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Introduction
For generations, people have struggled to define and understand leadership. And in the last
twenty-plus years, the discussion has often been about “leadership versus management.” Very
few agencies -in fact very few businesses of any kind- have the ability to have leaders who do not
also manage.
One does not ‘manage’ people. The task is to lead people. And
the goal is to make productive the specific strengths and
knowledge of every individual.
-Peter Drucker
The entire business world is facing a wave of retirements as the Baby Boom generation begins to
exit the workplace. Community Action may in fact be harder hit than most, as many of our
agency and program leaders have stayed in their roles for 20, 30, 40 years and even longer
because of the passion they feel for our work. We must consciously develop a cadre of dedicated
leaders who can continue the fight against poverty using our proven community-based
approaches, together with the most up-to-date management and organizational tools.
Succession Planning and Leadership Development are natural
allies because they share a vital and fundamental goal: getting the
right skills in the right place.”
-Conger and Fulmer
Succession Planning is a way to ensure that a Community Action Agency is prepared for any
unexpected change in personnel in key agency positions. The Executive Director, Chief
Financial Officer, and Program Directors are all examples of such key positions. Succession
Planning protects the agency and the low-income people it serves from a disruption in services
or operations that can happen when an individual in a leadership position leaves the
organization.
However, Succession Planning by itself does nothing to develop a long-term strategy to ensure
the stability of the organization. Succession Planning needs to be part of an agency-wide and
comprehensive Leadership Development program in order to enable the organization to
develop, support, and retain staff with the skills and qualities needed to lead Community Action
Agencies in the 21st century.
This Toolkit will provide current Community Action leaders with a guideline for implementing a
systematic approach to meet short-term leadership needs while developing long-term strategies
to cultivate the next generation of Community Action leaders – Building a Leadership Bench.
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Leadership Development –
Building Your Leadership Bench
A Comprehensive Approach to Building Capacity in your Agency
Succession Planning, coupled with a comprehensive Leadership Development program, can
prepare an agency for any unexpected departure of key staff, while also increasing the capacity of
the organization to adapt to change and meet the challenges of the future.
Leadership Development focuses attention on the skills required for senior management
positions, and includes:
 An educational system that supports managers to develop their skills
 A proactive means to cultivate talent through planned development activities
In addition to building agency capacity, leadership development enables the organization to
strengthen its human resources. It is a means to tap the intellectual capital in the organization,
help employees realize their career plans within the organization, improve employee morale by
giving them a way to better themselves and be challenged, and allow the organization to respond
to changing environmental demands. If downsizing is required, it provides information to cope
with the effects of downsizing by knowing where organizational strengths are, and which
positions are most critical to the sustainability of the agency.
Building your leadership bench (Succession Planning plus Leadership Development = Building
Your Leadership Bench) is a proactive way to “cultivate” talent in an agency through a planned
process and activities. Bench Strength is an agency’s ability to replace departing staff in key
positions by having other staff who are prepared and trained to seamlessly step into a vacant
position. This strategy can avoid disruption in services, reduce costly job search and advertising
expenses, and eliminate time/work lost when positions are vacant for significant periods of time.
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The development of a leadership bench happens through the implementation of the Leadership
Development Cycle:

Before embarking on any effort to implement a Leadership Development Program, a
Community Action Agency must assess its readiness to take on such a significant initiative. This
is a long-term approach to Succession Planning – an approach that looks to the future of the
organization and the implementation of a Leadership Development program.
The first step in assessing agency readiness is to determine the status and depth of the agency’s
current succession planning. Most agency directors have an informal plan to fill leadership
positions, knowing their existing team members’ strengths and weaknesses. In today’s complex
world, however, thinking that someone is the right fit is a vastly different from intentionally
identifying and developing individuals, investing in and helping them build on their strengths
and address their gaps.
The following questions will help you frame and formalize your planning:
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1. Is your organization in a position to implement succession plans that were
previously adopted and approved?
2. If there is a sudden change, have you identified candidates for the leadership
jobs?
 If yes, do they have the leadership, financial knowledge, contacts, and
experience to take charge?
 If no, what is the plan for hiring a knowledgeable (Program Director,
Chief Financial Officer, Human Resources Director, etc.) and to
provide uninterrupted services?
3. Would your agency be able to sustain a decline in income or fundraising
without the position?
4. Do funders trust that the program succeeds without the current Program
Director/Chief Financial Officer/Head Start Director, etc.?
5. Will the agency lose institutional knowledge and contacts if your Program
Director/Chief Financial Officer, etc. were to suddenly leave?
6. Is the Program Director’s/Chief Financial Officer’s/Head Start Director’s,
etc. current level of responsibility realistic or has the Executive Director, in
good faith, taken on too much responsibility at the expense of staff
development?
7. Are there other positions besides current Program Director/Chief Financial
Officer/Head Start Director, etc. that would leave the organization
vulnerable if they were to become vacant?

If the answers to these questions indicate that the agency would be at-risk should key staff
suddenly leave –and this is almost always the case!- the agency should immediately develop
succession plans for each key position within the organization, beginning with the Executive
Director, continuing with those positions where the vacancy risk is highest, and eventually
completing succession plans for all leadership staff. This process works equally well for other
staff positions, and we encourage you to develop such plans, as time permits.
A separate Toolkit is available from the Partnership for executive succession planning. The
focus of this tool is on the next level of agency leadership: those serving as deputy, program,
fiscal, development and HR directors.
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Make Commitment to Leadership
Development

An agency next needs to make a firm commitment to implement a Leadership Development
Program. Senior staff and the Board of Directors need to engage in discussions about why such
a Program is needed (we’re all getting older!), the benefits of Leadership Development (we have
some great staff who appear to have strong leadership potential), the message such a Program
sends to staff (we value the people who work here, and we want to encourage their professional
growth), the potential impact of the Program (we have a number of staff who are ready to take
on new challenges and opportunities), and the costs of such an effort (we need to invest in
education, training, mentoring, and other strategies to develop new leaders among us). See
Attachment B for a useful guide to frame these important conversations.
Vital to such discussions is the commitment of the Executive Director to a Leadership
Development strategy. Instead of seeing Leadership Development as a threat, the Executive
Director must embrace a long-range view that sees the future of Community Action as
dependent on the next generation of leaders – leaders who possess the skills and qualities
necessary to meet changing needs.
Without the full engagement and backing of the Executive Director, a Leadership Development
Program, no matter how well crafted, will likely flounder in a short period of time.
With the support of the Executive Director, however, a Leadership Development Program can
begin with a Board-endorsed policy that commits the entire organization to such an initiative.

Developing Your Leadership Bench

6

Steps to ensure commitment to leadership continuity:
1. Develop a mission statement: A statement of purpose that serves to guide the program.
The process used to develop a leadership development program mission statement
mirrors that used to develop the mission statement of the agency and typically is through
a series of facilitated discussions. A leadership development program mission statement
might look something like:
The purpose of the Leadership Development program at OURCAA is to ensure that
the agency has leaders within the agency ready to assume key positions that may
come open. The opportunity to participate in Leadership Development activities is
available to all employees on an equal opportunity basis.
2. Develop a policy: Once the mission of the leadership development program has been
identified, a policy statement should be developed and approved by the Board of
Directors. A policy provides a framework within which the program functions and
provides an agency focus and resources on efforts that are designed to support the
agency in achieving mission of the program. A policy addresses “what” is important,
“why” the policy is required and “who” is responsible for its implementation. A
leadership development program policy might look something like:
OURCAA will develop a culture that focuses on leadership, teamwork, and
innovative thinking. OURCAA supports those efforts with the resources
required. OURCAA will develop and implement a Leadership Development
Program that takes place on three levels within the organization:
Agency: Focuses on leadership competencies, necessary expertise, and
training/learning opportunities, which lead to increased leadership skills within
each level of the organization.
Program: Focuses on teamwork and the development of leaders within each
program, and which supports the organizational culture of strong leadership.
Individual: Focuses on personal and professional skill development in order to
promote leadership qualities throughout the organization.
With the commitment of the Executive Director and the full backing of the Board of Directors,
the agency is ready to begin Building its Leadership Bench.
What follows are the procedures an agency can follow/refine, based on agency needs, when
implementing a leadership development program.
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Assess the Present Work and People
Needs

In order to assess the present work and people needs of the agency, the organization must:




Identify where key leadership positions exist
Clarify competencies needed for the future if the agency is to achieve its strategic
objectives (a core set of leadership and management competencies)
Identify individuals who would be difficult to replace due to unique talents and/or
specific knowledge (IT manager, ROMA trainer, etc.)

Determining leadership needs in the organization can be done through a variety of lenses
including:
a. Position Impact/Risk Assessment Description and Vacancy Risk:
Identifying a position, responsibility, authority, involvement in key strategic
objectives and then rating its impact on the agency if the incumbent was to leave.
In addition, assessing whether the person is retirement eligible, marketability of
the position, and other life events that may indicate a potential, unexpected
departure. (see Attachment C)
b. By Retirement: Often a known and clearly something to plan for, this
assessment views and charts retirement over a period of five to ten years and
provides the opportunity to prepare for the impact of retirement. (See
Attachment D for a sample Retirement Assessment and Attachment E for a
template for Retirement Assessment)
c. Bench Strengths by Position: Once key positions that may be vacated are
identified, potential leaders are identified that may be appropriate to assume the
position. These leaders may vary in their capacity to assume such a position at
Developing Your Leadership Bench
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the time of a vacancy. The position assessment identifies key skills that are
required to be successful in the job, which are then paired with developing
leaders. Further, the developing leaders are identified as being ready for the
position as soon as there is an opening, within one year, two years, etc. The
Bench Strength by Position provides the opportunity to view those candidates
who will be ready within five years. It also provides the opportunity to develop
an action plan for assuring candidate readiness. (See Attachment F).
By thoroughly examining the agency’s key positions, the likelihood of positions becoming
vacant, and the current capacity of the organization to fill key positions should they become
vacant, the Community Action Agency is ready to move to the next phase of the Leadership
Development Cycle.
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Assess the Future Work and People
Needs

Today’s agency programs and staffing needs are not necessarily what the needs will be
tomorrow. Funding challenges can, unfortunately, dictate the direction of an agency. But, more
importantly, a good strategic plan that guides the organization for a handful of years provides a
map of future organizational and programmatic direction. Depending on future direction,
different or additional staff skills may be needed. These must be evaluated and considered when
striving to strengthen the Leadership Bench.
By answering the following questions, the agency’s Future Work road map will be created:
 Where do we want the agency to be in X years? Will we be engaged in new strategic
endeavors? Will we be focused on developing new community partnerships? Will we be
pursuing social enterprise initiatives? Will we be increasing our advocacy efforts? Will we
be focusing on a few critical community needs?
 What skills and talents will we need to get us there? What IT and Data Management
skills will we need? What process management skills will we require? What
communications skills will we depend on?
 What skills and talents will we need when we get there? (Program development can
require a different set of skills than program management. Some people have strengths
in the development phase of an initiative, while others are better able to maintain
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program operations). What personnel management skills will we need? What data
analysis and performance measurement skills will we require?
After identifying the future direction of your agency, the Future People and skills needed to get
there must be identified. (See Attachment G).
Your program is now underway!
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Establish a Formal Program

This is a two-step process:



First, using the position vacancy risk assessments from the previous step as a
prioritization guide, create formal succession plans for the current leadership team.
Second, create the internal agency program that will lead to growing leaders to assume
key leadership positions in your agency.

