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Annexure 1 — Cour se Proposal

Course Title: TEAM MANAGEMENT & LEADERSHIP
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1.Introduction to team management & leadership
2.0verview
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4 3.04.19 Factors of Leadership Dr.J.Barathalakshmi 4-6 pm 2

5 10.04.19 L eadership theories Dr.S.Rajini 4-6 pm 2

6 17.04.19 Importance of team building Dr.K.Kannan 4-6 pm 2

7 8.05.19 Classification of Leadership Dr.J.Barathalakshmi 4-6 pm 2

8 15.05.19 Leadership styles Dr.K.Kannan 4-6 pm 2

9 12.06.19 Modes and training of L eadership Dr.S.Rajini 4-6 pm 2

10 19.06.19 Team management Dr.K.Kannan 4-6 pm 2

11 26.06.19 Resolving conflicts Dr.J.Barathalakshmi 4-6 pm 2

12 3.07.19 Change management Dr.S.Rajini 4-6 pm 2

13 10.07.19 Leadership & co-ordination Dr.K.Kannan 4-6 pm 2

14 01.08.19 I mproving communication Dr.J.Barathalakshmi 4-6 pm 2

15 07.08.19 Case study Dr.J.Barathalakshmi 4-6 pm 2

Total 30
hrs
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Chapter

Leadership Behaviour: An Overview
Aim

The aim of this chapter isto:

* introduce various theories of leadership

* elucidate qualities of an effectiveleader

* explain the concept of leadership

Objectives

The objectives of this chapter areto:

* explain the educational implications of ‘leadership’ quality in an educationalsystem

* enlist the characteristics of leadership in the educationsystem

* defineleadership

Learning outcome

At the end of this chapter, you will be able to:
* identify the factors in leadership

o differentiate between a leader and amanager

* recognise various theories of leadership and the educationsystem
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1.1 Introduction

L eadershipistheprocessofinfluencingandsupportingotherstoworkenthusiasticall ytowardsachievingobjecti
ves. It isthe crucial factor that helps an individual or a group to identify its goals and then it motivates
and assists in achieving the stated goals. Three major factors that define the leadership conceptare:

* Influencesupport
*  Voluntary effort

¢ Goalachievement

Leadership isalso called as the catalyst that transforms potential into reality. The concept of leadership in itself
covers al interpersonal relationships that influence the working of the institution towards its goals.

1.2 Leader Vs Manager
Often people assume that a manager and a leader play the same roles. However, there are three major
points of differences between the two:

* A person emerges as a leader. The question whether s/he will or will not emerge as a leader always
depends on a number of situational factors. A manager, on the other hand is always put into her/his
position by appointment.

* A leader always has some informal powers (that is the ability to influence) that enables her/him to lead.
S/he may or may not have the formal authority, (i.e., the right to command). A manager on the other hand,
always has some formal authority. She may or may not have personal power. If she also has personal power
then s/he will be much more effective as amanager.

* Aleadergenerally,seeksthoseveryobjectiveswhicharetheobjectivesofthefollowers.Thus,thereisamaturity  of
objectives between leader and the followers. A manager, on the other hand, seeks those objectives, which
her/his subordinates do not regard as their own, clash ofobjectives.

Abraham Zaleznik, for example, delineated differences between leadership and management. He saw
leaders as inspiring visionaries, concerned about substance; while he viewed managers as planners who
have concerns with
process.WarrenBennisfurtherexplicatedadichotomybetweenmanagersandleaders.Hedrewtwel vedistinctio
ns between the two groups:

* Managers administer, leadersinnovate

* Managers ask how and when, leaders ask what andwhy

* Manager focus on systems, leaders focus onpeople

* Managers do things right, leaders do the rightthings

* Managers maintain, leadersdevelop

* Managers rely on control, leaders inspiretrust

* Managers have a short-term perspective, leaders have a longer-termperspective
* Managers accept the status-quo, leaders challenge thestatus-quo

* Managers have an eye on the bottom line, leaders have an eye on thehorizon
* Managers imitate, leadersoriginate

* Managers emulate the classic good soldier, leaders are their ownperson

*  Managers copy, leaders show originality
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3 Basic Tasks

Managers Copi»T(h complexity
Leaders Goping with change

Planning and budgeting Setting a direction
Deciding (deductively producing orderly (lnductlvely creating avision
what results) and strategiesto prowdefocus
needs to forplanning)
l Organizing and staffing _— .
be don (structuring) and reporting Allgnmg peopleto the_V|S|_on
e done relationshipsto efficiently | (SPhasizing communication,
. P y credibility, and Empower ment)
Creating Implemen'[ p|anS
networks
and Controlling and Problem M otivating people (creating
relationships solving (Comparing) behavior Involvement, emphasizing
with plan, taking action from values, building infor mal
l correct deviation networ ks of relationships)
Ensuring
people do
the job

Fig. 1.1 Kotter’s distinction between managers and leaders

1.3 Leadership as a Process and a Product

As a process leadership entails perceiving when changes are needed and influencing and facilitating a group’s
efforts

through non-coercive means, to set and achieve group goals. This process should lead to the
accomplishment of six generic leadership tasks:

* Inspire a shared vision and establish standards that help the organisation or group achieve its next stage of
development.

*  Foster unity, collaboration and ownership, and recognise individual and teamcontributions.

* Exercise power effectively and empower others toact.

* Exertinfluence outside the group in order to set the right context for the group ororganisation.
*  Establish an environment conducive to learning.

» Satisfy the work related needs of the members of the group asindividuals.

Asaproduct,leader shipisviewedasasetofqualitiesthatleadersmustpossessinordertosuccessful lyaccomplish
thesixtasksofthel eaders.Whenanindividual behavesi nwayst hatothersinthegrouplorganisationbelievewill
help them achieve desired goals, that individual is seen as a leader and is perceived to possess
certainattributes.

1.4 Attributes of Leaders Vis-a-vis EducationalSystem

ResearchsupportedbyNational CentreforResearchinV ocational Education,UniversityofCaliforniaatBerkel
ey has shown fourteen attributes that best explain the variance in leader performance (Moss and Liang,
1990). These attributes are:

* Adaptableandopentochange:Theleaderencouragesandacceptssuggestionsandconstructivecriticismfrom
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coworkers, and is willing to consider modifyingplans.

* Insightful:Theleaderreflectsontherelationshipamongeventsandquicklygraspsthemeaningofcomplex
ISSUES.

* Team building: The leader facilitates the development of cohesiveness and cooperation among people at
work.

