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Introduction 

We are at the beginning of a fundamental shift toward more empowered 
citizens and communities and a more enabling state. At no time has effective 
leadership been more important.

As the One Welsh Public Service, we have been provided with clear messages 
about what we are charged with achieving. This will be accomplished through:

nn The Wellbeing of Future Generations (Wales) Act 2015 
nn The Social Services and Well-being (Wales) Act 2014 
nn The Environment (Wales) Act 2016; and 
nn Programme for Government ‘Taking Wales Forward’ (2016)

We need to create a leadership culture that cuts across organisational 
boundaries and sectors. Everyone in Wales needs to be part of this common 
endeavour, sharing common values and working and leading together to 
deliver the well-being goals.

Our Public Service Values guide how we work and how we need to shape our 
current and future cultures. Leading in the Welsh Public Service describes 
leadership behaviours that will enable our people and therefore our 
organisations to flourish. 

The Leading in the Welsh Public Service leadership behaviours framework 
forms the basis of the leadership development activity designed and 
developed by Academi Wales for senior leaders and those aspiring to a 
senior leadership role.  

The aim is for the leadership behaviours to: 

nn play a significant role in creating a stronger Welsh public service
nn improve the quality and provision of our Welsh public services; and 
nn inform the provision of high quality shared development and personal 

learning opportunities for people across all parts of the public service 
in Wales. 
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Leading in the Welsh Public Service

E F F I C I E N T
E F F E C T I V E

E X E M P L A R Y

Leading in the Welsh Public Service provides a guiding 
framework for senior leaders, supporting them in choosing and 
continually developing appropriate leadership behaviours. 

The eight leadership behaviours are:
nn Learning and Self-Awareness – core
nn Drive and Resilience – core
nn Focusing on Citizens and Quality
nn Championing Innovation and Change
nn Building Collaboration and Partnership
nn Political Awareness and Skill
nn Sharing Leadership
nn Strategic Orientation

The two core leadership behaviours – Learning and  
Self-Awareness and Drive and Resilience, underpin the other 
six behaviours and enable a person to sustain a high level of 
healthy performance over time. They are of central importance 
to learning and adapting to changing needs; recognising that 
the skills needed for tomorrow may be very different to those 
needed today.

As an individual draws on their strengths to address their 
challenges and as they work to develop those areas they are 
not so strong in, it is probable that they will be performing 
with different levels of ease across the behaviours. Therefore 
examples of the behaviours are provided at three levels of 
development to aid senior leaders in assessing their own 
behaviour and in focusing their development.

3 Levels of Development

Efficient 		  Effective		  Exemplary 
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Core Leadership Behaviour: Learning and Self-Awareness

What it is: This behaviour relies on the individual’s capacity 
for learning from experience and feedback. Once feedback 
is received the individual is then able to grow and improve 
by making accurate and objective self-assessments using this 
knowledge to adapt one’s approach to different challenges. 
It requires giving time to appropriate and focused development 
activities.  

Why it matters: This core behaviour is essential for an 
individual’s growth and improvement. It will support a leader 
in reducing repeated mistakes, creating a positive attitude 
and promoting behaviours that embrace learning and raised 
self-awareness. It will enable the full development of other key 
behaviours needed for a high level of performance and support 
the individual in reaching their true potential as a leader.  

What it is not: Showing little interest in self-assessment 
or feedback, or just ‘appearing’ to do so. When completed,  
self-assessment is inaccurate; over or under optimistic 
in nature and content. Avoiding or passively accepting 
development opportunities with little or no resulting changes. 
Unwilling to ‘own’ mistakes or to learn from them. Taking little or 
no responsibility for impact on others – looking to blame external 
sources or others – showing a lack of emotional self-awareness 
or learning. Focusing so much on the immediate demands 
of the task that there is no time or opportunity to reflect 
on performance.
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Core Leadership Behaviour: Learning and Self-Awareness
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Reflects on personal style and can make an 
accurate and objective assessment of own 
performance.

nn Shows improved self-awareness and use of 
own strengths.

nn Shows empathy in recognising emotions 
in self and others and managing their own 
response to them.

nn Actively seeks learning opportunities 
and feedback and as a result, adapts own 
performance to different work situations.