Part 1: Succession Planning
What happens when a valued and experienced leader has a sudden, unplanned absence? Can the
team carry on? A succession plan for each Director (including fiscal, HR and key administrative
positions) should include contingencies for:




Short-term, temporary (1-3 months) unplanned absence
Long-term, temporary (>3 months) unplanned absence
Permanent change in the Director, unplanned

Short-term plan components:


Oversight – who is responsible for overseeing the work of the acting/interim Director?
(Executive Director, etc.)



Communications Plan – Within 48 hours after an Acting Director is appointed, the
Executive Director implements a communications plan that includes:
Developing Your Leadership Bench
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o The kind of information that will be shared and with whom
o Communicating the agency’s temporary leadership structure to staff, the Board
of Directors, and other key stakeholders, supporters, and appropriate funders.


Decision for When the Director Returns – Is this a decision reached by the Executive
Director? Other option?

Short-term plan also needs to include:
o Name of the Acting/Interim Director
o Plus – If that person is unable to serve, the names of individuals who will act
as first- and second- back up.
o NOTE: Another option is to name a ‘team’ of two or more individuals who
will split executive duties among themselves while the Director is absent.
Long-term plan components:



All of the components of a short-term plan, PLUS
Consideration to temporarily fill the position of the individual who is serving as the
Acting Director

Once completed, the Succession Plans should be signed by the Executive Director, the
Director who is the subject of the plan, the Acting/Interim Director, the back-ups, and the
Finance Director or Human Resources Director, if appropriate.
Attachment A contains an excellent template which can be used by Community Action
Agencies to develop succession plans for Program Directors, Finance Officers, and other key
organizational staff positions. You will notice that the template is comprehensive, and can help
to ensure that the variety of agency operations can continue despite the sudden and unexpected
absence of a key Director.
By completing Succession Plans for all key positions within the organization, a Community
Action Agency will significantly reduce the risks posed by the sudden departure of staff who are
critical to agency operations and quality service delivery.

Part 2: Designing and Launching an Agency Leadership
Development Program
In implementing a Leadership Development Program, the following questions need to be
answered to ensure the sustainability of the initiative:
1. Where will the leadership development program be within the agency’s structure? In a large agency,
dedicating an individual/program to oversee the initiative is an option. However, in a small
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agency there most likely are not the resources to do so. Instead, a task force/committee is
created to assume this responsibility. Options could include someone from the human resource
department (or this function), training and development, planning or development, the
Executive Director, a department reporting to the Executive Director, or another identified
department within the agency. As stated previously, a leadership development program will only
succeed when the Executive Director is committed to the program and allocates the resources
(time and money) to make it happen.
2. Who will be responsible for oversight of the program? How will that person be selected, oriented, and trained?
Regardless of how the program is implemented, one person must be identified as ultimately
responsible for the success of the program. This individual must have access to the Executive
Director for the reasons described above. Considerations for the selection of this individual
include: Is this someone who is viewed as a leader in the agency? Does he/she have the
influence to bring a new initiative along? Is this someone with strong project management skills
that can keep the program alive and moving (and not allow it to become just another good idea
gone stale)?
3. What incentives will be available to staff who choose to engage in Leadership Development? Before
considering incentives, it is important that a message to employees stressing the value of the
program has been clearly articulated throughout the organization. This alone can serve as an
incentive for involvement- particularly if the program offers the opportunity to embrace
personal development. Incentives can be monetary or not, including such things as: receiving
formal acknowledgement of growth from Executive Director/Supervisors/Board; being
provided a mentor/coach; given the opportunity to take on exciting tasks, etc. Financial
incentives, should they be given, do not need to be extravagant and may include the organization
paying for a class/certificate, a bonus for successfully completing an Individual Development
Plan, etc. Financial incentives need to be clearly articulated in program procedures and
consistently applied.
4. How will the program be budgeted? Budgeting for a Leadership Development Program involves
annually reviewing the needs of the individuals in the program (based upon their Individual
Development Plans – see Attachment H). Leadership Development could cost money for
activities such as trainings, classes, and certification programs. Leadership Development can
also include no direct cost options such as: using a current leader in the agency to mentor an
individual with leadership potential; providing an individual with the opportunity to manage a
new project or initiative; requesting that an individual facilitate a meeting, focus group, etc.
Once the budget total has been determined, it can be allocated across programs through
administrative costs and/or directly charged to programs where appropriate.
5. What records of the activities should be kept? In addition to personnel records that document
standard qualifications, the Individual Development Plan is a key document that outlines
development activities, and notes individual progress towards individual goals. The outcome of
Developing Your Leadership Bench
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each activity must be recorded. For educational type of events, this is simple – documentation
that a person attended a training/class and, if appropriate, the grade achieved in the class,
certification received, etc. Activities involving mentoring and coaching will require that the
individual providing that service summarize the results of the work that is being accomplished as
it relates to an individual’s goal achievement. Such documentation provides objective data to
use when considering further development and promotions.

Preparing an Action Plan:
The next step in implementing a Leadership Development Program is to develop an Action Plan
to implement the initiative that includes the answers to the following question: How will goals,
objectives, or desired results be achieved? Specifically: What actions should be taken, who is
responsible for the action, when will the action take place, and where. The act of putting
together an action plan further strengthens the accountability for the program, and provides
assurance that the program will be developed and fully implemented. (See Action Planning
Template – Attachment I).
Communicate the action plan. The responsibility for communicating the action plans is the
responsibility of the Executive Director and further stresses his/her commitment to the
Leadership Development Program. While some staff may be threatened to learn of such an
initiative, a Leadership Development Program provides high-potential individuals an avenue to
improve themselves while simultaneously serving as a motivator to them. A fully implemented
Leadership Development Program can also positively impact employee retention. The sharing
of the plan should be done with all of the staff, together, if possible, thus assuring that everyone
hears the same message and is equally invited to express interest in developing his or her skills,
or in expressing his or her concerns.
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Identify and Develop Individual
Talent

Leadership is a process that is complex, systemic, and dynamic. It is complex in that it defies
easy categorization or simple explanations; it is systemic in that it cannot be effectively exercised
without the contribution of those being led; and it is dynamic in that it is constantly changing
and adapting in response to circumstances. Leadership makes demands on all levels of an
organization: organization-wide, group, interpersonal and personal. But it also makes a demand
on the leader: the leader must be able to accommodate change.
Identifying individual talent needs to be done using a consistent and objective method that
allows an agency to identify the employee’s strengths and weaknesses compared to the
organization’s needs. Once a potential leadership candidate has been identified, a plan to
develop the individual in such as way that it builds competencies in the organizations can be
created. Following the steps alone is not adequate. Rather, there needs to be a constant
monitoring of the program to assure that the process to build leaders is effective.
Identifying talent can and is done in a variety of ways ranging from formal assessment
instruments, internal review, or a generic 360-degree survey leadership instrument. Internal
review options include the opinion of senior managers, judgment of immediate supervisor, and
performance appraisals. Individual strengths and talents and how they match to the strategic
direction of the agency are important. Traits of high-potential leaders include:


Strong track record of performance, proven results, and success in past or current roles
– able to influence across the organization
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Strong interpersonal skills – empathy, active listener
Strong communication skills, including excellent verbal and written communication
Drive, initiative, or an ambition to increase level of responsibility or willingness to readily
accept new challenges – desire to learn, grow, and develop
Ability to create and articulate agency vision and strategy, set direction, execute
objectives, and understand the total business

