Effective Implementation of Complex CCDF Projects 				Peer Learning Forum
#2 Adaptive Leadership: A Leadership Framework to Guide Implementation of Complex Projects
Implementation Science identifies three types of implementation drivers: Competency, Organization, and Leadership. Leadership has two needs/challenges: technical and adaptive. Adaptive challenges involve: 
· not being “solved” through traditional management approaches
· legitimate, yet competing, perspectives — different views of the problem and different perspectives on what might constitute a viable solution
· a less clear definition of the problem
· multiple perspectives on the issue at hand
· less clear practical solutions and implementation pathways
· collective responsibility, across multiple organizations and/or people,  for defining a the solution
· require a shift in values, practices and relationships

State leaders can expect to face both technical and adaptive leadership challenges during the course of planning and implementation.  To solve adaptive challenges, adaptive leadership is needed. 

During this session, participants will gain 
· an understanding of adaptive leadership and its practical implications for their work
· share examples of the use of adaptive leadership in implementing their complex projects
· a clear understanding of the importance of leadership in successful implementation of complex projects.

Preparation for Participants: 
1. ECE Systems Building Guide: Design and Implementation. https://childcareta.acf.hhs.gov/systemsbuilding/systems-guides/design-and-implementation 
2. The Art of the Possible: Leading Change in Human Services http://aphsa.org/content/dam/aphsa/pdfs/Innovation%20Center/2012-06-Art-of-Possible-Adaptive-Leadership-PolicyPractice.pdf 
3. Adaptive Leadership Toolkit, American Public Human Services Association. http://aphsa.org/content/dam/aphsa/pdfs/Innovation%20Center/Adaptive%20Leadership%20Toolkit.pdf
4. The Practice of Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World (attached) 



Draft of Timed Agenda for Webinar #2
	Time 
	Minutes 90 total
	Topic
	Person
Slide #
	Adobe room should look like this now

	3:00 E
2:30 C
12:30 P
	5
	Welcome Back and 
Meeting/Technology information, any questions? 
Introduction of participants by state 
	Julie 
1-4
	Gail’s PPT

	
	5
	Participant greeting 
Check in: One word that describes how you are feeling about your ability to lead the implementation of this complex project.

	Julie
5
	Chat box

	
	5
	Quick Introduction to ECE Systems Building Resource Guide 

	Desiree
6
	website

	4:20
	10
	Forward Focus
Resource Guide 6 is called Program Design and Implementation in the EC Systems Building Resource Guide.  

Implementation Science defined three categories of drivers or infrastructure that support the design and implementation of a program: competency drivers, organization drivers and leadership drivers. Leadership Drivers = Technical Challenges and Adaptive Challenges (attitudes and beliefs) 
1. The Practice of Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World (Heifetz, Grashow & Linsky 2009) 
· Four Paths to Leadership Improvement: Diagnosis, Action Needed, Self-diagnosis, Smart Action 
2. The Art of the Possible: Leading Change in Human Services (link above Preparation)
· Adaptive leaders “exercise leadership” by guiding and pacing people through both the discomfort and opportunities of transformational change. 
· Variation in adaptive leadership (with overlap and fluidity) – Silo Smashers, First Movers, Future Drivers 

	Gail
7-20
	All resources in File Share pod
Gail’s PPT

	4:30
	40
	Adaptive Leadership in Action: Discussion with Harriet Dichter
Introduce the Adaptive Leadership Toolkit and each element. 

3. Harriet will describe her leadership experience referencing self-assessment in the APHSA Toolkit in response to #6. http://aphsa.org/content/dam/aphsa/pdfs/Innovation%20Center/Adaptive%20Leadership%20Toolkit.pdf

States select a question from p2-3 of the Toolkit that resonates, has proved to be a sticking point for implementation, or has been part of their success in implementation. 

1.	How well do you and your organization’s leaders know your organization, for example, in terms of similarities and differences between individuals and groups, staff attitudes (toward innovation, clients, partner organizations, management, each other) organizational climate and organizational strengths and gaps? 