*  Willing to accept responsibility: The leader willingly assumes higher level of duties and functions within the
organisation.

e Motivate others: The leader creates an environment where others want to do theirbest.

e Communication: The leader listens closely to people at work, and organises and clearly presents
information both orally and inwriting.

e Visionary: The leader looks into the future and creates new ways in which the organisation canprosper.

* Networking: The leader develops co-operative relations among individuals within and outside the
organisation.

* Confident, accepting to self: The leader appears secure about abilities and recognises personal shortcomings.

* Planning: The leader in collaboration with others develops tactics and strategies for achieving organisational
objectives.

* Decisionmaking:Theleadermakestimelydecisionsthatareinthebestinterestoftheorganisationbyanalysing  all
available information, distilling key points, and drawing relevant conclusions.

* Delegating: The leader appropriately and effectively assigns responsibility andauthority.

* Managinginformation:Theleaderidentifies,collects,organisesandanalysestheessentialinformationneeded
by the organisation.

* Ethical:Theleaderactsconsistentlywiththeprinciplesoffairnessandrightorgoodconductthatcanstandthe test of
close public scrutiny.

* Elevenadditionalattributeswhosefurtherdevelopmentismostlikelytobemosthelpfultomostunderrepresented
groups have been identified through review of related literature. These attributes are:

* Tolerance of ambiguity and complexity: The leader comfortably handles vague and difficult situationswhere
there is no simple answer or no prescribed method of proceeding.

* Courageous, risk taker: The leader willingly tries out new ideas in spite of possible loss orfailure.
e Initiating: The leader frequently introduces newideas.

* Achievement oriented: The leader shows commitment achieve goals and strives to keep improving
performance.

e Persistent: The leader continues to act on beliefs despite unexpecteddifficulty.

e  Conflict management: The leader brings conflict into the open and uses it to arrive at constructivesolutions.
* Tolerant of frustration: The leader acts tolerant even when things don’t go asplanned.

*  Committed to common good: The leader works for the benefit of the entire organisation and not just forself.
e Stress management: The leader effectively deals with the demands of high pressure worksituations.

* Usingappropriateleadershipstyle:Theleaderusesappropriateandvarietyofleadershipstylestomotivateand
guide others towards attaining the common goals.

* Sensitivity, respect: The leader shows genuine concern for the feeling of others and respects individuals as
individuals.

1.5 Characteristics of Leadership in the EducationalSystem

Leadersin the educational system have the ability to transform the system. Generally leaders in the system can:
e Set the pattern and guide the outcomes of co-operativeaction

* Guide educational programs, but rely on shareddecisions
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Give common understanding to common purposes andgoals
Produce cohesiveness without which co-operation isimpossible

Communicate with all personnel with a sense of mutual understanding and mutual loyalty to the aims of
education

Generate enthusiasm for projects and inspire working towards theircompletion
Resolve the differences which frequently arise in growingorganisations
Lead by example and inspiration

Contribute to the group by advancing useful suggestions

1.6 Principles of Leadership
TheUSArmy,in1973listedthefollowingelevenprinciplesthathel pindividual srealisetheirleadershippotential
. Weshall discuss these principles with respect to the educationalenvironment.

161 Know Yourself and SeekSelf-improvement

Anyleaderneedstoknowhimsel f/hersel fintermsofwhathe/ shehasdone, candoandiswillingtodo.Oncethese
areidentifiedthenthel eadercanconstantlybuildonimprovinghis/herskillsets.Agoodleaderissomeonewhois
always evolving in one form or the other. In every school the leader could either be the Principal or the
House in-
chargeortheSchool CaptainortheHouseCaptain,canbegoodleadersonlyiftheyareconfidentaboutthemselves
and they are aware of their weakness and the strengths of theother members of thegroup.

162 Be TechnicallyProficient

Asaleader,onemustknowthejobandhaveasolidfamiliaritywiththetasksthatonewishesotherstoaccomplish.
Here familiarity is generally expressed not in theoretical terms, but in practical - bands on terms:
Technically proficient also translates into possessing the ability to delegate the responsibility to various
members of the group and be able to guide them in achieving common goals.

163 Seek Responsibility and Take Responsibility, for yourActions

A saleaderoneneedstosear chforwaystoguidetheinstitutiontonewheights.Andwhenanythinggoeswrong,a
|eaderalwaystakestheblameontohimsel forherselfanddoesnotsearchforscapegoats. Thisisonecharacteristic
that always defines leaders. That is why, often, we have seen schools to be known by theirprincipals.

AnefficientPrincipal mayal sobeagoodleaderandhe/shewoul dhavetheabilityandcapacitytotakeresponsibilityo
f

everyactivitythathappensintheschool. Takingresponsibilitydoesnotmeanthattheleader (inaschoolenvironm
ent the Principal) should take blame, but it translates into the fact the leader must be able to have a
foresight-plan and anticipate events and then plan, and in spite of this if any eventuality occurs, take
responsibility for theactions.

164 Make Sound and TimelyDecisions

Theuseofgoodproblemsolving,decisionmaking,andplanningtoolsaddstothel eadershipqualitiesofanindivid
ual. In every school environment, you would have noticed as a teacher, that there are times when
decisions need to be taken - procrastination on such decision leads an imbalance in the harmony of the
ingtitution. Hence, a leader -in theformofthePrincipalorVice
Principalorhouseinchargeorschool captainorhousecaptain-musttryandtake the initiative to make sound
and timelydecisions.

165 Set theExample
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Aleaderalwaysneedstobeagoodrolemodel. “Wemustbecomethechangewewanttosee”-M ahatmaGandhi.
Theseareverypowerfulwordsthatdefineal eader.1 ntheschoolenvironment, asteachers,youmighthavenoticed
that there are times when we tell the students not to do something, while we find no harm in doing the
sameforbiddenthing. T hiscreatesunrestamongstthegroup,whereoneisaleader. ThereisastoryaboutAlexande
rthe Gresat; during the conquest of world that he had embarked upon, he and his men had to cross a
dessert. They were walking on the dessert for couple of days and their water and food resources were
coming to an end. In thiswhole journey, historians say, Alexander was the leading man always ahead.
Seeing this, his soldiers drew the courage and determination and went forward.After afew more days,
they were believed to have found an oasis. Being the example of what one wants is a quality that every
leader mustpossess.

