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A leadership book typically teaches you what, but life teaches you how. —Unknown 
 

Leadership cannot be exercised alone. The lone-warrior  
model of leadership is heroic suicide. —Ronald Heifetz 

 
Leadership: The art of motivating a group of people to act towards  

achieving a common goal. —Susan Ward  
 

Overview and Definition of Concepts 
 

Leaders—from a Girl Guide leader, to the head of a local association, to a prime 
minister—often share common attributes. Most have a personal philosophy of life-long 
learning and community service. Leaders tend to look to each day as an opportunity for 
new experiences and new social contacts with people. They look to problems and 
challenges as opportunities to put their knowledge and skills to work, for either 
themselves, their family, their jobs, their communities, the region, the province or 
humankind in general. One of the most important attributes of a leader is the ability to 
motivate, as discussed further below. Leaders are not only great motivators; they are 
highly motivated themselves.  
 
Traditionally in Newfoundland and Labrador, communities looked to politicians, 
merchants, clergy and teachers for leadership. In more recent years, however, the role 
has been expanded to health care facilitators, economic development personnel, 
recreation directors, family resource coordinators, town council members and others. 
Many communities tap into an active volunteer sector. Unfortunately, many leaders from 
these groups are doing double and triple duty. They may become overextended and 
tired. Therefore, this toolkit is designed to explore ways to encourage new people to 
step forward, to pass the torch to new and emerging community leaders, and to help 
current leaders improve their skills.    
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Traits Approach to Leadership 
 

Some of the other characteristics or traits of leaders include: vision, passion, energy, 
enthusiasm, integrity, virtue, curiosity, daring, risk taking, charisma, good 
communication skills and skills as a long-term strategic planner.  Effective leaders have 
an interest in constantly learning from others: examining, reflecting, always growing and 
changing. Throughout the early twentieth century researchers studied those traits in an 
effort to determine what makes certain people great leaders.1 The idea of a universality 
of leadership traits was challenged by the mid-1900s. It was determined that someone 
who emerged as a leader in one situation might not be a leader in another situation. 
Researchers realized that leadership is really “a relationship between people in a social 
situation.”2 It is determined by context (the set of circumstances or facts that surround a 
particular event or situation)3, setting (environment) and available skills.  
 
The Traits Approach to leadership can be illustrated through the example of Winston 
Churchill who—after a spotty career— was recognized as a great leader at the age of 
64. What were the context, setting and skills that allowed Churchill to become a leader 
at that time in history? Would he be considered one of the world’s greatest leaders but 
for World War II? We need to look at the individual community situation at a given time 
in history and ask, “Who in our community sees a burning need and is willing to get 
involved?”   
 
Leaders can come from all walks of life, all ethnic groups, all social strata, and a broad 
range of IQs. They care or are passionate enough about something to organize and 
motivate others to move towards a goal.4 With skills training and life experience, nearly 
anyone can become a leader, given the right setting and context or situation.  
 

Skills Approach to Leadership 

A second approach to leadership is the Skills Approach, which was developed by 
Robert Katz in 1955. Katz’s leadership model, which focused on skills needed for the 
development of an effective administrator, includes the following three areas or 
competencies: technical skills (problem solving or creative ability); human skills (social 
judgment); and conceptual skills (knowledge based).5  Katz argued that these three 
competencies— in combination with individual attributes such as ability, motivation and 
personality—are key factors in effective problem solving and performance or leadership 
outcomes. 

                                                           
1 Peter G. Northouse, Leadership: Theory and Practice (London: Sage Publications, 2007), 15. 
2 Northouse, Leadership: Theory and Practice, 15. 
3 Dictionary.com, “Leadership,” accessed June 11, 2012,  
http://dictionary.reference.com/browse/leadership?s=t   
4 Phil Rabinowitz, 2011. “Encouraging Leadership Development Across the Life Span,” Community Tool 
Box, University of Kansas, accessed June 11, 2012, 
http://ctb.ku.edu/en/tablecontents/sub_section_main_1127.aspx . 
5 Northouse, Leadership: Theory and Practice, 41. 
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Figure 1: Skills Model of Leadership  

 
Source: M.D. Mumford et al., “Leadership Skills for a Changing World: Solving Complex Social 
Problems” Leadership Quarterly, 11(1) 23, as cited in Peter G. Northouse, Leadership: Theory and 

Practice, London: Sage Publications, 2007, 51. 
 
