
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Why do career leaders in government need to 

be values – based leaders? 

Career civil servants have the greater 

percentage of involvement in the day to day 

running of the government. So, unless they are 

also values – based leaders, the chain of 

constitutional leadership has a fatal, weak 

link. The U.S. congress recognized the 

importance of leading by core moral values 

for all civil servants when in the code of the 

Ethics for Government Service enacted in 

1958, it was stated as the first item: “Put 

loyalty to the highest moral principles above 

loyalty to persons, party, or government 

departments. 

 

What skills do values – based leaders in 

government need? 

If government executives want to be values – 

based leaders, they need a set of skill with 

which to approach their work. The following 

skills are needed: 

1. Acting with integrity 

2. Listening 

3. Tolerating dissent 

4. Involving others 

5. Moral decision making 

 

Value – based leadership for a democratic society 

Value – based leadership in government is both essential and 

possible. It builds trust, fosters productive relationships 

within and outside agencies and is essential to democratic 

governance.  

Why does value – based leadership matter in government? 

Value - based leadership in government is the practice of 

leading individuals and organizations from a set of shared 

core moral values embodied in the leader’s behaviour. It is 

neither easy nor inevitable.  Values – based leadership in 

government matters because: 

1. Core moral values underlie our commitment to each 

other as members of a nation 

2. It instills trust in the citizens of the United States. 

3. We want our nation to be that “city upon a hill”  

4. Significant academic research shows that it is the 

most effective leadership approach over the long run. 

5. We are in a knowledge economy, especially in 

government. 

6. It sustains organizations even as the people in them 

move on 

 

 

Brief Summary 
In this book, the authors emphasized on the importance 
of trust in building relationships that make government 
work. The success of any government depends on 
competence and trust. Building trust requires being 
values – based leader. 
The book is organised in such a fashion that you find it 
interesting reading. It is divided into three sections. 
Section one center on relationship: the missing link in 
government reforms; section two deals with building 
relationships within government organizations, while 
section three covers building relationships across 
organizational boundaries. The chapters are designed to 
stand on their own so, you may read them in any order 
you wish. 
The authors demonstrate the importance of values – 
based leadership. Chapters then focused on tools; the 
concrete ways in which leaders can improve themselves, 
their organizations, those they coach; and the teams they 
establish to build effective relationships and the trust 
essential to success. 
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“You are your own 

teacher…..Accept 

responsibility…….. 

Blame no one…..You 

can learn anything you 

want to learn… 

True understanding 

comes from reflecting 

on your experience”. 

-Warren Benni  
(p.50) 

 

 

 
 

SELF-AWARENESS AND LEADERSHIP SUCCESS  
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Becoming a values – based leader is not 

just a matter of picking values from a 

list; rather, it involves a lifetime of 

building self – awareness, engaging in 

authentic behaviour and being able to 

change. If a leader is to be successful, 

self – awareness is on – going internal 

work that is essential. 

 

 A model of Leadership Success 

Leadership success is measured in 

terms of the achievement of values – 

based leadership. Self – efficacy is a 

proactive process in which the 

individual is able to make self – 

affirming choices based on 

fundamental self – knowledge and 

esteem. A simple formula describes this 

process: 

 

 
 

Tools for building self – awareness 
1. Knowing what is important – 

value exploration 
2. Doing your autobiography 
3. Keeping a journal 
4. Examining your behaviour 

through the “ladder of inference” 
5. Inviting feedback 
6. Receiving mentoring and 

executive coaching 
 

 

 

 

 
 

Examining your behaviour through the 

“ladder of inference” 

The ladder of inference is a concept that helps to 

(how humans very naturally go about making 

assumptions. An inference is a conclusion derived 

from beliefs regarding what are thought to be 

facts. 

 

According to the ladder of inference, we tend 

to assume that our beliefs and actions are 

objectively based on observable data in the 

“real world”, and we are surprised when others 

do not see the “truth” as clearly as we do. 

 

Coaching is a set of skills for a leader’s toolkit: deep listening, inquiry 

that broadens and deepens thinking, mindful presence, encouragement, 

goal setting, and the willingness to hold employees accountable for their 

own commitments. Coaching is an act of connecting – connecting leaders 

and employee, connecting an issue or situation to a larger context where 

its significance is clearer, connecting cognition and emotion, head and 

heart, what exists to what could be. 

 

 
“According to most studies, people’s number one fear is public 

speaking. Number two is death. Death is number two. Does that 

sound right? This means to the average person, if you go to a 

funeral, you are better off in the casket than doing the eulogy”. 

