c. I don’t know. Okay, I guess.  

d. Not so great. 

e. I feel depressed. 

 

2. When the person you are in a relationship with says something that hurts your feelings, you: 

a. Leave them. 

b. Avoid them. 

c. Try to hurt them back. 

d. Say “you really hurt my feelings”. 

e. Say “I feel hurt by that”. 

 

3. When someone discovers that you have made a mistake, you: 

a. Deny it. 

b. Blame someone else. 

c. Defend yourself. 

d. Remind them of when they made a mistake. 

e. Thank them.  

 

4. When you feel afraid about something, you: 

a. Worry and worry and worry some more 

b. Try not to think about it. 

c. Ignore it and hope it goes away. 

d. Consider how possible it is your fear will come try and think about options.  

 

5. When someone tells you that you upset them, you: 

a. Say they are just too sensitive 

b. Say you were joking 

c. Say you’re sorry and ask questions to understand exactly what upset them.  

 

In the quiz, the last answer in each question is the one that displays the highest level of emotional 

intelligence. If you chose a different answer, then congratulations – you have already identified an 

area of emotional awareness that you can begin to improve. If you chose all of the last answers, 

remember that this is only a sampling of the types of emotional situations that we face in any given 

day. You will need to continue to pay attention to what you are feeling in order to locate areas for 

improvement.  

 

There is an EI assessment tool that is very simple to use. It is free too! You simply ask others for 

feedback about your strengths and weaknesses. You don’t do this with just anyone – you would do it 

with people that you trust and with whom you have an important relationship. For example, you 

could ask your spouse, boss, subordinates, children or close friends. You let them know that you are 
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trying to learn how to interact with others and you want them to feel free to say what they really 

think.  

 

What does “emotional intelligence” mean? 

 

The study of emotional intelligence has its roots 

in the work of Darwin who posited that 

emotional expression was essential for survival. 

 

Emotional intelligence is:  
 An array of non-cognitive capabilities, competencies, and skills that influence one’s ability to succeed in 

coping with environmental demands and pressures” (Dr. Bar-On, 1997) 

There are five components of emotional intelligence: 
Component Definition Indicators 

Self-Awareness The ability to recognize and understand your moods, 
emotions, and drives, as well their effect on others  

 Self-confidence 
 Realistic self-assessment 
 Humility/ self-deprecating 

sense of humor 

Self-regulation The ability to control or redirect disruptive impulses 
and moods 
The tendency to suspend judgment – to think before 
acting  

 Trustworthiness and integrity  
 Comfort with ambiguity  
 Openness to change  

Motivation A passion to work for reasons that go beyond money 
or status 
A tendency  to pursue goals with energy and 
persistence  

 Strong drive to achieve 
 Optimism, even in the face of 

failure 
 Organizational commitment  

Empathy The ability to understand the emotional makeup of 
people 
Skill in treating people according to their emotional 
reactions  

 Expertise in building and 
retaining talent  

 Cross-cultural sensitivity 
 Service to others  

Social skills Proficiency in managing relationships and building 
networks 
An ability to find common ground and rapport  

 Effectiveness in leading change 
 Persuasiveness  
 Expertise in building and 

leading teams  

Adapted from Goleman, 1998. 

 

Can emotional intelligence be learned?  

Yes, but not in the same way as one learns new ideas or concepts.  

 

Emotional intelligence is more about how one acts and behaves than about what one knows and 

understands. The limbic system of the brain is responsible for one’s emotional intelligence. 

However, far too many training programs that are designed to build leadership skills, including 

emotional intelligence, fail - why, because they focus on the wrong part of the brain.  

