CHAPTER 4

ng and overseeing others in the pursuit of shared
ip seeks to inspire others to the highest levels of
rmance. Whereas managers focus on planning,
involves vision, networking, and consensus-
s will possess good management skills, the con-
e able to foster communication, cohesion. and
king at a brief overview of management trends
theories of leadership, discuss the five practices
leaders can influence and persuade others. We
ucting effective meetings.

Team leadership is the practice of ei_:x‘li
goals. In contrast lo management, leaéfzé
individual, team, and organizational pe
organizing, and controlling, leader$§]

building (Kotter, 1998). While good Igé!ld
verse is not always true. Leaders mgst
commitment within their teams. Aftér |
in organizations, we will survey the m‘aj
of exemplary leaders, and describe fafo
conclude with specific strategies for €o
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GENT HEALTHCARE
Brentwood, Tennessee, is home to a health care con;;v
cialty with an impressive year-over-year increase in d
annual growth and has recently doubled in revenue a
130 hospitals and clinics across the United States a
quarters, this business relies on a distributive Ieaa'ersﬁrf
operations run smoothly, efficiently, and up to the hi

From the executive suite down to the hospital or "
“dyads” of a clinical leader and an operations leader.
ute leadership responsibility over regional chief operaﬁ
divide responsibility for program managers and prog;_t
successful with world champion sports teams, on par{fv
vital component of this model, however, is training, l;ea building, and the establishment of trust.

One of the key differentiators for this rapidly g_r;éw company is the investment it makes in the ongoing
development of its human capital. It is one of the feiv Alalth care companies of any size with a dedicated Orga-
nizational Development (OD) department, which hi:g eloped an academy model that is designed to meet the
advancing needs of the corporate staff, the field su rt staff, the clinicians, and the hospital program and

that specializes in hospital medicine, an emerging spe-
and. This company has experienced 24% compounded
headcount. With over 1,100 physicians employed in over
fewer than 200 employees running the corporate head-
model to make sure that the clinical services and business
st standards.

ram” level, the company is broken down into leadership
e chief operating officer and chief clinical officer distrib-
officers and regional chief medical officers, who in turn
medical directors. This "role-player” model has proven
ical teams, and within military Special Forces teams. A



FOR THE USE OF SAVANT LEARNING SYSTEMS STUDENTS AND FACULTY ONLY.
NOT FOR DISTRIBUTION, SALE, OR REPRINTING
ANY AND ALL UNAUTHORIZED USE IS STRICTLY PROHIBITED
Copyright © 2015 by SAGE Publications, Inc.

68 Working in Teams

regional leadership teams. The academy model is self-buttressing, meaning that it supports itself by cross-
referencing courses and training different program-level role players in unison. For example, in the initial “level 1
training program, the operations leadership and the clinical leadership team members learn the same fundamen-
tals, laying a foundation for understanding, trust, and intgrdependence across the footprint of the company. This
uniformity helps everyone who has attended the level demy speak the same language, share the same
expectations, and understand the baseline knowledge.

As they advance, the leaders participate in more spectali
Whether that training focuses on managing finances or T
trained to be fully competent and on the cutting edge of thei
of their counterpart. This ensures ongoing communication
pressure, high-stress program sites, which prepares rhesaﬁ’e
hospital environment. 1

The advanced leadership training, the third level of th;—:“ j
ture, which requires the leadership “dyad” to bring an act
floundering patient satisfaction scores or a strained re!anbn
event. Each team’s “live case” is used in every module éﬁ S
material and to create a bridge between theory and praé:tr
sessions about managing culture, relationships, conflict, a
involves table exercises designed to force the teams to deve
end of the seminar, each leadership team weaves together.a
with milestones. These detailed plans are shared with then
low-through, improving the execution and imp.’ementatr’oﬁ

It is estimated that the company invests almost $10,00
ers, not including the money allocated for “continuing me
decreases for employees who bear less responsibility, and. W
many business leaders across industries, it has proven var’u
the company’s “top talent.” In the time that these academ
tenure has doubled, the company-wide turnover rate is th
quality-based incentive bonuses that programs earn have in
of the company, the decreased costs associated with tumoz
the intangible value of improved client satisfaction and fn;j
ment has more than justified itself.

skills training that complements the work they do.
ing physician performance, these team leaders are
wn specialization, and to understand the language
nd transparency between co-leaders of very high-
ership teams for the daily demands of the volatile

demy model, is designed around a "live case” struc-
problem that is facing its hospital team—such as
ip with the hospital administration—to the training
ion in the training in order to lend context to the
The academy takes each team through a series of
performance (to name a few), and each session
a change initiative to resolve the problem. By the
Integrated and multifaceted change plan, complete
onal leaders for the sake of accountability and fol-
those initiatives.

er year on the development of each of its top lead-
[ education” (known as “CME") credits. The figure
e it Is a significant amount of money that surprises
le in driving business performance and retention of
have been instituted, average length of physician
best it has been in the company’s history, and the
ased across the company. Given the annual revenue
and the training of new employees—not to mention
try reputation—the investment in leadership develop-

Case Study Discussion Questions

1. What common needs exist on teams in health care,'E rts, business, education, and the military? How do

you think leadership addresses those needs?

2. How does Cogent Healthcare justify its investment in | dership development? What are the tangible short-

and long-term benefits?

3. What is the best way to train leaders? Describe the Cofint Healthcare leadership development model.

-
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For generations, leaders and supervisors have used their positional power to issue com-
mands and control subordinates’ behavior. They relied largely on the promise of reward and
the threat of punishment to manage and motivate employees. This business model was
designed by powerful men such as ]. P. Morgan. Andrew Carnegie, and John D. Rockefeller Sr.
in the early 1900s to run their growing companies (Kayser, 1994). As the United States tran-
sitioned from an agrarian to an industriglized economy, factories and organizations sought
raw material and human labor to an up#ecedented extent. To meet their needs, companies
hired thousands of employees who, suflequently, needed to be managed and organized.
Supervisors and foremen had almost t4 ower to hire, fire, reward, and punish those who
worked for them. Workers were given ¢ ion, evaluated, and then either rewarded or pun-
ished based upon their performance (Et ds, 1979). But today's competitive and fast-paced
global economy requires a new orgarif,'z nal model that shares power and capitalizes on
the collective wisdom of groups and tfa (Guillen, 1994; Senge, 1990).