One example of a 360-degree leadership instruments particularly aimed at middle management is
the Levels of Leadership assessment (See Attachments J and K), which gives an individual the
opportunity to rate themselves in six leadership areas, and then compare their self-assessment
with those of their supervisor, peers, colleagues, etc.
The Levels of Leadership assesses an individual in the following six areas:
The Personal Level: Self-knowledge
Leadership requires both self-knowledge and personal accountability. As Peter Senge has
explained, “Personal mastery goes beyond competence and skills…it means approaching one’s
life as a creative work, living life from a creative as opposed to a reactive viewpoint.”
The Interpersonal Level: Mentoring
Mentoring is not strictly a hierarchical process. In fact, each member of an organization has
strengths and skills from which others in the organization can learn. Successful informal
mentoring can occur when each member of the organization is encouraged to empower others
to grow and to let their skills shine. An individual may be able to model for others the use of
humor to defuse tension, or the ability to stay focused on the task in the midst of confusion, etc.
Someone may have excellent technical, relationship, visioning or research skills that can be
learned from others in the agency. In each case, a leader not only adds his or her skills to the
team; he/she can also foster, coach and mentor others.
In addition to this informal mentoring, supervisors also have a formal mentorship role. They
need to act simultaneously as mentor, coach, teacher, motivator, and support person, while still
being the one to hold employees accountable for their performance.
Mentoring/Empowerment leaders inspire, support, and challenge others in the organization.
They get things done with discipline, competence, and self-determination.
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The Group Level: Team Building
Work teams are generally able to accomplish an organizational objective that cannot effectively
be accomplished by one person alone. As a result, the creation of work-teams or other
organizational sub-groups is essential in all but the smallest organizations. The group dynamics
within the team can be positive, creating positive energy and synergy, or negative, creating
conflict, dissatisfaction and low productivity. Teams can also be the source of what many
disparagingly refer to as intra-group politics. A manager must therefore attend to the politics
and dynamics of organizational life on a group level, and promote the effective and productive
interaction of team members.
Groups within an organization present their own leadership challenges. As a result, team
building is essential to success, since it encourages all members of the team to exercise some
elements of leadership. The leadership skills for team members include: contributing to a safe,
honest and trusting environment; working through disagreements and ‘political’ contests in an
open, respectful, and forthright manner; acknowledging and supporting the contributions of all
team members; and participating in and sharing decision making responsibilities.
The Organizational Level: Vision
Vision within an organization refers to an all-encompassing sense of the purpose and operations
of the organization and of the environment within which it operates. Put another way, it is the
“big picture” that provides a frame or context for all other decisions or actions by the
organization. As one commentator has reflected, “an influential vision reflects the insight of an
individual or group that has deeply contemplated the core issues at stake.” (Deep Change,
p.200).
Vision requires sensitivity to the tacit culture, assumptions, and values of the organization; and a
comprehensive understanding the systemic interactions of the organization’s culture, its
environment and the divisions and linkages among its various task groups. To be successful, a
vision must be more than a stagnant statement; rather, it must reflect a vital and ongoing
process. It should also be circular - that is, it should involve people at all levels and contain a
feedback loop - and it should adapt dynamically to changes in the environment and the needs of
the organization.
Vision is not confined to the executive suite, either. To the contrary, leaders at all levels of the
organization are responsible for vision, in countless small and large decisions that they make
every day. Consequently, they must take initiative to create dialogue with other parts of the
organization and to consider how the work processes cohere to further the organizational vision.
By examining the links and interrelationships of the whole system, it is possible to discern
patterns and themes that offer insights and new meaning to the initial problem.
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It is important also to bring as many perspectives into the visioning process as possible.
Encouraging a diversity of views can also lead to a new understanding of the situation and the
identification of opportunities for action that may not have otherwise occurred.
Thriving with Change
In today’s increasingly complex and changing environment, the ability to manage change is an
important competency for leaders. But when you really think about it, managing change is a
rather strange concept. It depends on a view of change as predictable and controllable, though
it is rarely either. Changing one aspect of a life, an organization, or a process impacts on the
whole surrounding environment. It is difficult to predict, in the beginning, what we may have to
let go of. Sometimes the choices are very hard.
"Change hurts the way your muscles hurt when you ask them to do something they're not used
to.” (Geoff Bellman, The Consultants Calling) These emotions result from the loss of the
familiar and the contemplation of the unknown. In contemplating change, we often focus on
these difficult emotions, and pull back to avoid or postpone them the way we pull back from a
hot fire or a scary scene in a movie. It helps to remember, also, the other emotions we
experience when we finally dive in to a transformation. Bodies feel energetic -"pumped"- when
they have been exercised, even though some muscles may be sore. They gain health and power.
We feel excitement and joy.
Our lives on many levels, personal, community, society, are energized by changes. It is rather
like a snake shedding its skin or a lobster its shell. The shell is essential to survival - but the
shedding of it is essential to growth.
Change leaders accommodate, initiate, anticipate, and support others through change. They risk
as they ask others to risk. They demonstrate empathy and seed hope.
Executive Skills
Executive Skills are those fundamental capabilities that you need to exercise in order to
effectively lead within an organization. These practical skills are often those outlined in a job
description, and represent the ‘nuts and bolts’ of leadership and management. The ability to
manage budgets and projects, and communicate effectively are core skills that other leadership
levels can be built upon. In addition, deploying staff and other resources, clearly communicating
in groups, and maintaining strong relationships with partner organizations and the community
are necessary skills to move an organization forward.
The Levels of Leadership Assessment is a useful tool for determining the strengths and
weaknesses of potential leaders, and can help an individual focus on areas in which he or she
wants to improve. Once the Levels of Leadership Assessment has been tabulated and scored
(see Attachment L – Levels of Leadership Scoring Guidance), an Individual Potential
Assessment (see Attachment N) can be completed by the individual’s supervisor, Leadership
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Development Program Manager, or other designated staff person(s). An example Levels of
Leadership Report is included in Attachment M.
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Evaluate Individuals and the
Program

Putting the pieces of information gathered from a formal assessment, performance reviews,
demonstrated high potential traits, internal input, etc. is the next step in the process. A summary
grid, such as the one that follows (and which is included in Attachment O), allows you to look at
a variety of potential leaders on a spectrum considering two aspects of leadership: Performance
results, the “what” of the work (executive skills) and leadership behaviors, the “how” (vision,
team building, mentoring, self-knowledge, and thriving within change). In addition to providing
a comparison of a variety of employees, it provides a visual representation of an agency’s bench
strength as well as identifying the areas in which an employee needs to develop in order to be
considered “key talent” – talent that can assume further responsibility in the agency.
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Developing the Bench:
The next step in the process after identifying who has leadership potential and interest is to
engage the potential leader to develop an Individual Development Plan (IDP) (Attachment H).
The IDP identifies skills/characteristics needed for development as well as a means to develop
them. Often, our first inclination is to find a training or class to develop skills. As adult
learners, often that is not the most productive way to gain new skills. Learning by doing
provides the person with the opportunity to develop skills while facing real-world situations, and
frequently does not require the use of scarce agency ‘training’ dollars. In addition, such learning
opportunities provide the side benefit of getting a project/task accomplished! Examples of ‘no
cost’ ways to develop your bench include:


Stretch assignments – giving an individual a task that will provide them with the
opportunity to take their skills to the next level. One such example would be to
ask an individual to assume responsibility for a staff training day – developing
the agenda, creating and managing a budget for the event, evaluating the
training, arranging for a site, refreshments, etc. For someone who has not done
or overseen a task such as this, this provides the opportunity to learn a variety of
skills through accomplishing a necessary task.
For an individual needing to improve communication skills, presenting at
program or board meeting, or in a community meeting, can help build
confidence and strengthen the individual’s ability to express themselves verbally.
To develop financial skills, an individual could develop the budget on a new
grant and, if awarded, monitor it. He or she could be invited to participate in
Developing Your Leadership Bench
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organizational budget development and monitoring in a variety of agency
departments.
Another important skill, project management, can be developed by assigning
the individual to oversee a new initiative that the agency is undertaking. These
initiatives could range from oversight of fundraising to taking on something that
has the agency has been looking to do, such as creating a leadership
development program.


Coaching – providing an individual with feedback regarding job related
performance.



Mentoring – focusing on individual personal development with no set agenda.
An opportunity to refine soft skills

Table 1: Differences between Mentoring and Coaching
Mentor
Coach
Individual
Performance
Focus
Facilitator with no agenda
Specific agenda
Role
Self selecting
Comes with the job
Relationship
Perceived value
Position
Source of influence
Affirmation/learning
Teamwork/performance
Personal returns
Life/Personal Development Task/Job related
Arena
http://www.coachingandmentoring.com/Articles/mentoring.html


Formal training programs – including leadership programs such as those offered
by the United Way or other non-profit organizations.



360 degree survey feedback and individual development plans – as described
above.



Job rotation – cross training and pollination is an asset to the organization and
can provide employees with the opportunity to learn and develop new
appreciation for other programs. A side benefit is that the best of all programs
is easily shared. For example, someone from intake may rotate to LIHEAP and
then to family support.



Internal education – each agency has skilled people who can serve as
educators/trainers within the organization. This provides low-cost education
and skill development for the individuals enrolled in the training, and for the
person who is organizing and presenting the education program.
Developing Your Leadership Bench
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Exposure to peers, Executive Directors, board members, and decision-makers –
Individuals can be given the opportunity to interact with and learn from leaders
engaged in real-world situations. Such exposure can be very powerful on
several different levels. The individual can learn how to interact with diverse
individual, what types of conversation are appropriate in different situations, as
well as how to focus messages and priorities.

Additional options that may include costs:


External education – some individuals may benefit from an external
degree/training program such as IT certification, an MBA, BPI credential, etc.

Evaluate the Program
As with any other program/initiative, it is imperative to evaluate a Leadership Development
Program to determine whether it is having its intended impact. An evaluation plan should be
developed at the beginning of the development process, and include monitoring of expectations,
outcomes, and individuals on a regular basis. Having someone who is dedicated to a leadership
development program facilitates this happening. Evaluation questions can include:
1. Are the right people moving into the right jobs at the right time? At the onset, you
viewed the agency from a variety of perspectives to get an understanding of your present
and future needs including: Bench Strength by Position, Position Impact/Risk
Assessment, and Succession by Retirement. What impact is the Leadership
Development Program having on each of these perspectives?
2. Assure that no one person is being groomed for too many positions! This could leave
significant gaps in the Leadership Bench if the individual gets promoted or leaves the
agency.
3. To what extent are positions being filled internally? Is the Leadership Development
Program improving our turnover rate? How many employees are actively engaged in our
Leadership Development Program?
The American Management Association puts Leadership Development metrics in a ‘dashboard’
that includes:
 Number of people hired.
 Number of people resigning (voluntary turnover).
 Number of people downsized/terminated (involuntary turnover).
Developing Your Leadership Bench
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Number of high potentials compared to the total number of workers.
Number of high potentials resigning compared to the total number of high
potentials (critical turnover).
Number of high potentials retained.
Number of people who had approved individual development plans.
Number of people who completed their individual development plans.
Percentage of internal promotions to external hires.
Percentage of internal promotions compared to those previously listed on
succession plans (so-called “hit rates”).
Percentage of workers who have no identified replacements or possible
successors (a group called “holes” on replacement charts).

The visual presentation of a dashboard can be appealing, but to be useful also needs to be tied to
an agency’s specific Leadership Development Program goals and updated at least quarterly. (See
Attachment P for an example of a ‘dashboard’ report for a Leadership Development Program.)
Another way to view your leadership development program is through the lens of Succession
Planning Guiding Principles and Best Practices (Attachment Q), which offers a broader
overview of the key elements of a successful leadership development program.
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Isn’t this a heck of a lot of work?
The short answer is, yes, it is! However, it is important to view Leadership Development not as
the addition of a new bureaucratic structure to a Community Action Agency, but as a vital part
of the agency’s mission.
Helping low-income individuals achieve economic security is a long and complex process. A
‘silver bullet’ approach just doesn’t work! The Great Recession has made the mission of
Community Action even more challenging.
In order to be successful, we need leaders throughout the Community Action Network, at all
levels: local, state, regional, and national. And as with other challenges that have faced
Community Action, we cannot wait for others to tell us what to do and how to do it – we need
to figure out what to do and do it ourselves.
This Toolkit provides a method for growing new leaders within Community Action – leaders
who can continue to innovate, inspire, and lead Community Action into the future. We can
sustain the efforts of Community Action only by consciously supporting and adding value to
Community Action’s greatest resource – the people who work day-to-day to fulfill Community
Action’s Promise. We must Build our Leadership Bench!
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Emergency Succession Plan
For
(Program/Department Name)
Leadership plays an essential role in the success of a nonprofit organization. And a change in any leadership is as
inevitable as the passing of time.
This document will help a nonprofit organization recognize that planning for unplanned or temporary leadership change
is a best practice—in line with other plans nonprofits regularly complete (e.g., strategic plan, communications plan,
fundraising plan). An Emergency Succession Plan can bring order in a time a time of turmoil, confusion and highstress.
This is a template. Feel free to adapt to make it appropriate for your organization. Action items or areas for tailoring are
noted with a __line________ or a

symbol.

May this process bring your organization peace of mind in your day-to-day work.