-Jerry Seinfield (p.76) 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

Leading for Team Success 

 

 
 

 

 

 

A mindset of coaching in the twenty – 

first century 

A mindset is a mental attitude, a way of 

looking at something. It reflects our 

beliefs and values and is informed by the 

norms of culture and era in which we live. 

At the core of every successful coach’s 

mind are three beliefs: 

1. Most people are good at heart and 

try to do the best they can with 

what they have. 

2. Most people have an inherent 

desire to learn and steadily 

improve themselves 

3. Most people are motivated by 

contributing what they do well to 

something than themselves and 

that makes a difference in the 

world. 

 

A culture that supports coaching 
To optimize the power of coaching throughout an organization, a leader must create a 

climate in which it is valued, welcomed and expected. A coaching rich culture can lead 

to transformational change for individuals and the whole enterprise. The preconditions 

for such a culture are: 

1. Trust – effective leadership relies upon trusting relationship between the 

leader and their followers. When there is mutual trust between the leader and 

followers, coaching is enhanced. 

2. Alignment – when followers align themselves with the mission, vision, and 

values of the organisation, it makes coaching easier. It ensures a foundation of 

shared understanding and precludes the development of alternative 

assumptions about purpose, direction, and expectations. 

3. Learning as a priority – for any individual, team, or organization to adopt 

new behaviours, it must first make learning a priority. With learning as a 

shared priority, the groundwork is laid for coaching to make sense and be 

appreciated by employees. 

4. Commitment – a commitment is a pledge or promise to do what one says one 

will do. Without a commitment to action, coaching can easily dissipate into 

little more than an interesting conversation with no practical effort. 

 

Teams represent the simplest, most straight 

forward process change an organization can 

make to improve its productivity, reduce 

duplication, and raise performance. A leader 

simply cannot accomplish her agenda without 

engaging people in true collaborative 

association: the leader’s work requires that 

others be substantively engaged in the 

“production process”. 

The Federal Executive Institute (FEI), a 

residential executive education facility 

established in 1968 for senior career federal 

government leaders, uses a model represented 

as “Leadership at the T” – a construct that 

depicts and contrasts the skills necessary early 

in one’s career with the skills necessary for 

leadership positions assumed later in one’s 

career. 

Five questions to ask when using a 

team approach 

Leaders considering the use of 

teams in government settings need 

to consider several questions 

before designing and launching a 

team – based effort. 

1. Are the work tasks 

interdependent; can they be, or 

should they be? 

2. Is the work short - term or long 

- term? 

3. Will the parties ever work 

together again? 

4. What is the nature of 

relationship between the various 

individuals? 

5. Why should we form a team? Leadership at the T 

I honestly thought I was doing my 

organization a favor by laying out the 

works and assigning tasks; then, at an 

off-site, the staff revealed that they felt 

left out and de-motivated when I did 

that. And up to that eye-opening point, I 

felt martyred for shouldering all that 

responsibility 

– Participant in the custom peace 

building program, Federal Executive 

Institute (P.98) 



 

 
 

 

 

BUILDING HIGH – PERFORMANCE ORGANIZATION 

 

 

 

 

 

 
 

 

 

 

 

COLLABORATING ACROSS ORGANIZATIONAL BOUNDARIES 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Sustained high performance is always the goal, but most leaders lack the tools to accomplish it. For high performance to be 

achieved in an organization, diagnosis needs to be done and certain diagnostic questions answered. These diagnostic questions help 

the organization evaluate its foundational assumptions and casual reasoning. The diagnostic questions can lead an organization to 

define more completely the work required in each of the levers. 

 

The seven key diagnostic questions 

1. What is high performance for us? 

2. How would we know if we were high 

performing? 

3. According to whom are we high 

performing? 

4. Why do we need to be high performing? 

5. Is what we are doing the right “what”? 

6. How good are we at delivering our 

products and services? 

7. How are we going to treat each other, 

our partners, our customers, and our 

stakeholders? 

 

Collaboration – working across internal and external organizational boundaries – is one of the most critical challenges facing 

government in the twenty – first century. The reason is that most of the nation’s major problems – immigration, global warming, 

pandemics, health care, and terrorism – are complex by nature and cannot be solved by one unit, one function, or one technical area of 

expertise. 

Complex problems can be addressed effectively only when people from different disciplines and different functions work together to 

deal with them. And when such collaboration occurs, the result can be truly impressive. 