166 Know Your People and Lut for theirWell-being

Aleaderissuccessfulifhe/sheknowsthepeoplehe/shetakescareof.Whenwesayknow, wemeanknowledgein
termsoftheirstrengths,weak nessesandproblems.| fal eaderisawareofthis,he/shewouldbeabl etohel ppeople
realise ingtitutional goals along with the personal goals of the people. In every school system it is
imperative that the Principal knows the student. It might be difficult to know each and every child
personally, but areal principal and faculty use to keep the studentsinformed.

167 Developed a Sense of Responsibility in yourPeople

We all know that it is the human tendency to work well under the watchful eye of a supervisor, but, a
leader is successful if he/she is able to develop a sense of responsibility in people, wherein they realise
the importance of their contribution to the realisation of the institutional goals. As a teacher you might
have noticed that there are times when classes remain quiet and busy doing either their own work or that
has been prescribed to them - in the
absenceofateacher; suchclassesshowtheleadershipqualityoftheteacher. Suchteacher sareabl etohel pstudents
develop a sense of responsibility towards completing the prescribed goals and also make efforts to
ensure that the tasks given to the students are meaningful andinteresting.

168 Ensure that Tasks are Understood, Supervised, andAccomplished

An essential characteristic of a leader is not only to delegate tasks, but also to ensure that the tasks are
understood

bythedoer,andthatconstanthel pandsupportisprovidedintheformofsupervisionasandwhenrequired.l nour
schooltenurewemighthavenoticed,thatwhenat askisassighedtous,weareabletocompl eteittothebestofour
capabilityifthefollowingconditionsaremet:wearegivenindependentcharge, ourdecisionsareacceptedandwe
are given suggestions and not directions and essentially there is a sense of trust that once atask given, it
would be accomplished. For any teacher to have this dense of security, depends on the Principal or
theleader.

169 Train as a Team

A team is a collection of people, often drawn from diverse but related groups, assigned to perform a
well-defined

functionforanorgani sationoraproject;teammembersalwayssharesomeresponsibilitytowardstherealisation
of

thegoal s. Thusleadersalwaysneedtoensuretheirmemberstrai nasateam. T hisal someansanequal opportunity
for al. One way that this can be accomplished is by allowing for teachers to participate in peer
grouptraining.

1610 Use the Full Capabilities of yourlnstitution

A leader always knows hig/ her institution very well and always ties to utilise an organisation to its
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fullest of capabilities. An important evidence of this is the delegation of responsibilities amongst
individuals of the team. This also ensures that all the members of the group feel a sense of belonging to
the group.

1.7 Factors of Leadership
There are four factors in leadership:

Situation

Follower

Communication

Fig. 1.2 Factors of leadership

(Source: http://www.nwlink.conv-donclarWleader/leadcon.htmlacCessed on 7June2008)

Follower; every individual needs a different style of leadership to be motivated to achieve the
institutional responsibilities. New teachers might require constant reinforcement, while senior teachers

might require certain
amountoffreedomandresponsibility.l nthesamemannerstudentswhofloutdisciplinerequirehandlinginadiffer
ent

manner than those students who are excelling in their respective subjects. Understanding these basic
individual differences in the followers affects the leadership style and leadership itself.

1.7.1 Leader
Another factor in leadership is the leader itself. As a leader one is expected to have an honest

understanding of who you are, what you know, and what you can do. An important thing about leaders
isthat the followers decide whether the leader is successful or not.

1.7.2 Communication

Leaders always lead through two-way communication. Much of it is nonverbal. For instance, when you
“set the example,” that communicates to your people that you would not ask them to perform anything
that you would not be willing to do. What and how you communicate either builds or harms the
relationship of the leader with the fellow members.

1.7.3 Situation

We all know that each situation elicits a different behavior in people, thus for each opportunity that is
presented the leader must use his/ her judgment to decide the best course of action and the leadership
style needed for each situation. This is especially true in case of the students, who can react very
differently to various situations.

1.8 Leadership Theories
L eadership has been studied and therefore explained from a number of different perspectives, each with its own
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insights as well as its own limitations. The following section looks into the various leadership theories.

1.8.1 Great ManTheory

GreatM antheoriesassumethatthecapacityforleadershipisinherent-thatgreatleadersarebornnotmade. These
theories often portray great leaders as heroic, mythic and destined to rise to leadership when needed.
The term “Great Man” was used because, at the time, leadership was thought of primarily as a male
quality, especially in terms of military leadership.

1.8.2 Trait Theory

People are born with inherited traits. Some traits are particularly suited to leadership. People who make
good leaders have the right (or sufficient) combination of traits. Stogdill (1974) identified the following
traits and skills as critical to leaders.

Traits Skills

Adaptableto situations Clever (intdligent)

Alert to social environment Conceptually skilled

Ambitious and achievement oriented Cresative

Assertive Diplomatic and tactful
Cooperative Fluent in speaking

Decisive Knowledgeabl e about group task
Dependable Organised (administrative ability)
Dominant (desire to influence others) Persuasive

Energetic (high activity socially skilled level) | Socially skilled

Persistent

Self-confident

Tolerant of stress

Willing to assume

Table1.1 Traits and skills

1.8.3 ContingencyTheory
In contingency theory of leadership, the success of the leader is a function of various contingencies in

the form of
subordinate,task,and/orgroupvariables. T heeffectivenessofagivenpatternofleaderbehavioriscontingentupo
n

thedemandsi mposedbythesituation.Contingencytheoriesareacl assofbehavioraltheorythatcontendsthatther
e isno one best way of leading and that a leadership style that is effective in some situations may not be
successful in others. An effect of this is that leaders who are very effective at one place and time may
become unsuccessful either when transplanted to another situation or when the factors around
themchange.

Thishelpstoexplainhowsomeleaderswhoseemforawhiletohavethe ‘Midastouch’suddenlyappeartogooff
the boil and make very unsuccessful decisions. Thus, we can say that the basic assumption of this
theory is that the leader’s ability to lead is contingent upon various situational factors, including the
leader’s preferred style, the capabilities and behaviors of followers and also various other situational
factors. Wewill look into atheory that is a part of the contingency theory of leadership.
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1.8.4 Fiedler’s Least Preferred Co-worker (LPC)Theory

Fiedleridentifiedthel eastpreferredco-
workerscoringforleadersbyaskingthemfirsttothinkofapersonwithwhich

theyworkedthattheywouldlikel easttoworkwithagai n,andthentoscoretheper sononarangeof scal esbetween
positive factors (friendly, helpful, cheerful, etc.) and negative factors(unfriendly, unhelpful, gloomy,
etc.). A high
L PCleadergenerallyscorestheotherpersonaspositiveandalowL PCleader scoresthemasnegative.HighL PC
leaders tend to have close and positive relationships and act in a supportive way, even prioritising the
relationship before the task. Low LPC leaders put the task first and will turn to relationships only when
they are satisfied with how the work is going. Three factors are then identified about the leader, the
member and the task, asfollows:

* Leader-member relations: The nature of the interpersonal relationship between leader and
follower,expressed in terms of good through poor, with qualifying modifiers attached as necessary. It is
obvious that the leader’s personality and the personalities of subordinates play important roles in
thisvariable.

e Taskstructure:Thenatureofthesubordinate’stask,describedasstructuredorunstructured,associatedwiththe
amount of creative freedom allowed the subordinate to accomplish the task, and how the task is defined.