Disclaimer Statement: This document is provided as guidance for a nonprofit organization facing a change in leadership. It should not be
regarded as a substitute for legal advice or counsel. The advice of a competent attorney should be sought any time a nonprofit is considering
policy changes or activities that may affect the legal status or liability exposure of the organization.

This document was developed by the Center for Nonprofit Advancement
www.nonprofitadvancement.org
Template © 2006 Center for Nonprofit Advancement
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The Executive Director and Board of Directors of

Should the standing appointee to the position of Acting

_____(Organization Name)_____ recognizes that this

Director be unable to serve, the first and second back-

is a plan for contingencies due to the disability, death or

up appointees for the position of Acting Director will be:

departure of a key leader in the organization. If the

(1)

organization is faced with the unlikely event of an
untimely vacancy, _____(Organization Name)_____

_______________________ Name
_______________________ Title and

(2)

has in place the following emergency succession plan

_______________________ Name
________________________ Title.

to facilitate the transition to both interim and longerterm leadership.

The Executive Director may also consider the option of
splitting executive duties among the designated

The Executive Director and __(Program)_____Director

appointees.

have reviewed the attached job description. The
___________Director’s role in organizational

Authority and Compensation of the
Acting Director

leadership, _______________________________.

The person appointed as Acting Director shall have the

Executive Director has a clear understanding of the

full authority for decision-making and independent
action as the regular Director.
The Acting Director may be offered:

Succession Plan in Event of a
Temporary, Unplanned Absence:
Short-Term

check one)

(



salary of the executive director position


A temporary absence is one of less than three months
in which it is expected that the Director will return to

A temporary salary increase to the entry-level
A bonus of $__________ during the Acting
Director Period.



No additional compensation.

his/her position once the events precipitating the
absence are resolved. An unplanned absence is one
that arises unexpectedly, in contrast to a planned
leave, such as a vacation or a sabbatical. The
Executive Director will implement the terms of this
emergency plan in the event of the unplanned absence
of the __(Program)_______Director.
In the event of an unplanned absence of the
__(Program)___________Director As soon as it is
feasible, the Executive Director should convene a
meeting of the department staff to affirm the
procedures prescribed in this plan.
At the time that this plan was approved, the position of
Acting Director would be:
____________________________________ Name,

Communications Plan
Immediately upon transferring the responsibilities to the
Acting (Program)_____ Director will notify staff
members, funders, and key community partners.
As soon as possible after the Acting Director has begun
covering the unplanned absence, the Executive
Director and Acting Director shall communicate the
temporary leadership structure to
the following key external supporters of
_____(Program/Department Name)_____. This may
include (but not be limited to) government contract
officers, foundation program officers, civic leaders,
major donors, funders, partners, and others (please
specify): ____________________________________

____________________________________ Title.

This document was developed by the Center for Nonprofit Advancement
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____________________________________________

The position description of a temporary

____________________________________________

manager would focus on covering the priority
areas in which the Acting Director needs

Completion of Short-Term Emergency
Succession Period

assistance.

lead _____(Program/Department Name)_____ should

Completion of Long-Term Emergency Succession
Period

be determined by the Executive Director who will

The decision about when the absent Director returns to

decide upon a mutually agreed upon schedule and start

lead _____(Program/Department Name)_____ should

date. A reduced schedule for a set period of time can

be determined by the Executive Director and the

be allowed, by approval of the Executive Director, with

Director. They will decide upon a mutually agreed upon

the intention of the (Program/Department Director)

schedule and start date. A reduced schedule for a set

working his/her way back up to a full-time commitment.

period of time can be allowed, by approval of the

The decision about when the absent Director returns to

Executive Director, with the intention of the
Program/Department Director working his/her way up
to a full-time commitment.

Succession Plan in Event of a
Temporary, Unplanned Absence:
Long-Term
more than three months. The procedures and

Succession Plan in Event of a
Permanent Change in Director

conditions to be followed should be the same as for a

A permanent change is one in which it is firmly

short-term absence with one addition:

determined that the Director will not be returning to the

A long-term absence is one that is expected to last

The Executive Director will give immediate

position. The procedures and conditions should be the

consideration, in consultation with the Acting

same as for a long-term temporary absence with one

Director, to temporarily filling the

addition:

management position left vacant by the Acting
Director. This is in recognition of the fact that

The Executive Director will initiate a hiring

for a term of more than three months, it may

process, in collaboration with Human

not be reasonable to expect the Acting

Resources, to fill the Director’s position.

Director to carry the duties of both positions.

Checklist for Acceptance of All Types of Emergency Succession Plans


Succession plan approval. This succession plan will be approved by the Executive Director and reviewed with the
full Board of Directors. This plan should be reviewed at least annually.



Signatories. The Executive Director, the Program/Department Director, human resources administrator, as well as
the Acting Director shall sign this plan, and the appointees designated in this plan.



Organizational Charts. Two organizational charts need to be prepared and attached to this plan. Prepare and
attach an organizational chart reflecting current staffing positions and lines of authority/reporting throughout the

This document was developed by the Center for Nonprofit Advancement
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organization. Prepare and attach a second organizational chart that reflects how that structure will change within
the context of an emergency/unplanned absence of the Director.


Important Organizational Information. Complete the attached Information and Contact Inventory and attach it to
this document. Also attach a current list of the organization’s board of directors.



Copies. Copies of this Emergency Succession Plan along with the corresponding documentation shall be
maintained by the Executive Director, the Program/Department Director, the Acting Director’s Appointee, and the
human resources department.

Information and Contact Inventory for ___ (Program/Department) ___
Knowing where the program/department’s key information is located is critical so that if an emergency succession
should occur, your organization would be able to quickly continue work in the most efficient and effective way.
Onsite Location

Offsite Location

Online URL

 ___________________

 ____________________  _____________________

contact information

 ___________________

 ____________________  _____________________

MOUs and their contacts

 ___________________

 ____________________  _____________________

Grants
Copy of the grant/contract
Funder contacts and their

 ___________________

Reporting Schedule/
Requirements
HHS

 ___________________

 ____________________  _____________________

DOE

 ___________________

 ____________________  _____________________

CSBG

 ___________________

 ____________________  _____________________

Etc.

 ___________________

Performance Evaluation
Schedule/Due Dates
 ___________________

 ____________________  _____________________

 ___________________

 ____________________  _____________________

Program Budget

 ___________________

 ____________________  _____________________

Computer passwords

 ___________________

 ____________________  _____________________

Client Records

 ___________________

 ____________________  _____________________

 ___________________

 ____________________  _____________________

Financial Information

Signatures of Approval

__________________________________________
Organization Name

_______________________________________
Board Chair
Date
_______________________________________

Executive Director

Date

________________________________________
Dep. Dir/HR Dir/Other staff member

This document was developed by the Center for Nonprofit Advancement
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_______________________________________

___________________________________________

Individual Selected as Program/Department Director

First Back-up appointee

___________________________________________
Acting Program/Depart. Director’s Current Title Date
Second Back-up Appointee

Date

We acknowledge the leadership of Transition Guides (notably Tom Adams and Don Tebbe, as well as plan guidance from Karen
Gaskins Jones, and Victor Chears) in guiding The Center for Nonprofit Advancement in grasping the impact of Succession
Planning and Executive Transitions. Additional thanks to Troy Chapman of the Support Center for Nonprofit Management of
New York City, Tim Wolfred of CompassPoint Nonprofit Services for their guidance on the development of this document. The
Information and Contact Inventory document is adapted by permission from the Nonprofit Coordinating Committee of New York
City.

Temp 42006

This document was developed by the Center for Nonprofit Advancement
www.nonprofitadvancement.org
Template © 2006 Center for Nonprofit Advancement

Attachment A

32

Considerations When Developing a Planned Leadership Development Program
Use these questions to guide your thinking about key issues to be considered when introducing a leadership
development program.
Question
Guidance
Your response
What basic philosophical
- What do we believe about the
principles should guide the
nature of management in this
leadership development program? organization?
- What do we believe about the
value of preparing management
employees to do their jobs?
What should be the program’s
- What is the chief reason to
purpose?
develop this program?
What should be the program’s
- What do we hope to achieve
goals?
from this program?
What should be the relationship
- What should be the relationship
between the program and the
between planned leadership
organization’s human resources
development and:
management practices for
 Management job descriptions?
management employees?
 Management performance
appraisals?
 Management compensation
practices?
 Management recruitment?
 Equal Employment
Opportunity and Affirmative
Action?
Whose needs should the program - Should the program be designed
be designed to serve?
primarily to meet the needs of:
 Job categories?
 Special, protected labor
groups?
 High, low, or intermediaterange performer in the
management ranks?
 A combination?
What should be the program’s
- Should the program rely on such
components?
methods as:
 Internal group training?
 External group training?
 External education?
 Job rotation?
 On-the-job training?
 Coaching?
 Mentoring?
 Other methods?
How should the planned

Is there a preference for leadership
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leadership development activities
be delivered?

How should the program be
supported by the organization?
What should be the general
responsibilities of participants in
the program, their immediate
supervisor, and others?

development activities to be
delivered:
 On-the-job?
 Off-the-job?
 Some combination?
 What is the reason for this
preference?
- How will it be funded and
budgeted ?
- What are the responsibilities of
those who participate in the
program?
- What should be top managers’
responsibilities in the leadership
development program?
How will people be informed of
their accountabilities?
How will people be held
accountable for their leadership
development responsibilities?

Adapted from Rothwell and Kazanas “A Worksheet for Preparing a Written Policy and Philosophy Statement for a
Planned L and MD Program”
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Position Impact/Risk Assessment Description
Position Impact
Position Title:
Incumbent:
Function:

Responsibility:

Authority:

Involvement in key strategic objectives:

Position Impact:

High

Medium

Low

Vacancy Risk
Retirement Eligible:

Marketability:

Other factors (e.g. life events):

Vacancy Risk:

High

Medium

Low
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OURCAA

RETIREMENTS BY CALENDAR YEAR

Assessing Succession Needs: By Retirement
Percent Eligible
to Retire

2

46

1

36

27

5

10

37

38

2

Retire
Eligible
thru CY
2010

1

31

38

19

Retire
Eligible
Now**

5

27

31

20

Current
Onboard*

3

32

35

14

2013

71%

34

37

9

Now

51%

55%

38

12

2
0
1
8

29

36%

23%

10

2
0
1
7

21

328

13%

41%

2
0
1
6

41

215

356

20%

2
0
1
5

Senior
Leadership

592

190

53

2
0
1
4

Senior
Management

1516

26

2
0
1
3

Mid-Level
Management

130

2
0
1
2

Other
Supervisors
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OURCAA

RETIREMENTS BY CALENDAR YEAR

Template for Assessing Succession Needs: By Retirement
Percent Eligible
to Retire

2

46

1

36

27

5

10

37

38

2

Retire
Eligible
thru CY
2010

1

31

38

19

Retire
Eligible
Now**

5

27

31

20

Current
Onboard*

3

32

35

14

2013

71%

34

37

9

Now

51%

55%

38

12

2
0
1
8

29

36%

23%

10

2
0
1
7

21

328

13%

41%

2
0
1
6

41

215

356

20%

2
0
1
5

Senior
Leadership

592

190

53

2
0
1
4

Senior
Management

1516

26

2
0
1
3

Mid-Level
Management

130

2
0
1
2

Other
Supervisors
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Bench Strength Assessment by Position
Position Title:
# Ready
Now

# Ready
within 1 year

# Ready
within 2 years

# Ready
within 3 – 5 years

# Ready
within 1 year

# Ready
within 2 years

# Ready
within 3 – 5 years

# Ready
within 1 year

# Ready
within 2 years

# Ready
within 3 – 5 years

# Ready
within 1 year

# Ready
within 2 years

# Ready
within 3 – 5 years

Action Plan:

Position Title:
# Ready
Now
Action Plan:

Position Title:
# Ready
Now
Action Plan:

Position Title:
# Ready
Now
Action Plan:
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Assessing Future Work and People Needs
Planned Strategic Initiatives (from the agency strategic plan)
Initiatives
(for example)

Skills Required to Achieve

Skills Required to
Maintain

New Strategic Endeavors
1.
2.
3.