§
SELF-MANAGED WORK TEAMS ~ }
£
5

xible, innovative, and collaborative in order to
v educated and diverse workforce. Hierarchical
size authority and compliance are out of fashion
n (Pfeffer, 1992). Some authors have coined this
he second industrial revolution, postulating that
the first industrial revolution of the eighteenth

The most successful organizations a_ée
maximize the strengths of an increagin
command and control systems that erip
and, ultimately, ineffective in the lon%&
new autonomy-granting phenomenot]
it may represent as profound a chané’e
and nineteenth centuries (Fisher, 2000)
Self-managed work teams (SMW%)
to accomplish tasks defined by theig:
self-managed. These teams hold resp'
a project plan, dividing up the tasks. "
tion. For example, W. L. Gore and assogiz
significant use of self-directed work te
employee is known as an "associate,‘}(ia
are evaluated by their entire team.
SMWTs share power by allowing mg
volunteer for leadership opportunitie$
motivated, they are more committe(ﬁ:
involvement in the process (Mclmyréff'
tend to be more dynamic and innovati¥e
collaboratively to find the best answer§ a
& Bergman, 2012). Members realize the
behavior and improve team performanc
to exert their opinions and positively/f;in
and Johnson (2006) suggest, “The effgcti
relatively mutual among its member%‘an
information” (p. 240). Shared power base
all members the opportunity to contrib

e more than groups of people working togdether
agers. SMWTs are, as their name implies, truly
ility for the entire process: goal-setting, creating
ning responsibilities, and allocating compensa-
s, the company that produces GORE-TEX, makes
s. Job titles do not exist at Gore. Rather, every
when it comes to compensation, the associates

bers to participate in important decisions and to
h, 2012). When individuals are empowered and
the team’s success and feel a greater sense of
oti, 2013). In these types of teams, discussions
members share different perspectives and work
solutions (Bergman, Rentsch, Small, Davenport,
an use their personal power to influence group
hared power. then, allows individual members
ence group decisions and actions. As Johnson
ness of any group is improved when power is
power is based on competence, expertise, and
upon competence as opposed to position grants
o team success.
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LEADERSHIP AND GENDER

For most of human history. men have occupied positions of power and have enjoyed
privilege in nearly all its forms. Indeed, most of the storied leaders around the world are
men, and most of today’s revered CEOs and fitans of industry are men. However, in a 2010
article from The Atlantic magazine entltledgn e End of Men,” author Hanna Rosin wonders
if the golden age of male leadership is cognifig to an end.

Rosin’s exposition on the advancemeﬁg women leaders is based in the argument that

“the postindustrial economy is mdlffere:rﬁt men's size and strength. The attributes that

are most valuable today—social mtelhgﬂen open communication, the ability to sit still
and focus—are, at a minimum, not predggmifantly male. In fact, the opposite may be true.”
Rosin argues that the historical or tradlu‘{an roles and strengths of men and women are
social constructs more than they are bi s¢ilh! ones. Her conclusion, therefore, is that the
dominance of males—even in leadership, ions—is on the decline. She states, “As think-
ing and communicating have come to eclip physical strength and stamina as the keys to
economic success, those societies that ta-lie vantage of the talents of all their adults, not
just half of them, have pulled away fromf;h rest.” If physical strength and size no longer
command attention and respect, it follows at people with the greatest skill in the most
valuable areas (in Rosin's argument, these/aifllas are thinking, communicating, perspective-
taking, and social intelligence) are the onés@ho will ascend to leadership positions.

Leaders are only effective to the exlerﬁt which they can influence their environment
and their team. These factors may, indegd ave been influenced by certain social con-
structs or constraints in the past, but thei@z d is in transition. The knowledge, skills, and
abilities that lead to success are based uppnfgommunication, cooperation, and collabora-
tion. And these can be developed, refineci; afifl acquired by men and women alike.

THEORIES OF LEADERSHIP

Leadership is a hotly contested subject in ’E_ac
one agrees on what constitutes effective lea
that as the workplace continues to become
ership, power, and influence will become
also contending with the ever-increasing
problems at lightning speed. The typical;t
interdependent relationships—linkages t&
p. 23). Though relatively straight- forwari‘;l
through simple structures and concrete role
is a more difficult process. Teams have t@ fi
ment innovative solutions to new and unf
catalyze and monitor this process while em
the very heart of effective leadership (Pf;ff

Blake and Mouton (1961) created the;M
ance between task and relationship. Theii"r_
concern for both people and production or

]

emic and organizational settings. Not every-
rship. Kotter (1985) makes a strong argument
ore competitive and complex, issues of lead-
creasingly important. Work teams today are
essure to solve complex, multidimensional
m leader today must manage “thousands of
ople, groups. or organizations” (Kotter, 1985,
sks and goals can usually be accomplished
ssignments, solving more complex problems
re out how to generate, evaluate, and imple-
seen problems. Leadership models that can
wering and developing team members are at
1992).

agerial Grid to graphically represent the bal-
del suggests that the best leaders have a high
sults.
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1B A B Managerial Grid
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people than production, their style is friendly and
iven priority over the value of people, the use of
m. When leaders are passive and detached from
he management style is impoverished. The ideal
d invest in people while simultaneously creating
chievement (Arana, Chambel, Curral, & Tabernero,
e of the most common models of leadership.

When leaders are more concerned Wi
nonconfrontational. When production i
authority to enforce compliance is thé:
both the people and tasks of their teain
leadership style in this model is to value
accountability and the expectation of 1a§
2009). The following section describess

Trait Theories

s assumed that great leaders had a consistent set
followers. Researchers believed that once people
ciated with success, they could identify potential
t would maximize those traits. According to this
use the personality traits associated with effective
inary people and could not be developed in people
reasonable and systematic approach at the time,
y were not able to identify a common set of traits
y Mann (1959) and Stogdill (1948) shattered the
ertain characteristics: the data simply did not sup-

In the early 1900s, leadership research
of innate traits that set them apart fray
knew which personality traits were as
leaders and put them into posmonsg
reasoning, identification was crucial bg
leadership were only present in extraQr
lacking such traits. Although this was:
researchers were disappointed whent
present in successful leaders. Researq
illusion that great leaders are born wi@*n

port that position. *
More recent research has used cl}a
(openness, conscientiousness, extraver
leadership qualities. Traits within the fiv
life and are thus categorized as personali
states. Using this model, leadership resé‘a
and followers. The most effective Ieac}_e
(outgoingness and assertiveness), cong
ness (flexibility and creativity) (McCrag
leaders work well with others, get thing:
L

cteristics of the five factor model of personality
n, agreeableness. and neuroticism) to examine
ctor model tend to be relatively stable throughout
traits rather than learned behavior or transitional
hers found significant differences between leaders
. on average, exhibit higher levels of extraversion
ntiousness (diligence and work ethic), and open-
Costa, 1987). Not surprisingly. the most effective
one, and find innovative ways to solve problems.
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Contingency Theories