* Positionpower:Thedegreetowhichthepositionitselfenablestheleadertogetthegroupmemberstocomply  with
and accept his/her direction andleadership.

High
Relationship-Motivated
Leaders perform better
LPC (least
preferred
co-worker
) Task-Motivated Lend
Perform better
Low
1 2 3 4 5 6 7 8
L eader-member Good Good Good Good Poor  Poor Poor  Poor
Relations
Task Structure structured Unstructur ed structured Unstructur ed
Leader  Position Strong Weak Strong Weak Strong Weak Strong Weak
Power

Fig. 1.3 Contingency theory

(Source: www.chan~ngminds.org/discipline~eaderhip/thoeries/elderlpc.htm)
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1.8.5 SituationalTheory
Situationaltheoriesproposethatleaderschoosethebestcourseofactionbaseduponsituational variables.Differe
nt styles of leadership may be more appropriate for certain types of decision-making. Therefore, one
can say thatthe basic assumption of this theory is that the best action of the leader depends on arange of
situationalfactors.

1.8.6 Hersey and Blanchard’s Situational LeadershipTheory

Thebasi cpremiseofthistheoryisthateffectivel eadershiprequiresleadershipflexibilitysincedifferentsituation
S
requiredifferentleadershipapproachesandtactics.BlanchardandHerseycharacterisedleadershipstyleinterm
sof the amount of direction and of support that the leader gives to his’her followers, and so created a

simplegrid:
+
o SUPPORTING COACHING
2 (S3) (2)
3
-
(]
o
[J]
2
S
Q.
Q
=]
(7]
DELEGATING DIRECTING
' ($4) (S1)
DirectiveBehaviour +

Fig. 1.4 Situational theory

(Source: http://www.chimaeraconsulting.codsitleadechtm)

» DirectinglLeadersdefinetherolesandtasksofthe‘follower’,andsupervisethemclosely.Decisionsaremade
by the leader and announced, so communication is largely one-way.

* Coachingleadersstilldefinerolesandtasks,butseeksideasandsuggestionsfromthefollower.Decisions
remain the leader’s prerogative, but communication is much more two-way.

* SupportinglLeaderspassday-to-daydecisions,suchastaskallocationandprocesses,tothefollower.Theleader
facilitates and takes part in decisions, but control is with thefollower.

* Delegating Leaders are still involved in decisions and problem-solving, but control is with the power. ‘The
follower decides when and how the leader will beinvolved.

1.8.7 BehaviouralTheory
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High

Low

Behavioural theories of leadership are based upon the belief that great leaders are made, not born.
Rooted in behaviourism, this leadership theory focuses on the actions of leaders, not on mental qualities
or internal states. According to this theory, people can learn to become leaders through teaching and
observation.

1.8.8 The Managerial Grid Model

TheManagerial GridM odel (1964)isabehaviouralleadershipmodel devel opedbyRobertBlakeandJaneM outo
n.

Thismodelidentifiesfivedifferentleadershipstylesbasedontheconcer nforpeople(relationships)andtheconce
rn for production (tasks). They developed a grid as shown in the Fig. 1.5, that helps classify the
leadership syle as
exemplifiedbytheindividual. T hegridisreadlikeanormal graphwhereinthefirstdigitsignifiestheX axiswhile
the second digit denotesthe Y axis.

* 1.1 Impoverished management: Often referred to as Laissez-faire leadership. Leaders in this position have
little concern for people or productivity, avoid taking sides, and stay out of conflicts. They do just enough to
get by.

* 1.9 Country club management: Managers in this position have great concern for people and little concern
for production. They try to avoid conflicts and concentrate on being well liked. To them the task is less
important than good interpersonal relations. Their goal is to keep peoplehappy.

e 9.1 Authority compliance. Managers in this position have great concern for production and little concern for
people. They desire tight control in order to get tasks done efficiently. They consider creativity and human
relations to beunnecessary.

e 5.5 Organisation man management. Often termed middle-of-the-road leadership.Leaders in this position
have
mediumconcernforpeopleandproduction.Theyattempttobalancetheirconcernforbothpeopleandproduction
but they are not committed.

* 9.9Earnmanagement.Thisstyleofleadershipisconsideredtobeideal.Suchmanagershavegreatconcernfor
bothpeopleandproduction.Theyworktomotivateemployeestoreachtheirhighestlevelsofaccomplishment.
They are flexible and responsive to change, and they understand the need tochange.
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Fig. 1.5 The management grid: A graphical representation of the managerial grid

(Source: http//en.wikipedia.org/~iki/file:Managemd.PNG)

1.8.9 ParticipativeTheory

Participative leadership theories suggest that the ideal leadership style is one that takes the input of
others into account. These leaders encourage participation and contributions from group members and
help group members feel more relevant and committed to the decision-making process. In participative
theories however, the leader retains the right to allow the input of others. Thus one can say that the
participative theory of leadership assumes that involvement decision-making improves the
understanding of the issues involved by those who must carryout the decisions. It believes that people
are more committed to actions where they have been involved in therelevant decision-
making;thatpeoplearel esscompetitiveandmorecollaborativewhentheyareworkingoncommongoals  and
that several people deciding together make better decisions than one personalone.

<Notparticipative Highlyparticipative>
Autocratic decision | Leader proposes Team proposes | Joint decision with | Full delegation
by leader decision, listens decision, leader has | team as equals of decision to
to feedback, then final decision team
decides

1.8.10 ManagementTheory

Management theories (also known as “Transactional theories”) focus on the role of supervision,
organisation, and
groupperformance. Thesetheoriesbasel eader shiponasystemofrewardandpuni shment.Managerialtheoriesar
e often used in business, when employees are successful, they are rewarded; when they fail, they are
reprimanded or punished.

