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EXECUTIVE SUMMARY 
Overview  
T he  Sc h oo l  S up e ri n te n de n ts  As soc i at i on  ( A A S A)  ai m s to  s up p o rt  le a de rs h ip  de v e l op me n t 
th r ou g h the  e st a b li sh me n t of  a  re so na n t,  r e si l ie n t ,  a n d n im b le  l e a de r s hi p  f r ame w o rk .  The  
de ma n ds  of  e duc at i o n al  le a de rs h ip  i n  2 0 23  c al l  f o r d is t ric t  le a de rs  w h o a re  re so n an t ,  i . e . ,  the y  
ne e d to  be  in  c o ns ta nt  t u ne  w i th  t he i r  st af f ,  c o mm u ni ty ,  a n d  s tu de nt s;  r es i l i en t ,  i . e . ,  t he y  ne e d 
to hav e  i nne r st re n gt h an d he a lt h an d p r o je c t  st re ng t h a n d o p t im i sm in o r de r t o me e t c ha l le n ge s;  
an d  n i mb l e ,  i . e . ,  t he i r  s k i l l s ,  k n ow le dge ,  a n d d is p o si t i o ns  ne e d  t o  be  ho ne d  t o  s o lv e  a ny  p r o b le m  
an d  a d d re ss  a ny  c ri si s  –  w he t he r th ose  c h al l e n ge s  a re  e du c a ti o na l ,  e c o n o mic ,  o r p o l it ic a l .  T o 
g ui de  su p e r i nte n de nts  in  h ow  t he y  c a n  be c o m e  re s i l ie nt ,  n im b le ,  re s on a nt  le a de rs  A A S A  a i ms  to  
p r ov i de  a  se r ie s  o f  t oo lk i ts  t h at  re v ie w  the se  a tt r i bu te s  a n d  o ffe r  t oo l s  an d  st ra te g ie s  f o r  h ow  
to  de v e l op  t he  c ap ac it i e s  of  a  re s i l ie nt ,  n im b l e ,  re s on an t le ade r.  

To  s up p o r t  t h is  w o rk ,  A A S A p a rt ne re d w i th  H a nov e r  Re se a rc h ( H a nov e r )  to  de v e l op  a  se r ie s  o f  
le a de r sh ip  t o o lk i ts .  T h i s  to o lk i t  f oc use s  o n  t he  sk i l l s  a n d  t r ai ts  of  ni m b le  le a de rs  a n d  is  de s i g ne d 
to  s up p o rt  di st r ic t  le a de rs  i n  i nc re as in g  t he i r  n im b le  le a de rs h i p  sk i l l s .  

H a n o v e r  d e f i n e s  n i m b l e  l e a d e r s h i p  a s  t h e  a b i l i t y  o f  l e a d e r s  t o  e f f e c t i v e l y  g u i d e  t h e i r  o r g a n i z a t i o n  
t h r o u g h  c h a n g e s  a n d  c h a l l e n g i n g  t i m e s  w i t h  a g i l i t y ,  o p e n  a n d  t r a n s p a r e n t  c o m m u n i c a t i o n ,  a n d  
c o l l a b o r a t i o n  w i t h  c o m m u n i t y .   
 
T o  d e v e l o p  a  d e f i n i t i o n  a n d  f r a m e w o r k  o f  n i m b l e  l e a d e r s h i p ,  H a n o v e r  r e v i e w e d  a n d  s y n t h e s i z e d  t h e  
b r o a d e r  l e a d e r s h i p  l i t e r a t u r e  f r o m  r e l a t e d  l e a d e r s h i p  t h e o r i e s ,  i n c l u d i n g  a g i l e  l e a d e r s h i p ,  a d a p t i v e  
l e a d e r s h i p ,  a n d  c h a n g e  l e a d e r s h i p ,  t o  i d e n t i f y  e s s e n t i a l  q u a l i t i e s  t h a t  e n a b l e  l e a d e r s  t o  s u c c e s s f u l l y  
l e a d  c o m p l e x  s c h o o l  s y s t e m s  t h r o u g h  t u r b u l e n t  c o n d i t i o n s  a n d  s i g n i f i c a n t  c h a n g e s .   

Audience 
Th is  to o lk i t  i s  de si g ne d  t o  s up p o rt  su p e ri nte n de n ts  as  t he y  i mp le m e nt  p r ac t ic e s  t o be c o me  a  
mo re  n i m ble  le a de r.  

How to Use This Toolkit 
T h is  t o olk it  is  de s i g ne d  t o su p p o rt  di st r ic t  le a de r s  i n  i nc re as in g  t he i r  u nde r st a nd i n g of  ni m ble  
le a de r sh ip  a n d  be c om i n g a  m o re  n im b le  le a d e r.  E ac h se c ti o n a d d re sse s one  p r ac tic e  v ia  the  
fo l l ow i n g c o nte nt:  

•  U n de rs ta n d N i m b le  L e a de r s hi p  
•  St re ng t he n  C ap ac i ty  to  L e a d  t h ro u gh  C h an ge  an d  U n c e rt ai nty  

How to Navigate This Toolkit  
The  di ffe re nt  se c ti o ns  of  t hi s  to o lk i t  ( a n d t he i r  re s p e c t iv e  s u b - se c t i on s a nd  t o ol s  as  de sc r i be d 
a bov e )  c a n be  a c c e s se d by  c l i c k i n g o n in  the  T a bl e o f  C on t en t s  be gi nn i n g o n t he  ne x t  p a ge .  Yo u  
may  c l ic k  on the  se c ti on’ s ,  s u b - se c t i on’ s ,  o r  to ol ’ s  n a me  o r p a ge  nu m be r t o be  t ak e n t o t he  
c o r re s p o n d in g  c o n te n t .   

A  l is t i n g  o f  e n dn o te s  c i te d th r o u gh o ut  t he  t oo lk it  i s  a ls o ac c e s si b le  th r o u gh  t he  Ta b le  of  
C o nte nt s.  Y o u m ay  ac c e ss  i n d iv i d ua l  e nd n ote s by  c l i c k i n g  t he  e n d n ote  n u m be r p re se nte d.  Y o u  
c a n re t u r n to  the  c on te n t  c o r re s p o n d in g  t o  e ac h  e n d n ote  by  c l ic k in g  t he  e n d n ote  n u m be r  
p re se n te d be fo re  t he  e n dn ote  i n fo r ma t io n.   

Yo u c a n re t u rn to t he  T a ble  of  C o n te n ts at  any  t i me  us in g t he  R e tu rn  t o  TO C  b utt o n a t  t he  b ot to m  
of  a ny  p a ge  i n  the  p r ac tic e  se c t io ns  a n d e n d n ote s.   
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UNDERSTAND NIMBLE LEADERSHIP 
Defining a Framework for Nimble Leadership   
To  e s ta b li s h an d  re f ine  the  c on c e p t of  n im b le  le a de r sh ip ,  H an ov e r sy nt he s i ze d re la te d re se a rc h  
on  le a de rs h ip  t he o r ie s  c o n d uc te d  by  le a de r s hi p  e x p e rt s  an d  t h ou g ht  le a de rs.  T he  to o ls  an d  
op p o rt u ni t ie s  f o r re f le c ti o n f o un d w it h in  t hi s  t oo lk it  c o ale sc e  a ro un d c e n t ra l  i de a s,  de f i ni n g  
ni m b le  le a de rs h ip  as  t h e abi l i t y o f  l e ad e rs to e ff ec ti vel y gui d e t h ei r  org a ni za ti on t hr ou g h 
c h an g e s an d c h al l en g i ng ti m e s w i th a gi l i t y,  op e n an d tr a n sp a re n t c o m m u ni c ati o n,  a n d 
c ol l ab o ra ti on  w i t h c o m m uni t y . 1 N i m b le  le a de rs  de m o ns tr ate  f le x i b i l ity  a n d c a n a d ap t t o  
c h an ge s a n d “p re p a re  the i r  te a ms  f o r ne w  p a r a di g ms  a he ad. ” 2 A c c o r d in g  t o re se a rc h  by  
Mc K i nse y  & C om p a ny ,  to le ad  o r g an i za t io ns  t ha t  e m bo dy  a gi l ity ,  n i m ble  a n d a g i le  le a de rs  a do p t 
mi n d se ts  o f  d isc ov e ry  a nd  i n nov at i on  a n d s hi ft  f ro m  a re ac tiv e  t o a  c re at iv e  mi n d se t  w h ile  
c re at i ng  ne w  te a m s t r uc t u re s  t ha t  p r i o ri t i ze  c o ll a bo r at i on,  c re a te  t e am  ne tw ork s,  an d  w o rk  to  
b re ak  do w n  t r a di t i o na l  s i l os . 3 

N i m ble  le a de rs hi p  c o m p r ise s the  c ri t i c a l  sk i l l s  of  le a de r s hi p  a g i l i ty ,  t r an sp a re n t c om m u nic a ti on,  
an d c o ll a b o ra tiv e  le a de rs h ip .  The  fo l low i n g f i g u re  f u rt he r de s c r i be s a nd de fi ne s e ac h 
c o mp e te nc y :  

 

Agi l e 
Le a d er s hi p  

L e a d e r s h i p  a g i l i t y  i s  t h e  a b i l i t y  t o  “ m a k e  j u d i c i o u s  a n d  e f f e c t i v e  
d e c i s i o n s  a m i d s t  c o m p l e x ,  v o l a t i l e  a n d  s w i f t l y  c h a n g i n g  e n v i r o n m e n t s ”  
a n d  “ t a k e  i n t e l l i g e n t  a n d  p r u d e n t  a c t i o n s  u n d e r  s i t u a t i o n s  
c h a r a c t e r i z e d  b y  h i g h  u n c e r t a i n t y ,  c o m p l e x i t y  a n d  r a p i d  c h a n g e . ” 4  

 

Op e n 
C om m uni c a ti on  

N i m b l e  l e a d e r s  e n g a g e  i n  s t r a t e g i c  a n d  t r a n s p a r e n t  c o m m u n i c a t i o n  
r e g a r d i n g  m a j o r  o r g a n i z a t i o n a l  c h a n g e s . 5  E f f e c t i v e  m e s s a g i n g  a r o u n d  
c h a n g e  i s  t a r g e t e d  t o  s p e c i f i c  a u d i e n c e s ,  c o n s i s t e n t ,  a n d  c o n n e c t e d  t o  
t h e  s c h o o l ’ s  b r o a d e r  p r i o r i t i e s  o r  v i s i o n . 6 N i m b l e  l e a d e r s  s i m i l a r l y  
u t i l i z e  c a r e f u l  l i s t e n i n g  a s  p a r t  o f  a  s u c c e s s f u l  c o m m u n i c a t i o n  s t r a t e g y  
t o  p r o m o t e  c o l l a b o r a t i o n ,  b u i l d  r e l a t i o n s h i p s ,  i n c r e a s e  u n d e r s t a n d i n g ,  
a n d  i m p r o v e  p r o b l e m - s o l v i n g . 7 

 

