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“Team Leader is not only the person to
lead but gives the opportunity to others.”

MANASI AUTE

Team Leadership Session # 3
Session 2 Review…
In Session 2 we covered the six conditions that must be met in order to have an effective Team…. If
you remember.. They are:
Essential Conditions:

Having a Real Team
Having a compelling direction
Getting the right people on the team (and the wrong ones off)

Team Leadership Session # 3
The Three Enabling Conditions are:

Building a Solid Team Structure
Having a supportive context
Coaching your team…. Where timing is very important.
It is your decision as the team leader as to whether you really need a team and whether you can
design one that actually works.
That is .. Is it consequential for your organization and for those it serves as well as for the quality
of your own life.
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As we started this webinar we reviewed some of the early scholars and their models regarding
leadership.

There are many and perhaps one of the main reasons is within our democratic society we are
looking for more leaders. The question often raised is, “Where have all the leaders?” as the world
faces a plethora of huge vexing problems… not the least bit is the pandemic we are currently
experiencing, that will leave widescale issues to deal with after it is gone, none the least be what
is it doing to our educational system.
Just what type of leadership should we be looking for… leadership that will create more
effectiveness in whatever it is we decide to pursue.
There are many models from the past that some leaders believe are the best.
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Situational Leadership, as presented by Ron Heifetz, suggests that our leader(s) should have that
fit or alignment to be able to lead; and this is especially true in our current environment.

Institutions must seek leaders who are well qualified and have that fit, or alignment for the
particular challenges that the organizations will be facing.
And these must match these leaders’ styles and contextual demands they will face.
And speaking of style, what might that style be? Jim Collins, a well-known business writer,
suggests that perhaps modesty and humility style is what will be needed.
Tom Peters, another popular business writer, supports the notion of a charismatic leader and the
heroic CEO.
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Whoever we choose to lead and whether or not it’s a team or an individual, this leadership must
be able to motivate, persuade, and influence others.
Motivation will come in two forms… intrinsic and extrinsic
Intrinsic motivation is the will to succeed by changing oneself from within.
Extrinsic motivation is the performance that is driven by external rewards.
Leaders and leaders of leadership teams must understand how to employ both forms.
Recognizing the potential negative consequences of certain reward systems.
At times this could be by exercising power in organizations to get things done and at other
times, when to have that more subtle approach of influencing and persuasion.
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Leadership and Transformation

Leadership is about transforming people in an organization and leading them to higher
performance as a result.
And again, as we started these sessions we learned that Management is about generating
efficiency in the organization and meeting near-term objectives.. Or other objectives of a nonfinancial nature
Leadership, on the other hand is more than just meeting targets, it’s about articulating where you
want to go and how you might have to change to get there…
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John Kotter, of the Harvard Business School has long argued that there are three fundamental
processes for effective leadership.

Establishing a compelling direction, vision of the future, and the strategies for how to get there.
Aligning people, communicating the direction, building a shared understanding getting people to
believe in the vision, and then persuading and influencing people to follow that vision.
Motivating and inspiring people to enact the kinds of changes and vision that you have
articulated.
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So What About Personality Traits?

Is there a certain personality trait that lends itself more toward effective leadership?
Back in session two we looked at five personality traits that many scholars felt were important
leadership qualities. Remember? Surgency, Conscientiousness, Agreeableness, Adjustment, and
Intellectance.
Early studies seemed to be more focused on power and influence where power was defined as
one party being able to influence another party to change behavior.
This led to the development of a model referred to as the Competency Model.
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The Competency Model.. includes three key questions that need to be asked when an
organization is considering this model..

1.

How clear are leaders in communicating the behaviors they expect of their workers?

2.

How much feedback do the workers receive?

3.

Is there development?

When evaluating leaders we should not focus on a few personality traits? Shift from thinking about
personality traits and think about how these behaviors fit the culture and the environment in which
the employees and managers are operating.
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Contingency Models..