2.	To what extent do you and your organization’s leaders track societal trends (for example, in budgets, demographics, politics, economics, and technology) and organizational trends (for example, staff performance and stability, client outcomes) and reflect on their potential future impact on the organization? If you do not track trends, why not?

3.	How well do you and your organization’s leaders collaborate with peers in other divisions within your agency and other public or private agencies that affect your organization’s operations and clients? To what extent do you (and/or your senior leaders) champion collective strategies toward improved outcomes for your clients and work to break down turf divisions and build common purpose?

4.	To what extent do you and your organization’s leaders shake up the organization when needed?  What are some examples when leadership changed long-standing processes or policies or made key staff changes to pave the way for new ways of working?  What drove those changes?  Were you “proactive” or “reactive” in those examples?  Can you think of a time when leadership helped your organization develop new competencies and let go of old ones that no longer served the interest of the enterprise?

5.	How able are you and your organization’s leaders to adjust mid-course when new information is revealed or when economic, technological, or social changes occur that require a different approach? What are some specific examples? What inhibits your organizational adjustments?

6.	How effectively do you and your organization’s leaders ensure that mid- and longer-term changes get planned and implemented effectively? How does leadership:
a.	Secure staff, client, and external stakeholder buy-in for change?
b.	Empower staff at all levels, clients, and external stakeholders to co-create changes?
c.	Set clear expectations for staff, clarify boundaries for staff and empower them within those boundaries, support staff in their implementation work, and hold staff accountable for follow-through?

7.	To what extent does leadership ensure that plans get adjusted based on lessons learned during implementation? How effective is the communication of the mid- and longer term changes to staff, customers and stakeholders?

8.	How sensitive are you and your organization’s leaders to the deep impacts on staff, clients, and external stakeholders of changes in the organization and environment?  To what extent does leadership reflect on those impacts and make adjustments as needed to, for example, the pace and scope of change and the way they communicate about organizational changes? To what extent does leadership reflect on their own strengths and barriers, and work to leverage their strengths and overcome their barriers?

Harriet will engage states (interview/discuss) following each states report and then after, if time permits.  
Result: states apply toolkit to their implementation and leadership and discuss with peers and HD. 
	Harriet
Gail will move between slides 16 and 19
	PPT

	4:10
	7
	Discussion of usefulness and application of Adaptive Leadership to current implementation. 
“In the first 2 webinars, we have briefly discussed two very big ideas – implementation frameworks and adaptive leadership.  
What about with the project you are working on now? How do these ideas help you and your team move forward?”  
Result: states have time to reflect on Imp Frameworks and Adaptive Leadership and engage peers on usefulness. 
	Desiree
21
	Chat for each question


	[bookmark: _GoBack]4:15
	5

 
	The authors of The Practice of Adaptive Leadership say self-diagnosis as vital for adaptive leaders and encourage you to think about the concept of seeing yourself as a system by 
1. identifying your multiples identities, 
2. prioritizing your loyalties, 
3. knowing what triggers activate you, 
4. discovering your tolerances, 
5. understanding your leadership roles and 
6. articulating your purpose for being on the planet.  

Ikigai-Is your passion connected to your purpose? (see Ikigai attachment) 

Reflection of “purpose for being on the planet”. 

Result: states are introduced to resource and challenged to consider a self-diagnosis and their purpose. 
	Gail 
22-25
	PPT












	4:20
	5
	Check out questions: 
1. What are you going to do first thing tomorrow morning because of this webinar?
2. What part of the discussion was most helpful?

	Julie
26
	Put up 2 chat boxes with these questions. 

	
	3
	Next Steps – 
Look for coach to reach out and schedule Coaching #2 
Next webinar will be September 22 at 3 pm E.  It is a shift from the content focus of the first 2 to your practical application and providing time for you to discuss your implementation with peers. 

	Julie
27-28
	PPT

	
	91
	Thank you and End 
	Julie
	

	4:30 E
	90
	Total 
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