C ol l a bo r ati o n  

N i m b l e  l e a d e r s  c o l l a b o r a t e  t o  s u p p o r t  d i s t r i b u t e d  l e a d e r s h i p  t e a m s  
a n d  s h a r e  l e a d e r s h i p  r e s p o n s i b i l i t i e s ,  w h i c h  p r o m o t e s  o r g a n i z a t i o n a l  
f l e x i b i l i t y  a n d  a g i l i t y  a n d  i n c r e a s e s  o r g a n i z a t i o n a l  r e s p o n s i v e n e s s  t o  

t u r b u l e n c e . 8 E f f e c t i v e  c o l l a b o r a t i o n  r e q u i r e s  l e a d e r s  t o  d e v e l o p  
c o l l a b o r a t i v e  s t r u c t u r e s  t h a t  f a c i l i t a t e  d e l e g a t i o n ,  e n g a g e m e n t ,  a n d  

s h a r e d  d e c i s i o n - m a k i n g . 9  

M u l t i p l e  c i t a t i o n s  c i t e d  w i t h i n  f i g u r e  

C o ll a b o ra ti o n a nd  c o m mu n ic a t i o n ,  e s se n ti a l  at t ri b ute s  o f  n i m ble  le a de rs h ip ,  c on t ri b ut e  t o  
de v e lo p i n g p os i t iv e  sc ho o l  c ul tu re s an d c l i m ate s .  F o r s c h o ol  p ri nc i p a ls ,  sp e c if ic a l ly ,  e ffe c tiv e  
c o mm u ni c a ti o n in f l ue n c e s a  v a r ie ty  of  c ha r ac te r i st ic s  a ss oc ia te d w i th p o si t iv e  sc h oo l  c u lt u re s,  
suc h  a s  i mp rov e me nt  i n  re la t io ns h ip s,  t r u st ,  s ha re d e x p e c ta ti o ns,  t r an sp a re nc y ,  an d  st af f  
e n ga ge me nt. 10 N i mb le  l e a de r s’  c ol l a bo r at io n  e ff or ts  fu r the r  s up p or t  a  p os it iv e  sc h oo l  c u l tu re  
an d  c l i ma te  by  bu i ld i n g re la ti o ns hi p s,  i nc r e as in g  t r us t ,  in c re a si n g k now le d g e - sh a r in g,  a n d  
e mp ow e r in g te a c he r s. 11 A d d it io n al ly ,  re se a rc h f i n ds t ha t  p r in c i p a ls ’  c ol l a bo r at io n c a n i mp ro v e  
st u de n t ac hie v e me nt b y  i nc lu d i n g te ac he r c o l la b o ra ti o n an d  c ol le c ti v e  e ff ic ac y . 12  
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Tool Overview 
The  t oo l s  in  t hi s  se c ti o n w i l l  he lp  di st r ic t  le a d e rs  de e p e n the i r  u n de r st an d in g  o f  n im b le  
le a de r sh ip  a n d c o ns i de r h ow  it  a p p lie s  to  t he i r  p rac t ic e .  
 

T O OLS  F O R B UI LD IN G  N I M BLE  LE ADE RS H IP  

T o o l  N a m e  D e s c r i p t i o n  

S el f - Re fl ec ti o n:  N i m b l e  L e a d e r s h i p  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  d e s i g n e d  
t o  f a c i l i t a t e  r e f l e c t i o n  o n  w h e t h e r  y o u r  l e a d e r s h i p  
s t y l e  r e f l e c t s  n i m b l e  l e a d e r s h i p  a s  w e l l  a s  t h e  r o l e  
o f  n i m b l e  l e a d e r s h i p .   

Ac ti vi t y :  U s i n g  M i n d s e t  a n d  B e h a v i o r  t o  
I m p a c t  C h a n g e  

T h r o u g h  t h i s  e x e r c i s e ,  l e a d e r s  c a n  f a c i l i t a t e  s t a f f  
a n d  c o m m u n i t y  s u p p o r t  f o r  a  c h a n g e  a n d  i m p a c t  
m i n d s e t s  a n d  s c h o o l  c u l t u r e  r e g a r d i n g  a  c h a n g e  b y  
m o d e l i n g  b e h a v i o r s ,  f o s t e r i n g  u n d e r s t a n d i n g  a n d  
s e t t i n g  e x p e c t a t i o n s ,  d e v e l o p i n g  s k i l l s ,  r e i n f o r c i n g  
s u c c e s s ,  a n d  r e m o v i n g  b a r r i e r s .  

S el f - Re fl ec ti o n:  L e a rni ng fr o m  P a st  
E x p eri e nc es  o f  A d ve r s i ty  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  d e s i g n e d  
t o  f a c i l i t a t e  r e f l e c t i o n  o n  t i m e s  y o u  h a v e  l e d  
t h r o u g h  s i g n i f i c a n t  c h a n g e  o r  u n c e r t a i n t y ,  a n d  h o w  
t h o s e  e x p e r i e n c e s  i m p a c t e d  y o u r  l e a d e r s h i p  a t  t h e  
t i m e  a n d  o v e r a l l .  

F orw a r d P l a nni ng :  S tr e ng th s,  D e vel op m e nt  
Ar e as ,  a nd  G o al s  

T h i s  a c t i v i t y  a s k s  y o u  t o  r e f l e c t  o n  y o u r  s t r e n g t h s ,  
a r e a s  f o r  i m p r o v e m e n t ,  a n d  g o a l s  f o r  m o v i n g  
f o r w a r d .  
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Self-Reflection: Nimble Leadership 
D i re c t i on s :  U se  the  q u e st io ns  p re se nte d  be l o w  t o  re f le c t  o n the  r ol e  o f  n i m ble  le a de r sh ip  a n d  
y ou r e x p e r ie n c e s w it h ni m b le  le a de rs h ip .  Sp a c e  i s  p r ov i de d be l ow  e a c h q ue s ti o n t o re c o r d n ote s.  

 

W h at d oe s  be i n g n i mb l e ,  i n  ge ne ra l ,  me an  t o y ou ?  

N o t e s   

 

W h at d oe s  be i n g a  n i m b le  le a de r  me a n t o y o u ?  

N o t e s   

 

W h at r o le  d oe s  n i m ble  le a de r sh ip  p lay  i n  be i n g a n e f fe c tiv e  le a de r?   

N o t e s   

 

D oe s  t he  i mp o rt anc e  o f  be i n g a  n i mb le  le a de r  c h a n ge  d ur i n g t i me s  o f  unc e r ta i nty ?  H ow  s o?  

N o t e s   

 

W o ul d  y o u de sc r i be  y o u rse lf  a s  a  ni m b le  le a d e r?  W hy  o r w hy  n ot ?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h   
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Activity: Using Mindset and Behavior to Impact Change  
D i re c t i on s :  D is t ri c t  le a de r s  c an  fa c i l it ate  s t aff  a n d c o m m un ity  su p p o rt  fo r  c h an ge  an d  i mp ac t  
mi n d se ts  a n d sc h oo l  c ul tu re  re g a r di n g c ha n g e  by  mo de l in g be hav i o rs,  f oste r i n g u n de rs ta n d in g  
an d  se tt i n g e x p e c ta ti o ns,  de v e lo p i n g  sk i l l s ,  r e in fo r c i n g  s uc c e ss,  an d  re m ov in g  b ar r ie rs . 13 W he n  
try i n g t o g at he r  s up p o r t  fo r  c h an ge ,  use  the  fo l l ow i ng  w o rk she e t  t o p l an  fo r  ac t i on s  t ha t  s up p o rt  
st aff  i n  c h a n gi n g the i r  mi n d se ts  a n d be h av i o r s.  S p a c e  is  p r ov i de d t o re c o r d no te s.  
 

IN F L UE N C I N G  E MP L O YE E S ’  M IN DS E TS  AN D BE H AV IO RS  T O C RE A TE  C H A N GE  

S o u r c e :  M c K i n s e y  a n d  C o m p a n y 14 

 

B e l ow ,  l ist  or  de s c r i be  the  w ay s i n  w hi c h  y o u  w an t to  i n f l ue n c e  e mp l oy e e s’  m i n dse ts,  
be hav i or s,  a n d c o nt r ib ut io n s t o  sc h oo l  c u lt u r e .   
 
 

 

 

 

 

 
 

W h a t  be h a vi or s  an d  m i nd s e t  c h a n ge s  d o y o u  w a n t t o  s e e?  H o w ,  w h e n,  an d  to  w h om  y ou  w i l l  
m o d el  t he m ?  

 

 
 

Role modeling 

“I see my leaders, colleagues, and staff behaving differently”

Fostering understanding and conviction 

“I know what is expected of me – I agree with it, and it is 
meaningful”

Developing talent and skills 

“I have the skills and opportunities to behave in the new way"

Reinforcement mechanisms 

“Barriers are being removed and I’m being rewarded for 
making the changes I am being asked to make”

"I choose to change my mind-set 
and behavior if..."
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W h a t  e x p ec t ati o ns  w i l l  yo u  s e t  f or  st a f f?  H o w  w i l l  yo u  c om m u ni c a t e  t h e se  ex p ec t a ti on s  a n d 
e ns ur e  u n d er s t an di ng ?  W i l l  st a f f  b e h el d  ac c ou n t a bl e  t o t h e n ew  e x p ec t a ti on s?  I f  s o,  h o w ?  

 

 
 

W h a t sk i l l s  o r  k no w l e dg e d o st a ff  n e e d t o fu l fi l l  e x p ec ta ti on s,  c h a ng e b e h avi or,  a n d s up po rt  
th e  n ew  c h an g e? H ow  w i l l  y o u e ns u r e  st a ff  h a v e or  d e v el op t h es e  s k i l l s  a n d k n ow l e dg e?   

 

 
 

W h a t  b a rri er s  c oul d  h i nd e r s t af f  f ro m  c h a n gi n g t hei r  m i nd s e t o r  b eh a vi or ?  H o w  w i l l  y ou  
re m o v e  t h es e  b arri e rs ?  H ow  w i l l  yo u  i nc e nti vi z e a n d r ew ar d  s uc c e s s?  

 

 

S o u r c e :  M c K i n s e y  a n d  C o m p a n y 15 a n d  H a n o v e r  R e s e a r c h   
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Self-Reflection: Learning from Past Experiences of Leading through 
Change and Uncertainty 
D i re c t i on s :  U s e  the  qu e st io ns  p re se nte d be l o w  t o  re f le c t  on  e x p e r ie nc e s  le a d i ng  th r ou g h  t i me s  
of  un c e rt ai nty  o r c ha n ge ,  an d ho w  t ho se  e x p e r ie n c e s im p a c te d y ou r le a de r sh ip  at  the  t i m e  an d  
ov e ra l l .  S p a c e  is  p r ov i de d be l ow  e ac h q ue s ti on  t o re c o r d n ote s.  

 

C o ns i de r a n oc c as io n  d u ri n g y o u r t i me  a s  a  le a de r th at  re q u ire d le a d in g th r ou g h un c e r ta i n ty  o r 
su b st an ti a l  d i st r ic t  c h a n ge s  ( e . g. ,  C ov i d - 19,  d i st r ic t  me r ge rs,  s c h o ol  c l os u re s,  sp e c i f ic  e c o n om ic  
o r p o li t i c a l  up he av a ls ,  e tc . ) .  

N o t e s   

 

H ow  di d  y o u fe e l  a s  a  l e a de r  du r i n g t h is  t i me ?   

N o t e s   

 

W h at le a de rs hi p  sk i l l s  w e re  ne w ly  c ri t ic a l  o r  i nc re ase d  i n  i mp o rt a nc e  d u r in g  t hi s  t i me  as  
c o mp a re d  t o be fo re  t h e  c h a n ge  o r un c e r ta i nt y ?  

N o t e s   

 

W h at le a de r sh ip  sty le s ,  ac t i on s,  an d sk i l ls  w e re  suc c e s sf ul  i n  le a d in g y ou r st af f  a n d c o mm un it y  
th r ou g h the  c ha n ge  o r un c e rt ai nty ?   

N o t e s   
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W h ic h le a de r sh ip  s ty le s,  ac t i on s,  an d  sk i l l s  w e re  u ns uc c e ss fu l  d u r in g th i s  t i me ?  W hy ?  

N o t e s   

 

W h at d i d y o u le a r n a bo ut y o u rse lf ,  y o u r le a de r sh ip  sty le ,  an d  y ou r  st re n gt h s f r o m  th is  
e x p e rie nc e ?  

N o t e s   

 

D i d t hi s  e x p e rie nc e  c h an ge  y o ur le a de rs hi p  s ty le ,  in  ge ne r al ,  an d i n  c r is i s  s it ua ti o n s at  a l l ?  I f  s o,  
ho w ? I f  n ot ,  w hy  n ot ?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h  
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Forward Planning: Strengths, Development Areas, and Goals  
D i re c t i on s :  C on s i de r  y ou r  re s p o nse s t o t he  t oo l s  t h r ou g h ou t th i s  t oo lk it  a n d re fle c t  o n y ou r  
st re ng t hs,  a re as f or  im p r ov e me n t,  an d  go a ls  mov i n g fo rw a r d.  

