10. MANAGEMENT STRATEGIES
10.1. INTRODUCTION TO THE CHAPTER

This chapter includes ¢ suite of recommended
management strategies that flow from the research
findings presented in Chapters 4 1o 9 and the international
KHerature review (see Appendix 1}. These strategies are
most refevant 1o middie and executive leader-managers in
pubiicly-managed Ausiralion urban water agencies. They
should be interpreted as being pad of the broader suite of
inifictives that are needed to build 'institutional capacity’
to make SUWM a mainsiream practice (see Brown ef al.,
20064},

There are four groups of strategies. The first group includes
strategies to create a supportive leadership confext for
SUWM. These strategies are relevant to all ithree phases
of the process model of SUWM leadership (Figure ¢ in
Section 4.3}, as well as the confextual component of

the conceptual model of leadership by SUWM project
champions (Figure 32 in Chapter 8). The second group

of strategies aim to foster effective SUWM executive
champions who can play an important role in supporting
project champions and the SUWM leadership process
(see Chapler 9}. These sirategies are relevant o all three
phases of the process madel of SUWM leadership as well
as the contextual component of the conceptual model of
leadership by SUWM praiect champions. The third group
of strategies collectively aim 1o affract, recruit, supervise
and develop effective SUWM project champions. These
strategies are relevant to all three phases of the process
model of SUWM leadership and the non-contextual
elementis of the conceptual model of leadership by
SUWM project champions. The final group of srafegies
encourage distributed leadership in water agencies to
advance SUWM. These strategies are most relevant to
the third phose of the process mode! of SUWM leadership
and the contextual component of the conceptual model
of leadership by SUWM project champions. All of these
strategies are summarised at the end of the chapterin
the form of a ‘revised conceptual model of strategies o
enhance leadership by SUWM preject champions and the
SUWM leadership process' (see Figure 35).

The chapler concludes by providing a process thal water
managers can foliow io help identify which management
strategies are most relevant to their workplace, and
therefore should be implemented. This process addresses
the issue of whether dipiomat or maverick project
champions shouid be encouraged.
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10.

2. STRATEGIES TO CREATE A SUPPORTIVE
LEADERSHIP CONTEXT FOR SUWM

This research project found that several contexiuat factors
strongly affected the SUWM leadership process, as well

as the emergence and effectiveness of SUWM project
champions (see Chapter 7). Some of these factors can be
managed. The following stralegies provide guidance on
how this'can be done.

Manage the organisation’s culture

1-1.

Actively manage the organisafion's dominant culiure

1o foster innovation, learning, responsibile risk taking,
coliaboration and sustainable practices. Given the ciose
relationship between leadership and organisafionc
culfure (see Bass & Avolic, 1994c; Saros et ai., 2002),
agencies should deliver programs that build o supporive
organisationad culfure and foster complementary
feadership behaviours af all crganisational levels, These
programs shouid involve the whole organisation and be
driven by the most senior execulive.

. When managing the organisation’s culture and

assembling SUWM project teams, seek alignment
between the personal values of feam membaers
(including project champions), the vaiues underlying
the SUWM philosophy, and the values embedded in
the organisational culture.,

Encourage the suppont of colleagues

1-3.

1-4.

Encourage developing project champions to build
strong social networks with peers across organisational
boundaries (i.e. lalerally} as well as with key executives
and politicians {i.e. vertically). Mechanisms include:
fraining in advanced forms of social networking as

part of leadesship development programs {LDPs):
managing the organisation’s dominant culture to foster
collaboration and distributed leadership; and providing
opportundies for project champions io build these
networks (e.g. job assignments, ‘cross-boundary teams’,
job rolations and regular forums for networking).

Encourcge project champions 1o establish and chair
'cross-boundary SUWM leadership ieams' with key
leaders from across the organisation {e.g. people who
occupy the leadership roles descrined in Appendix

4). Cnly one of these teams would exist within a single
water agency. These feams should: be coached by an
axecutive (e.g. a SUWM execulive champion); interact
with politicions [especially in focal government); share
a vision for promoting SUWM in the region; jointly
scope and steer key SUWM projects; focus on building
strong interpersonal relationships; focus on being

able to influence executives and politicians in the
organisation; actively build the leadership capacity

of the team; and recognise the value of distributed
leadership in the SUWM leadership process.
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Build a strong resource base for SUWM

1-5. Build a stable and substantial funding base for SUWM
inifictives fo atract and keep proficient project
champions. Inlocal government, arecommended
strategy is the use of long term 'speciai rate levies'.