Least Preferred Coworker Model by Fred Fiedler, generates a high score which meant that the
leader was more relationship-oriented or a low score meaning that the leader was more taskoriented in their leadership approach.
Fiedler argued that if the task was structured and the leader has a strong position of power with
loyal subordinates or team members, then the task-oriented leader works.
On the other hand, if the task is ambiguous and the leader as a weak position of power, then the
relationship-oriented leader is needed.
As this was early in the development of models, subsequent scholars found weaknesses in this
model.
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Situational Leadership Theory
Hersey and Blanchard suggested that the level of follower maturity should determine how the leader
should behave and proposed the following theory.

1.

Low follower Maturity. Leaders need to focus on tasks.

2.

Moderate follower Maturity. High relationship orientation is required but still a moderate task
orientation as well

3.

High follower Maturity. Leaders do not need to focus on either relationship or task. They need to
empower and give autonomy to their follower instead of direction. Elements of team leadership
begin to appear here.

4.

Model faced some problems being used in many organizations.
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Normative Decision Theory
Vroom & Yetton examined how situational variables should drive approaches to decision making.

They came up with five different styles.
1.

Leader solves problem alone using information that is readily available.

2.

Leader gets data from group members and then makes the decision alone

3.

Leader shares problem with team members individually, garners advice, and then makes a decision alone

4.

Leader shares problem with team as a whole, garners advice, then makes decision alone.

5.

Leader works collectively with team members to generate ideas, discuss options, and reach a consensus.
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Charismatic vs Transformational Leadership

When we think of charisma we are most likely thinking of inspiring, bold, self-confident leaders
who attract many followers who believe in their clear and compelling vision. We often think of that
person who is able to save an organization or lead a successful campaign during the time of a
major crisis.
James McGregor Burns defines transformational leaders as those who appeal to the moral values
of their followers, trying to mobilize them to affect a major change in society.
Transactional Leaders, on the other hand, motivate people by appealing to their self-interest,
providing benefits in exchange for their efforts and contribution.
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Charismatic Leadership suggests that people attribute charismatic qualities to certain leaders
who achieve successful results, particularly in time of crisis. (Conger & Kanungo).

They put forth a bold vision that is different from the status quo, but that seems reasonable.
The act in unconventional or surprising ways to try to realize the vision.
They are willing to engage in self-sacrifice or to take personal risks, either in regards to their
career or compensation.
They exude self-confidence and enthusiasm, both in their vision as wel as the services or products
they are promoting.
They employ emotion to sell their ideas and attract followers rather than simply asserting authority
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Resistance to Change

Often times when we are facing serious challenges, a potential solution or outcome might be the
need to change.
One of the main challenges to managing and leading change is that the crisis does not come on
suddenly…. and a gradual crisis is more often than not, a dangerous one as opposed to a sudden
one.
Leaders are often able to react or mobilize their organization in the face of a sudden crisis or
threat.
The resistance builds up and becomes much stronger in the face of a gradual crisis.
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We learn certain ways of behaving and develop a condition known as Learned Hopelessness.
Learned hopelessness occurs when the people falsely believe that they have now power to
change.. What about the sheep in the story “Outlearning the Wolves”… Otto and Marietta were
promoting change in the way the other sheep were thinking but the sheep were resisting.
The more people perceived events as uncontrollable and unpredictable, the more pessimistic they
begin to feel about the potential of positive transformation.
Langer and her colleagues concluded that giving people the power to make choices has many
positive effects. In other words, we must give people a sense of control over their futures over how
they will work under the changes.
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Why People Resist Change

Employees don’t trust leadership, so they not willing to follow the leaders when they suggest a new way
of doing things
They’re worried about a loss of income or job security as a result of possible downsizing.
There are also concerns that the costs of a change effort may exceed benefits, the turmoil that’s
created may actually lead to paralysis and an inability to serve you constituents at all.
There is a fear of personal failure as people worry about whether they can succeed in a new
environment and whether their power or status will be lost.
There may be a threat to their personal values as well as they become concerned about the new ethics
of the organization and whether those values will resonate with them
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Why People Resist Change (Cont’d)