As behavioral researchers were observing leaders in various settings, they found that a
consistent style of leadership did not always work for every situation. In other words, cer-
tain styles of leadership work better de ing on the specific task. composition, and
context of the group. Out of these observalidgihs emerged a theory of leadership that posits
the importance of matching leader behaviold with the context. Contingency theories rest
upon the assumption that leadership sty‘f ust adapt to changing team conditions in

order to be most effective. :
Situational leadership is a well-knowrjic
Blanchard and Hersey (Blanchard, Zigarmi;’g&
gests that leaders are defined by two thing
amount of support they give. A team leader_é'w
to members about what needs to be done an
portive give a lot of encouragement to ot}‘%
i

tingency theory of leadership developed by
igarmi, 1999; Hersey, 1985). This theory sug-
the amount of direction they give and the
is highly directive gives detailed information
how they should do it. Leaders who are sup-
nd empower them to figure out the best way
adership styles, depending on the amount of
ting, coaching, supporting, and delegating.

to get their job done. There are four possi
direction and support a team leader gives:

¥
' 4
High ]
by A5 B
L
4
Coaching
Supportive G i
Behavior
P 2
Directing
Low \—)
High
/ Directive Behavior

While individual leaders might have a
Hersey believe the most effective leadershij
Situational leadership theory asserts tha
on the developmental level of team memb
#

eferred style of leadership, Blanchard and
tyle depends on the team.

adership style must be fluid and dependent
(DeRue, Barnes, & Morgeson, 2010). When
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teams are in the forming stage of development, members are not exactly sure how they will
contribute or how the team will function together. The team is in an early developmental
stage exhibiting characteristics of low competence as a team but high commitment. At this
stage, members respond best to a leader who provides a lot of structure and uses a direct-
ing style of leadership. As the team deyglops, members increase their level of competence
but lose some of their initial motivatidn fbr the task. Thus, the leader must maintain a high
level of directiveness while also providif high levels of support and encouragement. This
style of leadership is called coachin members become competent in their abilities,
they require less direction but still need pport. Thus, the supporting style helps maintain
high levels of commitment to the task*Ffally. as members develop competence and inter-
nal motivation, the ideal leadership stylflis delegating. At this stage, members are able (o
accomplish the tasks they are assigned @ith little support or direction. This variable style
of leadership is well suited to the chan needs of developing groups. Situational leaders
start with a directing style and end up h a delegating style.

Transformational Leadership

il I ,QM

f leadership that describes the process by which
to a cohesive team that is committed to the high-
pon the ability of leaders to inspire others to go
them to take ownership of a task or project and
nal leaders are visionaries who empower others
xample and are able to enlist others to take on
. in contrast, focuses on the management of tasks
a manager and an employee. It relies upon struc-
to ensure that work is getting done.

strategies such as inspirational appeal, consulta-
ghest levels of commitment. Similarly, they use
ate others, as opposed to coercive or legitimate
e leaders would rather have members volunteer
, transformational leadership tends to generate a
mitment to the task.

ng, transformational leader. There are certainly
and slavish dedication to a singular vision, but
is former colleagues and direct reports shared
e best in his employees. He had an appealing
he was uncompromising in his pursuit of inno-
exceptional results. The teams that survived the
pple. its mission, and to Jobs himself. The result,
nd influential products including the iPod. iPad,
nology and communication.

Transformational leadership is a theory
leaders transform a group of mdmduaﬂs

est levels of success (Bass, 1998). It rej;ie
beyond mere compliance by encouragl

to identify with the results. Transforma

to accomplish great feats. They lead b

great challenges. Transactional leadersh

and is defined as the transaction betwee

ture, accountability. and a reward syste
Transformational leaders use influen

tion, and personal appeal to garner the
referent or expert bases of power to mo
power, which may foster resentment. T

for tasks than force them to comply. Th

deep sense of loyalty to the team and ¢

Steve Jobs is an example of an ins'f)

tales of his occasional heavy-handedn
shortly after his death in 2011, many
detailed stories of how he brought out
genius about him, according to many. a

vative solutions, user-friendly designs, a
intensity of his style were fiercely loyal}
obviously, has been a series of historic

and iPhone that have revolutionized te

i1}

Primal Leadership 4
that emphasizes the emotional and social matu-
cKee, 2004). Emotional intelligence, as we have

Primal leadership is a theory of leaders
rity of the leader (Goleman, Boyatzis, &

..‘-:



74

F SAVANT LEARNING SYSTEMS STL

NOT FOR DISTRIBUTION, SALE. OR

Working in Teams

discussed in Chapter 3, on interpersonal dynamics, begins with the ability to recognize and
manage one’'s own emotions. Being aware of feelings such as anger or irritation and being
able to manage those feelings is the foundation of emotional intelligence. If leaders are not
aware of their own feelings and do not have an accurate understanding of their own
strengths and weaknesses, they will not be gble to manage their teams effectively. In this
regard, healthy self-esteem is not thinkin% highly of oneself, and it’s not thinking too
poorly of oneself; it's thinking accurately abfut oneself.

The second half of emotional intelligen’é s the ability to understand and manage rela-
tionships. Leaders must have social awars,l ss and the ability to accurately read others.
More specifically, they need to recognize ®w they are personally affecting their team
members. This allows leaders to evalualen‘i ir effectiveness and make changes, if neces-
sary. One of the reasons why the fictitious él acter Michael Scott, from the award-winning
TV show The Office, is so funny is that he h absolutely no idea how foolish he appears to
others, He has neither self-awareness nor s@ial awareness. which can be quite humorous
as he tries to lead his team. Ultimately, effffictive leaders need emotional intelligence in
order to know themselves and to inspire oth@s. Furthermore, when interpersonal tensions
build, leaders need social maturity to acc'i{} ely diagnose the situation and to intervene
with a level head. i

pment Plan
1. Where am I now?
2. Where do I want to,:,b n the future?

get there?

3. What do I need to"é‘jlo

4

Most of us have had irritable, moody ma
lives miserable. Bosses can have a significan
are emotions subconsciously perceived on
by others (Goleman, Boyatzis, & McKee, 2
often generate similar emotions, either posi
reason, Goleman and his colleagues sugge‘st
and how their moods impact their teams. T
tently successful over a long period of tim
being authentic and genuine. If they are an
playful or artificially positive, the team w,ijl
emotions and deal with them in an approi)
that nothing is wrong.

