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1.0

WHAT IS THIS EXPERIENTIAL LEARNING JOURNEY ALL ABOUT?
This experiential learning
journey is for organisations
that recognise the importance
of collective leadership in
developing strategy and
delivering transformational
change.

It’s a very different form of
leadership development
programme.
Firstly, it focuses on developing
collective – as opposed to individual
– leadership.
Secondly, it aims to develop
collective leadership as an
organisational – as opposed to
individual – capability.
Thirdly, it’s based upon the theory
and practice of experiential learning.
And finally, it’s Covid-19 compliant.
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2.0

WHAT IS COLLECTIVE LEADERSHIP?

Collective leadership is a
type of leadership where
multiple individuals exercise
their leadership roles within
a group – and then the entire
group provides leadership to
the wider organisation.
What’s more, it’s a fluid and flexible
approach to leadership, where
roles and resultant accountabilities
evolve in response to changing
circumstances.

As a result, the power of collective
leadership is greater than the sum of
the powers of the individual leaders.
Collective leadership is where
the given roles and functions are,
intentionally, broadly defined and
the contribution that individual
leaders make evolves over time in
pursuit of a common purpose.
A key aspect of collective leadership
is collective accountability – where
the outcomes of decisions and
actions are felt by every leader in
equal measure.
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3.0

WHY IS COLLECTIVE LEADERSHIP IMPORTANT?
Collective leadership is one of
the most critical conditions
for success when it comes
to developing strategy and
delivering transformational
change.
Without collective leadership
individuals within a leadership team
are more likely to develop their
individual strategies, each focused
on achieving different outcomes. At
best, they might have some degree
of alignment; at worst, they are in
conflict pulling the organisation in
different directions.
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The best strategy for an organisation is
very rarely the sum of a diverse set of
individual strategies.
Equally, it’s unreasonable to expect
people to commit to change unless
they’re confident it will succeed,
and the benefits of the target future
are worth the pain of transition.
And the principal source of this
confidence comes – or doesn’t – from
the organisation’s leadership. If the
leadership is not aligned, either on
the strategic intent or the trajectory
by which it will be realised, that
confidence will be lacking.
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4.0

WHAT IS THE AIM OF THE LEARNING JOURNEY?

The aim of the learning
journey is to develop
collective leadership as an
organisational – as opposed
to individual – capability.
A capability that is not dependent
upon one individual leader or a
capability that weakens when a
leader leaves the organisation.
During the learning journey
participants will develop a deeper
understanding of the behaviours,
cognitive skills and operating
principles of collective leadership –
as illustrated in the framework on
the right.
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COLLECTIVE LEADERSHIP
BEHAVIOURS
That lead to collective leadership

COGNITIVE SKILLS
That enable collective leadership
behaviours

OPERATING PRINCIPLES
That create the conditions for
people to apply their cognitive
skills, that result in the behaviours
that lead to collective leadership
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5.0

WHY IS IT CALLED AN EXPERIENTIAL LEARNING JOURNEY?
It’s called an experiential
learning journey for two
reasons.
Firstly, it’s based upon the theory
and practice of experiential learning
where people learn continuously
through a four-stage cycle: Concrete
Experience > Reflective Observation
> Abstract Conceptualisation >
Active Experimentation. In other
words, we experience something,
we think about it, we consider how
we might apply it to our situation,
and we try it. In short, we learn
through our experiences.
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Secondly, it’s a journey. A journey
that initially lasts 20 weeks.
Thereafter it is hoped the journey
will continue as the group deepens
its understanding of collective
leadership and becomes a master in
its application.

CONCRETE
EXPERIENCE
ACTIVE
EXPERIMENTATION

REFLECTIVE
OBSERVATION

ABSTRACT
CONCEPTUALISATION
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6.0

HOW IS THE JOURNEY STRUCTURED?

The learning journey lasts
20 weeks and comprises six
stages. During the journey
participants will assess
the degree to which the
behaviours, cognitive skills
and operating principles of
collective leadership are in
place.

They will then develop their
understanding of these facets and
take action to develop and put
them in place. The assessments are
repeated at the end of the journey in
order to assess progress.
The learning journey is Covid-19
compliant as it will be facilitated
remotely through online workshops
and video calls.
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7.0

WHAT HAPPENS WEEK BY WEEK?

The itinerary for the learning journey is as follows:
STAGE

Introduction to
Collective Leadership
and the Learning
Journey

Collective Leadership
Behaviours

Cognitive Skills
for Collective
Leadership

Operating Principles for
Collective Leadership
Application
Reassessment
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WEEK

ACTIVITY

1

Interviews

Rationale for the learning journey and expectations of participants.