Community Partnerships
1.
2.
3.

Community Needs Addressed
1.
2.
3.

Advocacy Efforts
1.
2.
3.

Other Strategic Goals
1.
2.
3.

Attachment G

39

Goals:
Short Term:
1.
2.
3.
Long Term:
1.
2.
3.

Levels of Leadership Assessment:
Self-Knowledge
Coping with Change
Vision Mentoring
Team Building
Executive Skills
Categories of Excellence:
Leadership
Strategic Planning
Customer Focus
Performance Management

Needs Improvement

Adequate

Adequate

Advancing Skill

Advancing Skill

Strength

Strength

INDIVIDUAL DEVELOPMENT PLAN

Gap

Needs Improvement

NAME:
DATE:

Gap
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ACTIONS
(Steps to take)

RESOURCES
(What is needed – money,
time, etc.)

BARRIERS
(What gets in the way)

41

TARGET
DATE

Human Relations
Fiscal/Admin Processes
Results
GOALS

COMPETENCIES
(To be learned/
acquired)

Attachment H

START
DATE

GOALS

COMPETENCIES
(To be learned/
acquired)

ACTIONS
(Steps to take)

RESOURCES
(What is needed – money,
time, etc.)

BARRIERS
(What gets in the way)
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TARGET
DATE

GOALS

COMPETENCIES
(To be learned/
acquired)

ACTIONS
(Steps to take)

RESOURCES
(What is needed – money,
time, etc.)

BARRIERS
(What gets in the way)
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TARGET
DATE
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Who

Leadership Development Action Plan Template

Action to be taken (How will priorities be achieved?)

Deadline

45

Where (Where tasks
me accomplished (if
applicable)

Communicating the Plan: Once developed, this plan must be shared with all of the staff, together, if possible assuring that everyone hears
the same thing and is equally invited to express interest in developing his or her skills

Attachment I

Self-Knowledge

Mentoring

Relationship
Team-Building

Vision

Executive Skills

Change

LEVELS OF LEADERSHIP ASSESSMENT
Executive Version

Brown Buckley Tucker

May 2006

Please do not reproduce without permission.

LEVELS OF LEADERSHIP ASSESSMENT
Executive Version

Instructions
Assessment
Please rate yourself from 0 to 4 on each question as follows:
0 = This is almost never true about me
1 = This is rarely true about me
2 = This is sometimes true about me
3 = This is often true about me
4 = This is almost always true about me

Brown Buckley Tucker

May 2006

Please do not reproduce without permission.

LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
#

Question

0

1

I am able to motivate the people I work with.

2

I am able to clearly communicate a vision for my
organization/workgroup.

3

I’m not afraid to make and admit mistakes.

4

I help people see how their effort contributes to the
smooth running of the organization.

5

I know what I’m good at and what I need to improve.

6

I have a clear vision for how my work group/organization
should be run.

7

I adapt well to change.

8

I am able to successfully develop, manage and adjust a
budget.

9

I think about what’s coming up in the future and how we
might respond.

10

I make sure that people are recognized for their
contributions.

11

I anticipate change and plan for it.

12

I seek out challenging opportunities that test my skills
and abilities.

13

I am able to work through disagreements in an open and
productive manner.

14

I show respect to other people regardless of their position.

15

I think about each employee as an individual and support
their professional development.

16

I create a "safe," trusting environment where group
members feel comfortable.

17

I manage projects efficiently and successfully.

Brown Buckley Tucker

May 2006
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2

3

4
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LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
#

Question

0

18

I’m open to suggestions to try new things.

19

I seek suggestions and feedback for improvement.

20

I initiate and support celebrations of success in our work
group.

21

I’m willing to take risks.

22

I make sure that people who work for me understand
how they fit into the big picture.

23

I am willing to compromise on a decision.

24

I involve others in planning the actions we will take.

25

When I need to give people feedback, they accept it as
constructive.

26

When I have to make a decision I can balance gathering
input with decisive clarity.

27

S/he is an effective communicator in groups.

28

I am able to manage the advantageous deployment of
resources, including staff.

29

I understand the dynamics of the entire organizational
system.

30

I effectively and professionally represent our ogranization
with external partners and in the community.

31

I have confidence in my ability and judgment in my role
as a leader.

32

My written communication is coherent, logical and persuasive.

Brown Buckley Tucker

May 2006
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2

3

4
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LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
Colleague Feedback Form

Brown Buckley Tucker

May 2006

Please do not reproduce without permission.

LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
Colleague Feedback Form
Instructions
Your colleague________________________ is seeking to better understand her or his
strengths and challenges in the role of leader. S/he has selected you as one of several
people to anonymously give input.
Thank you for your willingness to provide honest and helpful feedback. Your individual
answers will remain confidential.
Your scores will be aggregated with other colleague scores and the average will be
shared with the person being assessed. S/he can then compare her own selfassessment with that of her colleagues and get a clearer picture of her performance.
Please rate the colleague you are assessing from 0 to 4 on each question as follows:
0 = This is almost never true about my colleague
1 = This is rarely true about my colleague
2 = This is sometimes true about my colleague
3 = This is often true about my colleague
4 = This is almost always true about my colleague

Brown Buckley Tucker

Revised: 1/12

Please do not reproduce without permission.

LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
Question

#

0

1

My colleague is able to motivate the people s/he works
with.

2

S/he is able to clearly communicate a vision for our
organization/workgroup.

3

S/he’s not afraid to make and admit mistakes.

4

S/he helps people see how their effort contributes to the
smooth running of the organization.

5

My colleague seems to know what s/he’s good at and
what s/he needs to improve.

6

S/he has a clear vision for how our organization or work
group should be run.

7

S/he adapts well to change.

8

My colleague is able to successfully develop, manage and
adjust a budget.

9

S/he thinks about what’s coming up in the future and how
we might respond.

10

S/he makes sure that people are recognized for their
contributions.

11

S/he anticipates change and plans for it.

12

S/he seeks out challenging opportunities that test her
skills and abilities.

13

S/he is able to work through disagreements in an open
and productive manner.

14

S/he shows respect to other people regardless of their
position

15

S/he thinks about each employee as an individual and
supports their professional development.

16

S/he creates a "safe," trusting environment where group
members feel comfortable.

17

My colleague manages projects efficiently and successfully.

Brown Buckley Tucker
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LEVELS OF LEADERSHIP ASSESSMENT
Executive Version
Question

#

0

18

S/he’s open to suggestions to try new things.

19

S/he seeks suggestions and feedback for improvement.

20

S/he initiates and supports celebrations of success in our
work group.

21

S/he’s willing to take risks.

22

People who work for my colleague understand how they
fit into the big picture.

23

S/he is willing to compromise on decisions.

24

S/he involves others in planning the actions we will take.

25

When s/he needs to give people feedback, they accept it
as constructive.

26

When s/he has to make a decision my collegue can balance gathering input with decisive clarity.

27

S/he is an effective communicator in groups.

28

S/he is able to manage the advantageous deployment of
resources, including staff.

29

S/he understands the dynamics of the entire
organizational system.

30

My colleague effectively and profesionally represents our
ogranization with external partners and in the community.

31

S/he seems to have confidence in her/his ability and
judgment in the role of leader.

32

My colleague’s written communication is coherent, logical
and persuasive.

Brown Buckley Tucker
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Levels of Leadership Executive Version Scoring Instructions
Establish a Survey Monkey Professional Plan – establishing such a plan costs @ $200 per year, and gives
you the ability to conduct an unlimited amount of surveys.
Send the Partnership your Professional Plan Account username – we can transfer a blank template for
the Levels of Leadership Survey – Executive Version to your account. Once transferred, you can use the
template to conduct surveys for individuals.
Attached you will find several documents that help to explain the Levels of Leadership assessment
process. Please read through them and let me know if you have any questions or need additional
information.
Send out the survey via Survey Monkey. Survey Monkey includes pretty clear instructions on how to
send the surveys to multiple recipients’ e-mail addresses. We have found it helpful to include a short
but clear e-mail message to encourage recipients to respond to the survey and to emphasize the
importance of their honest responses to the individual being assessed. It is also helpful to include a final
date by which their responses must be received in order to be counted.
When the final date has been reached, you can begin analyzing the survey. Go to the survey in Survey
Monkey, and click the ‘analyze results’ button
Next, on the left hand side of the screen, click the ‘download responses’ button
Chose type of download:
Click ‘summary report’
Click ‘include open-ended questions’
Click ‘excel format’
Click ‘request download’
Your requested download will show at the top of the Survey Monkey page –
Click on the ‘download’ button to the right
Next, click on the ‘open’ or ‘ok’ button in the window that appears.
Survey Monkey will label the spreadsheet ‘survey summary’ with the date in numeric
form.
Open the spreadsheet. You’ll note that the spreadsheet includes a chart of the results. Click on
and drag this chart out of the way so that you can work with the spreadsheet. Reduce the size of the
spreadsheet to 70% or less so that you can work with it more easily.
It should look something like this:
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360 Evaluation for Joe Jones
When considering the leadership qualities of this individual, I believe that he/she:
0 - This is
2 - This is
1 - This is
Answer Options
almost never
sometimes
rarely true
true
true
1. Is able to motivate the people he/she works with.
1
1
1
2. Is able to clearly communicate a vision for his/her
0
1
1
3. Is not afraid to make and admit mistakes.
0
1
6
4. Helps people see how thier effort contributes to the
1
0
5
5. Knows what he/she is good at what he/she needs to
1
1
3
0
0
2
6. Has a clear vision for how his/her work
1
1
2
7. Adapts well to change.
1
1
2
8. Understands the dynamics of the entire
0
0
3
9. Thinks about what's coming in the future and how
0
2
2
10. Makes sure that people are recognized for their
11. Anticipates change and plans for it.
0
0
4
12. Seeks out challenging opportunities that test
0
0
3
1
1
5
13. Is able to work through disagreements in an open
1
2
1
14. Shows respect to other people regardless of thier
15. Thinks about each employee as an individual and
0
1
2
16. Creates a 'safe,' trusting environment where group
1
1
2
17. Has confidence in his/her ability and judgement in
0
0
2
18. Is open to suggestions to try new things.
0
2
2
19. Seeks suggestions and feedback for improvement.
1
1
4
20. Initiates and supports celebrations of success in
0
0
2
21. Is willing to take risks.
0
1
4
22. Makes sure that people who work for him/her
1
2
3
23. Is willing to compromise on a decision.
1
1
5
24. Involves others in planning what actions to take.
0
2
2
25. When he/she needs to give people feedback, they
2
0
1
Other (please specify)