Another distinguishing characteristic ofy
leadership development. Goldman and hi ‘
by following a specific process. First, i
weaknesses. They can either gather data iﬁ%
tured 360 degree assessment in which feed

&

gers or supervisors who made our working
pacton the atmosphere of a team. Not only
neurological level, they tend to be mirrored
1). The mood or emotions of a team leader
€ or negative, in the rest of the team. For this
at leaders need to be aware of their emotions
y assert that if team leaders are to be consis-
hey need to regulate their moods while still
. stressed, or upset but try to act superficially
now. It is better for them to be aware of their
te setting than to cover them up and pretend

imal leadership is its emphasis on intentional
ociates believe that leaders can be developed
iduals need to know their strengths and
ally or they can participate in a more struc-
k from multiple perspectives such as peers,
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supervisors, and direct reports is solicited. Once leaders have an accurate understanding of
their strengths and weaknesses, they can create specific goals about the kind of leader they
would like to become. The final step in the leadership development process is to create a
concrete action plan to achieve those goals. Starting with where they are now and moving
to where they would like be, emerging aders create a detailed, written action plan to get
there. Once a plan is constructed, dis¢ifine and diligence are needed to carry it out. One
of the best ways to stay committed to e process of personal development is to enlist a
coach, which is one of the primary cliafcteristics of our next leadership theory.

Resonant Leadership

ely related to primal leadership, but with some
McKee (2005) argue that it is the relationship
reports that is the key determinant of team suc-
mpowering lead to feelings of trust and growth.
nt leaders leave members feeling excited about
about their role (Baran, Shanock, Rogelberg, &
nterpersonal resonance. Conversely. when the
elings of fear, anxiety, or distrust, the result is
rt, competent, and hard-working, but they are
with their team; thus, they will not be able to

The theory of resonant leadership is&
distinguishing differences. Boyatzis an
between the leader and his or her dir:té
cess. Relationships that are positive afi
Conversations and meetings with resg
being a part of the team and encoura;g
Scott. 2012). This is what Boyatzis cal
relationship with supervisors generatﬁs
dissonance. Dissonant leaders may be;:_:s
not able to build meaningful connectio
maintain sustainable success. L4
Leaders are often under a tremen@‘o
burden that can wear them down ove'?; ti
they lose the ability to relate to others jn
dissonant with their team. The solutic{_h
particular, Boyatzis recommends mind
mind. With mindfulness, leaders regula
relaxation. It is often during times of thi
full creative capacities of our brains aj:;e
will toward others. which can lead to re
Another way leaders can experience
bers with compassion (Boyatzis, Smilﬁ_,
has the potential to impact the develo’,ﬁw
meaningful endeavor for the leader. Th
the leader is truly interested in the well-
can contribute to the organization. Th}l
developing the potential of their teary
team members achieve their own goals
asking team members the following c}u

1. What do you want to achieve ﬁér

B s T

amount of pressure. They carry an emotional
e. If leaders are not managing siress effectively,
positive way and become disconnected from or
to practice regular habits of rest and renewal. In
Iness to slow the body down and to focus the
set aside time for quiet reflection and peaceful
nindfulness or increased self-awareness that the
tilized. It also creates feelings of hope and good-
nance with team members.

newal is to mentor and coach their team mem-
Blaize, 2006). This coaching experience not only
nt of team members, it can also be an extremely
ractice of compassionate coaching occurs when
ing of others and not just interested in what they
esonant leaders see one of their primary roles as
mbers. Simply put, they are invested in helping
oaching appointments can foster resonance by
ions:

nally and professionally?

2. How can I help you achieve thosclifoals?

3. Are you open to me giving youisyjlcific feedback and suggestions for growth?
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FIVE PRACTICES OF EXEMPLARY LEAD§

Model the Way

The answers to these questions can be used as the groundwork for future meetings
where goals and plans are discussed more specifically. Again, this type of coaching is ben-
eficial to both the leader and the team member and is one of the key characteristics of
resonant leadership.

Q

Trait theories, contingency theories, an’é
have something to contribute to the di

emphasizes certain criteria or condition
model of leadership that incorporates mg
is described in The Leadership Challenge;
corporate leadership training programs{f
30 years of research and includes data ﬁf
identified five characteristics of exempfﬁr
following:

ansformational theories of leadership all
ssion about leadership. Each perspective
hat lead to effective leadership. Another
of the salient components of these models
Kouzes and Posner (2007). Used in many
s popular leadership model is grounded in
over 3 million leaders. The authors have
leaders. These include the ability to do the

Model the way
e Inspire a shared vision
o Challenge the process

e Enable others to act

5 % it R AR R e 3

e Encourage the heart

&

The theory suggests that if individuals lea
they would be more effective as leaders. T'lfle
practice, can be mastered by almost anyoh
the five practices in detail.

to use these five practices on a regular basis,
ve practices are easy to understand and, with
he rest of this chapter will describe each of

i

%
i
¥

Kouzes and Posner assert that exemplary le
people on six continents, a clear consenstis
admired leaders are honest, forward-looki
chart highlights the percentage of people f
these top four characteristics. 4
First and foremost, people want to follow |
Walumbwa, & Fry, 2011). The most effecti
ethical character. Honesty, authenticity. a‘h
tion upon which effective leadership is esst*
what they say they are going to do engendgr
in place, a leader can become a role model

rship begins with character. After surveying
admired characteristics emerged. The most
. inspiring, and competent. The following
m their 2007 survey that identified each of

ders who are honest and authentic (Hannah,

leaders establish credibility through high
tegrity foster trust and provide the founda-
lished. Leaders who speak the truth and do
valty in their followers. With that foundation
d example to others.
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ELIEARE What People Want to See in Their Leaders

Admired Characteristic Percentage of Respondents

Honest

Forward-looking

Inspiring

Competent

4

SOURCE: Adapted from Kouzes and Posner (2007)

re observing leaders to assess their character and
r matches their words. When a leader is modeling
values, they demonstrate them as well. The first
identify, develop, and live consistently with one’s
elp clarify one’s personal and professional values:

From the first contact, team member
to determine whether or not their behav
the way, they not only verbalize their c
step in becoming an effective leader is
core values. The following questions ca

e What are my core values?

e When am I at my best and my
e What are the most important thi
e What do I want for my life?

¢ What do I think about my teamr?
e What do I believe about our ras_k
e What do I believe about the largeorganization?

e What do I think is the best way tliwork with others?

ed by aligning actions with words. That being so,
if a leader wants the team to be passiorjfllte about a certain task, she or he must be visibly
passionate about it. If a leader wants t@ create an open environment that questions the
status guo, he or she must be open to cftique and refrain from defensiveness when chal-
lenged. Obviously. leaders are expectef to be able to articulate their core values when
asked, but they must also live them out @onsistently in order to establish credibility.

Values are most effectively demonst

Inspire a Shared Vision

st have a compelling goal for the future. As men-
are visionary, forward-looking individuals; they
e in the present but are looking to a better future.
e vision, the better.