 

 

T hi n k i n g a b ou t t he  at t ri b ut e s o f  ni m bl e l e a d er s hi p,  w h at  a r e m y  st re ng t hs ?  

 

 

W h a t a re  m y  ar e a s f o r  i m p ro v e m e n t w i t h r e g ar d  t o ni m bl e l e a d er s h i p?  

 

 

W h a t a re  m y  g o al s  f or  b ec om i ng  a  m o re  ni m b l e l e a d er?  

 

S o u r c e :  H a n o v e r  R e s e a r c h    
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STRENGTHEN CAPACITY TO LEAD THROUGH CHANGE & 
UNCERTAINTY 
Lead with Agility 
N i m bl e  l e a d er s d e m o ns tr a t e l e a de r shi p ag i l i ty a n d c a n ac t  an d  re s po n d ef f ec ti v el y a n d  
ap pr op ri at el y  ac r o ss  d i v er s e,  c h a ngi n g,  a n d  un c e rt ai n  org a ni z a ti o n al  c o n di ti o ns . 16 L e a de r sh ip  
a gi l ity  is  t he  a bi l ity  t o “m ak e  j ud ic i ou s a nd  e ffe c t iv e  de c is i on s a mi d st  c om p le x ,  v ol at i l e  a n d 
sw i ft ly  c h an g in g  e nv i r on me nt s”  a n d “t ak e  i nte ll i ge n t  a nd  p r u de n t ac t io ns  u n de r s i tu at io n s  
c h ar ac te ri ze d by  h i g h un c e rt ai nty ,  c om p le x i t y  a n d r ap id  c ha n ge . ” 17  

 

F O U R C OM P E TE N C IE S  O F  A G ILE  LE A DE RS H I P  

    

CONTEXT-SETTING AGILITY STAKEHOLDER AGILITY CREATIVE AGILITY SELF-LEADERSHIP AGILITY 

A g i l e  l e a d e r s  u s e  
b r o a d e r  p e r s p e c t i v e s  
t o  s c a n  b o t h  i n t e r n a l  

a n d  e x t e r n a l  a s p e c t s  o f  
a n  o r g a n i z a t i o n ,  

f o r e c a s t  s i g n i f i c a n t  
c h a n g e s  t h a t  m a y  o c c u r  

i n  b o t h  t h e  s h o r t  a n d  
l o n g  r u n  a n d  d e t e r m i n e  

t h e  n e c e s s a r y  
i n i t i a t i v e s  t o  t a k e  i n  

a c h i e v i n g  t h e  d e s i r e d  
o u t c o m e .  

 

A f t e r  l a y i n g  o u t  t h e  
c o n t e x t  f o r  i n i t i a t i v e s  

t o  b e  t a k e n ,  l e a d e r s  
i d e n t i f y  c o r e  

s t a k e h o l d e r s  a f f e c t e d  
b y  t h e  i n i t i a t i v e s  a n d  
s e e k  t h e i r  v i e w s  a n d  

s u p p o r t  o n  t h e  
i n i t i a t i v e s .  L e a d e r s  

s e e k  t h e  s u g g e s t i o n s  
a n d  c o n t r i b u t i o n s  o f  

t h e s e  s t a k e h o l d e r s  n o t  
j u s t  t o  g a i n  t h e i r  

a c c e p t a n c e  b u t  t o  
i m p r o v e  t h e  

e f f e c t i v e n e s s  o f  t h e  
i n i t i a t i v e s .  S e e k i n g  

s t a k e h o l d e r s ’  i d e a s  o r  
i n p u t  c o u l d  i n f l u e n c e  

a n d  l e a d  t o  q u a l i t y  
s t r a t e g i e s .  

L e a d e r s  i d e n t i f y  n o v e l  
o p p o r t u n i t i e s  a n d  

t r a n s f o r m  d i f f i c u l t  
p r o b l e m s  i n t o  

p r e f e r r e d  o u t c o m e s .  
L e a d e r s  m u s t  e x a m i n e  

t h e  e n c o u n t e r e d  
p r o b l e m  f r o m  a  b i g g e r  
p i c t u r e ,  c l e a r l y  d e f i n e  

i t ,  a n d  c o n s i d e r  i t s  
u n d e r l y i n g  

a s s u m p t i o n s ,  n e w  
a l t e r n a t i v e s ,  a n d  

d i f f e r i n g  v i e w p o i n t s .  
 

L e a d e r s  w i t h  t h i s  
c a p a b i l i t y  a r e  a b l e  t o  

a c c e l e r a t e  t h e i r  
p e r s o n a l  a n d  
p r o f e s s i o n a l  

d e v e l o p m e n t ,  
p r o a c t i v e l y  s e e k  i d e a s ,  
a n d  d e c i d e  o n  t h e  k i n d  
o f  l e a d e r s  t h e y  a i m  t o  

b e c o m e .  T h e s e  l e a d e r s  
u s e  t h e i r  i n i t i a t i v e s  a s  

a v e n u e s  t o  a c h i e v e  
t h e i r  l e a d e r s h i p  

a s p i r a t i o n s ,  m a k e  t h e  
n e c e s s a r y  a d j u s t m e n t s  

a n d  l e a r n  f r o m  t h e i r  
e x p e r i e n c e s .  

S o u r c e :  A t t a r  a n d  A b d u l - K a r e e m  a n d  J o s e p h s  a n d  J o i n e r 18 

A g il ity  e na b le s le a de r s to  sh ow c a se  f le x i bi l ity  in  the i r  le a de rs h ip  s ty le :  ra the r  t h an  r i g i dly  
fo l l ow i n g a  s i n gle  le a de rs h ip  s ty le  o r  p r oc e sse s,  a g i le  le a de r s  s tr ate g ic al ly  use  d if fe r e nt  
p e r sp e c tiv e s a nd  c an  a dap t the i r  le a de r sh ip  sty le  o r le a r n ne w  st y le s  t o re s p o n d q ui c k l y  a nd  
ap p r op r ia te ly  in  c h an g in g,  a m b i gu o us,  a n d  c h al le ng i n g e nv i ro n me nt s. 19 J o se p hs  a n d  J oi n e r  
i de n ti fy  f iv e  le v e l s  o f  ag i le  le a de rs h ip :  e x p e rt ,  ac hi e v e r,  c a ta ly s t ,  c o - c re at o r,  a n d sy ne r g is t ,  
de m o n st ra te  how  le a d e rs  v ie w  le a de rs hi p  a n d de mo n st ra te  ag i l i ty  i n  k e y  c onv e r sa t io ns,  le a di n g 
te a ms,  an d  le a d in g  or g an i za ti o na l  c ha n ge  ( se e  t he  f ig u re  o n  t he  f ol l ow in g  p a ge ) .  W it h e ac h  le v e l ,  
le a de r s de v e l op  a d d it io n al  a gi l ity  c ap a b i l i t i e s. 20 O r g an i za ti o ns  t h a t  fac e  g lo b a li z at io n  a n d  
fre q ue nt  c ha n ge  re q u i re  le a de rs  w ho  c a n le a d th r o ug h  or g a ni z at i on a l  c h an ge  w it h  a ut h o ri ty ,  
c o ll a bo r at i on,  te a mw o rk ,  d is t ri b ute d  re s p o ns i bi l ity ,  a n d sh a re d g oa l s . 21 
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LE VE LS  OF  A GILE  LE A DE RS H I P  

LEVEL LEADERSHIP STYLE AGILITY IN NAVIGATING PIVOTAL 
CONVERSATIONS 

AGILITY IN LEADING TEAMS AGILITY IN LEADING ORGANIZATIONAL 
CHANGE 

 

E x p e r t  

T a c t i c a l ,  p r o b l e m - s o l v i n g  
o r i e n t a t i o n .  B e l i e v e s  a  

l e a d e r ’ s  p o w e r  d e p e n d s  u p o n  
e x p e r t i s e  a n d  p o s i t i o n a l  

a u t h o r i t y .  

S t y l e  i s  e i t h e r  t o  s t r o n g l y  
a s s e r t  o p i n i o n s  o r  h o l d  b a c k  t o  

a c c o m m o d a t e  o t h e r s .  M a y  
s w i n g  f r o m  o n e  s t y l e  t o  t h e  

o t h e r ,  p a r t i c u l a r l y  f o r  d i f f e r e n t  
r e l a t i o n s h i p s .  T e n d s  t o  a v o i d  

g i v i n g  o r  r e q u e s t i n g  f e e d b a c k .  

M o r e  o f  a  s u p e r v i s o r  t h a n  a  
m a n a g e r .  C r e a t e s  a  g r o u p  o f  

i n d i v i d u a l s  r a t h e r  t h a n  a  t e a m .  
U s u a l l y  t o o  c a u g h t  u p  i n  

d e t a i l s  t o  l e a d  i n  a  s t r a t e g i c  
m a n n e r .  

O r g a n i z a t i o n a l  i n i t i a t i v e s  
f o c u s  p r i m a r i l y  o n  i n c r e m e n t a l  

i m p r o v e m e n t s  i n s i d e  u n i t  
b o u n d a r i e s  w i t h  l i t t l e  

a t t e n t i o n  t o  s t a k e h o l d e r s .  

A c h i e v e r  

S t r a t e g i c ,  o u t c o m e  
o r i e n t a t i o n .  B e l i e v e s  t h a t  

p o w e r  c o m e s  n o t  o n l y  f r o m  
a u t h o r i t y  a n d  e x p e r t i s e  b u t  

a l s o  f r o m  m o t i v a t i n g  o t h e r s .  

P r i m a r i l y  a s s e r t i v e  o r  
a c c o m m o d a t i v e ,  w i t h  s o m e  

a b i l i t y  t o  c o m p e n s a t e  w i t h  l e s s  
p r e f e r r e d  s t y l e .  W i l l  o f t e n  

a c c e p t  f e e d b a c k ,  i f  h e l p f u l  i n  
a c h i e v i n g  d e s i r e d  o u t c o m e s .  

O p e r a t e s  l i k e  a  f u l l - f l e d g e d  
m a n a g e r .  M e e t i n g s  t o  d i s c u s s  

i m p o r t a n t  i s s u e s  a r e  o f t e n  
o r c h e s t r a t e d  t o  t r y  t o  g a i n  

b u y - i n  t o  o w n  v i e w s .  

O r g a n i z a t i o n a l  i n i t i a t i v e s  
i n c l u d e  a n a l y s i s  o f  i n d u s t r y  
e n v i r o n m e n t .  S t r a t e g i e s  t o  

g a i n  s t a k e h o l d e r  b u y - i n  r a n g e  
f r o m  o n e - w a y  c o m m u n i c a t i o n  

t o  s o l i c i t i n g  i n p u t .  

C a t a l y s t  

V i s i o n a r y ,  f a c i l i t a t i v e  
o r i e n t a t i o n .  B e l i e v e s  l e a d e r s  

a r t i c u l a t e  a n  i n n o v a t i v e ,  
i n s p i r i n g  v i s i o n  a n d  e m p o w e r  

p e o p l e  t o  t r a n s f o r m  t h e  v i s i o n  
i n t o  r e a l i t y .  

A d e p t  a t  b a l a n c i n g  a s s e r t i v e  
a n d  a c c o m m o d a t i v e  t e n d e n c i e s  
a s  n e e d e d .  P r o a c t i v e  i n  s e e k i n g  
f e e d b a c k .  G e n u i n e l y  i n t e r e s t e d  

i n  l e a r n i n g  f r o m  d i v e r s e  
v i e w p o i n t s .  

A c t s  a s  t e a m  l e a d e r  a n d  
f a c i l i t a t o r  t o  c r e a t e  a  h i g h l y  

p a r t i c i p a t i v e  t e a m .  W e l c o m e s  
o p e n  e x c h a n g e  o f  v i e w s  o n  
d i f f i c u l t  i s s u e s .  E m p o w e r s  

d i r e c t  r e p o r t s  a n d  u s e s  t e a m  
d e v e l o p m e n t  a s  a  v e h i c l e  f o r  

l e a d e r s h i p  d e v e l o p m e n t .  