Manage the ‘organisational task system’

1-6. When irying 1o identify potential project champions
with transformational leadership abilities (see Section
6.1) and managing their development, recognise
they are most likely to emerge in, be attracted to,
and be most effective in ‘boundary spanning units
within water agencies. Such uniis frequently interact
with the organisation's externcd environment 1o delect
opportunities and threats {Poawar & Eastman, 1997),
and vsually have a policy and strategic planning
function in waier agencies {e.g. policy units)?,
Emerging champions with fransformational leadership
abilifies could be rotated inte roies in these units 1o
help realise their leadership polential.

Overcome barriers to collaboration in large
organisations

1-7. In large water agencies (e.g. those with more than
1,000 staff), place an emphasis on establishing
formal mechanisms 1o encourage efficient cross-
organisational networking and collaboration between
key leaders involved with the SUWM leadership
process. Mechanisms include:; 'cross-boundary SUWM
leadership teams’ (see Strategy 1-4); strategic job
rotafions; and regular sirategic SUWM discussion forums
that involve key staff, executives, poiificians (in local
government] and external stakeholders who can be
used to boost creativity.

Establish a strong SUWM policy framework

1-8. Ensure g pelicy framework is in place that commits
the organisation to susiainability principies, and
clearly communicates 1o siaff that SUWM is now “core
business". This framework should be consistent with
the dominant organisational culiure (see Sirafegy i-1)
and supporting plans {e.g. siralegic, corporate and
operalional plans). For maximum effect, the corporate
pian should be secondary 10 the policy thal commits
the organisciion to the principles of sustainakbility.

7 For more information on "bovndary spanning units’, see Section 7.2.4.
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Prepare for future opportunities to advance SUWM
1-9. To maximise the vaiue of contexival factors that

can create valuable opporiunities for change (e.g.
droughi}, executive champions should help project
champions 1o: develop a heightened awareness

of their leadership context and anticipate future
opportunifies 1o effect change; become comfortable
with running severdl infliatives at once 1o maximise the
chance that some will thrive as the context changes;
and have more ambitious inltiatives prepared 1o
launch when circumsiances become favouable.,

Convert instances of waterway degradation into
public and political support for SUWM

1-10. Foster the esiablishment gng maintenance of

credible, independent, ongoing, scientific monitoring
and public reporting mechanisms io raise awareness
of local waterway degradation and communicate
the need for management, inciuding the value of
SUWM initiatives. Such mechanisms help to build
community, political and managerial support for
SUWM. These mechanisms should aiso highlight and
acknowledge those actions of stakehoiders that are
helping to protect walerway heatth.

Build community ownership of local waterways to
generate support for SUWM

1-11. Fosier greater interaction between local waterways

and the communily ic communicate the value of
waterways and the need for improved management.
in particular, provide programs and infrastructure

to dllow residents 1o recreate in and around
waterways and 1o learn about their value, health
and management. In the long term, this also helps

to generate community, political and manageriat
support for SUWM initiatives,

o1



10.3. STRATEGIES TO FOSTER EFFECTIVE
SUWM EXECUTIVE CHAMPIONS

The research found that SUWM executive champlons

can play a crucialrole in the SUWM leadership process,
especially the less common transformationdl type and
where they worked in fandem with preject champions (see
Chapler 9). The following strategies provide guidance on
how to maximise the value of SUWM executive champions.

Encourage the emergence of executive champions

2-1. Encourage execulive champions to emerge by
providing cpportunities for them to voluntarity take on
responsibilities relaling to SUWM®, These opportunities
should be avaifable to executives in the first three fiers
of management {i.e. ‘Branch Manager' upwards).

Recrult and select leaders with potential to be
executive champions

2.2. When recruiting and selecting executives with SUWM
responsibilifies, use the information provided in Chapler
2 to ldentify pofential executive champions. In
particuiar, recruitment and selection processes should
seek to identify leaders with the persondlity fraits and
behaviours associated with the transformational type
of executive champion, given they fypically have o
greaier ability to manage the dominant organisational
cufture so that it supports SUWM, and are associated
with better organisational performance at delivering
SUWM on-the-ground {see Chapter 9).