2

Online workshop

Learning objectives, structure, content and approach.
Introduction to collective leadership.
Introduction to the behaviours of collective leadership.

3

Behavioural assessment

Self-assessment of collective leadership behaviours.

4

Online workshop

Results of behavioural self-assessment.

5

Individual and group activity

Practising the behaviours of collective leadership.

6

Online workshop

Experience of applying the behaviours of collective leadership.
Introduction to the core cognitive skills of collective leadership.

7

Cognitive skills assessment

Self-assessment of collective leadership cognitive skills.

8

Online workshop

Results of cognitive skills’ self-assessment.

9

Individual and group activity

Practising the cognitive skills of collective leadership.

10

Online workshop

Experience of applying the cognitive skills of collective leadership.
Introduction to operating principles for collective leadership.

11

Operating principles assessment

Self-assessment of operating principles.

12

Online workshop

Results of operating principles’ self-assessment.
Understanding the implications of operating principles.

Individual and group activity

Establishing the operating principles, applying the cognitive skills and living the behaviours
of collective leadership.

19

Assessment

Reassessment of the behaviours, cognitive skills and operating principles.

20

Online workshop

Results of the reassessments and actions for ensuring the conditions for greater collective
leadership are in place.

13-18

TOPIC
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8.0

HOW ARE THE ASSESSMENTS UNDERTAKEN?

The assessments are dialogic
assessments, rather than
diagnostic assessments or
audits.
Their aim is to create
constructive dialogue rather
than find the ‘scientific truth’.
The self-assessments are
an important feature of the
programme as the paradox
with assessments is that people
don’t like being assessed,
but they love being part of an
assessment process! By and
large, people like to know how

they and their organisation
are doing, especially from a
capabilities perspective. But
they are sceptical (and rightly
so) of being assessed by
outside consultants.
The results of the assessments
provide input to an
accompanying longitudinal
research study on collective
leadership. The results are
kept completely confidential
and only used for comparison
purposes.
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9.0

Who should be involved?
Leadership teams, or
extended leadership teams,
from organisations in any
sector, whether public or
private, commercial or
not-for-profit, government
department or NGO.
The leadership team could
be accountable for the whole
organisation, a unit, functional area,
region or country.
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10.0

HOW MUCH COMMITMENT IS REQUIRED?

The learning journey is
intentionally designed not
to impact on the day-today commitments of the
participating leadership group.
On average participants are expected
to spend two hours per week, either
undertaking an individual or group activity.
Of course, participants could devote more
time should they wish to.
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11.0

What does the leadership team get in return for their participation?

Throughout the journey participants are guided through each stage by the lead facilitator. They are also given supporting
reading material and learning notes. The online workshops are facilitated by experienced consultants in strategy, change and
behavioural science.
Each participant is also assigned a personal coach to whom they can call upon as required.

12.0

WHAT WILL THE SPONSORING ORGANISATION GET FROM THEIR INVESTMENT?

The sponsoring organisation
will have in place a critical
condition for success in
respect to developing
strategy and delivering
transformational change.

12

This condition is particularly important
in today’s increasingly volatile,
uncertain, complex and ambiguous
(VUCA) world. A world where we can
no longer assume that the future is an
extrapolation of the past.

This condition has never been more
critical than in 2020, when the Covid-19
pandemic changed the future for
individuals, organisations and societies
around the globe.
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13.0

Who WILL lead the JOURNEY?

The learning
journeys will
be led by Dr
David Trafford,
a management
consultant with
over 30 years’
experience.
After working in academia and global
consulting companies he founded
Formicio Limited in 2010, an advisory
services and consulting business,
focusing on all aspects of strategy and
change.

He and colleague Peter Boggis are
authors of Beyond Default – Setting
your organisation on a trajectory to
an improved future. The last chapter
of their book is called It All Starts With
Collective Leadership as they believe
it’s the most critical condition for
success when it comes to developing
effective strategy and delivering
transformational change.
Working with David is a very talented
multinational team of consultants who
believe that today’s challenges – and
opportunities – require a very different
type of leadership than that typically
practised in most organisations today.
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“Without collective leadership there will be
no collective strategy, and without collective
strategy an organisation has very little
chance of successfully changing its trajectory
to one that leads to an improved future.”
 avid Trafford & Peter Boggis
D
BEYOND DEFAULT
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Who should I contact
about participating?
Contact David Trafford at
david.trafford@formicio.com
or give him a call on
+44 (0)7785 232762.
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