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“When it comes to achieving your
team goals, what counts is not
your personality, degree or
position, it’s acting on what needs
to be done.”
JOHN P. KEMPPAINEN, PH.D.-

Team Leadership Session # 10
Developing Our Own Leadership Competencies

So let’s begin this final session be looking back as what we need to do to develop our own
Leadership Competencies.
My quote encompasses all we have discussed throughout our first 9 sessions.
Deciding, as a leader, if we really need a team…
And then, what kind of a team do we need (remember the four different types of teams?)
Informational, Consultative, Collaborative and Decision-Making…..
And then moving on to those 6 conditions necessary to have an effective senior leadership team.
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The 6 Conditions Include:
The 3 Essential Conditions…
Developing a Real Team

Getting the Right People on the Team
Providing a Compelling Direction
The 3 Enabling Conditions….

Providing a Solid Team Structure
Providing a Supportive Organizational Context
Providing Competent Team Coaching.

Team Leadership Session # 10
Let’s Get Your Team Set Up Right

Is it a real team? Does it have clear membership? Is there genuine interdependence, and are you
able to be sure that there will be stability over time?
How are you going to specify or offer a clear and compelling direction to your team? What
mechanisms will you use? Written? In the organizational meeting? Using technology? Or what
other means might you use?
Think now that you are charged with a huge, complex task that will have a significant impact on
the delivery of educational services for your area of expertise for the country. Who would you
want on your team? Why? What will each leader on your team be able to provide for you to
accomplish this task? And how many team members do you wish to have on your team?
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Let’s Get Your Team Set Up Right

Remember.. In choosing your team members, in addition to having the right number of team players,
what knowledge, skills, and competencies do you feel are most important to tackle this challenging
task and to be able to bring it to a successful resolution.
How will you go about creating specific tasks for the team and how will you establish those essential
norms of conduct… the rules of behavior for the team? And that these norms of conduct are consistent
with the team’s overall purposes and responsibilities?
What will you do to provide for the contextual support that is needed? Such as arranging for resources
and support that can help your team perform at its maximum level?
And how will you manage the stages of each task so that they are linked and show a smooth transition
as you move forward?
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Let’s Get Your Team Set Up Right

But there is more….
You must now look at what your folks will have in mind when they hear and talk about Team
Leadership… Does this mean, hands-on guidance? Coaching? Teaching your team members how to
work together? Yes… all of the above.
So this involves coaching and you as the team leader can do this… but do you want to? Do you feel
competent enough to do so? Might there be someone already on the team who could share in these
coaching responsibilities? Or might you need to go outside the team and find a consultant or an
external coach?
To have an effective team you must have all of the above. And keep in mind that even with these
hands-on activities, if your team is not set up right in the first place, you will have problems.
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Let’s Get Your Team Set Up Right

That first function might be equivalent to getting the electrical circuits properly wired and everything in
place
While the second function releases and manages the power that flows through the circuits.
Both functions are necessary but neither is sufficient by itself.
Keep in mind some good news… that is that there will be variability is establishing your team. As you
work to establish your team you may feel awkward or someone on your team may feel awkward.
Perhaps you have already had some experience or you have been on other teams which have seemed
to be successful. Or you have observed other teams. Do not try to replicate what you may have
observed or experienced in the past.
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Four Groups of Competencies to Help You Develop Your Team

Team Design
Diagnosis

Organizational
Acuity
Conceptual Skill

Execution

Ability to decide
Political skill

Hands-on
Leadership
Monitoring skill
Empathy

Ability to inspire
Coaching skill
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Going back to look at the figure… The left column identifies those competencies that are
especially helpful for the first leadership function in getting your team set up right.
The right column show the competencies that help you, the team leader fulfill the second
function, that is leading the team well in real time.
Diagnostic as well as execution are needed.
But keep in mind that even an excellent diagnosis is of no use if you cannot help your senior team
solve problems that are getting in the way … or exploit emerging opportunities.
So let’s take a look at some competencies for Team Design for your team..
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Competencies for Your Team Design.