nn Gives time and priority to own development 
activity.

nn Anticipates and addresses development 
needs in terms of future demands and 
requirements and not just the present.

nn Keen to engage with new ideas, theories 
and concepts.

nn Displays a higher level of learning agility; 
is responsive and able to apply knowledge 
appropriately to new situations.

nn Has a strong drive to develop new areas of 
expertise and knowledge; constantly seeks 
to refresh learning.

nn Learns from mistakes and successes, 
and deliberately explores the implications 
of failure to ensure improved approaches 
in the future.

nn Is mindful; possesses insight into personal 
motives, emotions and attitudes, and 
how these may influence behaviour and 
reactions in self and others.

nn Acts as an outstanding role model for 
continuous growth and learning; has a 
sophisticated, personal development plan 
in place.

nn Scans full extent of own environment 
for feedback on own performance and 
new sources of knowledge and skill, 
demonstrating their own commitment to 
learning.

nn Deliberately engages others in 
collaborative reflective practice and openly 
shares learning with others.
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Core Leadership Behaviour: Drive and Resilience

What it is: Remains focused and positive and displays an 
appropriate level of self-confidence in the face of difficult 
circumstances. Recovers quickly from setbacks and maintains 
own and the team’s morale. Sets demanding objectives and 
tackles them with energy, pace, passion and determination, 
and inspires the same level of energy in others. Displays realistic 
optimism when responding to challenges.

Why it matters: Demonstrates commitment to delivering the 
right services for citizens. To improve performance and cope 
with the pressures of turbulent change, leaders need both a high 
level of drive and resolute persistence in following through on 
objectives, along with the ability to develop this attitude in the 
rest of the team. Shares common goals and the pressure arising 
from setbacks, reduces isolation and ensures the best use 
of resources.  

What it is not: Driving forward without checking that you 
have brought the team and wider stakeholders with you. 
Assuming that because you can cope with pressure everyone 
else in the team can too. Becoming overly cautious and inhibited 
at the first sign of a setback, failing to accept or seek help. 
Setting unrealistically high aspirations or targets. Holding to 
a fixed mindset.
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Core Leadership Behaviour: Drive and Resilience
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Desire to achieve outweighs fear of failure; 
is courageous in decision-making and in 
action.

nn Communicates commitment to deliver the 
right services.

nn Embraces and manages acceptable risk.

nn Aims to deliver the best long term result.

nn Shows a willingness to take on new 
responsibilities and encourages others to 
do likewise.

nn Exercises self-control, modelling a positive 
attitude to problems and change. 

nn Draws on a range of learning, working 
with others to find practical solutions to 
challenges.

nn Is able to remain focused in the face of 
change, yet flexible to include priorities as 
they shift.

nn Combines energy and drive into motivating 
others towards achieving challenging or 
integrated goals; enthusiasm is ‘infectious’.

nn Displays personal responsibility and 
ownership, with trust in others when 
driving the success of initiatives. 
Gives others full credit where appropriate.

nn Provides an inspirational vision of the 
end goal which imbues a persistence and 
energy in others.

nn Responds effectively to competing 
demands; prioritises own and others’ 
activities appropriately.

nn Displays a growth mindset, showing 
willingness to follow through on plans 
or initiatives that represent progress, 
even when this might be difficult or 
uncomfortable.

nn Promotes resilience by being open and 
honest with others, discussing challenges 
and difficulties to actively seek solutions.

nn Displays a growth mindset; energising 
others to be inquisitive, to identify synergies 
and to deliver integrated solutions that 
achieve multiple goals.

nn Creates and drives a high performance 
culture at all levels of the organisation; 
holds others accountable for delivering 
successful outcomes, taking effective 
preventative action.

nn Ensures that energy and abilities of others 
are utilised successfully to prudently 
deliver required services, regardless of 
changing circumstances.

nn Coaches other leaders to respond 
effectively to competing demands and to 
prioritise plans and activities effectively.

nn Enables self awareness and self 
actualisation in others through experiential 
learning and role modelling.
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Focusing on Citizens and Quality

What it is: This behaviour is about identifying economic, 
environmental, social and cultural issues and using these to 
pinpoint which innovative ways of working will deliver quality 
services. Gathering the necessary data and evidence for making 
sound organisational decisions, being collaborative and relishing 
new initiatives. Tailoring one’s approach to meet citizen needs 
and communicating with citizens in a way they can understand 
and relate to. 