Develop the leadership ability of executive

champions

2-3. When developing the leadership abiities of executive
champions, ensure thai leadership development
initictives buiid skills that underlie the core behaviours
associated with the role (see Chapter 9). In addition,
an emphasis should be placed on encouraging
behaoviours associoted with the fransformational
executive champions {see Chapter 9) for the regasons
given in Strategy 2-2.

Encourage executive champions fo create a
supportive environment for SUWM

2-4, Encourage execufive champions to actively create an
environment where project champions, in concert with
other ieaders, can safely innovale, 1ake reacsonable
fisks and learn when promoeting SUWM. Ways to do
1his are recommended in Section 10.2 as well as in
Snowden & Boone (2007) and Uhl-Bien et al. (2007).

Undertake succession planning and proactive

recruitment

2-5. Encourage execulive champions to plan for succession
in the executive and project champion roles, and
engage in proactive, targeted recruitment of project
chompions when necessary. Note that in agencies thai
are supportive of SUWM, atiracting and developing
project champions of the diplomat variely {see Figure
33) will increase the likelihood that these leaders wilt
become executive champions as their careers progress.

tdentity and guide the development of project

champions

2-6. Ideniify emerging project champions, direct these
feaders to a best practice LDPZ, and assist their
development using the strategies in Section 10.4.
Executive champions, champion supervisors and
champion mentors can all help with this task.

Play an acfive role in SUWM-related leadership
development programs

2.7.Encourage executive champions t¢ play on active
role In designing and delivering customised leadership
development initialives for project champions (see
Section 10.4) as well as initictives for other SUWM
leaders (see Section 10.5),

Encourage the ‘Tandem Model of Championship’

{Witte, 1977)

2-8. Encourage executive champions 1o develop strong
refationships with emerging SUWM project champions in
the organisation, support their leadership activities, and
build their leadership capacity. A structured menior-
mentee relationship is recommended (see McCaulay
& Douglas, 2004) if the executive champion is not the
project champion's supervisor. Exaecutive champions
should be informed that some project champions,
especially the maverick type, will be reluctan to seek
out mentors. Executive champions should also be
encouraged to check that project champions are
implementing an up-fo-date individual leadership
development plan, and assist them 1o build strategic
networks (see loarra & Hunter, 2007, self-awareness, and
a heighiened awareness of thelr leadership context.

2 As major SUWM projects are typically multi-disciptinary and cross many crganisational boundaries, it is possible for executives from different ‘functional silos” in a
waler agency to become SUWM execulive champions te.g. senior planners, engiseers o pelicy staf). Chief executive officers nead Lo create opportunities for thess
leaders 10 emerge (e.g. volunteer to lead a new SUW project) and then continue to encourage this role,

 Such programs are described in Strategy 3-10.
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10.4, STRATEGIES TO ATTRACT, RECRUIT,
SUPERVISE AND DEVELOP SUWM
PROJECT CHAMPIONS

10.4.7. STRATEGIES TO ATIRACT AND RECRUIT PROJECT

3-

3-3.

3-4,

CHAMPIONS

Attract in preference to recrull. For example, a water
agency with senior fransformational SUWM leaders could
stratfegically use these leaders ot forums like conferences
1o publicly demonsirate that ils crganisafion's cullure
strongly values sustcinability, learmning, innovation,
coliaboration and distributed leadership. This is likely

o affract emerging SUWM project champions to this
agency. In addition, such o strategy would heip to
attract potential project champions with fransformationaod
leadership abilities, as leaders tend to attract leaders with
similar styles (Strelecky, 2004). The research found these
project champions were the most effective (see Section
6.1.4}, o5 predicted by Transformafional Leadership
Theory and published empirical resecrch {see Avolic &
Bass, 2004; Lowe ef al,, 1994).

. When recruiting poteniiol project champions, use the

revised conceplual mode! of leadership by SUWM project
champicns In Figure 32 to identify people with refevant
affributes. In particular, lock for relevant personality
characieristics, personal values and demeographics. Figure
33 (Chapter 8) con dlso be used to help idenfify potential
diptomal or maverick project champions. Basic methods
include inferviews and referee checks. Advanced and
more refioble methods include the use of psychometiic
instruments® with the assistance of qualified organisational
psychologists (see Appendix 1).