3 - This is
often true
5
6
2
3
3
5
5
1
2
2
3
4
2
2
2
3
3
4
2
4
3
4
3
5
7

4 - This is
almost
always true
3
3
2
2
3
4
2
6
6
5
4
4
2
5
6
4
6
3
3
5
3
1
1
2
1

answered question
skipped question

Number

Other (please
Categories
specify)

Response D ate
1
2
3
4

Response
Count
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
4
11
1

Feb
Jan
Jan
Jan

17,
20,
20,
19,

2012
2012
2012
2012

2:03
3:22
1:11
4:15

PM
PM
PM
PM

I deeply respect Mary as a powerful intellect and insightful colleague, but my relationship with her does not extend to situations where I feel I can make an informe
These questions were difficult because I'm at a different location that does not allow me to work with Mary. The only time I see Mary is at CED gathering and mon
Mary's obvious brilliance, experience and expertise are sometimes overshadowed by a difficult communication style. I don't get the feeling that Mary filters what s
I don't know if my answers really capture what I would say about Mary. I think she actually worries too much about what her team feels and holds back on giving c

You’ll note that any narrative comments to the open-ended ‘comments’ question on the Survey Monkey
survey are listed below the data table. You can highlight these comments and copy them into a Word
document so that they can be easily shared with the individual being assessed.
Now you will begin the process of analyzing the data from the Survey Monkey and the individual’s
Self-Assessment.
In the Worksheet, Label the column to the right of the ‘Response Count’ column as ‘Response
Scores’
In the first cell below the Response Scores’ label, enter the following formula:
@SUM(D4*1+E4*2+F4*3+G4*4)/H4 - This gives a number rating for each of the responses to
the Levels of Leadership questions. You don’t need to calculate a number for any zero
responses as they are always zero, and the number of all the responses is included in the
‘Response Count’ column.
Once the formula is copied, you will want to format the resulting numbers to 1 or 2
decimal places for easier manipulation using the arrows on the Numbers ribbon of the
Home tab.
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Copy the formula down the column so that it calculates averages for each of the 32 questions on
the Levels of Leadership assessment by highlighting the box and using the ‘+’ sign in the corner –
click and drag to the bottom of the column.
Label the column next to ‘Response Scores’ as ‘Individual Scores’
Copy the scores that the individual being assessed gave him/herself in the ‘Individual Scores’ column –
this will show how an individual’s scores compare with the scores of his/her raters. These are the scores
recorded on the Levels of Leadership Self-Assessment form – scores which are NOT entered into Survey
Monkey. This can be found in Attachment K.
Next, label the column next to ‘Individual Scores’ as ‘LOL Levels’ – Copy the following series DOWN in
the ‘LOL Levels’ column – put each letter in a single cell, then move down to the next cell and enter the
next letter - this will indicate which questions align with which Level of Leadership level. It is important
to copy this series exactly so that you can analyze survey results in a meaningful way:
Note: you will be entering this line of letters as a column on the Excel spreadsheet, with one
letter above the next letter in the series like this:
M
V
S
T
S
V
C
E
V
M
C
S
T
M
M
T
E
C
S
T
C
V
C
T
M
E
E
E
V
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E
S
E

Your spreadsheet should look like this:
360 Evaluation for J oe J ones
When considering the leadership qualities of this individual, I believe that he/she:
0 - This is
almost never
true
1. Is able to motivate the people he/she works with.
1
2. Is able to clearly communicate a vision for his/her
0
0
3. Is not afraid to make and admit mistakes.
1
4. Helps people see how thier effort contributes to the
1
5. Knows what he/she is good at what he/she needs to
6. Has a clear vision for how his/her work
0
7. Adapts well to change.
1
8. Understands the dynamics of the entire
1
0
9. Thinks about what's coming in the future and how
0
10. Makes sure that people are recognized for their
0
11. Anticipates change and plans for it.
0
12. Seeks out challenging opportunities that test
1
13. Is able to work through disagreements in an open
1
14. Shows respect to other people regardless of thier
0
15. Thinks about each employee as an individual and
1
16. Creates a 'safe,' trusting environment where group
0
17. Has confidence in his/her ability and judgement in
0
18. Is open to suggestions to try new things.
1
19. Seeks suggestions and feedback for improvement.
0
20. Initiates and supports celebrations of success in
0
21. Is willing to take risks.
1
22. Makes sure that people who work for him/her
1
23. Is willing to compromise on a decision.
0
24. Involves others in planning what actions to take.
2
25. When he/she needs to give people feedback, they
Other (please specify)
Answer Options

1 - This is
rarely true
1
1
1
0
1
0
1
1
0
2
0
0
1
2
1
1
0
2
1
0
1
2
1
2
0

2 - This is
sometimes
true
1
1
6
5
3
2
2
2
3
2
4
3
5
1
2
2
2
2
4
2
4
3
5
2
1

3 - This is
often true
5
6
2
3
3
5
5
1
2
2
3
4
2
2
2
3
3
4
2
4
3
4
3
5
7

4 - This is
almost always
true
3
3
2
2
3
4
2
6
6
5
4
4
2
5
6
4
6
3
3
5
3
1
1
2
1

answered question
skipped question

Response
Count
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
11
4

Respones
Scores
2.73
3.00
2.45
2.45
2.55
3.18
2.55
2.91
3.27
2.91
3.00
3.09
2.27
2.73
3.18
2.73
3.36
2.73
2.45
3.27
2.73
2.18
2.18
2.64
2.45

Individual
Scores
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3

LOL
levels
m
v
s
t
s
v
c
e
v
m
c
s
t
m
m
t
e
c
s
t
c
v
c
t
m

11
1

You now have a spreadsheet with all of the raw data for the individual being assessed.
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Go to the tab at the lower left of the spreadsheet to rename the spreadsheet:
Right click on the tab and click on ‘rename’ in the box that appears
Rename the worksheet to include the individual’s name followed by ‘Raw Data’

Next, click on the tab right next to your newly-named worksheet tab.
Right click on the tab, and click on ‘rename’ in the box that appears.
Rename this worksheet to include the individual’s name followed by ‘Analysis’
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Next, click on the ‘Raw Data’ tab to open the ‘Raw Data’ worksheet. Copy the ‘LOL levels’ column of
data (including the ‘LOL Levels’ column label) and paste it into the first column of the ‘Analysis’
worksheet.

Click on the ‘Raw Data’ tab again to open the ‘Raw Data’ worksheet
Copy the ‘Response Scores’ and ‘Individual Scores’ columns of data (including the column labels)
and past them into the next two columns of the ‘Analysis’ worksheet.

Attachment L

59

You will need to paste the ‘Response Scores’ as Values into the ‘Analysis’ worksheet. In order to
do this, click on the ‘Response Scores’ label, and then right click on the cell.
Click on the icon labeled ‘123’ in the ‘paste options’ section of the box that appears. This will
convert the formulas that have been copied into the values that have been calculated by the
formulas.

You will also need to reduce the number of decimal places shown to 1 or 2 places.
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Next, Highlight JUST the data in the three columns on the ‘Analysis’ worksheet so that you can sort the
data. Do NOT highlight the column labels.
In order to sort the data, hover over the ‘Sort and Filter’ icon at the upper right hand corner of
the Data tab of the ‘Analysis’ worksheet’s toolbar.
Click on the ‘Sort and Filter’ icon.
Next, click on the ‘Sort A to Z’ icon in the box that appears. This will arrange the data according
to the Levels of Leadership levels.
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In a column to the right of the columns containing data, type in the following labels to create a new
column:
Coping with Change
Executive Skills
Mentoring
Self-knowledge
Team Building
Vision
You will need to make this column wider so that all of the labels fit into a single cell.
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You will now analyze the average scores for each of the Levels of Leadership levels:
In the two columns next to the column that you have just labeled with the Leadership levels,
insert the following column labels – be sure to insert these labels one cell ABOVE the list of Leadership
Levels that you have just inserted:
Label the first column ‘Raters Scores’ and the second column with the name of the individual
being assessed followed by ‘Scores’ –new data table should look like this:
Raters
Scores

Name'
scores

Coping with Change
Executive Skills
Mentoring
Self-knowledge
Team Building
Vision

You will use this table to collect the average scores given by the Raters and by the individual
being assessed for each of the Leadership Levels:
To do this, you will use the ‘average’ function to calculate the average scores for the data in
each of the Leadership Levels:
Click on the cell in the ‘Raters Scores’ column next to the ‘Coping with Change’ cell
Move your cursor to hover over the ‘fx’ icon in the toobar just above the
worksheet – click on this icon to open a box

Make sure the ‘average’ is highlighted in the function box, and then click ‘ok’
This will open another box, which asks you to identify the data to be averaged
Move your cursor to the box labeled ‘Number 1’ and click on the box
Next, move your cursor to the column of ‘Raters Scores’ and highlight the series of
numbers that align with a ‘C’ in the ‘LOL Levels’ column. Note that the ‘C’ label refers to
questions regarding ‘Coping with Change.’
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Once you are sure that you have only highlighted the numbers under the label listed
“Response Scores” that are paired with a ‘C’ label in the ‘LOL Levels’ column, Click on
those numbers.
Next, click on the ‘OK’ button in the function arguments box. This will return a single
number in the first cell in the ‘Raters Scores’ column.