O r g a n i z a t i o n a l  i n i t i a t i v e s  
o f t e n  i n c l u d e  d e v e l o p m e n t  o f  a  

c u l t u r e  t h a t  p r o m o t e s  
t e a m w o r k ,  p a r t i c i p a t i o n ,  a n d  

e m p o w e r m e n t .  P r o a c t i v e  
e n g a g e m e n t  w i t h  d i v e r s e  

s t a k e h o l d e r s  r e f l e c t s  b e l i e f  
t h a t  t h e i r  i n p u t  i n c r e a s e s  t h e  

q u a l i t y  o f  d e c i s i o n s .  

C o -
C r e a t o r  

O r i e n t e d  t o w a r d  s h a r e d  
p u r p o s e  a n d  c o l l a b o r a t i o n .  

B e l i e v e s  l e a d e r s h i p  i s  
u l t i m a t e l y  a  s e r v i c e  t o  o t h e r s .  

S t y l e  r e f l e c t s  a n  i n t e g r a t i o n  o f  
a s s e r t i v e  a n d  a c c o m m o d a t i v e  

t e n d e n c i e s .  A b l e  t o  p r o c e s s  a n d  
s e r i o u s l y  c o n s i d e r  n e g a t i v e  
f e e d b a c k  e v e n  w h e n  h i g h l y  

c h a r g e d  e m o t i o n a l l y .  

D e v e l o p s  c o l l a b o r a t i v e  
l e a d e r s h i p  t e a m s ,  w h e r e  

m e m b e r s  f e e l  f u l l y  r e s p o n s i b l e  
n o t  o n l y  f o r  t h e i r  o w n  a r e a s  
b u t  a l s o  f o r  t h e  o r g a n i z a t i o n  

t h e y  c o l l e c t i v e l y  m a n a g e .  

D e v e l o p s  k e y  s t a k e h o l d e r  
r e l a t i o n s h i p s  c h a r a c t e r i z e d  b y  

d e e p  l e v e l s  o f  m u t u a l  
i n f l u e n c e  a n d  g e n u i n e  

d e d i c a t i o n  t o  t h e  c o m m o n  
g o o d .  M a y  c r e a t e  c o m p a n i e s  o r  

u n i t s  w h e r e  c o r p o r a t e  
r e s p o n s i b i l i t y  i s  a n  i n t e g r a l  

p r a c t i c e .  

S y n e r g i s t  

H o l i s t i c  o r i e n t a t i o n .  
E x p e r i e n c e s  l e a d e r s h i p  a s  
p a r t i c i p a t i o n  i n  a  p a l p a b l e  
s e n s e  o f  l i f e  p u r p o s e  t h a t  

b e n e f i t s  o t h e r s  w h i l e  s e r v i n g  
a s  a  v e h i c l e  f o r  p e r s o n a l  

t r a n s f o r m a t i o n .  

C u l t i v a t e s  a  p r e s e n t - c e n t e r e d  
a w a r e n e s s  t h a t  a u g m e n t s  

e x t e r n a l  f e e d b a c k  a n d  s u p p o r t s  
a  s t r o n g ,  s u b t l e  c o n n e c t i o n  

w i t h  o t h e r s ,  e v e n  d u r i n g  
c h a l l e n g i n g  c o n v e r s a t i o n s .  

C a p a b l e  o f  m o v i n g  f l u i d l y  
b e t w e e n  v a r i o u s  t e a m  

l e a d e r s h i p  s t y l e s .  C a n  a m p l i f y  
o r  s h a p e  g r o u p  e n e r g y  

d y n a m i c s  t o  b r i n g  a b o u t  
m u t u a l l y  b e n e f i c i a l  r e s u l t s .  

M a i n t a i n s  a  d e e p ,  e m p a t h e t i c  
a w a r e n e s s  o f  c o n f l i c t i n g  

s t a k e h o l d e r  i n t e r e s t s ,  
i n c l u d i n g  t h e i r  o w n .  A b l e  t o  
a c c e s s  s y n e r g i s t i c  i n t u i t i o n s  

t h a t  t r a n s f o r m  s e e m i n g l y  
i n t r a c t a b l e  c o n f l i c t s  i n t o  

s o l u t i o n s  b e n e f i c i a l  f o r  a l l .  

S o u r c e :  J o i n e r  a n d  J o s e p h s ,  A m e r i c a n  M a n a g e m e n t  A c a d e m y 22  
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N i m ble  le a de r s al so d e mo n st r ate  l e ar ni n g agi l i t y  a n d a re  op e n to le a r n in g ne w  sk i l ls  an d  
mi n d se ts,  re f le c t i n g o n t he i r  p r ac t ic e ,  a n d g r ow i n g fr o m the i r  m is tak e s. 23 L e a rn i ng  a g i l i ty  
e na b le s  le a de r s to  t ak e  ri sk s,  be  re fle c t iv e ,  re c o gn i ze  a n d g r ow  f r om  mi st ak e s,  an d  f ac e  ne w  
c h al le nge s  a n d is s ue s  s uc c e ss fu l ly  w i th o ut  b e c o m i ng  de fe n siv e  w he n me t  w it h c ri t i c is m.  
L e a rn i n g  a gi l ity  re p re s e nt s b ot h a  m in d se t  a n d a  se t  o f  p r ac ti c e s  f o r le a d i ng  e f fe c t iv e ly . 24 
 

LE A RN IN G AG IL I TY  E N AB LE RS  AN D DE RA I LE R  

ENABLER/ 
DERAILER 

DESCRIPTION DEVELOPMENT ACTIVITIES AND PERSONAL 
CHALLENGE 

EN
AB

LE
RS

 

I n n o v a t i n g  

T h e  f i r s t  c o m p o n e n t  o f  l e a r n i n g  a g i l i t y  
i n v o l v e s  q u e s t i o n i n g  t h e  s t a t u s  q u o  a n d  
c h a l l e n g i n g  l o n g - h e l d  a s s u m p t i o n s  w i t h  
a  g o a l  t o  d i s c o v e r  n e w  a n d  u n i q u e  w a y s  

o f  d o i n g  t h i n g s .  T h i s  r e q u i r e s  o n e  t o  
h a v e  n e w  e x p e r i e n c e s ,  w h i c h  p r o v i d e  

p e r s p e c t i v e  a n d  a n  o p p o r t u n i t y  t o  g r o w  
o n e ’ s  k n o w l e d g e  b a s e  o f  u n d e r s t a n d i n g .  
H i g h  l e a r n i n g - a g i l e  i n d i v i d u a l s  g e n e r a t e  
n e w  i d e a s  t h r o u g h  t h e i r  a b i l i t y  t o  v i e w  

i s s u e s  f r o m  m u l t i p l e  a n g l e s .  

▪ F o r  e a c h  p r o b l e m  y o u  f a c e ,  c h a l l e n g e  
y o u r s e l f  t o  c o m e  u p  w i t h  n e w  
s o l u t i o n s ,  e v e n  i f  s e e m i n g l y  t r i e d  a n d  
t r u s t e d  o n e s  e x i s t .   

▪ M a k e  b r a i n s t o r m i n g  n e w  i d e a s  a  
h a b i t — t h e  l e s s  t r a d i t i o n a l ,  t h e  b e t t e r .   

▪ W h e n  f a c e d  w i t h  a  c h a l l e n g e ,  a s k  
y o u r s e l f  t w o  q u e s t i o n s :   

1 .  W h a t  i s  h o l d i n g  m e  b a c k  f r o m  
t r y i n g  s o m e t h i n g  n e w  a n d  
d i f f e r e n t ?   
2 .  I f  t h e s e  c o n s t r a i n t s  w e r e  n o t  i n  
p l a c e ,  h o w  w o u l d  I  a p p r o a c h  t h i s  
s i t u a t i o n  d i f f e r e n t l y ?  

P e r f o r m i n g  

L e a r n i n g  f r o m  e x p e r i e n c e  o c c u r s  m o s t  
o f t e n  w h e n  w e  a r e  o v e r c o m i n g  a n  

u n f a m i l i a r  c h a l l e n g e .  H o w e v e r ,  i n  o r d e r  
t o  l e a r n  f r o m  s u c h  c h a l l e n g e s ,  a n  

i n d i v i d u a l  n e e d s  t o  b e  a b l e  t o  r e m a i n  
p r e s e n t  a n d  e n g a g e d ,  h a n d l i n g  t h e  

s t r e s s  b r o u g h t  o n  b y  a m b i g u i t y  a n d  
u l t i m a t e l y  a d a p t i n g  q u i c k l y  i n  o r d e r  t o  

p e r f o r m .  T h i s  r e q u i r e s  k e e n  o b s e r v a t i o n  
a n d  l i s t e n i n g  s k i l l s ,  a s  w e l l  a s  t h e  

a b i l i t y  t o  p r o c e s s  d a t a  q u i c k l y .  D o i n g  s o  
e n a b l e s  h i g h  l e a r n i n g - a g i l e  p e o p l e  t o  

p i c k  u p  n e w  s k i l l s  m o r e  q u i c k l y  a n d  
p e r f o r m  b e t t e r  t h a n  t h e i r  l e s s  a g i l e  

c o l l e a g u e s .  

▪ W h e n  f a c e d  w i t h  s o m e t h i n g  n e w ,  l o o k  
f o r  s i m i l a r i t i e s  b e t w e e n  t h e  s i t u a t i o n  
a n d  t h i n g s  y o u  h a v e  d o n e  i n  t h e  p a s t .  
D r a w  o n  t h e s e  s i m i l a r i t i e s  t o  f r a m e  
t h e  n e w  c h a l l e n g e .   

▪ A s k  q u e s t i o n s  t o  u n d e r s t a n d ,  n o t  t o  
b e  u n d e r s t o o d .  R e a l l y  l i s t e n  t o  w h a t  
o t h e r s  a r e  s a y i n g  a n d  t r u s t  t h a t  y o u  
w i l l  h a v e  a  r e s p o n s e  w h e n  t h e y  h a v e  
f i n i s h e d  t a l k i n g .   

▪ W h e n  y o u  f i n d  y o u r s e l f  f e e l i n g  
s t r e s s e d ,  p a u s e .  D o n ’ t  j u s t  s a y  o r  d o  
t h e  f i r s t  t h i n g  t h a t  c o m e s  t o  y o u r  
h e a d — t a k e  a  m o m e n t  t o  c o n s i d e r  
w h a t  i s  r e a l l y  r e q u i r e d .  

R e f l e c t i n g  

S i m p l y  h a v i n g  n e w  e x p e r i e n c e s  d o e s  n o t  
g u a r a n t e e  t h a t  o n e  l e a r n s  f r o m  t h o s e  

e x p e r i e n c e s ,  a n d  l e a r n i n g - a g i l e  
i n d i v i d u a l s  s e e m  t o  k n o w  t h i s .  T h e y  a r e  
h u n g r y  f o r  f e e d b a c k  a n d  s p e n d  f o c u s e d  
e n e r g y  p r o c e s s i n g  i n f o r m a t i o n  s o  a s  t o  

b e t t e r  u n d e r s t a n d  t h e i r  o w n  
a s s u m p t i o n s  a n d  b e h a v i o r .  T h e y  

g e n e r a t e  d e e p e r  i n s i g h t  i n t o  
t h e m s e l v e s ,  o t h e r s ,  a n d  p r o b l e m s  a s  a  

r e s u l t .  

▪ F i n d  s o m e o n e  w h o  y o u  t r u s t  t o  g i v e  
y o u  o p e n  a n d  h o n e s t  f e e d b a c k  a n d  
c h a l l e n g e  t h a t  p e r s o n  t o  d o  s o .  S h o w  
t h a t  y o u  a r e  o p e n  t o  t h e  p r o c e s s  b y  
o n l y  a s k i n g  c l a r i f y i n g  q u e s t i o n s .  
R e s i s t  t h e  t e m p t a t i o n  t o  e x p l a i n  y o u r  
a c t i o n s  o r  m a k e  e x c u s e s .   