When atfracting, recruiting and supervising potential
project champions, appedadl to their strong ‘promotion
reguiatory focus' (Higgins, 1998). This term means

they are typically motivated by opporiunities for
advancement, growth and accomplishment, rather than
occupying stable and secure positions in organisations.
For exampie, supervisors can help to create an
environment where developing project champions can
focus on defivering some clearly defined SUWM initictives,

Provide opporiunifies for staff across the organisation

o emerge os project champions by volunteering for
challenging SUWM-related assignments. For example,
senior managers could use a new SUWM project (e.g. a
demaonstration project) as an opporunity for professional
staff from across the organisation 1o volunteer to lead
the project. Once a pofential project champicn has
emerged, the 'job assignment' shouid be managed

s o lecdership deveiopment intervention. This means
the assignment should include elements of chalienge.,
assessment and support {see Appendix 1}.

10.4.2. STRATEGIES FOR SUPERVISING PROJECT

3-5.

3-6,

3-7.

3-8

3-9.

CHAMPIONS

Place promising emergent leaders in positions in the
organisation where they con access modergie levels
of posifion power {e.g. at or above the 'team leader’
level of management) to complement high levels of
personal power. The SUWM project champions who
had a combination of these two sources of power
were generally more effeclive.

Ercourage project champions to develop scciol networks
and exercise influence both laterally and vertically in

their organisaiions to improve their effectiveness. This
includes allowing trustworthy champions to develop
working relationships with executives and polificians (in
local governmeni)®. reedom 1o communicate drectly
across organisaticnal boundaries and levels is essential for
effective project champions.

Ensure that potential preiect champions are quickly
identified and given the opportunity {o parlicipate

in a best practice LDP {see Strategy 3-10}. Project
champicns with the greatest potential to benefit from a
LDP would: have the personal characteristics shown in
Figure 32; be ot the start of their professional career, but
still have several years of relevant work experience {see
Adair, 2005); and have a strong commitment to learning
and persenal development, a desire to lead, a high
need for achievement, parsuasive and Inspirational
communication skills, strategic thinking abiiity,
pragmatism, o high general menial abflity, confidence
and be self-mofivated (Avolic, 2007; Doh, 2002},

Once projeci champions have begun a LDP and
developed on individual leadership development plon,
ensure this plan is linked with their corporate *performance
plar’, implemenied and reguiarly revised, Supenvisors and
mentors (e.g. execulive champions) should be involved
with this process and help to faciliiate the initictives in

he project champion's ieadership development plan
{e.g. provide challenging jol assignments and cliow

stalf rotation). in addition, the performance plans of
supervisors and managers should be used 1o ensure that a
process exists 1o develop the leadership potential of their
professional staff such as projiect champions.

Be aware that a project champion may strongly emerge
as a SUWM leader, but this does not automatically mean
that they will be opercting af their full potential (see
Section 5,5.1), This is particularly the case for maverick
project champicns and highlights the need for the early
use of well-designed leadership development inifiatives.

* Tools (e.g. questionnaires) that measure aspects of personality, like the existence or absence of particular traits.

* Providing project champions with direct access o execulives and politicians can be a sensitive issue in some local government authorities. Effective project
champions will seek 1o build these sucial netwarks over time. Supervisers need 10 recognise that this is a key to project champion effectiveness and the freedom to
da this should be earned as trust fs bullt between supervisors and developing profect champions.
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10.4.3. STRATEGIES TO DEVELOP THE LEADERSHIP
ABILITY OF PROJECT CHAMPIONS

3-10. Ensure project champions have access to a best

g4

-

practice LDP, Such a LDP would typically:

be grounded in leadership theory and published
empirical research;

have been validated as being applicabie to SUWM
project champions;

include relevant madels of SUWM leadership (e.g.
Figures ¢ and 32);

be on-going. as leadership development is ¢ life-long
process (Avolio, 2005}:

include elements of assessment (e.g. pre- ond post-
program 360 degree feedback], chalienge (e.q. job
assignments} and support {e.g. mentoring);

be strongly supported by executives:

be aligned with the organisation's stralegic direciion
and culture; and

be aligned with the organisation's human resource
processes {&.g. finks exist with staff performaonce
plans) (Avolio, 2005, McCauley & Van Velsor, 2004).