 

“Emotional intelligence is born largely in the neurotransmitters of the brain’s limbic system, 

which governs feelings, impulses, and drives. Research indicates that the limbic system 

learns best through motivation, extended practice, and feedback. Compare this with the 

kind of learning that goes on in the neocortex, which governs analytical and technical ability. 
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The neocortex grasps concepts and logic... it is also the part of the brain targeted by most 

training programs aimed at enhancing emotional intelligence.... to enhance emotional 

intelligence, organizations must refocus their training to include the limbic system. It takes 

much more time and requires an individualized approach and coaching support. ... It’s 

important to emphasize that building one’s emotional intelligence cannot - will not - happen 

without sincere desire and concerted effort” (Goleman, Harvard Business Review, 1998, 

page 97).  

 

One thing is certain: emotional intelligence increases with age. It is called maturity 

 

What is the relationship between IQ and EQ? 

Just because you have a high IQ does not mean that you know and understand your own emotions 

and those of others for greater interpersonal effectiveness.  

 

How does emotional intelligence relate to the results of the Athena Doctrine research?  

Many of the components of EQ could be considered “feminine” characteristics such as: 
 Empathy 

 Good listener (social skills) 

 Humility (self-awareness) 

 Selfless (social skills) 

If you would like to learn more about emotional intelligence, please read the following articles and 

go to this website to download a free electronic book: http://bookboon.com/en/emotional-

intelligence-ebook 

 

http://bookboon.com/en/emotional-intelligence-ebook
http://bookboon.com/en/emotional-intelligence-ebook
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9 ACTION PLAN 

My Action Plan: Improving My Leadership Competencies 
 

Name: Region/Woreda: 

Position: Date: 

 

 Competency Objective 
How? 

(steps required to integrate 
competency into current practice) 

Support 
Needed? 
(Who can 
help you?) 

How will we 
know you have 

changed? 

A Example: Manage my time 

better 

1. Use the interruption log 
matrix week of Nov. 12 

2. Say “no” to people 
interrupting me at least 5 
times per week 

3. Schedule weekly meeting 
with followers to minimize 
interruptions   

Peer support  I will be able to 

stop working late 

at night   

B  1. 

 

2. 

 

3.  

  

C  1. 

 

2. 

 

3.  

  

D  

 

 

 

1. 

 

2. 

 

3. 
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APPENDIX A: AGP2’S CAPACITY DEVELOPMENT APPROACH 

Capacity development takes and/or requires a number of steps in order to achieve the required 

results. Organizations use different frameworks in order to structure their approach to capacity 

development. In AGP the following model is used to implement capacity development.  

 

Figure 5: Capacity Development Framework adapted from Agriteam’s CD Model 

 

•Apply new 
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•Follow up support
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•Replication
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raising
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•Learning by doing
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•Identify gaps

•Set & agree on priorities

•Plan capacity 
development activities
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Capacity 

Strengthening
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Individual

Organizational

Enabling 
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Framework for Capacity Development

 

Overview  

The capacity development framework relies on an iterative and recognizes that capacity 

development stags overlap and continually evolve with the introduction of new methodology and 

the identification of best practice. 

 

Stage One: Consensus Building - During this stage, participatory capacity assessments are 

undertaken to define the context in which the capacity development will take place and identify key 

capacities that need to be enhanced in order to ensure individuals, organizations and the enabling 

environment actors can carry out their functions.   
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Stage Two: Capacity Strengthening – This stage focuses on the development and delivery of 

capacity strengthening activities as identified under stage one (consensus building).  These activities 

can range from physical capacity (addressing needs such as transportation, office facilities, and 

communications); human capacity (addressing knowledge, skills and attitudes); and systems capacity 

(addressing procedures, structures, processes).   

 

Stage Three: Capacity Application, Follow up and Assessment – At this stage, new or enhanced 

capacities are applied in the workplace on-the-job and new or improved systems, processes or 

procedures are implemented.  It is during this stage that improvements in individual or 

organizational performance are expected.   

 

Stage Four: Institutionalization – The fourth stage involves internalizing and mainstreaming the new 

or enhanced capacities that have been successfully applied or have been achieving the expected 

improvements in performance by an organization.  The aim is to get to the stage where people say 

“this is how we do things around here”.   

 

 