▪ C o n d u c t  A f t e r  A c t i o n  R e v i e w s  w h e r e  
y o u ,  a n d  r e l e v a n t  o t h e r s ,  r e f l e c t  o n  
r e c e n t  p r o j e c t s  b y  a s k i n g  t h r e e  
q u e s t i o n s :   

1 .  W h a t  h a p p e n e d ?   
2 .  W h y  d i d  i t  h a p p e n  t h a t  w a y ?   
3 .  W h a t  s h o u l d  w e  
s t o p / s t a r t / c o n t i n u e  d o i n g  i n  o r d e r  
t o  e n s u r e  s u c c e s s  i n  t h e  f u t u r e  

R i s k  
T a k i n g  

A n o t h e r  c o r e  c o m p o n e n t  o f  l e a r n i n g  
a g i l i t y  i n v o l v e s  v e n t u r i n g  i n t o  u n k n o w n  

t e r r i t o r y  a n d  p u t t i n g  o n e s e l f  “ o u t  
t h e r e ”  t o  t r y  n e w  t h i n g s .  L e a r n i n g - a g i l e  

▪ T a k e  o n  a  n e w  c h a l l e n g e  t h a t  s c a r e s  
y o u ;  f i n d  s o m e t h i n g  t h a t  i s  
m e a n i n g f u l  b u t  n o t  s o  i m p o r t a n t  t h a t  
f a i l u r e  w i l l  h a v e  s e r i o u s  p e r s o n a l  
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DERAILER 

DESCRIPTION DEVELOPMENT ACTIVITIES AND PERSONAL 
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i n d i v i d u a l s  a r e  p i o n e e r s — a d v e n t u r o u s  
a n d  c o m f o r t a b l e  w i t h  p r o g r e s s i v e  r i s k —

r i s k  t h a t  l e a d s  t o  o p p o r t u n i t y ,  n o t  
t h r i l l - s e e k i n g .  T h e y  v o l u n t e e r  f o r  j o b s  
a n d  r o l e s  w h e r e  s u c c e s s  i s  n o t  a l w a y s  

g u a r a n t e e d ,  a n d  i n  f a c t ,  w h e r e  f a i l u r e  i s  
a  p o s s i b i l i t y .  L e a r n i n g - a g i l e  i n d i v i d u a l s  

l e a r n  c o n t i n u o u s l y  a n d  a m a s s  
c o n f i d e n c e  b y  s t r e t c h i n g  t h e m s e l v e s  

o u t s i d e  t h e i r  c o m f o r t  z o n e ,  r e s u l t i n g  i n  
a  c y c l e  o f  p e r p e t u a l  s u c c e s s .  

c o n s e q u e n c e s .  M o s t  i m p o r t a n t l y ,  t e l l  
o t h e r s  w h a t  y o u  a r e  d o i n g — a s k  f o r  
t h e i r  h e l p  a n d  s u p p o r t .  

DE
RA

ILE
R 

D e f e n d i n g  

B e i n g  o p e n  t o  e x p e r i e n c e  i s  
f u n d a m e n t a l  t o  l e a r n i n g .  I n d i v i d u a l s  

w h o  r e m a i n  c l o s e d  o r  d e f e n s i v e  w h e n  
c h a l l e n g e d  o r  g i v e n  c r i t i c a l  f e e d b a c k  

t e n d  t o  b e  l o w e r  i n  l e a r n i n g  a g i l i t y .  
H i g h  l e a r n i n g - a g i l e  i n d i v i d u a l s  s e e k  

f e e d b a c k ,  p r o c e s s  i t ,  a n d  a d a p t  
t h e m s e l v e s  b a s e d  o n  t h e i r  n e w f o u n d  

u n d e r s t a n d i n g  o f  t h e m s e l v e s ,  
s i t u a t i o n s ,  a n d  p r o b l e m s .  H i g h l y  

s u c c e s s f u l  p e o p l e  t e n d  t o  g a i n  
c o n f i d e n c e  f r o m  t h e i r  s u c c e s s e s ,  b u t  

t h e y  a l s o  r i s k  c l o s i n g  d o w n  t o  o u t s i d e  
f e e d b a c k  a s  a  r e s u l t .  T o  g u a r d  a g a i n s t  
t h i s  i n a d v e r t e n t  d e s t r u c t i v e  b e h a v i o r ,  

d e f e n s i v e n e s s  n e e d s  t o  b e  m e a s u r e d  
a n d  u n d e r s t o o d  a l o n g s i d e  t h e  p o s i t i v e  

b e h a v i o r s  a s s o c i a t e d  w i t h  l e a r n i n g  
a g i l i t y .  

▪ V i e w  f e e d b a c k  a s  a  g i f t  t h a t  s o m e o n e  
i s  g i v i n g  y o u .  Y o u  m a y  n o t  l i k e  i t  a n d  
i t  m a y  b e  u n c o m f o r t a b l e ,  b u t  t h e r e  i s  
v a l u e  i n  i t  n o n e t h e l e s s .  R e g a r d l e s s  o f  
t h e  o t h e r  p a r t y ’ s  m o t i v a t i o n s  f o r  
g i v i n g  y o u  f e e d b a c k ,  t h e r e  i s  a l w a y s  
t h e  o p p o r t u n i t y  t o  l e a r n  s o m e t h i n g  
a b o u t  y o u r s e l f  t h a t  y o u  p r e v i o u s l y  
d i d  n o t  k n o w .   

▪ R e s i s t  t h e  t e m p t a t i o n  t o  r e s p o n d  t o  
f e e d b a c k ,  e s p e c i a l l y  a t  f i r s t .  T r y  n o t  
t o  e x p l a i n  y o u r  a c t i o n s  t o  t h e  o t h e r  
p e r s o n  o r  g e n e r a t e  e x c u s e s  i n  y o u r  
o w n  h e a d .  A l w a y s  t r y  t o  t h a n k  t h e  
o t h e r  p e r s o n .  

S o u r c e :  C e n t e r  f o r  L e a r n i n g  a n d  C r e a t i v e  L e a d e r s h i p 25 

Tool Overview  
The  t oo l s  in  t hi s  se c ti o n w i l l  he lp  di st r ic t  le a d e rs  e ng a ge  w i th  a g i le  l e a de r s hi p .  
 

T O OLS  F O R AG ILE  LE ADE RS H IP  

T o o l  N a m e  D e s c r i p t i o n  

S el f - Re fl ec ti o n :  A g i l e  L e a d e r s h i p  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  
d e s i g n e d  t o  f a c i l i t a t e  r e f l e c t i o n  o n  w h e t h e r  y o u r  
l e a d e r s h i p  s t y l e  r e f l e c t s  a g i l e  l e a d e r s h i p  a n d  t h e  
r o l e  o f  a g i l e  l e a d e r s h i p .   

S el f - R e f l e c t i o n :  L e v e l s  o f  A g i l e  L e a d e r s h i p  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  
d e s i g n e d  t o  f a c i l i t a t e  r e f l e c t i o n  o n  t h e  l e v e l s  o f  
a g i l e  l e a d e r s h i p  a n d  h o w  y o u  i d e n t i f y  w i t h  t h i s  
f r a m e w o r k .    

S el f - A s s es s m e n t :  L e a r n i n g  A g i l i t y  
T h i s  s e l f - a s s e s s m e n t  i s  d e s i g n e d  t o  p r o v i d e  
i n s i g h t  i n t o  h o w  y o u r  v i e w s  r e f l e c t  l e a r n i n g  
a g i l i t y .  
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Self-Reflection: Agile Leadership 
D i re c t i on s :  U se  t he  q u e st io ns  p re se nte d i n  t h is  g u ide  t o f ac i l it ate  se l f - re f le c t i on  re l ate d t o a gi le  
le a de r sh ip .  S p ac e  i s  p r ov i de d  be l ow  e ac h q ue st io n to  re c o r d no te s.  

 

W h at p ro c e s s d o y ou  u se  f o r r ap i d as se s s me n t of  op ti o ns ?  

N o t e s   

 

W h at de c i si o ns  a n d c h al le n ge s d o y o u a d d re s s p r oa c t iv e ly ?  W h ic h a re  le f t  to  be  re ac t iv e ?   

N o t e s   

 

"T ha t  i s  h ow  w e  h av e  a lw ay s  do ne  t hi n g s"  i s  b ot h a  t r ap  a n d  a  me a n s of  e n s u ri n g  c o n ti n ui ty  an d  
st ab i l i ty .  H ow  do  y ou  r e so lv e  th i s  te n si o n?  

N o t e s   

 

H ow  do  y o u e n g age  y o u r c o mm u ni ty  d u ri n g  t i me s  o f  c h an ge  o r  u nc e r ta in ty ?  

N o t e s   

 

D o y o u k e e p  a n op e n m in d  w he n  a  s it ua t io n re q ui re s a  c re at iv e  s ol ut i on ? H ow  s o ?  

N o t e s   
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Fe a r of  c ha n ge  c a n oft e n p re v e nt  le a de rs  f r o m mak i n g sh if ts .   W ha t sk i l ls  a n d te c h n iq ue s d o y ou  
hav e  t o i de n t ify  a n d m an a ge  su c h  p ow e rf u l  e mo t io ns  w he n  c on si de r in g  c ha n ge ?  

N o t e s   

 

W h at to o ls  a n d re so u r c e s d o y o u re ly  on  t o r e ma i n g oa l - o rie n te d a n d le v e l - he a de d w he n fac e d  
w it h le a di n g th r o ug h  a  su b st an ti a l  c h an ge  o r  p e r i o d of  u nc e rt a in ty ?   

N o t e s   

 

H ow  d o y o u se e k  fe e d b a c k  f ro m ot he rs ?  W h at  op t i on s d o y o u hav e  f or  ask i n g ot he rs  f o r fe e d b ac k  
on  y o u r le a de rs hi p ?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h  
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Self-Reflection: Levels of Agile Leadership 
D i re c t i on s :  Re v ie w  the  “L e v e l s  of  A gi le  L e a de rs h ip ”  o n p a ge  1 2.  C on si de r  h ow  t he se  le v e l s  ap p l y  
to  y o u r  ow n  p r ac t ic e s an d  re f le c t  on  t he  p r o mp ts  be l ow .  Sp ac e  is  p r ov i de d  be l ow  e a c h  qu e st io n  
to  re c o r d  n ote s.  

 

C o ns i de ri n g the  le v e ls  of  a g i le  le a de rs hi p ,  h ow  w o ul d y o u c ate g o r i ze  y o u r le a de r sh ip  s t y le :  
Ex p e r t ,  Ac h ie v e r,  C a ta ly s t ,  C o - C re a to r,  o r  Sy ne r gi st ?  W hy ?  

N o t e s   

 

H as  how  y o u  c a te go r i z e  y o u r le a de r sh ip  s ty le  ac c o r d in g  t o the se  le v e ls  c ha n ge d ov e r t i me ?  H ow  
so ?  

N o t e s   

 

D e sc ri be  a  t i me  y o u  s h ow e d a g i l i ty  w he n n av i g at in g p iv ot a l  c onv e r s at io n s.  W it h w hi c h le v e l  o f  
a gi le  le ade r s hi p  d oe s  t hi s  e x a mp le  a l i g n?  W h at ac ti o ns  o r  c ha n ge s  c o ul d  h av e  b r o ug h t it  to  a  
hi g he r le v e l?   

N o t e s   

 

D e sc ri be  a  t i me  y ou  s ho w e d  a g i l i ty  w he n le a di n g te a ms.  W it h w h i c h le v e l  of  a g i le  le a de rs h ip  
d oe s  t hi s  e x a mp le  a l i g n?  W ha t ac t i on s o r c h a n ge s  c o u l d hav e  b ro u g ht  i t  t o  a  h i ghe r  le v e l ?   

N o t e s   
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D e sc ri be  a  t i me  y o u s h ow e d a g il ity  w he n  le a d i n g o r ga n iz at i on a l  c h an ge .  W i t h w h ic h le v e l  of  a gi le  
le a de r sh ip  d oe s  t h is  e x a mp le  a l i g n?  W h at  a c ti on s  o r  c ha n ge s c o u ld  h av e  b ro u gh t  i t  t o a  h i ghe r  
le v e l ?   