1.8.11 RelationshipTheory

Relationship theories (also known as “Transformational theories”) focus upon the connections formed
between leaders and followers. These leaders motivate and inspire people by helping group members to
see theimportance and utility of the task. Transformational leaders are focused on the performance of
group members, but also want each person to fulfill his’her potential. These leaders often have high
ethical and moralstandards.

1.9 Developing Teachers’ Leadership Skills
With the advent of school and teacher education restructuring efforts, new leadership roles are emerging.

1.9.1 Emerging Opportunities for Leadership

There are many emerging opportunities for leadership in various fields; some of them are elaborated below.

* Initial teacher capacity building opportunities programs: Such programs offer an opportunity for teachers to
developtheirleadershipskillseitheronafulltimebasisoronaparttimebasis.Suchprogramsshouldinvolve
handsonactivitythatwouldhelptheteachertoutilisetheirexperienceandalsocontributeintermsofvalueto  the
respectiveschool.

* Leadershipopportunitiesattheinstitutionallevel:Anotherwaytofosterleadershipinfacultymembersorteachers
is to make them involved in the decision making process at various levels in the school. This would provide
an opportunity for the teachers to understand the working of the school and state policies and also would
help them improve on their skills both as a teacher and as aprofessional.

*  Professional Development Centres (PDC): The aim of such centers could be to serve as the locus for teacher
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preparation,career-longprofessionaldevelopment,andschoolinnovationandinquiry.Heretheinvolvedteachers
oreducationalleaderscanbecalledontodemonstrateskillsrequiredinmentoringprogramsandschoolbased
management, as well as skills related to a wide array of peer helping approaches, inquiry methods,
innovation leadership and school- universitycollection.

Devaneyofferedaninclusivelistofleadershipareasthatteachersmightbecal ledontoexerciseinemergingschoo
I
organisations.Thesixrolessheidentifiedcanprovideanorganiserforthedescriptivereportsontheformalprogra
ms to develop leadershipskills:

*  Continuing to teach and improve one’s ownteaching

* Organising and leading peer reviews of schoolpractice

*  Providing curriculum developmentknowledge

*  Participating in school level decisionmaking

* Leading in service education and assisting otherteachers

*  Participating in the performance evaluation ofteachers

Summary

* Leadershipistheprocessofinfluencingandsupportingotherstoworkenthusiasticallytowardsachieving
objectives.

* Therearedifferencesbetweenleadershipandmanagement.Leadersareinspiringvisionaries,concernedabout
substance; while managers are planners who have concerns withprocess.

* Leadership exists as a process and a product.

* Leaders in the school system have the ability to transform the schoolsystem.

* There are four factors in leadership: follower, situation, communication, andleader.

* Great Man theory assumes that the capacity for leadership is inherent — that great leaders are born notmade.

* Trait theory assumes that people inherit certain qualities and traits that make them better suited toleadership.

* Contingencytheoriesofleadershipfocusonparticularvariablesrelatedtotheenvironmentthatmightdetermine
which particular style of leadership is best suited for thesituation.

* Situational theories propose that leaders choose the best course of action based upon situationalvariable.

* Behavioral theories of leadership are based upon the belief that great leaders are made, not born. Rooted
in behaviorism, this leadership theory focuses on the actions of leaders, not on mental qualities or
internalstates. According to this theory, people can learn to become leaders through teaching
andobservation.

* Participativeleadershiptheoriessuggestthattheidealleadershipstyleisonethattakestheinputofothersinto
account.

* Management theories (also known as “Transactional theories”) focus on the role of supervision,
organisation, and group performance.

* Relationshiptheories(alsoknownas“Transformationaltheories”)focusupontheconnectionsformedbetween
leaders and followers.

*  Transformationalleadersarefocusedontheperformanceofgroupmembers,butalsowanteachpersontofulfill

hig’her potential.
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Chapter ll

Definition of Leadership and Importance of Team Building
Aim

The aim of this chapter isto:

* introduce leadership and team building

* explain the approach of leadership

* elucidate types of leadership

Objectives

The objectives of this chapter areto:
* explain the tasks of leadership
* determine the approaches to leadership

* defineleadership

Learning outcome

At the end of this chapter, you will be able to:
e determine the team and team building
o differentiate between democratic, authoritarian and institutionalleaderships

* recognise team building aspects and present 12 Cs for team building
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2.1 Introduction
Whatisleadership?Asimpledefinitionofleadershi pisthatleader shipistheartof motivatingagroupofpeopletoa
ct
towardsachievingacommongoal. T hisdefinitionofleadershipcapturesthel eader shipessential sofinspirationa
nd

preparation. Effectivel eadershipisbaseduponideas, butwil Inothappenunl essthosei deascanbecommuni cated
to othersinawaythatengagesthem.
Toputevenmoresimply,theleaderistheinspirationanddirectoroftheaction. He is the person in the group
that possesses the combination of personality and leadership skills that makes others want to follow
hisdirection.

I nbusiness, | eader shipisweldedtoperformance. Thosewhoareviewedaseffectivel eader sarethosawhoincreas
e

theircompany’sbottomlines. L eadershipi saprocessbywhichapersoninfluencesotherstoaccomplishanobjecti
ve and directs the organisation in a way that makes it more cohesive and coherent. Leaders carry out
this process by
applyingtheirleadershipknowledgeandskills. T hisiscalledProcessL eadership.However,weknowthatwehav
e
traitsthatcaninfluenceouractions. ThisiscalledTraitL eadershipinthatitwasoncecommontobelievethatl eader
S

werebornratherthanmade. Peter Druckerdefinedl eaderassomeonewhohasfollowers. Togainfollowersrequir
es influence but does not exclude the lack of integrity in achievingthis.

Indeed, it can be argued that several of the world’s greatest leaders have lacked integrity and have
adopted values
thatwoul dnotbesharedbymanypeopletoday.l nthe21l rrefutabl el awsofL eadership,JohnM axwel lsumsuphis
definition of leadership as “Leadership is influence - nothing more, nothing less.” This moves beyond
theposition

definingtheleader,tolookingattheabilityofthel eadertoinfluenceothers,thatis,boththosewhowouldconsider
themselves followers, and those outside that circle. Indirectly, it also builds in leadership character,
since without maintaining integrity and trustworthiness, the capability to influence willdisappear.