In order to inspire a shared vision. one
tioned above, the most respected leade
know where they are going. Visionaries
The more detailed and comprehensive

s
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In addition to having a goal or vision for the
future, effective leaders are able to enlist others to
join him or her in the pursuit of that goal. In
order to inspire others, one must be able to com-
icate a compelling picture that motivates
le to action. For example, Martin Luther King
as a master communicator who not only had
am for a better future, but was also able to
nunicate that vision and motivate others to
t it as well. His famous I Have a Dream”
h not only engaged an entire generation but
nues to inspire us today.
piring others often means communicating
ision in a way that excites the passions of
s. To do this, effective leaders tend to be
lent storytellers. They use anecdotes, illus-
ns, and colorful language to paint a vivid
re of what the team can accomplish if every-
ies are able to align the shared goals of the
hat way, when the team is successful, each

one gets on board. Furthermore, the best St

it
team with the personal goals of its members
member personally benefits as well. .

o

Challenge the Process

Challenging the process begins with a criti}%
team or organization. It requires tenacioush
changes, where necessary. Change can be a;t
for improvement and making changes to sh

assessment of what is not working within a
esty to evaluate current practices and make
eatening process for many. Identifying areas
t-term strategies or long-term goals is often

met with resistance. Regardless, the best.]
operating procedures to identify weaknessés
teams to settle for nothing less than the high
The most effective leaders are not satisfie
innovative ways to improve performance.
they challenge team members to learn from
model of continuous improvement helps tea
their goals. As leaders model an attitude
develop within the team, and members wil
relying solely on the leader, effective teams
ways to improve individual and team perfé_)r

Enable Others to Act

Enabling others to act includes the ab:‘lity_:t
first begins by establishing a collaborative
exchange of information. In order to be el
humble and relational posture. They mu

t

ers regularly evaluate team structure and
d possible blind spots. They challenge their
t levels of excellence.

with the status quo and constantly look for
en something has not worked as planned,
e experience and make improvements. This
find the most effective strategies to achieve
accountability and challenge, norms will
opt these characteristics as well. Instead of

e those in which all team members look for
ance.

oster collaboration and strengthen others. It
nvironment that fosters trust and an open

ive in this practice, leaders must embrace a
willing to admit mistakes, ask for feedback,
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Encourage the Heart

FIVE

and defer to the wisdom of the group. In addition, they need to take a genuine interest in
others and attempt to get to know each member of the team on some level. Building rap-
port can often be established by making simple statements such as "How was your week-
end?” or, “Is there anything I can do to help you on this task?” Team members can sense if
a leader is genuinely interested in thefin and their success, so the attempts to connect
interpersonally must be sincere. Whefff@ere is an atmosphere of trust and mutual respect,

members will be more interested in rga ng a meaningful contribution to the team.
Enabling others to act also includes thi ability to coach members and help them develop
competence and confidence. Leaders aftefllplay the role of player-coach on a team. They are a
contributing member of the team butﬁi‘.'gal have responsibilities to help others develop their
skills and abilities. Since they often havefinore experience and expertise than others on the
team, they are a great source of wisdorif. @aching includes giving real-time feedback, instruc-
tion, and informal training on various t”as or skills. In addition, coaches hold team members
accountable for their particular role on j:h eam, which communicates the belief that the team
k. When members show progress or demonstrate

member can successfully complete the
competence, exemplary leaders will then flicourage the heart, as described in the next section.

v

ective leaders recognize individual performance
nment that celebrates collective effort. When a
ibution, that person should be recognized for his
hilosophy of looking for reasons to applaud team
ing something wrong. As the old adage goes, “You
vinegar.” This practice, however, can be overused.
tin order to stay motivated, others do not. It is up
h team member, But even if a member is not par-
he leader is creating a positive, encouraging atmo-
ectations for ideal member behavior.

ach their goals and celebrate their victories with
ir teams to strive for success are quick to reward
s such as trophies, trips, cash bonuses, or other
. When teams have faced adversity and overcome
p a strong bond. Those experiences should be
ple, the 1980 U.S. hockey team overcame great
w York. Imagine the thrill and team pride shared
platform in front of thousands of people as the
blood, sweat, and tears that it took to get to the
e thrill of victory in that one moment.

Finally. Kouzes and Posner suggest that
while at the same time creating an envi
team member has made a significant &o
or her efforts. To do so, leaders can adopt
members instead of trying to catch them
can catch more flies with honey than wit
While some members need encouragéjp
to the leader to determine the needs ofe
ticularly responsive to public recognition
sphere and reinforcing the norms and g

High-performing teams work hard Eo
equal verve. Leaders who have pushed't
their teams for their effort. Various aw
perks can be used to recognize excellen
obstacles to achieve a goal, they deve
reflected upon and celebrated. For exa
odds to win a gold medal at Lake Placid,
by the players as they stood together o1
“Star Spangled Banner” was playing. T
champion circle were swallowed up by

BASES OF POWER

the famous philosopher Bertrand Russell (1938)
ocial science is power, in the same way that energy
er is the capacity to influence one’s environment
ower come from? There are times when power is

In his book Power: A New Social Analysi
suggests that “the fundamental concept]i
is the fundamental concept in physics.”

and the people within it. But where dog
Vi
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inherent in a position or job title. Other times, it is not the title, but a particular quality or cir-
cumstance that allows the individual increased influence and power within a social setting or
organization. This section will explore French and Raven’s (1959) five bases of power includ-
ing reward, coercive, legitimate, expert, and referent power within a team setting.

Reward power is established when a mémber of a team possesses sufficient means to
reward other members for positive behaviol. Rewards can take many forms, from verbal
encouragement to financial compensatiofi the reward is perceived as valuable and the
request is reasonably attainable, mdmdual will comply. The drawback to this type of
transaction is that member behavior may ly be sustained as long as the rewards are
offered. In other words, the work and ultima@l purpose of the group may not be fully inter-
nalized by members (Pink, 2009). Furthermdlle, if rewards are promised but not delivered,
resentment and distrust may follow and canflompromise motivation for future tasks.

Coercive power stems from the power 0 0.p ish others. The power holder has the capac-
ity to issue negative consequences when rEq sts are not followed or rules are broken. The
degree of the consequence may range froe mild (sending a bad review to the member’s
superior) to the extreme (eliminating a mét er from the team). Individuals with this type
of power can threaten, constrain, block, E)'r terfere with others, and thus use fear to con-
trol their behavior.