N o t e s   

 

C re ate  a  g oa l  fo r  w hi c h le v e l  of  a g i le  le a de r sh ip  y o u  w o u l d l ik e  t o  re ac h.  W h at  a c t iv i t ie s  w i l l  
he l p  y ou  re a c h  t hi s  g o a l?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h  
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Self-Assessment: Learning Agility 
D i re c t i on s :  F o r  e ac h  i t e m i n the  se l f - a ss e s sm e nt  be l ow ,  re s p o n d a s  ho ne st ly  as  p os s i ble .  T hi s  
se l f - a sse ss me nt  i s  de si g ne d t o p r ov i de  in s ig h t  i nt o ho w  y ou r v ie w s re fle c t  le a r n in g a g il ity .  A fte r 
sc o r i n g y o ur  a gre e me n t w it h  e ac h  s ta te me nt,  t ot al  y ou r  s c o re  a n d  c on s ide r  i t s  me a n in g.  N e x t,  
re f le c t  on  t he  i mp li c a ti on s of  y o u r sc o re  fo r  y ou r  p r ac t ic e .  

 
 

S t at e m e n t  
Agr e e  

( 3)  

Di s a gr e e  

( 2)  

S tr on gl y 
di sa gr e e  

( 1)  

I t ’ s  i m p o r t a n t  t h a t  I  a t t e n d  t o  e v e r y  d e t a i l .     

I  a c c e p t  n o t h i n g  l e s s  t h a n  p e r f e c t i o n .     

T h e  w o r k  i s n ’ t  f i n i s h e d  u n t i l  e v e r y  d e t a i l  h a s  
b e e n  w o r k e d  o u t  w i t h  d u e  d i l i g e n c e .  

   

R u l e s  a r e  N O T  m e a n t  t o  b e  b r o k e n .     

I  w o r k  b e s t  w h e n  m y  g o a l  a n d  s o l u t i o n s  a r e  
c l e a r .  

   

S t a b i l i t y  a n d  c l a r i t y  a r e  k e y  t o  a  s u c c e s s f u l  
c a r e e r .  

   

F l e x i b i l i t y  l e a d s  t o  m i s t a k e s .     

I  a l w a y s  t r y  t o  a c h i e v e  c e r t a i n t y  s o  t h a t  w o r k  
i s  d o n e  c o r r e c t l y .  

   

M y  d e c i s i o n s  w i t h o u t  f u l l  i n f o r m a t i o n  a r e  b a d  
f o r  t h e  c o m p a n y .  

   

I t ’ s  i m p o r t a n t  t o  a c h i e v e  a  s t a b l e  a n d  r e l i a b l e  
w o r k  e n v i r o n m e n t .  

   

T o t a l  S c o r e :     

 
U n de r st a n di n g y ou r sc or e:  

10 - 2 0 P oi n ts  21 - 3 0 P oi n ts  

Y o u r  p a t t e r n  o f  s c o r e s  i n d i c a t e s  a  p r e d i s p o s i t i o n  
t o w a r d  " l e a r n i n g = a g i l i t y , "  e s p e c i a l l y  c h a n g e  a n d  

m e n t a l  a g i l i t y .  T h e  a b i l i t y  t o  d e a l  w i t h  
u n c e r t a i n t y  a n d  c h a n g e ,  w h i l e  h a v i n g  t h e  
c a p a c i t y  t o  t o l e r a t e  a  l a c k  o f  d e t a i l s ,  i s  a  
h a l l m a r k  o f  t h e  a g i l e  a p p r o a c h  t o  w o r k .  

Y o u r  p a t t e r n  o f  s c o r e s  i n d i c a t e s  a  p r e d i s p o s i t i o n  
t o w a r d  d i l i g e n c e  a n d  d u t i f u l n e s s .  D e t a i l  
o r i e n t a t i o n  a n d  a  n e e d  f o r  c e r t a i n t y  a r e  

h a l l m a r k s  o f  a  s t r o n g  c o n t r i b u t i n g  e m p l o y e e ,  b u t  
t h e y  c a n  i m p e d e  p r o m o t i o n  a n d  a r e  i n  m a n y  w a y s  

t h e  o p p o s i t e  o f  t h e  a g i l e  a p p r o a c h  t o  w o r k .  

S o u r c e :  K o r n  F e r r y 26 

 

 C l i c k  he r e to  ac c e ss  a n a d di ti o n al  sh or t  di a g no s ti c  to ol  t o a s s es  yo ur  gr ow t h m i n d s et ,  f ro m  
Mi n s e tW or k .  

  

https://blog.mindsetworks.com/what-s-my-mindset
https://blog.mindsetworks.com/what-s-my-mindset
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Communicate Transparently  
N i m bl e  l e a d er s a r e sk i l l e d c o m m uni c a t or s  w ho  c l e arl y  an d  d el i b e r a tel y  c om m u ni c a te  c h a ng e s 
to r el e v a nt  c o m m u ni t y  m e m b er s ,  as c o m mu n i c at i on i s  e s se n ti a l  t o s uc c e ss fu l ly  le a d in g th r ou g h  
d iff ic u lt  t ime s  a n d c h a n ge s . 27 E x p e rt s  i n  the  p r iv a te  se c t o r  re c o m me n d t ha t  le a de r s c le a rly  a n d  
tr a nsp a re nt ly  c o mm u n ic ate  a bo u t u nc e r ta i n o r a dv e r se  si tu at i on s an d h ow  the y  i mp ac t  s taf f ,  
p a rt ic u la r ly  re ga r d i ng  re d uc t i on s in  re s ou r c e s o r s ta ff in g  le v e l  c h an ge s,  t o in c re a se  st aff  
un de r st an d i n g. 28 L e a de r s sh o ul d  be  a c c ur ate  a n d re l ia b le  i n  t he i r  c o m mu n ic at io n  a n d  “ re si st  the  
te m p t at io n to  a p p e a r se c re t iv e ,  i na c c e s s i b le ,  o r  w it h d raw n. ” 29 Es se n t ia l  fe a tu re s of  a  
c o mm u ni c a ti o n st r ate g y  f or  le a d in g  t h ro u g h c ha n ge  i nc lu de : 30 
 

 
 
W h ile  t he se  a re  e ffe c tiv e ,  re se a rc h - ba se d s tr ate g ie s  fo r  c om m u ni c at i on,  in d iv id u al  s ty l e s  of  
c o mm u ni c a ti o n may  di f fe r. 31 
 
N i m ble  le a de rs c a n al so u se  t he  “4 - D o o rs ”  ap p r oa c h  t o c ha n ge  c om m u nic at i on ,  w h ic h te l ls  
c o mm u ni ty  me m be r s e x ac tly  h ow  o r ga n iz at io n al  c h a n ge s m ay  a ff e c t  t he m.  L e a de rs sh ou l d  
un l oc k  e a c h  d oo r  in  the i r  c h a nge  c o m mu n ic at i on  e ff o rts  so  c o m mu n it y  me m be r s c a n  a c c e s s  t he se  
fo u r d is t i nc t  ty p e s  o f  i mp o rt an t  i nf o rm at i on. 32 
 

4- D OO RS  A P P R O AC H  T O C H A N GE  C O M M U N IC AT I ON  

 

  
DOOR  #1  

 
 

T h i n g s  w e  u s e d  t o  b e  
a b l e  t o  d o  a n d  s t i l l  

c a n .  

 

 
DOOR  #2  

 
 

T h i n g s  w e  c o u l d n ’ t  d o  
b e f o r e  a n d  s t i l l  c a n ’ t  

n o w .  

 

 
DOOR  #3  

 
 

T h i n g s  w e  u s e d  t o  b e  
a b l e  t o  d o  b u t  c a n ’ t  

n o w .  

 

 
DOOR  #4  

 
 

T h i n g s  w e  c o u l d n ’ t  d o  
b e f o r e  b u t  c a n  n o w .  

 

S o u r c e :  R T I  I n t e r n a t i o n a l  C e n t e r  f o r  E d u c a t i o n  S e r v i c e s 33 

F o r  a d d i t i o n a l  i n f o r m a t i o n  o n  t h e  4 - D o o r s  a p p r o a c h ,  p l e a s e  f o l l o w  t h i s  l i n k  t o  v i e w  a  T E D x  T a l k  
f r o m  J a s o n  C l a r k e  o n  “ E m b r a c i n g  C h a n g e , ”  w h i c h  d e s c r i b e s  t h e  “ 4 - D o o r s ”  i n  g r e a t e r  d e t a i l .  

 
E ff ec ti v e  l i s t e ni n g,  a  k e y a s p ec t  o f  c o m m u n i c a ti o n,  i s  si m i l arl y vi t al  f o r  ni m bl e l e a d er s  a s i t  
fac i l i ta te s o r ga n iz at i o na l  s uc c e s s by  p ro m ot i n g c o l la b o ra t io n,  bu i l di n g re l at io n sh ip s,  i nc re as in g  
ac c u ra c y ,  in c re a si n g u n de rst a n di n g,  i mp r ov i n g p r o b le m - s olv i n g,  an d re d uc in g  c on fl ic t . 34  
 

 

 

 

 

 

Messaging that is 
appropriate to specific 
stakeholder audiences;

Consistency in messaging 
reflecting the shared 

language of the community;

Connections to broader 
school strategies, priorities, 

and expectations for 
outcomes; and

Communication that serves 
as a feedback loop, with 

avenues for both pushing 
information out and also 

hearing back from key 
constituencies.

    

https://www.youtube.com/watch?reload=9&v=vPhM8lxibSU
https://www.youtube.com/watch?reload=9&v=vPhM8lxibSU
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Tool Overview  
The  t oo l s  in  t hi s  se c ti o n w i l l  he lp  di st r ic t  le a d e rs  in te gr ate  e f fe c t iv e  c o mm u ni c a ti o n sk i l ls  a n d 
to ol s  i nt o the i r  p rac ti c e .   
 

T O OLS  F O R E F F E C TI V E  C OM M U N IC A TI O N  

T o o l  N a m e  D e s c r i p t i o n  

S el f - Re fl ec ti o n:  E f f e c t i v e  C o m m u n i c a t i o n  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  
d e s i g n e d  t o  f a c i l i t a t e  r e f l e c t i o n  o n  w h e t h e r  y o u r  
l e a d e r s h i p  s t y l e  r e f l e c t s  t r a n s p a r e n t  
c o m m u n i c a t i o n .    

W o rk sh e e t :  4  D o o r s  f o r  C h a n g e  C o m m u n i c a t i o n  

T h i s  w o r k s h e e t  l e a d s  t h e  a u t h o r  t h r o u g h  
d e v e l o p i n g  a  p l a n  f o r  e f f e c t i v e l y  c o m m u n i c a t i n g  
w i t h  c o m m u n i t y  m e m b e r s  w h e n  f a c i n g  a  c h a n g e  
o r  u n c e r t a i n t y .  

Ac ti vi t y :  P r ac ti c i n g A c ti v e  Li st e ni n g  

T h i s  s m a l l  g r o u p  a c t i v i t y  i s  d e s i g n e d  t o  p r o m o t e  
a c t i v e  l i s t e n i n g  s k i l l s  a n d  c o l l a b o r a t i o n .  I n  
p a r t i c u l a r ,  p a r t i c i p a n t s  i n  t h i s  a c t i v i t y  p r a c t i c e  
a s k i n g  q u e s t i o n s ,  c l a r i f y i n g  i n f o r m a t i o n ,  
l i s t e n i n g ,  a n d  w o r k i n g  t o  r e d u c e  
m i s u n d e r s t a n d i n g s .  
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Self-Reflection: Effective Communication 
D i re c t i on s :  U se  t he  q ue s ti o ns  p re se nte d  in  th is  gu i de  t o f ac i l i ta t e  se lf - re fle c t io n  re l at e d t o 
e ffe c tiv e  c o mm u n ic a t io n .  L is te d q ue st io ns  a re  me an t  t o  st i m ul ate  re fle c t io n  o n  y ou r  
c o mm u ni c a ti o n  s ty le  an d  sk i l ls  re q ui re d  f o r c o m m un ic at i ng  d u r in g  t i me s  of  c h a nge  or  
un c e rt ai nty .  S p ac e  i s  p r ov i de d  be l ow  e ac h q u e st io n to  re c o r d no te s.  