Why it matters: Having a sharp focus on quality and a genuine 
concern for the citizen, will mean that both decisions and 
delivery will involve the citizen and deliver what is important 
to them. 

What it is not: Being closed-minded to a more values-driven 
and citizen-centred approach. Believing that quality must be at 
the expense of value-for-money and speed of delivery. Having a 
narrow definition of value e.g. based on least internal cost. 
Adopting a ‘one size fits all’ approach to citizens and generally 
failing to consider their perspectives and needs.
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Focusing on Citizens and Quality
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Gathers the necessary data and evidence 
for making quality focused decisions.

nn Relishes trying-out new initiatives.

nn Seeks to continually improve the quality 
of service delivery.

nn Rigorously monitors progress against 
organisational purpose and citizen 
value, making appropriate changes to 
consistently achieve outcomes within 
available resources.

nn Works with citizens to identify their 
priorities and translates these into 
effective operational delivery.

nn Empathises with the citizen and 
understands their concerns.

nn Gives time and thought to maintaining 
and improving established citizen 
relationships.

nn Understands the interdependency of 
citizens and services and anticipates and 
positively manages citizen expectations.

nn Communicates with citizens in a way 
they can understand and relate to; uses 
appropriate channels and harnesses 
technology effectively.  

nn Promotes a strong focus on the needs 
of the citizen throughout the planning, 
delivery and evaluation processes.

nn Draws on practice and ideas from outside 
the organisation to develop improved 
and effective forms of collaborative 
partnership working.

nn Understands and uses proven economic, 
financial and sustainability models to 
make and support others in making, 
decisions with regard to purchase, 
deployment and use of resources.

nn Takes a broad view of value when making 
choices; recognising ‘hidden’ or external 
effects and costs within the system and 
building these into decision making.

nn Understands human behaviours and 
societal effects and makes mindful use of 
these insights in decision making.

nn Productively uses new technology 
and methods to share knowledge 
and information to improve team 
understanding and appreciation of 
citizen needs and planned delivery 
outcomes or efficiencies.

nn Uses understanding and insights of 
wider economic, environmental and 
behavioural contexts, and possible future 
developments, to shape strategy for the 
organisation.

nn Is accountable and takes full 
responsibility for achievement of 
economic, environmental, social and 
cultural goals of the organisation.

nn Creates inclusive, collaborative 
opportunities where people can build 
relationships, share experiences and 
reflect from different value-based 
perspectives. 

nn Effectively uses personal influencing and 
negotiating skills to achieve agreement 
on a quality service delivery with 
partners and contributors. 

nn Models and promotes the use of new 
technology to secure efficiencies and 
raise levels of effective communication 
across boundaries.



10 11

Leading in the Welsh Public Service

Championing Innovation and Change

What it is: This refers to the behaviour of leading innovation and 
change throughout the organisation and partner organisations 
to improve the delivery of services. It stems from a deep 
understanding of what the long term opportunities of change, 
improvement and prevention are and their relationship to 
delivering quality services. Alongside this, it is about having 
realistic ideas for addressing these opportunities – underpinning 
this is a level of intellectual openness and agility. Finally it is about 
having an ability to inspire other people to embrace change and 
to be adventurous and creative in their thinking and delivery.

Why it matters: To be effective, leaders must be able to operate 
in an environment that is uncertain, often ambiguous and 
constantly changing. They need to foster creativity and accept 
a degree of risk to bring about improvement, and to encourage 
the same mindset in their teams. Leaders need to be prepared to 
embrace and understand the advantages of harnessing old and 
new technologies for managing and delivering public services 
in an adaptive way. Retaining accessibility to older technologies 
alongside the added benefits of what is ‘new’ as appropriate.  