Legitimate power is associated with the
organization. For example, team leaders mi
their group. Members obey the requests gf)f
duty, loyalty, or moral obligation. Whilede
position, those who provide the reasons for

Expert power is awarded to members who
ticularly useful to the group. One of the e
Drucker, speculated more than 30 years-a
“knowledge workers” (Davenport, 2005). Th
and organizations are their knowledge, intell
expertise in various subject matters helps te

Referent power is a source of power that i
well-liked by others. They may not have the
of support because they are so likeable. :
approval, rendering them quite influential
group process, in general. A

Some sources of power are more valuab
groups tend to value those sources that are
For example, Krause and Kearney (2006) ¢
schools, orchestras, and corporations. The
power were most prominent in hospitals a
organizations value achievement and expe
such as "doctor” or “"conductor.” In contra
strongly operational in schools. Teachers
grades (reward power) or punishment (coer
respect in most cases because of the legitim
ent and expert power were most highly va

plied power of certain roles in a group or
t be given a certain amount of authority over
e group’s authority figures out of a sense of
ers can command compliance due to their
eir requests enhance member commitment.
re perceived as having knowledge that is par-
liest pioneers of management theory. Peter
that modern employees would need to be
trongest assels these workers bring to teams
.and ability to solve complex problems. Their
s critique ideas and make better decisions.

stablished by those who are charismatic and
est ideas or suggestions, but they garner a lot
mbers want to please them and gain their
er individual members, in particular, and the

in particular contexts than others. Naturally,
ost applicable to their identity and purpose.
ucted research on power bases in hospitals,
found that the use of legitimate and expert
orchestras; this is not surprising, since those
ise. Status and power are embedded in titles
coercive, reward, and legitimate power were
gulate school performance by distributing
e power). Teachers and principals are granted
v of those roles. Lastly, in corporations, refer-
ed. Their organizational success depends on

L
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how well people work together and the amount of knowledge those individuals bring to
the team. This research shows that the importance of power bases across contexts depends
on their value to that particular set of circumstances (Schriesheim & Neider, 2006).

Group members respond differently to different sources of power. Coercive power can
denerate resistance or reluctant comfiBance, whereas reward or legitimate power often
results in a more positive response. H‘ ver, it is referent and expert power that engender
true commitment (Yukl & Falbe, 199}"). hen members are voluntarily enlisted through
rational persuasion rather than forc"'_é, nd inspirational appeals rather than positional
power, they are far more likely to be cofmitted to the task.

Not surprisingly, people with multipldources of power have an even greater capacity (o
influence the behavior of others. For exfimple, after successfully overseeing the merger of
Compag Computer and Hewlett-Packard, lichael Capellas joined MCl/WorldCom in December
2002 as president and CEQ. Despite uE sition as the world’s largest telecommunications
company at the time, MCl/WorldCom wag@mbroiled in an accounting scandal and forced into
bankruptcy. Using his impressive busin@®s acumen, Capellas brought the company out of
bankruptcy in early 2004 and successfull# negotiated its sale to Verizon Business a year later.
His possession of the five bases of power Bearly contributed to his success. He had the power
to reward competent and highly motiv:_it employees and remove those who were less than
stellar. In addition, his position at the tofl of the organizational chart garnered respect and
obedience. But Capellas was more than a @pical high-level executive who understood balance
sheets and reporting structures; he was afl expert in the field of information technology and
an avid reader of information about teghfiblogy development and future trends. He knew his
stuff. Furthermore, he was likeable and v@lly relational. He inspired hundreds of thousands of
discouraged MCI employees to comm;ii tdih vision that would turn the company around and
reassert its global presence. By most accofints, he was completely successful.

B

INFLUENCE STRATEGIES

i
er bases within a group, they also have choices
fluence tactics are the means by which people
thers. The choice of which tactic to use is based
ases one possesses), the willingness to invoke a
social norms, and possible costs associated with
ts from the target (Bruins, 1999; Kipnis, 1976).
nine influence tactics (Yukl & Falbe, 1990, 1991;
992), and their most recent research has identi-
Seifert, 2005). Most of the methods can be used
well within a self-managed team environment.
1 tactics.

e results. According to Yukl and Tracey (1992),
irational appeals, and consultation) were found
mitment and were strongly related to successful
s. Committed members, as opposed to merely
of the requests being made; thus, they tend to

While leaders have access to different p
as to how they will exercise that power,
influence the attitudes and behavioriof
upon available resources (i.e., the powe
power base (based upon personal value
each tactic), and the resistance one eé(p

Yukl and associates originally identifi
Yukl, Kim, & Falbe. 1996; Yukl & Tragey,
fied two additional tactics (Yukl. Chavez,
by either leaders or members and, this,
The following table describes each offth

Not all influence tactics produce tl‘{e S
three core tactics (rational persuasion, in
to be the most effective at gaining taskco
leadership as evaluated by their superi
compliant members, understand the va

w
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EIJGEel Eleven Primary Influence Tactics
Influence Tactic Definition

s .
. . The person uses logical argumenW® and factual evidence to persuade others that a
Rational persuasion . gl ; .
certain position is the best codrdl of action.
et The person makes a request or?pr osal that arouses enthusiasm by appealing to
Inspirational appeal ; S
values, ideals, and aspirations.
%
Consultation The person seeks others” participaion in planning a strategy, activity, or change
and is willing to modify a propos@l based upon their concerns and suggestions.
. The person seeks to get otherss good mood or to think favorably of him or her
Ingratiation . :
before making a request.
5
Exchange The person offers an exchange"? vors, indicates willingness to reciprocate at a
g later time, or promises a share offthe benefits if help is given.
Personal appeal The person appeals to feelings,ofoyalty and friendship.
"y The person garners the aid and s@port of others hefore making a request for
Coalition . s
someone to do something.
The person seeks to establish th gitimacy of a request by claiming the authority
Legitimating or right to make it or by verifyinglhat it is consistent with existing policies, rules,
practices, or traditions. 3
The person uses demands, thr.iats r persistent reminders to influence the
Pressure . -
attitudes or behavior of others
. The person offers to provide relev@llt resources or assistance if others will carry
Collaboration &
out a request or approve a propos@l change.
Apprising The person explains how othe.f% will benefit by complying with the request.

ol Y

SOURCE: Adapted from Yukl, Chavez, & Seifert, 2005

carry out their tasks with enthusiasm, initiati
ence tactics identified in the study were press
1992). While these strategies may elicit ¢
Furthermore, compliance only guarantees t
they exhibit any more than minimal to aver.

In another study, Falbe and Yukl (1992) a
sionals in a variety of private companiesian
504 influence attempts made upon them, E
original influence tactics and associated:wi
ance, or commitment. The following table d

Hard tactics such as legitimating, coali
and rarely engender commitment. Leaders
comes if they use softer tactics such as cc‘j’n

| and persistence. The most ineffective influ-
e, coalition, and legitimating (Yukl & Tracey,
pliance, overuse can produce resistance.
t members carry out their duties, not that
e effort.
ed 95 managers and nonmanagerial profes-
public agencies to evaluate their reaction to
h attempt was categorized as one of the nine
a resulting response of resistance, compli-
cribes the results.
n, and pressure often produce resistance
ill have significantly better long-term out-
tation, inspirational appeals, or ingratiation
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VEL WA Effectiveness of Various Influence Tactics

Outcomes
Influence Tactics Resistance Compliance Commitment
Inspirational appeal 0% Ly 10% 90%
Consultation 18 : 27 55
Personal appeal 25 : 33 42
Exchange 24 41 35
Ingratiation 41 28 31
Rational persuasion 47 ; 30 23
Legitimating 44 3 56 0
Coalition 53 44 3
Pressure 56 , 41 3

SOURCE: Adapted from Falbe and Yukl (1992). 3

(Falbe & Yukl, 1992). Feedback and sk@l raining can help team leaders develop influence

tactics that are most effective. Seifert;"Yjikl. and McDonald (2003) found that multisource

feedback and the use of a feedback Ta@litator can help leaders and managers become

more aware of their own strategies andflevelop more effective ways to motivate subordi-
M

nates and peers.

