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You Can't Build A Machine Without Nuts And Bolts

by Shel Trapp



Leadership Development

Most organizations talk a lot about leadership development; few of them have any systematic plan for leadership development. It is true that leadership is developed through actions and situations where they have to use leadership skills. However, an organization with a systematic plan for leadership development can give their leadership added tools to enhance their development.

One approach is to get a group of leadership together and ask them what skills they think need to be strengthened. Then you can either develop your own training design to address those areas, or contact an outside resource which provides training in those areas. You must get iron clad commitments from leadership that they will attend those sessions. Depending upon the organization's other agendas, schedule these sessions once per month, once every two months or once each quarter.

Some topics you might consider in a training program are:

1. How do I get more people to come to the meeting? 

2. How can I improve my block club/issue group meeting? 

3. How can I improve chairing a public meeting? 

4. How do I develop a better agenda? 

5. How do I improve my leadership skills in confrontation or a demonstration? 

6. How do I improve my negotiation skills? 

7. Developing winning strategies. 

8. Developing issues. 

9. Fund raising skills. 

This should get you started. You will think of other topics. At the conclusion of this manual is a leadership and staff "task and skill check list" that may be of assistance to your organization.

In addition to the topic scheduled for the training, each session should include a time when the leadership strategizes about a specific organizing drive in which the organization is involved or hopes to develop in the near future. This will ensure that part of each session is not abstract, but relates directly to the life of the organization.

At the conclusion of each training session, the following questions should be discussed:

1. Has this session been helpful. Why/why not? 

2. How would you improve the session? 

3. What are you going to do differently because of this session? 

It is important that someone keep good notes during this discussion. It will assist in developing better training designs, and will help keep each other accountable. For example, if a leader in response to question three says something like: "Because of this session, I'm going to demand yes or no answers to our demands," and if that leader at the next meeting reverts to old patterns of saying "please," he or she can be confronted with the statement from the training session.

Another approach, used effectively by one organizer, was to have breakfast with two of his leaders every Saturday morning. The agenda was three-fold:

1. Review the past week's activities, with evaluation of production, victories, setbacks. 

2. Review the coming week's activities, with assignment of responsibilities. 

3. Strategy session on a particular issue, or a particular problem, or where the organization wanted to be in three months and how to get there. 

Because of this process, the organizer, who had always prided himself on being better than average strategist, found that after three months those leaders had developed strategy skills which equaled (if not surpassed) his own.

Whatever approach is taken, the point is that if your organization wants to take leadership development seriously, something more is needed than just leadership meetings and evaluation meetings after public meetings. There must be a systematic, thought-out program of leadership development.

Leadership/Staff Roles

The relationship between staff and leadership is an important aspect of how well the organization functions. The basic ingredients of that relationship are trust and respect -- and that goes both ways.

Trust is built through performance, by doing what one has committed oneself to do, and this applies to both staff and leadership.

Respect, beyond the basic respect for another human being, comes through recognizing the unique gifts each person brings to a particular situation. There are things leadership does which I as staff cannot do, and there are things I as staff do which leadership cannot do. Rather than being threatened by this, we should recognize this as the basis of respect for the gifts each of us brings to the organization.

There are six arenas where staff works with leadership:

1. One-on-One. When staff is working with an inexperienced leader, the relationship would be one of trainer/trainee, where staff would take the leader through the steps of the meeting, preparing the leader for what may occur, and assist in understanding the importance of the group making a decision to do something. 

With the experienced leader, the relationship is that of two professionals sharing insights and ideas about an issue or the organization, and developing a joint strategy to dead with the situation.

2. Small Leadership Group. This is usually a meeting where a small group of leaders develop the agenda for a meeting or a strategy for an event. In this arena, although leadership will make the final decisions, staff will probably play an active role, suggesting strategies and ideas--after all, the organization is paying for the staff's brains. 

3. Public Meeting. If staff have done their job in preparing leaders in the leadership meeting, there should be little or no need for them to play an active role in this arena. 

4. Demonstration or Action. Staff should stay close to key leadership so they can quickly pull two or three leaders together to make decisions when necessary. 

5. Follow-up to Public Meetings and/or Demonstration. In this arena, staff take an active role in assisting leadership evaluate what occurred and possibly start planning the next steps in the organizing drive. 

Negotiating Session. In a negotiating session with the opponent, staff should stay very close to the organization's key