 

H ow  w o u l d y ou  de s c r i b e  y o u r c o m mu n ic a ti o n sty le ?  

N o t e s   

 

D oe s  y o u r c o m m un ic at io n sty le  c h a n ge  d u ri n g t i me s of  u nc e r ta i nty ,  c h a n ge ,  o r a dv e rs ity ?  H ow  
so ?  

N o t e s   

 

W h at a re  fe a tu re s of  a n e ffe c tiv e  c om m un ic a ti on  s ty le ?  W h at  sk i l l s  a re  re qu i re d?  

N o t e s   

 

D o y o u fe e l  y ou r c o m m un ic at i on sty le  i s  e f fe c tiv e ?  W hy  o r w hy  n o t?  I n  w h at s it ua ti o ns is  it  mo st  
e ffe c tiv e  a n d le a st  e f fe c tiv e ?  

N o t e s   
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W h at  d o  y o u  w a nt  y ou r c o m m un ic at i on  s ty le  an d  y o u r  o ff ic e ’ s  c o m m un ic at i on  a p p r oa c h  t o lo ok  
l ik e ?  

N o t e s   

 

H ow  d o y o u w an t s ta ff  an d c o m mu n ity  me m be rs to fe e l  w he n y ou c o m mu n ic a te  w it h t he m,  b ot h  
in  ge ne r a l  an d  d u r in g  t ime s of  c ha n ge  o r u nc e rt a in ty ?  

N o t e s   

 

W he n c o m m un ic at i n g d u ri n g t i me s of  c h an ge  o r u nc e rt a in ty ,  w ha t a re  k e y  p o in ts  o r v a l ue s  y ou  
w an t st af f  an d  t he  c o m mu n ity  t o k no w ,  re ga r d le s s  of  t he  sp e c if ic  s it ua ti o n?   

N o t e s   

 

W h at sk i l ls  do  y o u  ne e d to  c on t in ue  de v e l op i n g f o r h av i n g d if f i c u lt  c o nv e rs at i o n s?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h  
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Worksheet: 4 Doors for Change Communication  
D i re c t i on s :  W he n e nc o un te ri n g  a  s i tu at i on  t h at  c on t ri b ute s  t o c h a n ge  o r  un c e r ta i nty  f o r  y ou r 
d is tr ic t ,  s ta ff ,  o r  c o m m un ity ,  f i l l  o ut  the  fo l lo w i ng  w o rk she e t t o e n g a ge  i n  t he  4 - D o o rs  ap p r oac h  
to c h an ge  c o m mu n ic at i on.  Re f le c t i ng  o n how  the  c h an ge  i mp ac t s  y o u r c om m un i ty  c a n he lp  y ou 
de v e lo p  a  p l an  f o r e ffe c tiv e ly  c o m m un ic at in g  w it h c o m mu n ity  me m b e rs.  

 

D e sc ri be  t he  c h a n ge  o r  u nc e rt a in ty :  1 1 11 1 11 11 1 11 1 11 1 11 1 11 1 11 1 11 1 11 1 11 1 11 1 1 1 1 11 1 11 1  

 

 

 

 

 
DOOR #1  

T h i n g s  w e  
u s e d  t o  b e  
a b l e  t o  d o  

a n d  s t i l l  c a n :  

 

 

 
DOOR #2  

T h i n g s  w e  
c o u l d n ’ t  d o  
b e f o r e  a n d  

s t i l l  c a n ’ t  
n o w :  

 

 

 
DOOR #3  

T h i n g s  w e  
u s e d  t o  b e  
a b l e  t o  d o  

b u t  c a n ’ t  
n o w :  

 

 

 
DOOR #4  

T h i n g s  w e  
c o u l d n ’ t  d o  

b e f o r e  b u t  
c a n  n o w :  
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Activity: Practicing Active Listening 
D i re c t i on s :  T hi s  s ma l l  g r ou p  ac t iv ity  i s  d e si g ne d to  p r om ote  ac t iv e  l is te n i n g sk i l l s  a n d 
c o ll a bo r at i on.  I n  p a rt i c u la r,  p a rt ic ip an ts  i n  th is  ac t iv ity  p r ac tic e  ask in g  q ue s ti o ns,  c l a ri fy i n g  
in fo r m at io n,  l is te n i n g,  an d  w o rk i n g t o  re d uc e  mi s un de r st an d i ng s.   
 
E du c a ti o na l  le a de r s c a n w o rk  on  t h is  ac tiv ity  in  p ai r s  o r a s  p a r t  of  a  g r ou p  du r i n g a  p r ofe ss i on a l  
le a r n in g  o r  ne tw o rk i n g  se s s io n.  

 

P r e p a r a t i o n  

For this game you will need the following: 

• A timer 

• A blank A4 sheet of paper for every participant to draw on. 

• Pens for drawing. 

• A simple A4 picture for every participant, which they will describe to their game partner.  

o Create each picture using simple geometric shapes, stick figures, simple houses, flowers, etc. Put the shapes 
at different positions and angles. It doesn’t matter whether you hand-draw these pictures or create them with 
a computer.   

o Don’t make the pictures too detailed. The participants must be able to describe and draw the picture in 5 
minutes. 

o  In terms of uniqueness, the only rule is that Participants 1 and 2 in each pair must not receive the same picture. 
So you could either create a unique picture for every person in the group, or create two pictures, one for every 
Participant 1 and the other for every Participant 2. 

o Click here and here for downloadable examples. 

 

W h a t  T o  D o  

1. Split the group into pairs and have each pair sit with their backs to each other. 

2. Give Participant 1 a simple picture. Ensure that Participant 2 does not see it. 

3. Give Participant 2 a blank sheet of paper and a pen for drawing. 

4. Start a 5-minute timer. 

1. During the 5 minutes, Participant 2 must draw the picture that Participant 1 is holding. They can ask 
any questions they like, and Participant 1 is to describe the picture as prompted by those questions. 
The goal is to collaborate and help each other, not to compete. 

2. The only rule is that Participant 2 must not see the picture (or a photo of the picture). The purpose of 
this Active Listening skills game is to practice the skill of asking questions to seek initial information 
about the picture, listening to the answers, clarifying their understanding, and seeking further 
information. So, there is no benefit in cheating. 

5. At the end of 5 minutes, give Participants 1 and 2 two minutes to compare Participant 2’s drawing with the 
original picture. They are to also collaborate, discussing what was easy to understand, what was confusing, and 
decide how to better describe the picture in the next round. 

6. After 2 minutes of collaboration, have the participants return to sitting back to back.  

https://www.goodlisteningskills.org/wp-content/uploads/2020/07/ActivelListeningGames-SimplePicture1.pdf
https://www.goodlisteningskills.org/wp-content/uploads/2020/07/ActivelListeningGames-SimplePicture2.pdf
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7. Swap roles. Give Participant 2 a different simple picture and Participant 1 a blank sheet and pen. 

8. Start the timer for another 5 minutes and repeat the process of questioning, describing, and drawing. 

9. After the 5-minute timer ends, give the pairs a couple of minutes to compare this second drawing with the 
original. Then call everyone back together to debrief. 

 

F o l l o w - u p  D i s c u s s i o n  

Finish the Active Listening game with a group discussion. Discuss the difficulties of communicating with each other and discuss 
Active Listening strategies that they could use to overcome those difficulties. Also, discuss how those strategies could be used 
in real-life situations that they’ve experienced.  
Here are some possible discussion questions: 

• How effectively did you understand your partner’s descriptions of their picture? 

• What difficulties did you encounter? 

• Was your understanding of the description you received the same as your partner’s understanding of the 

description they relayed? 

o Follow-up question: What could you have done to overcome any differences in understanding? 

• How did you clarify what you were hearing? 

o Follow-up question: What kinds of clarifying questions did you ask? 

• How did you increase your understanding of your partner’s picture? 

o Follow-up question: What kinds of questions did you ask to seek more information? 

• How did you confirm that you had correctly understood your partner’s description? 

o Follow-up question: Did anyone repeat back parts of their partner’s description to confirm their 

understanding? How effective was this technique? 

o Follow-up question: In addition to repeating back, what other techniques could you use to confirm 

your understanding? 

• How did you utilize the 2-minute ‘collaboration’ pause? 

o Follow-up question: What benefits did you get from it? 

o Follow-up question: Was it easier and/or faster to convey information between each other with the 

second drawing? Why?  

• What are some real-life issues that you’ve experienced where the message relayed, and the message received 

were not the same? 

o Follow-up question: What listening strategies could help minimize those misunderstandings? 

• Any other thoughts about this Active Listening game? 
 
Additional optional questions: 

• Were you distracted by the other pairs and if so how? How did you cope with the distraction? 

• How much were you influenced by the other pairs? Was their influence helpful or misleading?  

 

S o u r c e :  T h e  G L S  P r o j e c t 36 
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Prioritize Collaboration and Distributed Leadership  
N i m bl e  l e a d er s c ol l a b or a t e t o s upp o rt di st ri b ut e d l e a d er s hi p t e am s a n d sh a r e l e ad e r shi p 
re sp o n si bi l i t i es,  w hi c h p ro m ot e s o r g a n i za ti on al  f l e x i bi l i t y  a nd a gi l i t y,  i nc r e a se s  
or g ani z ati on al  r e s po nsi v e n es s  t o  t ur b ul e nc e,  a nd  p r o m ote s  a  c u lt u re  of  t r us t  a n d  
tr a nsp a re nc y . 37 B y  p r o m ot in g  c ol l a bo r at io n,  le a de r s w o rk  t o “c re ate  a  sh a re d v is i on,  a g re e  on  a  
c o mm o n se t  of  go al s ,  an d  de v e l o p  a  c o m mo n se t  o f  st r ate g ie s  t h at  s olv e  an  or g a ni z at i on a l  
p r o b le m o r a dv a nc e  t h e  ac hie v e me nt s o f  t he  o r ga ni z at i on. ” 38 Ef fe c t i v e  c o ll a bo r at i on re q u i re s  
le a de r s t o de v e l op  c o l l a bo r at iv e  st r uc t u re s  t ha t  f ac i l i ta te  de le ga ti o n,  e n ga ge me nt,  a n d s h a re d  
de c is i on - m ak in g,  w h ic h b ui l d s  ow ne r sh ip  a m on g st  s ta ff . 39  
 
N i m bl e  l ea d e rs  w ho  e x c el  at  c ol l a b or a t i ng u s e th e s e c a p a b i l i t i e s  t o em po w er t h ei r  
em pl o y e e s . 40 E mp ow e r i n g st af f  re q u i re s  t h at  le a de rs  e st a bl is h  a n d  s up p o r t  st r uc tu re s an d  
p r oc e sse s f o r te a m - ba s e d de c is i on - m ak in g as  w e l l  a s  f i n d a  b a la nc e  b e tw e e n of fe ri n g au t on omy  
an d  p r ov i d in g  a c c ou nt a bi l ity . 41 St r ate g ie s  f o r e mp ow e r in g  st af f  i nc lu d e : 42 

▪ Fo ste r in g  c ol l ab o r at io n an d  m u tu al  t r us t  by  p r om ot i n g sh a re d g oa ls ;   

▪ Sh a ri n g p ow e r  a n d i nf o rm at i on.  P r ov i d in g  st af f  w it h m ore  c o mp le te  i nf o r ma ti o n 
c o mm u ni c a te s  t r ust  a n d a  se n se  of  “w e ’ re  i n  t h is  t o ge t he r. ”  B y  h av i n g ac c e ss  t o  
in fo r m at io n  t ha t  he lp s the m u n de rs ta n d t he  b i g  p ic t u re ,  p e o p le  c an  b e tte r ap p re c i ate  ho w  
the i r  c o nt r i b ut io n  f it s  i n  a nd  h ow  t he i r  be hav i or  i mp ac t s  o th e r  a sp e c ts  of  t he  
o r ga ni z at i on ;  

▪ C re at i n g a  w o rk  c l i ma t e  t ha t  e nc ou r a ge s  e m p loy e e s to  o w n  t he i r  o w n jo b ;  an d   

▪ P r o mo ti n g the  t ak in g  o f  ri sk s  t o b r i n g  a b o ut  i nn ov at io n a n d c re at iv i ty .  