- Ensure that the best praclice LDP (see Strategy 3-10)

includes the regular delivery of customised 'feedback
intensive programs' (Guihrie & King, 2004). These
programs are leadership development 'short courses’
which may be delivered every few years [depending
on the need), and fypically toke 3 to 6 months to
complete. They include 3460 degree feedback
component and training o produce ongoing,
individual leadership development plans. For project
champions, these plans are kely 1o include fasks
reiating to menioring, coaching, networking, reguiar
360 degree feedback and/cr job assignment.

These pians also need to reflect the '70:20:10 rule’

of leadership development {Lombardo & Eichinger,
2000}. Namely, 70% of leadership development
comes from on-the-job experience, 20% comes from
receiving feedback from others {including mentoring
and coaching), and only 10% comes from structured
fraining.

3-12. Specific leadership development intialives that are

likely 1o be needed for project chamgions include:

* Menforing arangements 1o help project champions
buiid knowledge (e.g. of local politics), strategic
networks, referent power and awareness of their
leadership context. This inttictive is particularly
important for maverick project champions,

* Anonymous, 360 degree feedback mechanisms to
identify leadership sirengths and weaknesses, as welf
as the degree of selfrater agreement (an indicator
of self-awareness). Reguiarly moniloring seff-raler
agreement can help raise self-awareness, which is
positively correlated with leadership effectiveness
(see Chapter § and Atwater & Yammarino, 1997}
Other stradegies to improve self-awareness include
routing post-project debriefings and mentoring.

¢ Training that assisis project champions 1o become
proficient at using the feadership styles, core
behaviours, inluence tactics and power building
tactics isted in Figure 32. Such #raining would place
a priority on fhose behaviours associaied with the

- mosi etfective champions, which are aiso highlighted
in Figure 32, This would be included in a customised
‘feedback intensive program’ {see Stralegy 3-11}.

+ Specidlist training on advanced forms of social
networking. Such training would:

* build their capacity to undertake operational,
personal and sirategic networking (see lbarra &
Hunier, 2007):

+ draw on relevant social networking research and
theory (see Appendix 1);

* oulline evidence-based neiwaorking strategies
that can be used for gathering information,
building power and exercising inluence: and

+ focus on the ‘strong tie sirategy’ of social
rietworking (Granovetter, 1973) given champions
generally prefer this tactic.

= Challenging job assignments fo help project
champions build personal power {e.g. expert and
referent forms) as well as new social networks and
knowledge. Such assignments should be linked with
the champions' individual leadership development
plans.
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10.5. STRATEGIES TO ENCOURAGE
DISTRIBUTED LEADERSHIP FOR SUWM

The strategies in Section 10.1 that relate o managing
the organisational culiure, using 'cross-boundairy SUWM
leadership teams’, delivering corporate LDPs, providing
networking opportunities, and implementing formal
mechanisms to foster efficient collaboration across
erganisational boundcries help to encourage distributed
leadership in waler agencies. Additional strategies are
provided in ihis section,

Encourage the vse of behaviours favoured by

diplomat project champions

4-1. When developing the leadership ability of project
champions, encourcge behaviours associated with
effective diplomat champions {see Figure 33} to help
facilitale greater collaboration and distibuted forms of
SUWM leadership across the organisation,

Look for innate leadership attributes as part of
standard recruiting procedures

4-2, When recruiting professionals in water agencies,
routinely look for candidates with leadership
potential as part of ongoing recruitment processes
in addilion to job-specific compeiencies. Basic
methods include interviews and referee checks.
Advanced and more reliable methods include the
use of psychometric instrumenis with the assistance of
qualified organisational psychologists {see Appendix
1}. For guidance on persondlity traits associated with
effective organisational leaders, see Appendix 1.

Train, coach and use procedures to improve
distributed leadership in SUWM project teams

To foster distributed leadership within cross-boundary, multi-
discipiinary SUWM project teams:

4-3. Encourage team members to view leadership as
having ‘focused’ and 'distibuted' components (Gibb,
1954}, Focused leadershio refers to the .conventional
emphasis on a single designated team leader.
Distributed leadership allows for several tecm members
1o contribute to the leadership process at different
times. Also highlight the importance of coordinating
distribuled leadership in teams to improve the
effectiveness of distibuted lecdership (see Mehra ef
al., 2006).