{
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Repeat this process for each of the cells in the ‘Raters Scores’ column, making sure that
you include in the average function only those cells which align to each of the letters in
the ‘LOL Levels’ column. The letter ‘E’ refers to ‘Executive Skills,’ the letter ‘M’ to
‘Mentoring,’ the letter ‘S’ to ‘Self-knowledge,’ the letter ‘T’ to ‘Team Building,’ and the
letter ‘V’ to ‘Vision.’
Your data table should look similar to this:
Raters
Scores
Coping with Change
Executive Skills
Mentoring
Self-knowledge
Team Building
Vision

Name'
scores

3.65
3.53
3.83
3.70
3.72
3.52

You will now repeat the same process to get the average scores given by the individual’s selfassessment for each of the leadership levels, but this time using the ‘average’ function to calculate the
average score of the individual’s self-assessment in each Leadership level.
Your table should look something like this after you have completed compiling the individual’s
scores:
Raters
Scores
Coping with
Change
Executive Skills
Mentoring
Self-knowledge
Team Building
Vision

3.65
3.53
3.83
3.70
3.72
3.52

Name'
scores
3
3.5
2.6
3.5
3
3.25

You now have the data the you need to create a chart to review and discuss with the individual being
assessed. You will create a chart in the ‘Analysis’ worksheet, and then copy it to a new worksheet tab
that you will label ‘(Individual’s Name Chart’).
First, click on the ‘Insert’ tab at the toolbar at the top of the ‘Analysis’ worksheet
In the ‘Charts’ section of the toolbar that appears after you click on ‘Insert’, click on the
icon labeled ‘Bar’ to open a bar chart window
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Click on the first icon in the row labeled ‘3-D Bar’(Clustered bar in 3D) – this will give you
an un-stacked bar chart that will show the difference in average scores between the
individual being assessed and his/her raters.
A ‘chart area’ box will be inserted into your ‘Analysis’ worksheet. You will need to click
and drag this ‘chart area’ box down and to the right so that it does not cover your data
and so that you can more easily create a chart.
A ‘Chart Tools’ tab will be opened in the ‘Analysis’ worksheet toolbar so that you can
create the chart that you want. Make sure that you are in the ‘Design’ section of the
toolbar.
Click on the first icon in the ‘Charts Layout’ section of the toolbar
Next click on the second icon in the ‘Chart Styles’ section of the toolbar.
Next click on the ‘Select Data’ icon in the toolbar, just to the left of ‘Charts
Layout’ section of the toolbar
Highlight the ENTIRE data chart that you have created (including the column
labels and the blank cell above the Levels of Leadership labels – the area that
you highlight should look like this:

Raters
Scores
Coping with
Change
Executive Skills
Mentoring
Self-knowledge
Team Building
Vision

3.65
3.53
3.83
3.70
3.72
3.52

Name'
scores
3
3.5
2.6
3.5
3
3.25

Once you have highlighted this chart, click ‘OK’ to copy this into the chart. Your
chart should look something like this:
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Chart Title
Vision
Team Building
Self-knowledge

Name' scores

Mentoring

Raters Scores

Executive Skills
Coping with Change
0.00

1.00

2.00

3.00

4.00

You’ll notice that the chart is entitled, ‘Chart Title.’ If you click on this ‘Chart Title’ text
box, you can type in your own title for this chart. ‘Joe Jones Levels of Leadership Assessment’ or
something similar will effectively label this chart for the individual and you to use in discussing the
survey. You may need to adjust the size of the font used in the title to make the chart more visually
appealing:

Joe Jones Levels of Leadership Assessment

Vision
Team Building
Self-knowledge

Name' scores

Mentoring

Raters Scores

Executive Skills
Coping with Change

0.00

1.00

2.00

3.00

4.00

A final, optional step is to copy the completed chart onto a separate worksheet tab so that you can resize the chart for easier printing and copying.
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First, click on the worksheet tab right next to the ‘Analysis’ tab at the lower left corner of the worksheet.
Once this new worksheet has opened, right-click on the tab, click on ‘rename’ and enter a suitable title
such as, ‘Joe Jones Chart’
Go back to the ‘Analysis’ worksheet and right click on the chart
Click on the ‘Copy’ button
Open the ‘Chart’ worksheet the you have just named, and right click to open the ‘paste options’
window
Highlight and then click on the ‘Keep Source Formatting’ paste option.
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Your chart will now be able to be easily re-sized and/or formatted more easily in its stand-alone
worksheet, and can be more easily printed for review and discussion.
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LOL Sample Reports
Review the Levels of Leadership (LOL) Sample Reports for Pollywog and Billy Boy. Below find a
review from the text of the areas the LOL Assessment covers.

Leadership is a process that is complex, systemic, and dynamic. It is complex in that it defies easy
categorization or simple explanations; it is systemic in that it cannot be effectively exercised without
the contribution of those being led; and it is dynamic in that it is constantly changing and adapting in
response to circumstances. Leadership makes demands on all levels of an organization:
organization-wide, group, interpersonal and personal. But it also makes a demand on the leader: the
leader must be able to accommodate change.
Identifying individual talent needs to be done using a consistent and objective method that allows an
agency to identify the employee’s strengths and weaknesses compared to the organization’s needs.
Once a potential leadership candidate has been identified, a plan to develop the individual in such as
way that it builds competencies in the organizations can be created. Following the steps alone is not
adequate. Rather, there needs to be a constant monitoring of the program to assure that the process
to build leaders is effective.
Identifying talent can and is done in a variety of ways ranging from formal assessment instruments,
internal review, or a generic 360-degree survey leadership instrument. Internal review options
include the opinion of senior managers, judgment of immediate supervisor, and performance
appraisals. Individual strengths and talents and how they match to the strategic direction of the
agency are important. Traits of high-potential leaders include:






Strong track record of performance, proven results, and success in past or current roles –
able to influence across the organization
Strong interpersonal skills – empathy, active listener
Strong communication skills, including excellent verbal and written communication
Drive, initiative, or an ambition to increase level of responsibility or willingness to readily
accept new challenges – desire to learn, grow, and develop
Ability to create and articulate agency vision and strategy, set direction, execute objectives,
and understand the total business

One example of a 360-degree leadership instruments particularly aimed at middle management is the
Levels of Leadership assessment (See Attachments J and K), which gives an individual the
opportunity to rate themselves in six leadership areas, and then compare their self-assessment with
those of their supervisor, peers, colleagues, etc.
The Levels of Leadership assesses an individual in the following six areas:
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The Personal Level: Self-knowledge
Leadership requires both self-knowledge and personal accountability. As Peter Senge has explained,
“Personal mastery goes beyond competence and skills…it means approaching one’s life as a creative
work, living life from a creative as opposed to a reactive viewpoint.”
The Interpersonal Level: Mentoring
Mentoring is not strictly a hierarchical process. In fact, each member of an organization has
strengths and skills from which others in the organization can learn. Successful informal mentoring
can occur when each member of the organization is encouraged to empower others to grow and to
let their skills shine. An individual may be able to model for others the use of humor to defuse
tension, or the ability to stay focused on the task in the midst of confusion, etc. Someone may have
excellent technical, relationship, visioning or research skills that can be learned from others in the
agency. In each case, a leader not only adds his or her skills to the team; he/she can also foster,
coach and mentor others.
In addition to this informal mentoring, supervisors also have a formal mentorship role. They need
to act simultaneously as mentor, coach, teacher, motivator, and support person, while still being the
one to hold employees accountable for their performance.
Mentoring/Empowerment leaders inspire, support, and challenge others in the organization. They
get things done with discipline, competence, and self-determination.
The Group Level: Team Building
Work teams are generally able to accomplish an organizational objective that cannot effectively be
accomplished by one person alone. As a result, the creation of work-teams or other organizational
sub-groups is essential in all but the smallest organizations. The group dynamics within the team
can be positive, creating positive energy and synergy, or negative, creating conflict, dissatisfaction
and low productivity. Teams can also be the source of what many disparagingly refer to as intragroup politics. A manager must therefore attend to the politics and dynamics of organizational life
on a group level, and promote the effective and productive interaction of team members.
Groups within an organization present their own leadership challenges. As a result, team building is
essential to success, since it encourages all members of the team to exercise some elements of
leadership. The leadership skills for team members include: contributing to a safe, honest and
trusting environment; working through disagreements and ‘political’ contests in an open, respectful,
and forthright manner; acknowledging and supporting the contributions of all team members; and
participating in and sharing decision making responsibilities.
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The Organizational Level: Vision
Vision within an organization refers to an all-encompassing sense of the purpose and operations of
the organization and of the environment within which it operates. Put another way, it is the “big
picture” that provides a frame or context for all other decisions or actions by the organization. As
one commentator has reflected, “an influential vision reflects the insight of an individual or group
that has deeply contemplated the core issues at stake.” (Deep Change, p.200).
Vision requires sensitivity to the tacit culture, assumptions, and values of the organization; and a
comprehensive understanding the systemic interactions of the organization’s culture, its
environment and the divisions and linkages among its various task groups. To be successful, a
vision must be more than a stagnant statement; rather, it must reflect a vital and ongoing process. It
should also be circular - that is, it should involve people at all levels and contain a feedback loop and it should adapt dynamically to changes in the environment and the needs of the organization.
Vision is not confined to the executive suite, either. To the contrary, leaders at all levels of the
organization are responsible for vision, in countless small and large decisions that they make every
day. Consequently, they must take initiative to create dialogue with other parts of the organization
and to consider how the work processes cohere to further the organizational vision. By examining
the links and interrelationships of the whole system, it is possible to discern patterns and themes that
offer insights and new meaning to the initial problem.
It is important also to bring as many perspectives into the visioning process as possible.
Encouraging a diversity of views can also lead to a new understanding of the situation and the
identification of opportunities for action that may not have otherwise occurred.
Thriving with Change
In today’s increasingly complex and changing environment, the ability to manage change is an
important competency for leaders. But when you really think about it, managing change is a rather
strange concept. It depends on a view of change as predictable and controllable, though it is rarely
either. Changing one aspect of a life, an organization, or a process impacts on the whole
surrounding environment. It is difficult to predict, in the beginning, what we may have to let go of.
Sometimes the choices are very hard.
"Change hurts the way your muscles hurt when you ask them to do something they're not used to.”
(Geoff Bellman, The Consultants Calling) These emotions result from the loss of the familiar and
the contemplation of the unknown. In contemplating change, we often focus on these difficult
emotions, and pull back to avoid or postpone them the way we pull back from a hot fire or a scary
scene in a movie. It helps to remember, also, the other emotions we experience when we finally
dive in to a transformation. Bodies feel energetic -"pumped"- when they have been exercised, even
though some muscles may be sore. They gain health and power. We feel excitement and joy.
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Our lives on many levels, personal, community, society, are energized by changes. It is rather like a
snake shedding its skin or a lobster its shell. The shell is essential to survival - but the shedding of it
is essential to growth.
Change leaders accommodate, initiate, anticipate, and support others through change. They risk as
they ask others to risk. They demonstrate empathy and seed hope.
Executive Skills
Executive Skills are those fundamental capabilities that you need to exercise in order to effectively
lead within an organization. These practical skills are often those outlined in a job description, and
represent the ‘nuts and bolts’ of leadership and management. The ability to manage budgets and
projects, and communicate effectively are core skills that other leadership levels can be built upon.
In addition, deploying staff and other resources, clearly communicating in groups, and maintaining
strong relationships with partner organizations and the community are necessary skills to move an
organization forward.
The Levels of Leadership Assessment is a useful tool for determining the strengths and
weaknesses of potential leaders, and can help an individual focus on areas in which he or she wants
to improve. Once the Levels of Leadership Assessment has been tabulated and scored (see
Attachment L – Levels of Leadership Scoring Guidance), an Individual Potential Assessment (see
Attachment N) can be completed by the individual’s supervisor, Leadership Development Program
Manager, or other designated staff person(s). An example Levels of Leadership Report is included
in Attachment M.
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Vision