 
N i m bl e l e a d er s c a n al so  l e v er a g e c ol l a b or a ti o n a nd  c o m m u ni c ati on t o en g ag e i n c on s e ns u s  
b ui l di ng  an d  pr o m o t e st a ff  ow n e rs hi p fo r  i ni ti a ti v es  an d  du ri n g ti m e s  o f  c h a ng e. 43  
 

S T RA TE GIE S  F O R B U I LD IN G  C ON S E N S US  W H E N  C O M M UN IC AT IN G C H AN GE  

 
S o u r c e :  A t l a s 44  

Tool Overview  
The  t oo l s  in  t hi s  se c ti o n w i l l  he lp  di st r ic t  le a d e rs  de e p e n the i r  a bi l it y  t o c o ll a bo r ate  a n d 
p r ac tic e  di st r i b ute d le a de r s hi p .  
 

T O OLS  F O R C O LL AB O RA T IVE  LE ADE RS H I P  

T o o l  N a m e  D e s c r i p t i o n  

S el f - Re fl ec ti o n:  Di s tri b ut e d L e ad e rs hi p  

T h e  q u e s t i o n s  p r e s e n t e d  i n  t h i s  g u i d e  a r e  
d e s i g n e d  t o  f a c i l i t a t e  r e f l e c t i o n  o n  w h e t h e r  y o u r  
l e a d e r s h i p  s t y l e  r e f l e c t s  d i s t r i b u t e d  a n d  
c o l l a b o r a t i v e  l e a d e r s h i p .   

Ac ti vi t y :  N or m - S e tti n g P r o t o c o l  f o r  
C o n s e n s u s - B u i l d i n g  D i s c u s s i o n s  

T h i s  t o o l  s u p p o r t s  i n d i v i d u a l s  a n d  l e a d e r s h i p  
t e a m s  i n  e s t a b l i s h i n g  i n d i v i d u a l  a n d  g r o u p  n o r m s  
f o r  c o n s e n s u s - b u i l d i n g  d i s c u s s i o n s .  

R e s o u r c e  G u i d e :  A d d i t i o n a l  C o l l a b o r a t i o n  
R e s o u r c e s  

T h i s  r e s o u r c e  p r o v i d e s  a d d i t i o n a l  t o o l s  f o r  
c o l l a b o r a t i n g ,  e m p o w e r i n g  s t a f f ,  a n d  b u i l d i n g  
c o n s e n s u s  f o r  d e c i s i o n - m a k i n g .   

  

Listen and seek to 
understand objections

Remove obstacles (e.g., 
knowledge gaps, lack 

of time)

Make a personal 
appeal

“Meet in the middle"
Provide simple, clear 

choices and 
accountability



S T RE N G TH E N  C AP AC I T Y T O  LE A D  T H R O UG H  C H AN GE  AN D UN C E R TA IN T Y  

 ©   H a n o v e r  R e s e a r c h ,  2 0 2 3  2 9  R e t u r n  t o  T O C  

Self-Reflection: Distributed Leadership 
D i re c t i on s :  U se  t he  q ue s ti o ns  p re se nte d  in  th is  gu i de  t o f ac i l i ta t e  se lf - re fle c t io n  re l at e d t o 
c o ll a bo r at iv e  a n d d is t r i bu te d le a de r sh ip .  L is t e d q ue st io ns  are  me a n t t o st i mu l ate  re f le c t i o n on 
y ou r  e x p e rie nc e  de le g at in g  an d  e n ga g in g  st af f .  Sp ac e  i s  p rov i de d  be l ow  e ac h  que st i on  to  re c o r d  
no te s.  

 

W h at d oe s  di st r i b ute d le a de r sh ip  me a n to  y o u?  

N o t e s   

 

H ow  do  y o u b u il d  ow ne rs h ip  a m on g  st af f?  

N o t e s   

 

H ow  do  y o u fa c i l it ate  e n ga ge me nt a n d s h a re  d e c is i on - m ak in g ?  

N o t e s   

 

W h at d o y o u c u r re nt ly  de le ga te ?   

N o t e s   

 

W h at ad d it i o na l  re s p o ns i bi l it ie s  c o u l d y o u d e le ga te ?  W h at o bs ta c l e s  a re  p re v e nt i n g y o u fr o m  
de le ga ti n g the se  re sp o ns i bi l it ie s ?   

N o t e s   
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W h at re sp on s i bi l it ie s  a re  n ot  ap p ro p ri ate  t o d e le ga te ?  

N o t e s   

 

How do you empower staff  to make decision s?  

N o t e s   

 

How are decisions currently made ?  

N o t e s   

 

How do you communi cate after  a  decision is  made?  

N o t e s   

 

What happens when members of  the  leade rship  team disagree about a  decision?  

N o t e s   

S o u r c e :  H a n o v e r  R e s e a r c h  
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Activity: Norm-Setting Protocol for Consensus-Building Discussions 
D i re c t i on s :  F i rs t ,  re v ie w  t he  G u i di n g Q ue s ti o ns  f o r N o r m an d E x p e c t at io n Se t ti n g.  Th e n,  u s e  the  
p r o mp t s  p re se nte d in  th is  w o rk she e t  t o de v e lo p  no r ms  f o r how  y o u a n d y o u r le a de rs h ip  te a m  
w i l l  c on d uc t  c o nse ns u s — bu i l di n g d is c u ss i on s an d  re ac h  c on se n s us  d e c is i on s .  Sp ac e  i s  p rov i de d 
be low  e a c h  que st i on  t o  re c o r d  n ote s.  

 

G UI DI N G  Q UE S TI ON S  F O R N O RM  A N D  E XP E C T A TI ON  S E T TI N G  

Ar e a of  
C o nsi d er a ti on  

Gui di ng  Qu e sti o n s  

 
S c h e d u l i n g  a n d  T i m i n g  

▪ When will the leadership team meet to review issues and/or situations requiring a 
consensus? 

▪ How long will the individual meeting be? Will meeting time vary based on topic, or will it 
remain consistent across iterations? 

 
L i s t e n i n g  a n d  
P a r t i c i p a t i o n  

▪ How can our team encourage active listening by all participants? How can our team 
discourage interruptions? 

▪ How can we promote participation in group discussions by all members of our team? How 
do we ensure that all opinions and proposals are heard? 

 
D e c i s i o n - M a k i n g  

▪ What is the specific process we will use to make decisions? Will decisions require a certain 
threshold of agreement to proceed? What does “consensus” look like for our leadership 
team? 

▪ How do we intend to deal with and manage conflict within our team? What strategies will 
we deploy to resolve disagreements and to maintain focus on decision-making? 

▪ Will all of our meetings be open to others? If not, how will we report on our discussions 
beyond our individual team? 

 

M em b er s o f  th e  L e a d e rs hi p  Te a m  

R e c o r d  t h e  n a m e s  o f  i n d i v i d u a l s  p a r t i c i p a t i n g  a s  m e m b e r s  o f  t h e  l e a d e r s h i p  t e a m  w h o  w i l l  b e  i n v o l v e d  
i n  c o n s e n s u s - b u i l d i n g  c o n v e r s a t i o n s ,  i n c l u d i n g  y o u r s e l f .  

 

   

   

   

   

1  

 

In di vi du al  N orm s  an d  E x p ec t a ti on s  

I n  t h e  s p a c e  b e l o w ,  r e c o r d  t h r e e  t o  f i v e  n o r m s  a n d  e x p e c t a t i o n s  t h a t  y o u  b e l i e v e  t h e  l e a d e r s h i p  t e a m  
s h o u l d  f o l l o w  i n  o r d e r  t o  e n s u r e  c o n s e n s u s - b u i l d i n g  d i s c u s s i o n s  a r e  p r o d u c t i v e  a n d  c o r d i a l  ( e . g . ,  n o t  
i n t e r r u p t i n g  o n e  a n o t h e r ,  a v o i d i n g  n a m e - c a l l i n g ) .  Y o u  m a y  r e f e r e n c e  t h e  G u i d i n g  Q u e s t i o n s  f o r  N o r m  
a n d  E x p e c t a t i o n  S e t t i n g .  

N o r m / E x p e c t a t i o n  1  
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N o r m / E x p e c t a t i o n  2  

N o r m / E x p e c t a t i o n  3  

N o r m / E x p e c t a t i o n  4  

N o r m / E x p e c t a t i o n  5  

1  

 

Gr ou p N o rm s a n d E x p ec t ati on s  

A s  a  g r o u p ,  s h a r e  o u t  e a c h  o f  y o u r  i n d i v i d u a l l y  c o m p o s e d  n o r m s  a n d  e x p e c t a t i o n s .  L i s t e n  f o r  a r e a s  o f  
o v e r a l l [  a n d  a r e a s  o f  d i f f e r e n c e .  D i s c u s s  h o w  y o u  c a n  c o n s o l i d a t e  o v e r l a p p i n g  n o r m s  a n d  e x p e c t a t i o n s  
a n d  h o w  y o u  c a n  m e d i a t e  b e t w e e n  n o r m s  a n d  e x p e c t a t i o n s  t h a t  m a y  b e  i n v e r s e s  o f  o n e  a n o t h e r .  D u r i n g  
t h i s  c o n v e r s a t i o n ,  s e l e c t  6 - 1 0  n o r m s  a n d  e x p e c t a t i o n s  t h a t  t h e  f u l l  g r o u p  a g r e e s  t o  c o m m i t  t o  d u r i n g  
c o n s e n s u s - b u i l d i n g  d i s c u s s i o n s  a n d  c o n s e n s u s  d e c i s i o n - m a k i n g .  R e c o r d  t h e s e  i t e m s  i n  t h e  s p a c e  
p r o v i d e d  b e l o w .   

N o r m / E x p e c t a t i o n  1  

N o r m / E x p e c t a t i o n  2  

N o r m / E x p e c t a t i o n  3  

N o r m / E x p e c t a t i o n  4  

N o r m / E x p e c t a t i o n  5  

N o r m / E x p e c t a t i o n  6  

N o r m / E x p e c t a t i o n  7  
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N o r m / E x p e c t a t i o n  8  

N o r m / E x p e c t a t i o n  9  

N o r m / E x p e c t a t i o n  1 0  

1  

S o u r c e :  M u l t i p l e 45 
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Resource Guide: Additional Collaboration Resources 
D i re c t i on s :  T he  fo l low i n g re s o u rc e s  p r ov i de  a d d it io n al  t oo l s  f o r le a d in g  w it h c o ll a bo r at i on.  
 

 
 

Resource T it le  Descr ipt ion  

 
C o n s e n s u s  A c t i v i t y  

T h i s  g r o u p  a c t i v i t y  i s  d e s i g n e d  t o  h e l p  g r o u p s  w o r k  t o g e t h e r  
a n d  b u i l d  c o n s e n s u s  p r a c t i c e s .  

 
C o n s e n s u s - B u i l d i n g  T e c h n i q u e s  

T h i s  a r t i c l e  d e f i n e s  c o n s e n s u s - b u i l d i n g  a n d  o f f e r s  
a c t i o n a b l e  t e c h n i q u e s  t o  b u i l d  c o n s e n s u s .   

 

T h e  U l t i m a t e  G u i d e  t o  E m p l o y e e  
E m p o w e r m e n t  i n  2 0 2 3  

T h i s  g u i d e  d e f i n e s ,  d i s c u s s e s  t h e  b e n e f i t s ,  a n d  o f f e r s  
s t r a t e g i e s  f o r  f a c i l i t a t i n g  e m p l o y e e  e n g a g e m e n t .  
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