4-4, Ensure all feam members have access 1o corporate
LDPs that help to build behaviours relaled to the
fransformational and disiiibuted leadershio siyles (see
Chapter 6; Bass, 1999 Barry, 1991},

4-5, Use ‘team leadership coaches' o help SUWM feams
use major projects as individual and group leadership
development opportunities. The coach would: be
cognisant of the feam members' individual leadership
development plans; ensure leadership-related goals
and tasks were established of the start of the project;
monifor and advise on appropriate leadership
behaviours o match the coniext, fype of project
and stage of the team's development; and facilitate
a post-project debriefing session {see Avolio, 2005)
to dllow reflection and learning af an individual and
team level 3

4-6. Use a 'team charter process’ {Carson ef ¢, 2007)
for new SUWM teams. This proactive performance
management process establishes team goal,
priorities, roles and responsibififies, norms and dispute
mechanisms. The process is both people and task-
orientated.

4-7. Ensure organisational performance incentives (e.g.
salary increases, promofions and career development
opportunities} value the achievement of team goals,
especially those that cross organisational boundaries.

10.6. REVISED CONCEPTUAL MODEL
OF STRATEGIES TO ENHANCE
LEADERSHIP BY SUWM PROJECT
CHAMPIONS AND THE SUWM
LEADERSHIP PROCESS

The conceptual model in Figure 35 summarises the
recommended management strategies in his chapter 1o
enhance both leadership by SUWM project champions

in publicly-managed water agencies (see Figure 32 in
Chapter 8) and the overall SUWM feadership process in
these agencies (see Figure ¢ in Chapler 4).

* This is an advanced infliative that is most sufted to well resourced teams Lhat are managing large SUWM projects.
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Sirctegles io Creaie a Supporhve Leadershlp Coniext for SUWM

: _‘Foster a suppomve domlnom organ;sohonoi culrure (e g ?hat vozues leorn;ng ond co?loborohon)

e 'Seek to align values {ie. vaiues inthe orgomsai;onol culiure, personal values of SUWM Iecders and susfalnc:bmiy vc:lues)

i Encourcge pro;ect chomplons {PCs) 10 builct s?rong socsol networks {laterally and vemcoﬂy} ; : ;
»Use *Cross- boundory SUWM ieadershm teams’ 1o build colleg;ol suppoﬁ for PCs, i

- 'Deveiop astable and subsmnhcf funding base for SUWM miifahves

- ---Mctch PCs with transformohonci lec}dershrp ob:h?:es wnh ‘boundczn/ spannrng umis“ in The orgomsahon (e g sfrateglc

.,

26

' plonmng and pohcy umts]

Strategies to Attract and Recruit SUWM Project Champions

« Attract in preference fo recruit (e.g. use public appearances of fransformational executive champions o aftract
fransformartional PCs 1o the organisation).

* Use knowledge of PC attributes (e.g. personality characteristics, personal values and demographicst as shown in
Figure 32 (Chapler 8) fo help identify potential PCs when recruiting stoff,

* Use knowledge of the sirong 'promotion regulatory focus'? of PCs (L.e. their need for personal growth and
achievement) to attrect them fo a project or role.

« Provide opperiunities aeross the organisation for PCs o emerge by volunteering to iead new SUWM projects. j -

Strategies for Supervising SUWM Project Champions

* Provide promising PCs with at least a 'moderate’ level of position power (e.9. ¢ position at or above the ‘team
leader’ leve! of management).

* Encourage champions 1o develop social networks and exercise influence both laleraily and vertically in their organisations,

* Identify petential PCs early, and provide best practice leadership development opporiunities.

* Use selection guldelines 1o maximise the crganisation’s return on investment from leadership development
programs (LDPs). These include: the personal characteristics shown in Figure 32; age [i.e. early career professionals);
astrong commitment 1o learning and personal development; ¢ desire to lead: a high need for achievement:
persuasive and inspirational communication skils; strategic thinking ability; pragmatism; a high general menial
abifity; confidence; and o propensity 1o be self-motivated.

* Impiement and regularly revise individua! leadership development plans for PCs once they have begun a LDF,

* Be aware that PCs can emerge strongly as SUWM leaders but operate well below their potential os leaders, j L B :

N

Strategies to Develop the Leadership Ability of SUWM Project Champions

* Ensure PCs have access to a best practice LDP (see Chapler 10 and Appendix 1),

*» As pari of the LDP, regularly deliver customised 'feedback intensive programs' (i.e. leadership developmem 'short
courses’] for PCs, These usually run for 3 to & months, involve 360 degree feedback, intensive tralning and produce
ongoing, individual leadership development plans. These plans shouid inciude ¢ suite of actions to build leadership
strengths and overcome weaknesses.