PERSUADING OTHERS

This section describes specific things a (lm leader or influential member can do to ensure
that his or her voice is not only heard, it heeded. We've already talked about the impor-
tance of voicing one’s opinions and pogliions in group settings, but how do you make sure
that those opinions are given the confderation they deserve by the rest of the group?
Conger's (1998) research identifies four @mponents of successful persuasion: (a) establish-
ing credibility, (b) finding common grodlhd, (c) providing evidence, and (d) making an emo-
tional connection. The best and most glrsuasive arguments include all four components.

Establish Credibility ‘e
In order to be persuasive, group méﬁﬁ ers must have credibility and respect from their
peers. The ideas of a low-status or jpiginally committed member are not likely to be

heard, even if they are brilliant. It takesflome measure of status and personal power to be
taken seriously. According to Conger {#898), credibility comes from intellectual compe-
tence, interpersonal competence, andéﬁ sonal character.
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Find Common Ground

Provide Evidence

Intellectual competence is demonstrated every time a member makes a significant
contribution to the group. When a competent member speaks, others believe that what is
being said is worth listening to because ideas from that member have been credible in the
past. In short, competence is a characteristic that engenders trust and is established when
members have proven themselves to have sound judgment and valuable knowledge.

Credibility is also enhanced when a me g iger has interpersonal competence and quality
relationships with others. The ability to worlollaboratively with others will go a long way
toward building relational trust. When merﬁt rs are seen as “team players,” they are appre-
ciated by the group. This type of credibilifylls acquired when members are perceived as
likeable, agreeable, and enjoyable to work Y h.

Finally, members are highly valued wh@ hey demonstrate honesty. consistency, and
reliability—personal character. Honesty ‘arflf fairness are admirable characteristics that
earn the respect of others. Furthermore, thflke who consistently follow through on their
commitments are highly regarded as welk @eeting deadlines with high-quality work is a
sure way to win over colleagues. Another c@hracteristic that is admired on teams is work
ethic. If a person is willing to work hard’f d shows commitment to team success over
personal gain, he or she has earned the rfg to be heard.

&y

In addition to having credibility, effectiveg)
tions in terms of their benefit to the who{é
attached to a certain perspective or posit
Discussions can become personal and co:
win at all costs. A potential power strugglg
attempting to pressure others to agree with
patterns of interaction to emerge when otle
ing, members should keep in mind that tﬁ\
and success of the group. :\;:
According to Conger (1998), an understan
common ground. The most effective persia
understand the concerns and interests of g
are active listeners who collect data through
to construct arguments that emphasize issue
Finding common ground also allows for cot
influence the group will be more successful if
of others and are willing to adapt and modify
these individuals listen. paraphrase. and ask p
of concern. Influence tactics such as consultati
in identifying shared benefits and building a'c

uasion requires the ability to frame sugges-
oup. Unfortunately, when people are overly
n, they lose sight of the group’s interests.
titive, and members can feel compelled to
sues with members going on the attack and
em. It is not uncommon for these negative
refuse to comply. To avoid this from happen-
est arguments are tied to the ultimate goals

g of the audience is a prerequisite for finding
rs are students of human nature who seek to
rs before advocating their own agenda. They
nversations and meetings. This allows them
f mutual concert and mutual benefit.

romise and collaboration. Those who wish to
y stay open to the concerns and perspectives
eir own position. When met with resistance,
ing questions to better understand the issues
, collaboration, and apprising can be effective
nmon framework from which to work.

ing is a practice in which groups make deci-
ulations of the best data available to them.

As the name suggests, data-based decision’
sions and create plans based upon careful

»
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Setting measurable goals and correctly analyzing problems help groups uncover the neces-
sary data that can guide their efforts. Solid numerical data provide the reasoning and justi-
fication for group decisions and directign.

Before putting forth an argument, 8f member should anticipate the question: “What
evidence do you have for your positiarll” Argyris (1994) describes this process as coming
down the ladder of inference becau$fmembers provide the data and reasoning upon
which a decision, conclusion, or argunfent was based. When a person has already estab-
lished credibility, providing strong emb ical data that support a certain perspective makes
for a compelling argument.

Knowledge is a source of power, an
principle is the basis for using trend dat]

sharing it empowers the rest of the group. This
which, while not perfect, give approximate pro-
jections of what is likely to occur in thefuture. For example, if a marketing team respon-
sible for selling nutrition bars is trying tqlicreate a marketing plan for the next five years, it
will use data from the previous five yeargalong with information on current market condi-
tions. to project sales and create a sttﬁy'e ¢ plan.

While numbers and data are impdttalilt. they do not tell the whole story. Statistics and
graphs are most effective when they:idle presented with vivid language and concrete
examples. Stories can be powerful tools fhat bring numbers to life and persuade others to
arrive at certain conclusions. Analogié anecdotes. and metaphors can also be used to
make data more concrete, interesting, ail tangible. Instead of making an argument based
solely upon past performance and currglt market trends, a customer testimonial describ-
ing how his or her quality of life improvdll after buying the company’s product may provide
the emotional dynamic that rounds ouf strong case for more aggressive growth. Consider
Subway, the fast-food sandwich giant slose marketing team designed an entire campaign
around “Jared,” a man who lost over 20fpounds in one year by eating nothing but Subway
food. The ad campaign not only includgil data in terms of the number of pounds that Jared
lost, but it also tied the numbers to hisfliwn life story.

Connect Emotionally

While rational arguments can foster aglffement, establishing an emotional connection is
often needed to ensure commitment. Ifpirational appeal is the most effective tactic for
generating commitment because it engdes people on an emotional level. When it is done
effectively, people rarely resist. In a stiidficonducted by Falbe and Yukl (1992), inspirational
appeals resulted in commitment 90% (@l the time and compliance 10% of the time, and
they never generated outright resistanc Connecting emotionally requires that members
demonstrate their own emotional commjiliment and passion for the position they are advo-
cating. In addition, they must be able.to @ccurately read the emotions of their audience to
know whether or not the listeners are refiving the message enthusiastically.