WarrenBennis’definitionofleadershipisfocusedmuchmoreontheindividualcapabilityoftheleader.Hedefine
d leadership as a function of knowing oneself, having a vision that is well communicated, building trust
among

colleagues,andtakingeffectiveactiontorealiseone’sownleadershippotential. L eadershipistheartofinfluencin
g
otherstodirecttheirwill,abilitiesandeffortstotheachievementofleader’sgoals.Inthecontextoforganisations,
leadership lies in influencing individual and group effort toward the optimum achievement of
organisational objectives.

L eadershipfocuseson®“people”’aspectof managementandi shasedontheassumptionthatorganisational effectiven
ess significantly depends on their motivation, effort and abilities. The human relations movement,
beginning with the Hawthorne studies in early thirties, focused on the important role of employee
motivation and group norms of organisational success. This led to the recognition of leadership
effectiveness as an important determinant of
organisational effectiveness. | tisthemanagerinhisleader shiprolewhohastostimul ateandinspiretheemployee
sto contribute willingly and cooperatively to the optimum achievement of organisationalgoals.

I nthiscontext,oneimportanttermwecanuse,i.e.,team. Generally,teammember ssupportoneanother. Theyoffe
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r suggestions and give feedback to other members. They may disagree but work to resolve differences
and reach consensus. Each and every member of the team trust and support other members. Anyone
who acts as a model to others is often called a “leader”. Leadership is an attribute of that person who is
an ideal for the other members of the group.

Leadership is the behaviour that affects the behaviour of other people, more than their behaviour affects
that of the leader. In fact we can say that in every group every member bears some relation to the others
and all of them influence and affect each other. Leader leads, suggests, orders and also guides. Other
people follow him. We can say that leadership and domination are not the same meaning. According to
Maclver and Page, Leadership IS the
capacitytopersuadeortodirectmanthatcomesfrompersonal qualitiesapartfromoffice.ltindicatesthedifferenc
e between leadership andoffice.

An individual does not become a leader only by occupying an office which carries responsibility. It isa
matter of
secondaryimportancethathisimportantofficeisofassi stancetohi minhisendeavourtobecomeal eader.L eaders
hip depends upon the individual qualities of the person and not the office that he holds. Leadership is
the termwhich
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denotesthebehaviourorfunctionsofthel eader. Theleaderaffectstheindividualinsuchawaythattheysurrender
themselves and follow his dictates.

AccordingtoPigors,“Leadershipisaprocessofcontrolinwhichbytheassumptionofsuperiorityapersonorgrou
p regulates the activities of others for purposes of his own choosing.” Considering this, we can further
say that the characteristics of leadership are as follows:

* Leaderis the total ideal of the followers

* Leaderis shownregard

* Leader and the followers influence eachother

* Leader’s order isacommand

* Leader controls the other member of the group
* Leader determines the group’sconduct

* Leaderis arespected and revered person

2.2 Classification of Leadership

To know about leadership more we need to understand about the bases of |eadership. We can classify leadership
on

the basis of origin as follows:

Leadership
Executive
appointed Leader appointed by Self appointed
leadership the group leader

Fig. 2.1 Classification of leadership

These are explained below:

221 Executive AppointedLeadership

The person is appointed by the executive and the leadership stems from the office or post to which the
person is appointed by the executive. The class of government officers is of this type.

222 Leader Appointed by theGroup

Theseleadersareel ectedbythegroup.Publicleadersof panchayats,|ocal groups,thel. ok SabhaandRaj yaSabha
are elected by the group.

223 Self-AppointedLeader
Therearesomel eaderswhoseauthorityderivesneitherfromtheexecutivenorthegroupbecauseitisnotvestedin
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them by these groups. They advance because of their individual qualities and having attained the central
position, lead the people. They are recognised as such because of theirqualities.

Besides the above, we can classify leadership on the basis of some purpose. Different groups make
effortsfor the achievement of different aims in their respective individual spheres. The individuals who
appear to be most
resourcefulintheattainmentofanypurposeandagual ifiedpersonareacceptedasl eader. Wecanclassifythisinto
three categories, viz.,

» Intellectualleadership:Thisleadershipisintheintellectualfield.Inthefieldofphilosophy,science,etc.,the
greatest thinkers can be said as intellectual leaders because they show the way and the others follow them.
* Artistic leadership: This leadership is in the field of art, only the great artists can provide theleadership.

* Executiveleadership:Thistypeofleadershipisinthesphereofadministration,itistheauthoritativepersonality who
becomes the leader. Also leadership can be on the basis of nature,viz.,

Authoritarian leadership

The authoritarian leader is an individual who likes to assert his authority. He does not consult any one
in taking decisions and leads by creating fear into the hearts of his followers and subordinates. He keeps
all his authority in
hishandsandappointsreliablesubordinatesatcrucial position. L eaderofthiskindisanofficerandanauthoritaria
n. He prefers to issue orders and punishes who disobeyhim.

Democratic leadership

This type of leader is of a democratic mould in his thoughts, modes of action and conduct. He takes
advice from
everyoneandisalwaysanxioustoenlistthecooperationofanyonewhoiswillingtogiveit.Hisleadershipisbased
upon sympathy, belief and affection. He does not call himself a leader and neither does he take all the
authority into his own hands.

Institutional leadership

There are some individuals who occupy the highest post. His orders are appreciated and implemented because of
the authority vested in his chair. The institutional leader is not leader but the officiating head.

Dominant leader

Theleaderissocall edbecausehemaintainsarel ationof authorityanddominancewithhisfollowersorsubordinat
es. He does not rule over them. However, successful he may appear because of his power andauthority.

Expert leadership

A Leader of this type does not put any premium on maintaining social contact with their followers,
understanding them or even knowing their thoughts. People come to them for advice from time to time,
respect their opinions. Expert leaders are experts, and should not be considered as leaders. The basis of
their contact with their followers and subordinates is their special ability and efficiency.