Remember, those four competencies are: organizational acuity, conceptual skill, the ability to
make decisions, and political skill. So let’s look at each one individually.
Organizational Acuity… You will need to have an organizational astuteness that will enable you to
quickly understand how your organization and your leadership team will operate and to prioritize
those issues that most urgently require the team’s attention.

And as your team does more and more work together, it might be necessary to rethink the
purpose and the team’s contribution. This could require some additional meetings with some
robust discussion and thinking about what the team should be doing.
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Competencies For Your Team Design
Conceptual Skill… Teams sometimes struggle to come up with an understanding of what it is they are
supposed to be doing. Team members might be going through the motions of completing tasks not
really understanding what the end result will be or what they are doing fits into the big picture. This
might require some time to re-focus again on the purpose of the team for the task at hand.

For most teams, and yours will probably be the same, developing your organization’s purpose will most
likely be gradual and incremental in the process.
This will also be true of your conceptualizing your team’s purpose. Moving from just identifying your
team’s interdependencies among your team members to extracting the larger theme that will make for
a compelling purpose requires great conceptual skill, and often takes more than one try.
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Competencies For Your Team Design

Look at you had expected your team to do and what they had actually done and this could and
probably would provide some new details or clues on how to conceptualize what you will probably
need from your team to decided if you are on track or need to relaunch your team.
If you choose to relaunch your team it will be important to hold clarifying conversations with your
team to develop a compact and powerful understanding of what the team is all about and can
show differences between a team that is fragmented and one that focuses intently on the most
important issues.
If you are unable to conceptualize the work of your team as an interdependent team, your
members are not likely to come together as a team to accomplish shared purposes.

Competencies For Your Team Design
Ability to Decide… You must be ready, willing and able to make decisions. Many team leaders fail in
this aspect.

To make that call at the right time will be your greatest challenge. You don’t want to move too quickly
when it comes to issues about the composition or the agenda nor do you want to wait too long to see if
you are able to get more answers to the questions before taking any action.
You are going to want to thread your way between these two temptations… find a medium ground.
And if you and your team have spent a great deal of time discussing the issue and have come to a
decision on how to move forward, do not change that decision after the team has left or ask for another
meeting because you had questions. Your team will soon view these meetings as a waste of time.
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Competencies for Your Team Design

It is understandable that whenever there is a leadership decision that must be made, there will
always be some uncertainty.
An then the uncertainty produces anxiety… making you or the leader wonder if this is the right
decision.
Developing your competence in managing your personal anxiety can significantly strengthen your
ability to both get in place the organizational conditions for team effectiveness and to help your
senior team make difficult decisions for your organization.
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Political Skills…. So what are political skills? It is sometimes viewed as backstage wheeling and
dealing with little regard for the truth… That is not what we are talking about here.

Political activities almost always are essential for getting teams set up and supported well and if
you are not experienced in this area it could be something you would like to work on. What it does
is working toward ends, often times seen as political, without violating their own personal or
ethical standards.
This will call for more than just sending memos or making announcements.
What will be required of you is that must create the optimal conditions including the timing of your
actions and a great deal of your skill in dealing with others.
Preparation is real leadership work.
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Political Skills….

So what is involved in preparation? It involves doing whatever you can to expand and deepen your
knowledge about the changes your organization needs most, and sharing that vision with others
building a coalition that is ready to provide support, and then taking the initiative to align the interests
of powerful and
potentially skeptical people whose cooperation you will be needing.
In most cases this will take time requiring a great deal of patience.
To provide adequate support for your own team will require that you deal with peers in other parts of
the organization. This may take you outside of the organization at times to get to know a peer on a more
personal level.. Often times, it is these outside activities which may not even be part of the
organization’s mission is where you as a team leader can develop these connections for the good of
your team and the organization.

Team Leadership Session # 10
Monitoring Skills…. Just as organizational acuity is a prerequisite for designing your senior leadership
team, you must also have the capability to discern and make sense of what is going on within the team.
This is a prerequisite for effective hands-on team leadership.