* As part of the LDP, PCs are likely io benefit most from:

- Mentoring arrangements 1o help bulld knowledge, straiegic networks, referent power and awareness of their
leadership coniext.

- Anonymous, 360 degree feedback mechanisms 1o identify leadership sirengths and weaknesses, as wel as build
self-awareness.

- Training that helps PCs 1o use the leadership styles, core behaviours and power building tactics listed in Figure 32.

- Training on advanced strategies for social netwarking.

- Challenging job assignments o build personal power {e.g. expert and referent forms) as well s new networks and

knowledge. : . Y. S

Figure 35 - The revised conceptual medel of sirategies to enhance leadership by SUWM project champions

and the SUWM leadership process
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lmplement o strong pohcy frc:mework for SUWM S
~» Help PCs fo prepare for future opportunities to cdvonce SUWM.” SRR e : _
Implemeni rmechanisms fo.encourage efficient collaboroiuon irlarge organlsohorzs {e g regular siroiegu: duscussuon forums} o
" ; » Foster grealer connection between the local community. and ‘waterways to bulld suppert for SUWM, ' Sk
»Use independent scnenhf < monnonng and pubhc repon‘mg mechomsms to byild communny polmcol and monogenc!
suppori for SUWM : R : . _ _

Strategies to Foster Effective SUWM Executive Champions
= Encourage the emergence of executive champions (ECs} by previding opportunities for execulives 1o voluntarily

lead major SUWM projects that cross 'funchional sifos' in an agency.

* Recruit and select ECs (especially the fransformational type) using knowledge of their attributes (see Chapter 7).

* Develop leadership abilities of ECs using knowledge of their core behavicurs {see Chapter 9),

+ Encourage ECs io create a supportive environment for SUWM,

» Encourage ECs to plan for succession in the EC and PC rofes, and proactively recruit PCs when required,

« Encourage ECs 10 identify potential PCs and guide their development.

« Encourage £Cs 1o help design and deliver LDPs for other SUWM lecders.
* Encourage ECs o work in fandem with PCs and help to build their leadership capacily.

Strategies to Encourage Distributed Leadership for SUWM
In addition to strategies that encourage a supportive context for collaboration and disiributed teadership:
* Encourage the use of behaviours associated with diplomat champions when developing the leadership ability of

PCs (see Figure 33},

* Routinely look for candidates with leadership potential as part of ongoing recruitment precesses in addition 1o

job-specific competencies.

* Encourage members of cross-boundary, mulli-disciplinary SUWM teams to view lecdership as having both
focused' and 'diskributed' components, and emphasise the need for coordinaiion of distibuied leadership in

feams.

* Provide ail SUWM team members with access fo LDPs that focus on distribufed and transtormational leadership

behaviours.
* Use ¢ 'team charler process’ for new SUWM feams.

* Use team leadership coaches’ for well resourced SUWM teams during major projects.
* Ensure organisational performance incentives value the achievement of team goals.

: ;NOTES . ot
ko descrtphon of: hlghhghied 1erms, see B

‘. Pawar & Eastman (1997) or Sectien 7.2, .~/ |

. 2. Higgins (3998) or Section 5.2, .

/|
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10.7. PROCESS TO HELP WATER
MANAGERS APPLY THE STRATEGIES

The foliowing sequential steps are recommended for woter 4.

managers who are unswre about which management
stralegies should be implemented in their agency.

1. Review shrategies: Review all of the management
strategies in this chapter to understand their scope and
intent.

2. Assess the local context: Assess the exient fo which
the leadership context within the agency is supporiive
of SUWM. The most supporiive coniexts are typically
characterised by:

« A dominant (i.e. orgonisation-wide) crganisational
culture that strongly supports learning, innovation,
responsible risk-1aking, coliaboration and susicinable
practices.

Execuiives who actively manage the organisation's
culture and drive leadership development initiciives
across the organisation.

SUWM execultive champions in the top two liers of the
organisation.

Mainy leaders across organisational boundcries and

{f the conlext rating Is 3" or ‘4’ (i.e. relatively supporlive
contexis): In this situation use the strafegies described in
this chapier ic:

¢ Atfract, recrull, supervise and deveiop the abilities of
diplomat project champions.