The three general paths to 

collaboration 

1. Informal, bottom – up: 

collaboration often starts 

informally, at the working level 

where employees are faced 

with important demands but 

don’t have the knowledge and 

resources necessary to meet 

those demands by themselves. 

2. Formal, top – down: a more 

formal, top – down path also 

can be used. When an 

important need arises that one 

unit cannot meet on its own, 

the leaders sometimes form a 

coalition. 

3. Crises: sometimes a crisis 

spurs collaboration. The need 

is immediate and urgent (and 

often public and visible). No 

one party can fully meet the 

need; only a collaborative 

approach will work. 

 

Major collaborative drivers 

Certain factors are almost always present 

when collaboration succeeds. There are 

five basic drivers. 

1. A specific, shared purpose that 

the parties want to meet and 

cannot achieve on their own. 

2. A desire by the parties to meet 

now and a willingness to 

contribute something (people, 

resources) to the effort. 

3. Bring the appropriate people to 

the table 

4. An open, credible process for 

working together 

5. A champion or champions for 

the effort 

 

Challenges to collaboration 

The hurdles for collaboration are numerous. 

They include: 

1. Lack of enthusiasm or commitment 

by some of the principals. 

2. A good start that stall out. 

3. A history of distrust and conflict 

among the principal agencies. 

4. A unit – focused versus agency – 

focused organizational structure. 

5. People on the collaborative team who 

“don’t play well with others”. 

6. Agencies or offices that refuse to join. 

7. A constitutional system that 

engenders distrust.  

 



Government agencies 

should be among the 

leaders in supplying 

interactive outlets for 

our citizens. 

Agencies need to move 

forward on e – 

governance. Citizens 

who use electoral 

technology as a 

primary way of 

communicating expect 

and demand this kind 

of interactivity. 

 

 

 

 

 

 

 

 

 

                                                                                                                                                                        

 

 

 

 

 

  

        

                                                                                                                                                                        

 

 

 

 

 

 

 

 

 

 

  

  

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Career public servants and political appointees are here to stay, and they must 

work together if government is to succeed. A successful collaboration starts with 

recognizing that the negative stereotype each has about the other are mostly 

wrong. Beyond that, political appointees must approach career counterparts with 

respect, seek to understand their agencies, build partnership, and focus on what 

appointees do best. 

 

What career public servants can 

do: managing one’s own 

government 

How can career leaders help make 

political appointees more effective in 

managing the political environment? 

The following advice was offered by 

Robert Maranto, to career executives 

who want to do their part to smooth 

political transition. 

1. Avoid stereotype 

2. Do reconnaissance 

3. Put yourself in their shoes 

4. Keep your house in order 

5. Make the first move 

6. Forgive them their 

trespasses 

7. Never stop on enthusiasm 

8. Don’t get in the line of fire 

9. Disagree without being 

disagreeable 

10. Mobility is a possibility 

11. Careerist should show 

respect to lame – duck 

appointees 

12. Career officials must keep 

perspective 

 

Working with congress: Building relationships across the 

constitutional divide 

Career civil service leaders must work with congress, even though the 

constitution creates inherent tension between these two centers of power. In 

bridging the legislative and executive branch divide, civil servants have to 

negotiate among policy, politics and personality issues in congress. 

To serve as proper stewards of the constitution, government executives have the 

responsibility to play their appointed roles well. Building relationships and 

providing pertinent, accurate information to legislators is an effective way for 

executive branch managers to bridge the constitutional divide with the legislative 

branch. In bridging the divide, executives and legislators must also understand 

that the Founders intended tension as a means of keeping power in check and 

respect their wisdom. 

 

 

One of the best ways to demonstrate trust in people, and improve 

government is to engage the public in governing. Electronics 

communications technology offers a unique opportunity to involve 

citizens, but using it well requires that leaders adopt an e – 

governance rather than an e – government approach to their internet  

- based outreach efforts. 

E – government has come a long way in a short time. Government 

has made use of communications technology to make citizens’ life 

more convenient, in terms of obtaining useful public information, 

paying user fees, and filling important forms. These efforts have 

included online tax form, tax filling, DMV service, and information 

and payment of fees for national parks. It has also made available to 

citizens a wider and richer array of information related to what 

government does. 

In e – governance, citizens are actively included in the governing 

dialogue and encouraged to work together among themselves, with 

the agency serving as facilitator. Approaches to engaging citizens 

this way can be drawn from electoral politics, commerce and the 

experiences of selected U.S. and international government agencies. 