Persuasive leadership

Thepersuasivel eaderswintheheartoftheirfollowersanddotheir besttomaintai ntheclosestsocial contactwith
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them. Thesearethereall eaders.Itisonl ythiskindofindividualwhoreall yexhibitsal thequal itiesof|eadership.
The overall picture reveals a variety of leadership style and their characteristics which we have to know
about leadership. In context of organisational setting only, three major leadership style can be discussed
here. These are autocratic, democratic and lassiez-faire leadership style and each of which have some
significant features. Salient features of autocratic/authoritarian/production centered leadership are:

* Exercises closesupervision

*  Makes most decisionhimself

*  Emphasises on production

*  Permits little or no initiative tosubordinates
* Gives detailed instructions anddirections

* Subordinates’ suggestions and ideas are notallowed

Salient features of democratic/ employee centered leadership are:
* Delegate authority andresponsibility

* Manages throughobjectives

*  Permits initiative andresponsibility

* Seeks and encourages employees’suggestions

*  Participativedecision-making

* Emphasizes production as well as employeesatisfaction

Laissez-Faire leadership
* Emphasises neither production, nor employeesatisfaction
* ltisdirectionless

* Employees are left to drifting

Transformational leadership

Besides this, there is another type of leadership, named transformational leadership. It is defined as
leadership that goes beyond normal expectations by inspiring new ways of thinking, stimulating
learning experiences and
transmittingasenseofmission. T hesel eadersaresometimescal ledsuperleaders. Theyactinsuchawaythatitis
possible to transform average organisation into exceptionalorganisation.

2.3 Factors of Leadership
Following are the factors of leadership:

2.3.1 Leader

Theleadermusthaveanhonestunderstandingofwhoheis,whatheknows,andwhathecando.Also,notethatitis
thefollowers,nottheleaderorsomeoneel sewhodeterminesifthel eaderissuccessful.l ftheydonottrustorlack
confidence in their leader, then they will be uninspired. To be successful the leader must convince his
followers, that he is worthy of beingfollowed.

2.3.2 Followers

Different people require different styles of leadership. For example, a new hire requires more
supervision than  an experienced employee. A person who lacks motivation requires a different
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approach than one with a high degree of motivation. The leader must therefore know his people. The
fundamental starting point is having agood understanding of human nature, such as needs, emotions,
and motivation. The leader must know his employees and their attributes.

2.3.3 Communication

The leader leads through two way communication. He has to set the example and communicate to them
that he
wouldnotaskthemtoperformanythingthathewouldnotbewillingtodo. Whatandhowtheleadercommunicates
either builds or harms the relationship between the leader and his employees.

2.3.4 Situation
All situations are different. What one does in one situation will not always work in another? The leader
must use

hisjudgmenttodecidethebestcourseofactionandthel eader shipstyleneededforeachsituation. Forexample,the
leadermayneedtoconfrontanemployeeforinappropriatebehavior, butiftheconfrontationistoolateortooearly,
too harsh or too weak, then the results may prove ineffective. Also note that the situation normally has a
greater effect on a leader’s action than his or her traits. This is because while traits may have an
impressive stability over a period of time, they have little consistency across situations. This is why a
number of leadership scholars think
theProcessT heoryofL eadershipisamoreaccuratethantheTrait TheoryofL eadershipvariousforceswil laffect
these four factors. Examples of forces are the leader’s relationship with his seniors, the skill of his
followers, the informal leaders within his organisation, and how his organisation isorganised.

2.4 Characteristics of Leadership

L eadershipcharacteristicsareaninterestingtopicbecausesomepeoplewonderiftheypossessthesecharacteristi
Ccs

withoutcompletelyunderstandingwhattheymightbe. I notherwords,wehavepeopletryingtofigureoutiftheyar
e

leaders,buttheydonotreallyunderstandwhatdefinesaleader. L etustakeacl osel ookatsomeofthecharacteristics
of aleader.

Characteristics of a Leader

Listed below are eight leadership characteristics:

2.4.1 InterpersonalSkills

The first leadership characteristic is the interpersonal skills. Leaders that have earned the trust and
respect of their
followerscanusethistrusttomovetheorgani sationtowardstheachievementsofitsgoal. Thesel eadersareabl eto

usetheirinterpersonal skillstoworkthroughdifficultrel ationships,andk eepthepeaceintheirdepartments. Thes
e individuals are good at listening as well as providing constructivefeedback.

2.4.2 CommunicationSkills

Leaders demonstrating communication skills are both good speakers and listeners. Through their words
they can help to keep the workforce motivated and committed. They also listen to their followers, and
ask questions when they want to make sure they have a good understanding of what is being expressed.
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2.4.3 Values
L eadersmustalsoval uethediversityofaworkforce,andunderstandthatadiversegroupofemployeeswillbringa

broader perspectivetotheorganisation. Theywil ltreatfol lowerswiththerespecttheydeserve,anddonotdisplay
favoritism. They operate with a high level of ethics, which becomes an example for others tofollow.

2.4.4 OrganisationalConsciousness

Leadership characteristics sometimes go beyond personal traits, and touch on areas such as
organisationalconsciousness or knowledge. These are leaders that understand what the organisation
wants to achieve, and know
howitcanbeaccomplished. Theycreatenetworkswithintheorganisationtohel ptheirgroupsgetworkdone,and
are just as adept at breaking down organisational barriers toprogress.

2.4.5 Confidence

Leaders need to carry themselves with confidence, and should not be afraid to take ownership for both
popular and unpopular decisions. They must be able to learn from criticisms, and be often acutely aware
of their own shortcomings. Confident leaders are able to maintain a calm demeanour even during
emergencies, and this can be contagious when it needs to be.

2.4.6 Flexibility

Another important characteristic of leaders are their ability to remain flexible, and adapt their leadership
style to meet the demands of the current work environment. They must be able to work with others to
meet organisational goals, and shift focus as necessary.

2.4.7 CreativitySkills
L eadersdemonstratingcreativityskillsareabletodevelopinnovativesolutionstooldproblems. Thediversitythe

y
buildintheirorgani sationshel psthemtodevel opmorecomprehensiveanswerstoroutinequestions.Creativelea

ders are able to translate technical information into solutions that are understood byeveryone.

2.4.8 AchievingResults

Leaders just do not set the example for othersto follow. They also play a big role in achieving the goals
of the organisation. Through their leadership skills, they maintain a high level of performance in their
organisations,and

theyareabl etohel pkeeptheirworkforcemotivatedevenwhenfacedwithaseeminglyimpossiblesituation.Since

they have a deep understanding of what an organisation needs to accomplish, they are able to quickly
identifyand solve the important objectives of anorganisation.

Leadership is much more complex than merely earning a high-status position in company, and the
ability to order
peopletodothings.|tisaparticipativejourneythatthel eadermustbewillingtowalkwithothers.Itisaskillthat s
acquired over alifetime, and these characteristics are something we can practice about every day of our
life. A great leader is one who learns from hismistakes.

2.5 Tasks of Leadership
The principle tasks of leadership are presented below:

* Torecognise that people differ in their motivationalpattern.