 

Katz noted that individuals may rank differently on the technical, human and conceptual 
skills criteria, and that a good mix of each is needed for leadership.  Highly effective 
administrators or leaders tend to rank higher on human skills or “people skills.”6 “Being 
a leader with human skills means being sensitive to the needs and motivations of others 
and taking into account other’s needs in one’s decision making.”7 
 
The skills-based approach is based on the premise “that leadership skills can be 
acquired and leaders can be trained to develop them.”8 Katz’s work in the mid-1950s 
set the stage for looking at leadership in terms of a skills-based model. However, it was 
not until the mid -1990s, after a multitude of additional studies including the work of 
Mumford and colleagues that a modified skills-based model of leadership was 
developed (see Figure 1). With funding by the U.S. Army and Department of Defense, 
Mumford and colleagues developed a model that examines the relationship between a 
leader’s knowledge and skills or their capabilities and performance or problem solving 
ability.9   
                                                           
6 Northouse, Leadership: Theory and Practice, 41. 
7 Ibid., 42. 
8.Ibid., 40. 
9 M. D. Mumford et al. “Leadership Skills for a Changing World: Solving Complex Social Problems” 
Leadership Quarterly, 11(1) 23, as quoted in, Northouse, Leadership Theory and Practice, 43 
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While the “great leader” is emphasized in the Traits Approach, in the Skills Approach it 
is believed that “leadership capabilities can be developed over time through education 
and experience.”10 Problem solving skills, social judgment skills and knowledge are 
emphasized in this leadership model. In addition to those three competencies, individual 
attributes such as ability, motivation and personality play important roles.    
 
The model also contains two other elements that can affect a leader’s performance: 
career experiences and environmental influences. According to the skills-based model, 
leaders can enhance both their abilities and motivation through career experiences. On 
the other hand, environmental influences tend to lie outside the individual’s control, 
competencies, characteristics or experiences. “For example, an aging factory or one 
lacking in high-speed technology could have a major impact on the nature of problem-
solving activities.”11  
 

Styles Approach to Leadership 
 

A third approach or model for leadership is the Styles Approach, which emphasizes the 
behaviour of leaders. This approach focuses on what leaders do and how they act.12 
Researchers have identified two general kinds of behaviours:  task behaviours and 
relationship behaviours. Task behaviours help group members achieve their goals or 
objectives. Relationship behaviours help other members of the group feel comfortable 
about themselves, each other, and the situation. The main purpose of this approach is 
to explain how leaders combine task and relationship behaviours to influence others in 
their efforts to accomplish a goal. Leaders combine these behaviours in different ways. 
Basically, “leaders come in different flavours.”13 
 
The three main behavioural styles of leadership are: authoritarian or autocratic; 
participative or democratic; and delegative or free reign (see Figure 1). The autocratic 
style is at one end and the free reign style is on the the other, with participative or 
democratic in the middle. The autocratic is a top down management or leadership style 
where the leader tells everyone what to do. The delegative or free reign style is 
employee or volunteer centred; it is more grass roots and bottom up. The participative 
style is a team-centred collaborative style where everyone works together for the mutual 
benefit of the group. 