With credibility, common ground, strofig data, and relevant examples. members can per-
suasively advocate their position. But the must be convinced of the legitimacy of their own
ideas, or their efforts will be in vain. Péo E can see through a polished argument devoid of
passion. If group members cannot telff‘t t the member behind the delivery is thoroughly
convinced, they, too, will likely be uncglvinced. Yet too much emotion might create the
impression that a person has lost objéc@@ity or is too invested in a certain decision. Thus,
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CONDUCTING EFFECTIVE MEETINGS

members who wish to influence others should demonstrate an appropriate amount of con-
viction to champion a given position by taking into consideration the comfort level of the
audience. Each group environment will dlctgte the optimal level of emotional expression.

Conger (1998) warns against underesumatmg the importance of being able to assess the
emotional state of the audience. Presenterg ust be able to judge whether they are being
well received or even understood. This can e achieved by observing nonverbal messages
and reading between the lines of questions@nd comments. In spite of the stated impor-
tance of rationality in organizational settingsfiemotions play a strong role. Thus, those who
are effective at persuading can judge the e tional reactions of others and adjust their
comments accordingly. -

Influential members who are effective at pffsuading colleagues establish credibility, find
common ground, provide compelling evidén@ for their position, and connect emotionally
with the group. If members want to be active @ihd influential in their groups. they can utilize
these methods to increase their effect on gr@ip decision making.

Meetings are a critical component of gro
takes place in a forum where members ¢
through some computer-mediated space (
Shanock, & Rogelberg, 2012). Unfortunatel
as inefficient and even unpleasant (O'Neill
Patrick Lencioni (2004) reports that the m
they are both ineffective and boring. Alth
they can be quite frustrating, especially as
larger the team, the greater the potential fo
combat these shortcomings, Whetten andﬁ
that teams can implement to make meeti-x:ig‘

work; most of the important work of teams
municate with one another face to face or
uffeld & Lehmann-Willenbrock, 2012; Scott,
many people experience the typical meeting
Allen, 2012). In his book Death by Meeting,
common complaint about meetings is that
gh meetings are the lifeblood of teamwork,
ams grow in size. Hence the dictum that the
inefficiencies and process losses. In order to
eron (2007) have identified several strategies
ore effective, which we discuss below.

1. Purpose: The reason for holding a m
generally called in order to share informa
information, give or receive feedback, and/

ing should be explicitly clear. Meetings are
n. build commitment to a project, provide
problem-solve.

2. Participants: 1t is important (o pay att
Meetings of more than 10 people should be
an open discussion of ideas. Also, group cor
similar are members in terms of backgroun
they competitive, or do they prefer coopera
are important questions to ask. For example
people. And groups that are not very divers
creative perspectives and solutions to a part

tion to the number of people in attendance.
ed to report information as opposed to being
osition is an important consideration: How
. personalities, knowledge, and the like? Are
n? Are they task or process oriented? These
iscussion may be difficult in a large group of
ay not be able to generate a wide variety of
ular problem.

3. Planning: Setting the agenda is a ke
should be distributed to attendees prior (0

ask for the meeting facilitator. The agenda
meeting, and should inform participants of
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what to expect, any contributions they are required to make, and the duration of the meet-
ing. Agenda items should be written with action verbs like “approve minutes.” rather than
“minutes,” and organized into three phases: old business, new business, and closing
thoughts. Then the group needs to stick to the agenda and begin and end on time.

4. Participation. After paying caref& ttention to ensure that the right people are pres-
ent, it makes sense to focus on their pfticipation. Begin meetings with introductions so
that all members begin to feel comforgflle with one another. Leaders can encourage par-
ticipation through various communicatifin strategies such as asking open-ended questions,
making eye contact, paraphrasing comijllents, linking comments together, and summariz-
ing discussions. 1

4
5. Perspective: Perspective involveg alyzing the meeting in hindsight. Leaders who
regularly reflect on the quality of their ri@¢etings not only improve their own skills, but also
improve the overall productivity of the fllam. In the same way, it is often helpful to get the
perspective of the participants as we],li rect questioning and the use of anonymous sur-
veys are both effective ways to COHQ%'Z[ edback on what went well and what changes
should be made in the future. )

]
&
i
S

LEADERSHIP IN ACTION

e five practices of exemplary leaders can make
yone a better leader. We just need to look for
portunities to serve as a positive role model,
pire a shared vision, productively challenge the
cess, enable others to act, and encourage the
arts of teammates. These practices, though, will
uire a certain amount of reflectiveness. Leaders
training must be willing to step back from team
periences and think critically about their own
e, the variables at play, and the fine and nuanced
nce between them and their team. Strong lead-
are not only aware of their own perceptions,
t are also inquisitive and responsive to other
ople’s perceptions and needs. So much of lead-
ship is about managing information, personali-
s, and perceptions. To do this well, leaders need
be constantly observing their own behavior and
at of their teammates.

These five practices are not necessarily per-
rmed in order. Rather. they are a dynamic list of
ols that can be employed any time a situation
rrants them. The more they are used, the more
> @fective they become. At first, it may feel strange
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to try to “inspire” colleagues, but those skills will develop over time and with practice. A
good starting place is to lead by example by showing up early, arriving prepared, staying
engaged, and bringing a positive and encouraging attitude to team meetings. Then, as cred-
ibility increases, emerging leaders can add in such practices as offering productive chal-
lenges and enabling others to act by givin§ edback and suggestions for improvement.
The key to developing leadership skills' @ to be intentional about it. After every team
experience, leaders should reflect (think cally) on what happened, what worked well,
and what the leader might have done differgitly to improve the outcome. Essentially, these
five practices need to be exercised on a reguflar basis so they become internalized and part
of one’s identity. Leaders in training should@odel the positive and productive habits they
wish to see within their teams. They shoul@encourage team members who demonstrate
positive behaviors and challenge those whid@don't. They should hold their team account-
able to the highest standards of excellencé d create a culture in which team members
challenge one another to work harder. De\gél ping these skills requires a significant amount
of trial and error. New practices will be fir om perfect at first, but over time they will
pay rich dividends. Successful leadershlpa d#relopment requires courage, discipline, self-
reflection, and intentionality.
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DISCUSSION ( UESTIONS

. Over the last century, the dynamic between ma
those changes and discuss how those changes,

gers and workers has changed. Describe

ve affected teams.

2. Describe French and Raven'’s five bases of powdlland give an example of each.
X

3. Describe the three influence tactics you think a@ most effective for team leaders.

4. Describe the four leadership styles within lhef%
each.

ational leadership model. Give examples of

5. Discuss the difference between transactional le ership and transformational leadership.

What are the outcomes of each?

6. What are the five practices of effective ]eaders_?l ame and describe each.

7. How do most effective leaders establish credib&il ?

8. What are the four components of successful pé
which a team leader is trying to get members#o

asion? Create a hypothetical case study in
e more committed to the team.