What it is not: Championing innovation does not mean 
embarking on initiatives that have not been properly thought 
through, nor does it mean cascading ideas downwards with little 
participation from the team. It is not about change for change’s 
sake nor is it about resisting change; preferring or being 
unwilling to challenge existing methods or ideas, preferring to 
remain working within an established comfort zone. It is also 
not about continuing to support reactive ‘stop-gap’ measures 
without taking time to analyse deeper trends.
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Championing Innovation and Change
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Identifies and responds to the need to 
change and improve the way work is 
delivered, in the short and long term.

nn Shows openness to new ideas, methods 
and technologies; seeing opportunities 
rather than difficulties in change.

nn Actively challenges existing approaches 
and conventional wisdom.

nn Encourages others to think differently, 
to question and to try new ways of doing 
things.

nn Allows people to consider possibilities 
without closing down options prematurely; 
accepts that some initiatives can fail or 
be only partially successful and securing 
learning from these.

nn Promotes innovation and a creative 
mindset at every opportunity. 

nn Looks outside own area for alternative 
perspectives and methods.

nn Displays mental agility and flexibility in 
adapting to new circumstances swiftly and 
confidently.

nn Champions relevant, logical and evidence-
based changes and improvements.

nn Encourages ideas and improvements, 
and measured risk taking, and supports 
‘bottom-up’ changes within own area of 
responsibility to improve services and 
methods of working.

nn Seeks to embed a culture of innovation 
and creative thinking to drive service 
improvements.

nn Leads the process of continual 
improvement of services to users; 
promotes the use of new technology 
wherever appropriate and enables high 
quality face-to-face involvement.

nn Has the confidence to sensitively 
challenge others, including those in the 
organisational hierarchy, when resistance 
to change occurs.

nn Designs processes and systems that 
support change, secure learning and 
ensure smooth transitions.

nn Creates and protects the space for people 
to create better services, knowing when to 
step back and leave the team to progress 
the work and when to get involved.

nn Leads others to respond effectively to 
external and environmental factors which 
will necessitate change.

nn Establishes or re-designs cross and inter-
organisation collaborative processes 
to encourage continual improvement, 
support change and drive innovation.

nn Considers the implications of change 
across systems and partnerships; in public 
services and the wider community.

nn Champions decision-making at the 
highest levels that supports innovation, 
and challenges ideas that represent 
bureaucratic or retrograde thinking. 

nn Enables teams and organisations to shift 
from reactive to preventative services.
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Building Collaboration and Partnership

What it is: Building collaboration and partnership is about 
creating diverse alliances and partnerships that add value 
rather than settling for what is familiar, comfortable and already 
in place. Crucial to this is encouraging the contribution of team 
members and partners and making them feel valued.

Why it matters: Effective leaders will do everything they can to 
generate higher levels of trust and confidence to break down 
silo thinking and see the public service as one community, to 
reach out to potential partners to build collaborative enterprises 
that will assist in delivering more effectively in future. 

What it is not: Appearing to collaborate but using information 
to push one’s own agenda at the expense of others – failing to 
realise that there has to be something in it for all. Withholding 
information that could be shared. Relying on existing contacts 
rather than generating new relationships. Failing to learn lessons 
from previous collaborations; withdraws involvement from 
collaborative activities before successful outcomes achieved.
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Building Collaboration and Partnership
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Leads across boundaries; sees public 
service as one community and seeks to 
break down silo thinking and practice.

nn Initiates contact and closer relationships, 
demonstrates a keenness to collaborate 
and contribute with other departments 
and services.

nn Embraces diversity and respects 
differences, encourages the contribution 
of staff and partners, making them 
feel valued.

nn Networks to build and foster new alliances 
and partnerships that add value.

nn Is straightforward with people and 
generates trust and confidence, 
understanding that all parties need to 
benefit and does not push own agenda at 
the expense of everyone else.

nn Communicates openly, showing a 
readiness to share information, which in 
turn builds credibility.

nn Actively and energetically creates and 
maintains ‘live’ networks of contacts at 
all levels, within own organisation and 
externally.

nn Promotes and encourages collaboration 
and sharing across departments, services 
and organisational boundaries.

nn Brings peer and partner organisations into 
decision-making wherever possible, listens 
and genuinely considers and includes their 
views when making key decisions. 

nn Leads and manages collaborative decision 
making whenever appropriate.

nn Ready to challenge current ways of 
thinking and working: communicating 
the benefits of effective networking or 
partnership working to inspire changes in 
attitude and approach.