Teambuilding

Mentoring

Self Knowledge

Change

Pollywog

0

7

8

10

11

12

12

12

13

15

16

Average Pollywog raters

Pollywog

5

5

18

20

Self
score: 11
Raters
score: 12

Self score: 16
Raters score: 12
Self score: 13
Raters score: 7

Pollywog

Self score: 8
Raters score: 5
Self score: 18
Raters score: 12

Rating

4

3

2

1

0

Change

Personal

Pollywog Detail
Mentoring

Team building

Average of Pollywog’s Raters

Question Number

Vision

7 11 18 21 23 1 10 14 15 25 3 5 12 17 19 4 13 16 20 24 2 6 8 9 22

Pollywog

Vision

Teambuilding

Mentoring

Self Knowledge

Change

Billyboy

0

Billy Boy

3.75

9

10

12
12

12

11.25

11

11

Average Billyboy raters

7

7.50

14

15

15.00

Self
score: 11
Raters
score: 12

Self score: 10
Raters score: 11
Self score: 7
Raters score: 15

Billy Boy

Self score: 12
Raters score: 12
Self score: 9
Raters score: 14

Rating

4

3

2

1

0

Change

Personal

Billy Boy Detail
Mentoring

Team building

Vision

7 11 18 21 23 1 10 14 15 25 3 5 12 17 19 4 13 16 20 24 2 6 8 9 22

Average Billyboy raters

Question Number
Billyboy

Individual Potential Assessment Form
Individuals may be assessed through many different approaches. One approach is to ask their
immediate organizational superiors to rate employees – particularly those felt to have high potential –
against various success factors, skills, competencies, values, or abilities that are felt to be correlated
with future success at a higher level of responsibility.
Ask key supervisors to rate their subordinates on a variety of success factors, such as those listed below.
However, it would be more effective to adapt the success factors to those needed in your agency. A
separate form should be completed for each person considered to have high potential. The completed
form is then used as one source of information about individual strengths and weaknesses.
Place an X in the appropriate spot in the right column below the scale opposite the success factor listed
in the left column. Once completed, the forms should be sent to HR or to another designated person.
There are no “right” or “wrong” answers. However, raters may vary in their potential assessments,
depending on how they interpret the success factors and the rating scale.
Needs
Improvement

Success Factors (or competencies
needed at a targeted level)

1

Adequate

2

3

Exceeds
Requirements

4

5

Organizational: Executive
Communication (verbal and written)
Budgeting (developing, managing, and
adjusting)
Making Decisions
Managing Projects Effectively
(organizes the work, meets deadlines,
quality product, desired outcomes)
Representing the Organization
Effectively (professional presentation,
develops collaborations,
Staffing the Department (assures
resources are properly deployed,
including making adjustments, right
people in the right position)
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Needs
Improvement

Success Factors (or competencies
needed at a targeted level)

1

Adequate

2

3

Exceeds
Requirements

4

5

Organizational Level: Vision
I am able to clearly communicate a vision
for my organization/workgroup.
I have a clear vision for how my work
group/organization should be run.
I understand the dynamics of the entire
organizational system.
I think about what’s coming up in the
future and how we might respond.
People who work for me understand how
they fit into the big picture.

Group Level: Team-building
I help people see how their effort
contributes to the smooth running of the
organization.
I am able to work through disagreements
in an open and productive manner.
I create a “safe,” trusting environment
where group members feel comfortable.
I initiate and support celebrations of
success in our work group.
I involve others in planning the actions
we will take.

Interpersonal Level: Mentoring
I am able to motivate the people I work
with.
I make sure that people are recognized
for their contributions.
I show respect to other people regardless
of their position.
I think about each employee as an
individual and support their professional
development.
When I need to give people feedback,
they accept it as constructive.
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Needs
Improvement

Success Factors (or competencies
needed at a targeted level)

1

Adequate

2

3

Exceeds
Requirements

4

5

Personal Level: Self-Knowledge
I’m not afraid to make and admit
mistakes.
I know what I’m good at and what I need
to improve.
I seek out challenging opportunities that
test my skills and abilities.
I have confidence in my ability and
judgment in my role as a leader.
I seek suggestions and feedback for
improvement.

Thriving within: Change
I adapt well to change.
I anticipate change and plan for it.
I am open to suggestions to try new
things.
I am willing to take risks.
I am willing to compromise on a decision.
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“what”

Performance
Results
the
exceeds
expectations
meets
expectations

does not meet
expectations

Leadership
Issues

does not meet
expectations

“how”

exceeds
expectations

Top-grading
opportunities

Key
talent

Identifying Star Potential at CAA

meets
expectations
Leadership Behaviors
the

Copyright 2003 Harvard Business School
Publishing Corporation. All rights reserved.
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Leadership Development Program Evaluation Dashboard
Examples

Overall Agency Employees (138)
1st
Qtr

2nd
Qtr

3rd
Qtr

4
0

2
0

6
1

YTD

4th Qtr

1
0

1st Qtr

Metric

13
1

2nd Qtr

# People Resigned
# People downsized/terminated

High Potential Employees (12)
3rd Qtr 4th Qtr YTD
Metric

0

1

0

0

1

# High potential
resignations
# High potentials retained

12

11

11

11

11

1st Qtr

2nd Qtr

3rd Qtr

4th Qtr

YTD

2
2
0
0

5
4
1
0

3
3
0
0

2
0
2
1

12
9

0

0

0

1

1

0

0

0

0

0

# External Hires

0

0

0

1

1

# Internal promotions

0

0

0

1

1

# Internal promotions
with IDP

Agency Hires
Metric
# People Hired
# External Hires
# Internal Hires
# Internal Hires with
IDPs
# Key Positions Filled
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Succession Planning Guiding Principles and Best Practices1
Make Commitment to Leadership
Development

Assess Present and Future Work
and People Needs
(Adopt a Strategic Business
Approach)

Identify and Develop Individual
Talent
(Identify High Potential
Candidates)

“Above all, the development of leadership is a leadership issue.”
(McCall, 1998, p.59)2 Senior leaders take ownership/responsibility in
succession. For example, senior leaders:
 Identify meaningful learning experiences
 Encourage relationships between current and aspiring leaders
 Participate in team projects
 Identify and assess developing leaders
 Reward leaders for developing others
“Executive development strategies need to be more closely tied to
corporate and business strategies (Karaevli and Hall, p. 63).
Implementing leadership development systems must be integrated and
directly linked, defined, and developed in concert with the
organization’s mission, purpose, goals, objectives, and expected
outcomes. This means:
 Tying succession plans to organizational/business strategies
 Linking leadership development to the strategic plan and to
results
 Making leadership succession an integral part of managing the
organization
 Using a long-term approach that does not emphasize shortterm business needs
 Holding the organization and its leaders accountable for
growing new leaders
“There is a need to properly identify people and skills gaps, keeping in
mind not only the organization’s mission compliance needs in the
future, but also that there is consonance with individual career
aspirations” (Bhatta, p. 102)
 Consider an employee’s interest in taking on leadership
positions of increasing responsibility
 Consider people who have potential, but are “not yet ready”
for developmental opportunities
 Require candidates to apply for leadership training
opportunities and describe their leadership potential
 Provide mentors who help talented people understand what
actions they need to take to advance
 Tailor and customize training and development plans
 Consider open enrollment for leadership training and not
overly-limit the candidate pool
 Consider input from multiple sources in assessment and the
selection process (i.e, supervisors HR, and senior executives)
 Develop a central database to track senior managers’ career
aspirations, status, and mobility

1

Strategic Leadership Succession Plan, US Department of Agriculture, Agricultural Research Services, December
2007.
2
McCall, Morgan W. High Flyers
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Identify and Develop Individual
Talent
(Return on Investment)

Identify and Develop Individual
Talent
(The Ability to Learn is the
Fundamental Leadership
Competency)

Identify and Develop Individual
Talent
(Leaders Must Know Themselves
First)

“Development is not so much about building new systems as it is
about using what already happens in a wiser manner” (McCall, 1998,
p.79)
 Leadership development opportunities already exist in
organizations and the cost has already been paid. The key is to
identify where the best opportunities or “schools” exist within
the organization. For example,
o Assignments that deal with specific issues
o Assignments that deal with organizational problems
o Assignments that will help prepare one for a particular
challenge
o Working with an effective leader
 Do not consider assignments in terms of short-term demands
(i.e., filling also), but in terms of what might be learned by the
person taking the assignment
 Ignore agency boundaries by sharing and using existing,
successful program
 Identify learning opportunities that prepare leaders for future
challenges
 Create opportunities for developing leaders to observe senior
leaders in action
 Focus on ways to identify and foster learning competencies.
Tools include:
o Helping individuals become more aware of one’s self
through self-assessments
o Creating opportunities to receive and act on feedback
o Encouraging personal growth activities in and outside
of the organization
o Building diversity within work assignments and job
experiences
o Increasing one’s exposure to change and uncertainty
o Designing activities to keep current with areas
important to the organization
o Constructing assignments to require collaboration
across functions or organizations
o Working on teams
 Look outside the organization for learning opportunities
 Learning never stops once in a leadership position (e.g., use
coaches for senior leaders and advanced or higher educational
experiences)
Maximize opportunities for feedback and use a range of perspectives,
methodologies, and tools to build a better understand of one’s
personality, preferences, and effectiveness. For example:
 360 degree feedback tools
 Coaching and mentoring support systems
 Self-assessment tools
Encourage individuals to seek, hear, and act on personal feedback by:
 Exploring, communicating, and acting on personal values
 Engaging in a variety of personal development activities
 Being willing to implement a personal growth activity
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Identify and Develop Individual
Talent
(Experience is the Best Teacher)

Using challenging assignments that push people out of their comfort
zone while allowing for failure. For example:
 Managing a major change process
 Leading a turnaround
 Starting something new
 Leading an expansion
Use team assignments that involve participation in any of the above
experiences.
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