 

FROM E – GOVERNMENT TO E – GOVERNANCE: HARNESSING TECHNOLOGY TO STRENGTHEN DEMOCRACY 
 

As the worlds of 

politics and commerce 

have illustrated, 

interactivity is an 

essential part of the 

new digital culture. 

Government agencies 

(and the executives 

who manage them) 

simply cannot afford 

to be left behind. 



Building trust for American government requires government officials who 

have a sense of American history and how it has shaped the American 

worldview. Government leaders also need to appreciate how other nations 

view the United States and the constellation of forces shaping global 

interactions and issues. 

 

 

 

 

 

 

 

ENGINEERING EXPERIENCE THAT BUILD TRUST IN GOVERNMENT 
 

 

 

 

 

 

 

 

 

 
 

 
 

 

 

 

 

GLOBAL LEADERSHIP: STRENGTHENING A SKEPTICAL WORLD’S TRUST IN 
AMERICA 

 

 

 

 

 

 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

This chapter centers on how citizens experience with 

government present a major opportunity to build trust and 

value in government and its leaders. People trust 

government if they have a good experience with it. Yet 

most government agencies lack the concept and tools to 

think carefully about and engineer positive citizen 

experiences. 

 

Experience and trust 

In both private and public sectors, it is clear that consumer and 

citizen trust is earned or revoked based on our experiences. 

Customers behave like detectives in the way they unconsciously 

organize “clues” embedded in their experiences into a set of 

feelings. They recall these feelings when deciding whether to 

use, not use, recommend, or reuse a product or service. Where 

their feelings are positive, trust is developed. The same process 

correlates the citizens’ experiences with government. 

 
Clue management 

Exceptional citizen experiences with government require 

attention to three types of sensory clues: 

1. Functional clues: these are the “what” of the 

experience and reveal reliability and competence. 

Anything that indicates or suggests the technical 

quality (its presence and absence) is a functional 

clue. 

2. Mechanic clues: concern the sights, smells, 

sounds, tastes, and textures of the surroundings. 

3. Humanic clues: has to do with the people who 

serve government and how they act – choice of 

words, tone of voice, level of enthusiasm, body 

language, neatness, and appropriate dress. 

 

 

The United States enjoys a dominant 

and potent combination of military, 

economic, cultural, and political power 

but the power is relatively ineffective if 

the world does not trust the nation and 

its leaders. 

One cannot fully understand the issue of 

trust and global leadership without 

briefly surveying the landscape of 

global perceptions and attitude – 

namely, how sizable portions of the rest 

of the world view the United States and 

its claim to leadership. 
 

“The United States, working with the 
government of the other major powers, can 

still shape the course of the twenty-first-
century and bring about a world that is to a 

striking degree characterized by peace, 
prosperity, and freedom for most of the 

globe’s countries and peoples. Opportunity, 
though, is just that. It represents possibility, 

not inevitability” 
 – Richard Haass (p.288) 



Yet what word but “empire” describes the 

awesome thing that America is becoming? It 

is the only nation that policies the world 

through five global military commands; 

maintains more than a million men and 

women at arms on four continents; deploys 

carrier battle groups on watch in every 

ocean; guarantees the survival of countries 

from Israel to South Korea; drives the wheels 

of global trade and commerce; and fills the 

hearts and minds of an entire planet with its 

dreams and desires. 

 - Michal Ignatieff, New York Times, January 

10,2003 (p.289)  

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

What then is the job of the government leader? 

Government leaders face intense pressure, conflicting demands, and a seemingly 
intractable set of hoops through which to jump. This book opens a dialogue on a 
critical topic for government officials and for citizens generally. Trust is important 
for public officials whatever the form of government. So what can civil service 
leaders do? Leaders must build trust. To do so, the must involve citizens in their own 
government. They must also help the public understand how government works and 
how to affect the governing process.  

 

This book is a unique collection of several essays on leadership, trust and relationship. It calls on career civil service 
leaders to deliberately foster effective relationships in their day to day running of the government. One thing I admire 
about this book is that authors draw on their real life experience to demonstrate the importance of values based 
leadership. Surveying agencies both horizontally and vertically, The Trusted Leader also addresses how public managers 
can collaborate with political appointees and the legislative branch, all the while engaging with citizens through modern 
technologies to build exceptional customer experiences. 
The book is both engaging ad fun to read. The chapters are designed to stand on their own, so, readers can decide to read 
from any chapter of their choice. The fact that the authors were writing from experience makes the book more substantial. 
I recommend that all career civil servants and political leaders should read this book because it contains tools for any 
leader to succeed.  
 