nn Personal network is extensive and includes 
people from all walks of life, including 
local partner organisations, country level 
bodies, national government organisations, 
and international forums.

nn Works effectively with Non-Executive 
Directors to support political leadership 
and improve governance.

nn Builds and leads a collaborative working 
culture throughout the organisation; 
role models inclusivity and collaboration 
consistently and in a high profile manner.

nn Ensures continuous learning and 
development of the organisation’s 
approach to collaboration and 
inclusiveness.

nn Will make decisions that support 
collaborative endeavours that will 
achieve long term benefits which are not 
necessarily the intermediate objectives of 
their own organisation.
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Political Awareness and Skill

What it is: Political awareness and skill relates to political 
astuteness in leadership. It shows an awareness of how others 
may see you and interpret your behaviour and how you use 
this information to anticipate and understand their behaviour 
and viewpoint. It requires sensitivity in handling negotiations 
and in managing conflict, and the ability to gain commitment 
without holding or exercising direct authority. 

Why it matters: Organisations of all kinds find themselves in 
an increasingly complex environment and one where success 
will often depend on building partnerships and strategic 
alliances. The challenges of doing this will place a premium 
on handling internal and external contacts with sensitivity 
and astuteness. 

What it is not: This is not about exercising influence over others 
to achieve one-sided advantage or personal gain. Nor is it about 
being unable to deliver tough messages or take a firm stance 
when needed.
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Political Awareness and Skill
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Recognises where individuals and groups 
may have different agendas and engages 
with them to identify their viewpoints. 
Thinks these through in terms of the 
impact on proposals and plans to achieve 
integrated positive outcomes.

nn Understands how they are perceived by 
others and where and why others may 
feel challenged by them.

nn Shows awareness and appreciation of 
differences in values within and across 
organisations.

nn Shows an effective blend of sensitivity 
and determination in negotiation, works 
to resolve conflict should it arise.

nn Is successful in winning over and gaining 
commitment from other groups without 
holding or exercising direct authority.

nn Thinks ahead and cultivates relationships 
that are likely to be important in the 
future.

nn Has a broad understanding of the aims 
and agendas of senior people in own 
organisation and takes this into account 
when seeking to influence them.

nn Projects a high level of self-confidence 
and integrity, engendering the admiration 
and trust of others.

nn Has a clear view of the full range of 
divergent and competing interests that 
need to be considered when seeking to 
agree strategies within own area and 
with external partners.

nn Predicts possible areas of conflict 
between or with stakeholders and seeks 
to resolve these ‘ahead of time’, identifies 
areas of common interest to use as a 
platform for discussion and improved 
solutions.

nn Is politically astute and understands 
the relevant aims and agendas of the 
governmental, political and private 
sector organisations and key individuals 
that interact with their organisation.

nn Uses high levels of understanding of 
others’ agendas coupled with strong 
self-awareness to negotiate high-level, 
strategic and collaborative agreements. 

nn Uses cultural understanding and an 
awareness of own and other’s human 
behaviours to anticipate and mitigate 
against threats to current and future 
organisational goals.
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Sharing Leadership

What it is: Sharing leadership involves demonstrating trust in 
the team through empowerment and allowing ample scope for 
initiative. By showing an understanding that leadership is often 
more effective when shared, it encourages team members 
to show ambition and to take responsibility. Understanding, 
addressing and building individual and team motivations, 
knowing when and how to support.

Why it matters: Releasing the potential of team members and 
creating an environment where team members and wider 
stakeholders can feel part of and identify with the shared vision 
produces optimal performance. As organisations increasingly 
harness new technology to allow flexible and ‘location 
independent’ working, leaders must embrace communication 
through a variety of channels. 