You must realize that it’s possible that some of your senior team leaders will keep you from seeing
those aspects of their interactions that you must see and know.
They do this to protect themselves from you and make sure that they are not just putting on a charade
for you. Like they make it appear that they are all working together harmoniously or that they are on top
of issues that in fact are confounding and distressing.
So whatever the reason, absence of good data about your team’s internal dynamics can result in your
being blindsided when things finally erupt. And you don’t want this to happen at critical times when you
most need competent and coordinated teamwork
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Monitoring Skills… Your ability to monitor your team’s dynamics is therefore a key competence for your
senior leadership team.

Developing this skill is well worth the investment of time and energy.
And even if you have had considerable experience in monitoring competence, you can always benefit
from the assistance in making sense of the team dynamics of a team from a trusted observer.
Someone who is in a position to observe the team’s dynamics, who is competent in interpreting them,
and who can give you the straight, unvarnished, story of what’s going on in your team.
You can use this trusted advisor during in private reflections.. or, if you feel it would be helpful, you can
also use him/her during team discussions, especially in probing for feelings or perspectives that may
make some members of your team uncomfortable.
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Monitoring Skills…

Another approach might be for you to use a structured tool like the Team Diagnostic Survey (TDS)
an instrument that provides an assessment of a team’s strengths and weaknesses on the
conditions for effectiveness.
And although the TDS has been validated for use on Senior Leadership Teams, it is only one of
many such structured instruments that are available to help leaders and their teams monitor
team dynamics.
All the tools that are available, trusted observers, consultants, and structured instruments can be
helpful for you in monitoring the progress and dynamics of your senior team.
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Monitoring Skills

These tools can supplement, but never entirely supplant, your own responsibility for attending to
and tracking what is going on in your team.
And the most powerful diagnostic instrument you have is your team itself.
When all team members are contributing not only to their collective work but also to the ongoing
assessment of how the team is functioning, your team will achieve a level of maturity that can
spur an ever-lasting ascending spiral of learning and performance.
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Empathy…

Interpersonal sensitivity in your senior management team is critical. Chances are that your team
members, like most teams will not score high on capability as a team.. Which is important if you
would like your team to make it into the “outstanding” category.
Within your team there may come times when a team member becomes frustrated because it’s
been expressed to you that they feel they cannot trust other team members… for any number of
reasons. You will need to acknowledge that frustration and assure the team member (s) that all
is not lost and you might say something like, it will take several iterations of this before we all feel
comfortable with it. This is showing empathy..
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Empathy…

Or you may have someone who you have put in charge of a particular event at which your entire
organization would attend. At the last minute, due to unforeseen circumstances, this person learns
that the location for this event will not be available at that time and will need to change the time to a
later time or another day. This change in venue brings a response from one of the divisions that they
will not be able to attend because of this change in venue. This is brought to your attention and you
need to respond… So how would you respond?
Again, it will take empathy to sooth feelings and emotions. First and foremost it takes understanding
the frustration and feelings of disappointment perhaps even anger. Express this understanding and
then re-affirm that your are confident that the person coordinating the event will understand the issues
and will work to find a satisfactory solution. So again, you are not forcing any negative feelings towards
others.
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Empathy..

So if empathy is helpful for small problems that I have just described, it is essential for a large
problem that could threaten your senior team’s main purpose such as dealing with a major
collective failure, or correcting chronically unacceptable performance by a team member, or
implementing organizational realignment that threatens the turf of one or more members.
To be empathetic as a leader does not mean you provide false reassurance that such matters are
not consequential or that the big problems should be dealt with offline.
It means instead that you can sense members’ feelings, accept them as real and understandable,
and deal with them as an integral and necessary part of managing a senior team and its work.
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Ability to Inspire..