                                                           
10  Northhouse, Leadership Theory and Practice, 43 
11  Ibid., 52. 
12 Ibid., 69. 
13 “Secrets of Leadership,” Newfoundland and Labrador Regional Economic Development Association, 
accessed June 11, 2012, 
http://nlreda.ca/system/filestore/OM%20resource%20materials/Leadership/Secrets%20of%20Leadership.
pdf .  
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Figure 3: Styles Approach to Leadership  

  
Source: “Leadership Styles,” Big Dog & Little Dog's Performance Juxtaposition,  
http://www.nwlink.com/~donclark/leader/leadstl.html 
 
The reality is that good leaders use a combination of leadership styles depending on the 
situation. A bad leader will stick with one style. Community development often calls for a 
participative or collaborative leadership style where groups work towards mutually 
beneficial goals. Nevertheless, there may be occasions where the leadership style may 
veer towards authoritarian: for example, when some sort of final decision needs to be 
reached or in emergency or conflict situations. Yet, it is always important that the leader 
attempt to use “honey versus vinegar” in those situations.   
 
Leadership Development for Rural Communities 

Leadership development for rural communities needs to be community driven and  
collaborative. Leadership should not be seen as the sole responsibility of one individual.  
Instead, it should be a shared responsibility among members of a team. Effective 
community leadership requires all members to work together, combining their skills and 
knowledge to achieve a mutually beneficial goal for the community.14  
 
Generally, there are people in communities who naturally assume leadership roles.  
Unfortunately, as mentioned earlier, many of these individuals are overextended.  Thus, 
the challenge is to recruit potential “formal leaders”: men, women, parents, youth, older 
residents or newcomers who may not have considered stepping forward because of 
family and work commitments, or because they feel nervous about speaking in public, 
or because they are wary of taking on the challenge of leading a group and managing 
the potentially enormous tasks required of community volunteer organizations today.  
 

                                                           
14 Flo Frank and Anne Smith, The Community Development Handbook. A Tool to Build Community 
Capacity (Ottawa, ON: Human Resources Development Canada, 1999), 42  
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We must ask the questions: Are there “burning needs” in rural NL communities? Are 
there achievable goals to work towards? If so, who can be recruited as leaders? Are we 
looking for another William Coaker to “fight for the downtrodden” of rural 
Newfoundland? Or are there ways to encourage and support the development of 
leadership throughout the province among people of all walks of life?  
 
Leadership and Motivation 

Most leaders share a common characteristic: they are able to motivate themselves and 
others. Leaders can use their ability to motivate in order to encourage people to 
volunteer and take leadership roles in their communities and to continue working on 
community projects. Through motivating groups, communities or countries, a leader can 
mobilize people to achieve great things.  
 
Researchers have identified two types of motivation: intrinsic (internal) and extrinsic 
(external/environmental) motivation. Intrinsically motivated people take part in 
community activities for no reward other than the interest and enjoyment they get from 
these activities.15  
 
Many factors can influence intrinsic motivation. These include: a sense of personal 
challenge and the ability to work towards a personally meaningful goal, curiosity, the 
urge to exercise control over one’s future, imagination and emotion. The feeling of 
cooperation (or the satisfaction gained by working towards group goals) is a key 
motivating factor in keeping and attracting volunteers to a community group or project. 
Finally, people may be internally motivated by a sense of competition—comparing their 
performance to another person’s—or through a desire to gain recognition. Most people 
appreciate being acknowledged for their accomplishments in a visible way: for example, 
through awards or information plaques. Gaining recognition is also an extrinsic 
motivation, or a factor external to the individual. Levels of motivation can also be 
affected by an alteration in the physical or economic environment that influences 
intrinsic curiosity or emotion, for example.16   

Leaders must be careful not to rely too heavily on extrinsic motivation to attract and 
maintain volunteers and future leaders because it can be unsustainable in the long run.  
In particular, if people are motivated by attaining rewards, they can lose sight of the real 
goal. Then when the reward is removed or their satisfaction from being rewarded 
decreases, people can lose motivation. (In the “Tools” section of this toolkit, you’ll find 
more tips to help you motivate individuals and groups.) 
 