What it is not: Simply being directive and expecting others 
to follow. Continually checking on progress and getting over 
involved in detail. Taking sole credit for successes, focussing 
on what others do wrong, failing to celebrate or acknowledge 
others achievements or talents.
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Sharing Leadership
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Demonstrates trust in the team through 
empowerment and allowing ample scope 
for initiative.

nn Encourages others to show ambition and 
take responsibility.

nn Harnesses technology effectively to create 
‘virtual’ teams, build constructive working 
relationships and support flexible working.

nn Devotes time to coaching team members 
and gives clear and honest feedback, 
knowing when to support and when to 
step back.

nn Creates the environment for others to 
access and benefit from development 
activities and opportunities.

nn Takes a systematic approach to 
performance management looking at 
the ‘what’ and the’ how’. Addresses 
poor performance promptly, firmly and 
constructively, treating mistakes as 
learning opportunities.

nn Celebrates success and generates positive 
expectations of what individuals and 
groups can achieve – enhances the self-
belief and morale of others and promotes 
diversity.

nn Knows and understands what motivates 
each member of the team and adapts 
approach accordingly.

nn Identifies and promotes talent and 
succession.

nn Supports the use and development of 
communications and ‘collaborative 
working’ technology to harmonise and 
improve team working.

nn Stimulates and encourages a culture 
of learning and development within the 
organisation; support others to regularly 
seek and take advantage of development 
opportunities.

nn Coaches leaders to demonstrate trust, 
openness and inclusiveness in their 
approach.

nn Role models an inclusive, more 
‘distributed’ leadership style, involving 
others and collaborating wherever 
possible.

nn Seeks to effectively harness the diverse 
talent, skills and capabilities in the 
organisation. 

nn Embeds and continually reinforces a 
culture of inclusive decision-making and 
shared leadership.

nn Shows clear support for the use of 
appropriate technology to fully engage 
people in shaping and improving service 
delivery.

nn Practices humility in developing a range 
of talent that will ensure the success of 
the organisation after they leave.

nn Ensures transparency in the 
implementation of talent and succession 
processes, allowing individuals to 
develop to their full potential.

nn Provides staff with opportunity to 
flourish by holding self and others to 
account for delivery rather than over 
managing from a fixed mindset.
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Strategic Orientation

What it is: Strategic orientation is about engaging with others 
to build a vision of the future whilst considering the longer 
term implications of shifts in circumstances. It requires strong 
analytical ability to think through and evaluate the potential 
impact of various social, environmental, political, economic 
and technological changes, translating these into practical 
steps and goals.   

Why it matters: Leaders must focus on the deeper and wider 
long term picture on behalf of their organisation and team. 
Leaders need to be ahead of the game and to actively scan the 
horizon for developments that may impact on their existing 
plans and priorities both now and in the foreseeable future. 

What it is not: Being strategic is not a licence for intellectual 
speculation detached from organisational needs – it has to be 
grounded in the need to maintain and improve performance. 
It is not a reactive response to shifts in circumstances which 
could result in changing direction too readily and quickly.
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Strategic Orientation
Efficient Behaviours Effective Behaviours Exemplary Behaviours

nn Thinks strategically; considers the longer 
term implication of shifts in circumstances 
and adopts a wide-ranging perspective.

nn Uses strong analytical ability to think 
through and evaluate the potential impact 
of various social, environmental, political 
and economic changes.

nn Tracks the developments in technology, 
science and research and understands 
the implications of these for planning the 
delivery of services.

nn Actively scans the horizon for 
developments that may have an impact on 
business and factors them into planning. 

nn Builds a positive vision with others 
and translates this into practical steps 
and goals in pursuit of delivering a 
quality service.

nn Incorporates changing circumstances 
within the vision in a balanced way, being 
neither too rigid nor too easily blown off 
course. 

nn Has the vision to anticipate key, long-
term, social, environmental, political, and 
economic changes and understand the 
impact that these might have.

nn Shapes team and organisational 
composition or structure to ensure 
smooth, efficient and responsive delivery of 
services over the long term.

nn Regularly uses different demographic and 
data sources to gain a deep insight into 
the citizen-base for the organisation and 
understands how their needs may change 
in the future.

nn Collaborates to develop strategic plans that 
set the vision and direction for their part 
of the organisation or their area of public 
service.

nn Has in-depth insight and wisdom regarding 
the contextual issues, locally, nationally 
and globally, that currently impact on 
the organisation and are likely to do so in 
the future.

nn Clarifies and shapes the core role and 
purpose of the organisation in a proactive, 
preventative response to anticipated 
societal needs.

nn Collaborates with citizens and other 
public sector organisations to develop 
long term strategic plans that clearly and 
effectively set the vision and direction for 
whole organisations and parts of the public 
sector.
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