For your team you are expected to have a passion for your organization and have lofty aspirations
for its future.
However, these aspiration must go further.. You will need to have the ability to get others on your
team and within your organization to buy into it as well.
So what does it take for you as the team leader to inspire your leadership team with a vision that
gets other team members and the organization to focus intently and passionately on what is
special about your organization?
Would it be standing on a podium revving up your team with a rousing talk? If you are a
motivational speaker….maybe…
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Ability to Inspire…

Chances are that you are not an inspirational speaker .. and maybe you don’t even like getting up to
speak before a group…
You can, however, look to someone on your team who is an inspiration to the team and the organization
and tout his/her passion and commitment to the organization and how well his/her division is
performing. You might refer to his/her charisma in working with the organization and how it inspires
others to work harder while enjoying what they do.
Note to remember, inspirational leadership will indeed be important for your team and although there is
no one best way to inspire your team, the key is to identify which of your skills and styles can best be
used to create in others the passion you feel for your work and then hone and develop those resources
as one of the core element in your own personal repertoire of team leadership skills.
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Coaching Skill…

As we discussed in a previous session, senior leadership teams are often seriously undercoached.
This skill will be important if you want your leadership team to identify and enforce constructive
norms, to conduct vigorous but focused discussions, and to learn from its work over time.
Two strategies for strengthening your coaching skills are:
First: Develop a repertoire of good questions to ask..
Second: To hone your sense of timing.
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Coaching Skill…

For your repertoire of good questions.. You don’t have to be the only an expert on group processes in
the team. Asking your team what they see as their strengths and weaknesses.. or what has helped or
hurt the team’s effectiveness allows you to drawn on the coaching talents of other members of your
team while at the same time using your authority to see that the team process gets the attention it
needs.
In addition, when working on a set of diagnostics questions, team members are engaged in an
interdependent task that contributes to their experience and being a real team. It also prevents them
from totally depending on you (the team leader) for all their coaching.
Coaching also opens the door for the team to be in a reflective mode, which then deepens their
discussions and increases the chances that members will be open to more learning.
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Coaching Skill…

You must consider doing a midcourse review and/or and endgame debriefing. You must take the time
to reflect and be sure to ask members about their successes as well as disappointments.
Taking advantage of midpoint or endgame opportunities for constructive coaching underlines the
importance of a second element of coaching skill… that is timing.
Timing can be a difficult act.
Sometimes you might be so immersed in the substantive work of your team that an opening for
coaching will pass by unnoticed.
Other times you might see your team start to slip off track and feel a strong inclination to step in
immediately to redirect the team’s course.
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Coaching Skill…

Suggesting that a team reexamine its focus is an appropriate intervention… however, teams are
not always open and ready for such coaching.
Although there are predictable times in a team’s life when members are open to reflection, right in
the middle of intense work is not among them.
So at times you will need to suppress your impulse to intervene immediately and instead wait for a
better moment.
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My Own Personal Team Leader Competencies
Now that you all have reviewed the key competencies for senior team leadership and have seen
ways that others may have exhibited them… take a few moments to reflect on your own
competency profile. Following is a self-test that can help you do that. I ask first about design and
competencies and the about hands-on leadership. Score yourself as follows.l
5= A core of competency of mine. I rely on this in my leadership work and am confident it is well
established in my repertoire.
4= A strength: could use some additional attention.
3= Not sure. I see signs that I have it and use it, and other signs that I do not.
2= A relative weakness of mine I rarely use it and am confident that I am effective when I do.
1= I do not use this competency and am pessimistic about being able to do so.
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Team Leadership Competency Self-Assessment
Design Competencies
______ Organizational Acuity

_____ Ability to decide

______ Conceptual skill
_____ Political Skill
Average assessment for design competencies _____
Hands-on Leadership Competencies

______ Monitoring Skill

_____ Ability to inspire

______ Empathy
_____ Coaching Skill
Average assessment for hands-on leadership competencies _____
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Four Groups of Competencies to Help You Develop Your Team
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Which are your strongest competencies? Which are in most need of development?
Looking now at your average grade for the two sets, are you relatively higher on design
competencies or hands-on competencies?
How do you stand on the diagnostic competencies (left column in each set) relative to execution
competencies? (the right column in each set.)
All things considered, which competencies appear to present the highest points of leverage for
further developing yourself as an executive team leader?
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Personal Coaching..

Developing team diagnostic skills requires considerable practice in cognitively moving back and
forth between conceptual frameworks (such as conditions for effectiveness) and specific cases
and comparing the similarities and discrepancies between the two.
Developing execution skills, generally require observing highly skilled practitioners in action,
followed by practice and feedback in doing what the positive models do, but in your own way and
using your own style.