There’s an issue of perceived loss of control when people begin to worry whether they are in
control of their own career and work..
And then we have GroupThink which is a type of group cohesiveness that occurs when a group or
team begins to prematurely converge on one course of action rather than looking at a broad range
of alternatives… again.. Back to the story.. The sheep got all excited when it was suggested that
they should sleep together in a bunch rather than spread around the pasture… which you all know
what happened.
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Phases for transformation…

In order to incite change leaders need to set audacious goals that are simple, finite, far out, and
stretched. In other words.. (BHAG) or Big Hairy Audacious Goals.. As we hear in leadership
circles.
It is important to communicate a vision in multiple ways and that small wins are important.
Transformation is a process and not an event.
Kurt Lewin’s paradigm has been widely used in a lot of leadership work as to how transformation
takes place.
He speaks of Unfreezing… Changing…. And then Freezing.
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Kurt Lewin (Cont’d)
Unfreezing: recognizing the need for change, being willing to unlearn old habits, and challenging
the conventional wisdom.
Changing: devising new strategies and new ways of working by using pilots and experiments to
explore new paths.
Freezing: institutionalizing change, ensuring continuity through leadership on the team and
through succession, and making sure that the changes stick
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Phases for Transformation (Cont’d)

We spoke earlier about John Kotter’s three fundamental processes for effective leadership.
(Establishing a compelling direction, Establishing alignment and motivating or inspiring people to
the kind of changes we would like to see.
Kotter’s Eight-step Model for Leading Transformation.. He basically unpacks the unfreeze, change
and freeze model into eight steps.
1. Establish a sense of urgency. One has to examine the environment or market and the
competitive realities, identify crises and untapped opportunities, and they one must have to
persuade a large majority of people that the status quo is more dangerous than the unknown.
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Kotter’s Eight-Step Model (Cont’d)

2. Form a powerful, guiding coalition: One needs a whole team of people working together on this
effort, key people who will be champions of change, people who have great credibility, status, and
power in the organization.
3. Create a compelling vision: This is perhaps the most important step because many organization
or institutions have visions that are either too complicated or too vague.
4. Remember that you have to use multiple vehicles to communicate that vision. You need to be
consistent, repeating the message time and again, in different ways, to different audiences, in
different forms of communication.
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Kotter’s Eight-Step Model (Cont’d)

5. Empower others to act on the vision: Make changes to the organizational systems, structures,
and processes. You may need to bring new people in to the organization to execute certain
changes.
6. Plan for and create short-term wins: You want early , concrete results to build momentum and
confidence in the organization that this new way of operating will work.
7. Consolidate improvements and produce more change: This is about bringing in new blood,
continuing to have new projects going on. The danger is declaring victory too soon and
backtracking.
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Kotter’s Eight-Step Model (Con’t)

8. Institutionalize new approaches: Make sure that new metrics, norms, and values are in place,
along with leadership development and succession plans, and that there is a strong alignment
among strategy, goals, metrics, and rewards.
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So what have we covered today?
We spoke about situational leadership and the need for fit or alignment.
We talked about Kotter’s three fundamental processes for effective leadership.
We understand the difference between management and leadership.
Considering personality traits we looked at a Competency Model.. A model that examines a
leader’s effectiveness based on his/her abilities or skills.
We also considered how much does context matter and looked at different models, i.e.
relationship-oriented model and task-oriented models as well as Situational Leadership Theory
and Normative Decision Theory.
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We also learned about transformational leaders and transactional leaders and the differences
between the two.
Here we talked about the Charismatic Leader and also some of the dangers of negative
charismatic leaders.
We approached talking bout Change and both the resistance and reactions to Change where
learned helplessness and groupthink become evident. We looked at why people resist change.
And finally we discussed the phases of transformation with Lewin’s unfreezing, change, and
freezing as well as Kotter’s Eight-Step Model for Leading Transformation.