= Build leadership capacity aeross organisational
boundaries and managerial levels to encourage
distributed {group-based} leadership, Given these
rafings, it is likely that some form of corporate
leadership development program will be in place.
If so, these should be reviewed to ensure ihat they
involve alf staff who are likely 10 participate in SUWM
leadership processes.

» Enhance the effectiveness of SUWM executive
champions. It is likely that executive champions will
already exist in this context, but some management
strategies will still be relevant, tike planning for their
succession,

« Create an even more supportive leadership context for
SUWM (e.g. support 'cross-boundary SUWM leadership
feams').

managerial Iev.el.s‘wf‘]o collaborate and strongly The primary aim in this context is to foster strong distributed
support SUWM initiatives. leadershiz in the agency. the existence of diplomat project

Subsiantial resources for SUWM projects compared 1o
equivalent agencies in the region.

+ A sirong policy framework for SUWM that affects day-
to-day decisions.

+ SUWM s seen as 'core business” for the agency.,

To assist this process, give the agency a context rating on
a scale from 110 5, where 5 is an agency with aif of the
above characteristics and 1 is an agency with none.

3. i the context rating is '5': In his situation it is likely thal the
agency aiready has sirong SUWM leadership capacity.
Simply review the stralegies in this chapter to look for
opporiunities fo improve on existing initictives. Recognise
that this contexi is most suited to project champions of
the diplomal variety and highly coliaborative forms of
distributed leadership.

¢8

champions and senior executive champions o support
ypical SUWM leadership processes {see Figure 9).
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5. ifthe context raling is ‘1’ or ‘2" {i.e, relalively unsupporlive

contexts): in this situation use the sirategies described in
this chapter to:

« Focus on crealing a more supportive leadership
context for SUWM, This suite of stralegies {see Section
10.2) should be a priority in this clrcumstance.

= Aftract, recruii, supervise and develop the abilities of
maverick project champions as an inferim measure to
make progress in implementing SUWM until the context
becomes more supportive of SUWM. Leadership
developmeni activiffes for these champions should
focus on those behaviouwrs that are associated with the
most effective maverick champions (e.g. the ability to
strategically network and influence vertically as weli
as laterally in the organisalion]. In addition, maverick
charmpions should be trained to adjust thelr leadership
behavicurs to become more collaborative as their
leadership context becomes more supportive of SUWM
{i.e. become more like diplomat champions). This will
typically require maverick champions to build self-
awareness, build awareness of their leadership contexl,
and engage in behaviours that may seem unnatural to
ithem [e.g. showing greater persistence and consulting
more frequently),

Build leadership capacity across organisational
boundaries and managerial levels fo encourage
distributed leadership as a longer term strateqy. Ideaily,
the most senior executives would drive corporate
leadership development programs in conjunction

with programs 10 aclively manage the organisction's
dominant culture so that i supporis innovation,
learning, responsible risk-taking, collaboration and
sustainable practices,

Enhance the effectiveness of executive champions.

in this contexd, it is likely that there will be an absence
of strong and senior SUWM executive champions.
Corseguently, all of the strategies relating to executive
champions in this chapter are likely 1o be relevant.

The primary aim in this context is to gradually build o
more supportive context for SUWM, use maverick project
champions as an inferim measure 1o make some progress
in defivering SUWM uniil ihe leadership context becomes
more supportive, encourage executive champions fo
emerge, gradually build disiributed leadership throughout
the agency, and encourage maverick champions o
become more collagborative as thelr leadership contexd
becomes more supportive,

INDUSTRY REPORT: LEADERSHIP IN SUSTAINABLE URBAN WATER MANAGEMENT

4. Develop and implement an action plan: A 'SUWM

leadership development plan' should Include the
leadership development strategies that have been
ideniified as being relevant o the agency. This plan
should be regularly reviewed and revised. ideally, a
SUWM project champion would develop the plan in
consuliation with other SUWM leaders and coordinate
its implementation, while ¢ SUWM executive champicn
would sponsor and oversee the plan. Such a pian
should be part of the agency's overal strategy to build
institutionad capacily for SUWM (see Brown et al, 2006a).
Regular reviews of this plan also represent opporiunities
1o bring SUWM leadership issues to the attention of fhe
agency's most senior executive leaders.
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