                                                           
15 "Background Information of Intrinsic and Extrinsic Motivation," University of Northern Colorado, 
accessed June 12, 2012, http://www.unco.edu/. 
16 Rabinowitz, “Encouraging Leadership Development Across the Life Span,” 2. 
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Training for Leadership 
 

Most leaders “come to be” by learning how to lead over a long period of time. That could 
include starting at a young age by getting involved in church or social groups like Girl 
Guides, progressing to involvement in organized sports teams, then sitting on the 
student council, and later—once they have their own children— by continuing the cycle 
by becoming a church or Girl Guide leader. Some individuals may have what we see as 
natural leadership skills, such as being a good communicator, a reasonable risk taker, a 
good listener, or having the ability to see possibilities for the future. These individuals 
tend to get thrust into leadership roles whether they want them or not.  Fortunately, they 
often pass those skills, interest and abilities along to their children or those they have 
taken under their wing to mentor, continuing the cycle of leadership.   
 
How do we go about looking for and encouraging other potential leaders in our 
communities? Literature on encouraging leadership development recommends that you 
look across the life span—across all age groups— from children, to adolescents, to 
young adults and college students, to parent and adults, to elders and retirees in order 
to find  potential leaders.17 With the demographic shifts that are occurring in rural 
areas—with young people moving away for school and work—rural communities could 
look to new residents  for fresh ideas, energy and the leadership potential they may 
bring.   
 
Leaders and community volunteers can learn leadership skills through a combination of 
workshops and training, as well as through mentorship.  Some people may feel more 
comfortable taking on a leadership role if there’s a mentor—perhaps someone in a 
similar role or who formerly held a similar role—to provide guidance. Some of the more 
experienced leaders and volunteers in a community development organization may be 
willing to take on mentorship roles with newer members. Good mentors not only share 
their knowledge and experience, but also help individuals discover their own strengths 
and abilities and build upon them in order to reach their goals.18 A mentor can be a 
good sounding board and can help provide a broader perspective.  Organizations have 
long recognized the power of mentoring. As a result, they regularly set up mentoring 
programs to allow inexperienced trainee leaders to learn from experienced leaders in 
carefully controlled circumstances.   
 
It takes more than going on a weekend training course to acquire all the skills one 
needs to be a good leader. Acquiring leadership skills requires experience in practical 
situations where there is a genuine need and people are working towards a valued 
common goal. It is important for new leaders to start with small attainable tasks, so they 
are motivated to continue their involvement in the community activity. 
 
There are many examples in this province of facilitators, organizations or “change 
agents” from outside the community coming in to help train community members to 
advocate for and help themselves. Advocacy, volunteering, community service, 
                                                           
17 Rabinowitz, “Encouraging Leadership Development Across the Life Span,” 2. 
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education, life-long learning and community development are concepts that are 
intertwined with the notion of leadership. In order for these outside “change agents” to 
conduct successful training programs they must follow a number of basic principles. 
First and foremost, i they cannot parachute into a community with pre-determined lofty 
ideas about what local residents need. Instead, the facilitators must observe, listen, gain 
trust and form networks and connections within the community.18 Then, in collaboration 
with the local residents, they can formulate a strategy and course of action to meet the 
needs of the community. (You can find pointers and general guidelines for encouraging 
similar leadership development in the tools section of this toolkit.) 
 
Everyone knows that community development projects don’t happen overnight: it may 
take years for ideas to come to fruition. Therefore, community groups need dedicated 
leaders to keep them motivated for the long haul. 
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About this Community Development Toolkit 

This community development toolkit was created by Sharon Halfyard and Matthew 
VanOostdam, with editorial review and assistance by Gail Collins, Kelly Vodden, Raïsa Mirza, 
Ryan Murphy, and Janelle Skeard. The toolkit was created as part of a community-based 
research project undertaken by students in an undergraduate course at Memorial University, 
Department of Geography, instructed by Dr. Kelly Vodden (Geography 3350 – Community and 
Regional Planning and Development). The project was completed in partnership with the 
Central Region Community of Practice – Community Development. Using a ‘Community of 
Practice’ learning approach the project was intended to provide resources that introduce 
students and community development practitioners to several key community development and 
regional planning tools and concepts. The financial support provided by the Rural Secretariat-
Executive Council and the input, support and participation of Regional Partnership Planners 
Linda Brett and Tanya Noble are gratefully acknowledged.  

 

 
 