* Togain an understanding of groupdynamics.
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* Tocreate an environment that produces convergence of individual goals and organisationalgoals.

* Tostimulate and inspire employees as individuals and group members to make their optimum contributionto
organisational efficiency and effectiveness.

* Tomakesenseofchangingenvironment,interpretittoemployeesandredirecttheireffortstoadapttochanging
situation.

2.6 Approaches of Leadership
The main approaches of leadership are:

*  The trait approach

*  Approaches based on the use ofauthority
* Likert'sapproach

* The managerial grid approach

* The path-goal approach

* The contingency approach

* The continuum approach
Let us discuss these aspects one by one as follows:

2.6.1 The TraitApproach

The trait approach aims at identifying some unique qualities that would distinguish more effective
managers from less effective managers.

2.6.2 The Use of AuthorityApproach

Oneapproachclassifiedmanagersasdemocratic,authoritarianandlassiez-

faire. TheOhioStateUniversitystudies
identifiedleadershipontwoorthogonaldimensions,viz.,considerationandinitiation. TheUniversityofMichig
an studies distinguished between production oriented and employee oriented leaders on a
simpledimension.

2.6.3 Likert SystemApproach

There are mainly four types of approach:

» System | is Exploitative Authoritariansystem
* System Il is Benevolent Authoritativesystem
* System lll is Consultativeand

* System IV is Participative groupleadership.

The system IV is most effective for employee need satisfaction as well as optimum organisational performance.
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2.6.4 Managerial GridApproach

Leadership style is on agrid with 9-point on the horizontal axis and 9-point on vertical axis. Horizontal
axis indicates “Concern for production” and vertical axis indicates “concern for people”. We can say
1.1 leadership style is impoverished management with minimum concern for production and minimum
concern for people; 9.1 style leader indicates maximum concern for production and minimum concern
for people. We can further say that

1.9 style indicates minimum concern for production and maximum concern for people. 9.9 style is most
effective because it indicates maximum concern for production and maximum concern for people. In
this context it can be said that 5.5 style is recognised as mid-of-the-road style.

2.6.5 Path-GoalApproach

Leader’seffectivenessdependsonhisabilitytoprovideopportunitiesforemployeeneedsatisfactionandmaken
eed satisfaction contingent on performanceeffectiveness

2.6.6 ContingencyApproach
There are mainly two kinds of behaviour:
* task-oriented

* people and interpersonal-oriented

What kind of leader will succeed depends on the three situations mainly:
* Leader’s personal relationship with groupmembers
*  Formal authority of the leaderand

* Degree of taskstructure.

Task oriented leaders will be effective when situation is very favourable or very unfavourable. In
intermediate situations, people and inter-personal oriented leader will be effective.

2.6.7 ContinuumApproach

There are mainly seven types of leader’s behaviour on a continuum. At one end of the continuum, the
leader has almost full freedom to make decision and at the other end subordinate group has it. In the
middle, both haveequal freedom when leader presents tentative decisions subject to change after non-
manager input. Mainly the choice of leadership style depends on the situation. On the other hand,
manager consider three following factors,viz.,

e forces withinhimself
e forces in the subordinateand

» forces in thesituation.
An organisation may choose any approach considering the above mentioned leadership approaches.

2.7 Team and Team Building

When group interaction is necessary to job performance, team building can be used to foster team spirit,
cooperation

and commitment to group success. Some special features we can say about team.

Performance includes individual efforts and collective work products which are the result of joint and
coordinated attempts.

* Indication of shared leadershiproles
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Indication of individual and mutual accountability
Encourages open-ended active, problem-solving meeting
Complementary by nature
Indication of positive action
* Discusses, decides and does real worktogether
* Indication of trust among the group members
* Each and every member of the team supports one anotherwillingly
* If disagreement happens, still team members work to resolve differences and reachconsensus
* Team members offer suggestions and give feed-back to othermembers

* Actually teams create the potential for an organisation to generate greateroutputs

Peopleineveryworkplacetalkaboutbuildingtheteam,workingasateam,andmyteam, butfewunderstandhow
to create the experience of team work or how to develop an effective team. Belonging to ateam, in the
broadest sense, is aresult of feeling part of something larger than one’s self. It has alot to do with one’s
understanding of the mission or objectives of the concernedorganisation.

| nateamorientedenvironment,theindividual scontributetotheoverall successoftheorganisation.Everyemplo
yee

workswithfellowmembersoftheorganisationtoproducetheseresults. Eventhoughanindividualemployeema
y

haveaspecificjobfunctionandhebel ongstoaspecificdepartment,suchpersonsareunifiedwithotherorganisati
on members to accomplish the overall objectives. The bigger picture drives management’s actions and
themanager’s function exists to serve the biggerpicture.

One needs to differentiate this overall sense of teamwork from the task of developing an effective intact
team that is formed to accomplish a specific goa. People confuse the two team building objectives.
This is why so many team building seminars, meetings, retreats and activities are deemed failures by
their participants. Leaders fail to
definetheteamtheywanttobuild.Developinganoveral |senseofteamworkisdifferentfrombuildinganeffective
, focused work team when the management considers team buildingapproaches.

2.8 Twelve Cs for Team Building

Executives, managers and organisational staff members universally explore ways to improve business results and
profitability.Manyviewteam-

based, horizontal,,organisationstructuresasthebestdesignforinvolvingal lemployees
increatingbusinesssuccess.Nomatterwhatonecall stheteam-
basedimprovementeffort,whetheritiscontinuous

improvement,totalquality,leanmanufacturingorsel fdirectedworkteams,itisclear|yevidentthatthemanagem
ent is striving to improve results for customers. Few organisations, however, are totally pleased with the
results and
theirteamimprovementeffortsproduce. | ftheteami mprovementeffortsarenotlivinguptoone’sexpectations,th
is self diagnosing checklist may tell you why. Successful team building, that creates effective, focused
work teams, requires attention to each of the following.

2.8.1 ClearExpectations

Hasexecutivel eadershipclearlycommunicateditsexpectationsfortheteam’sperformanceandexpectedoutco
mes?

Doteammembersunderstandwhytheteamwascreated? stheorgani sationdemonstratingconstancyof purpose
in

supportingtheteamwithresourcesofpeopl e, timeandmoney?Doestheworkoftheteamreceivesufficientemph
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asis as a priority in terms of the time, discussion, attention and interest directed its way by
executiveleaders?

2.8.2 Context

Doteammembersunderstandwhytheyareparticipatingintheteam?D otheyunderstandhowthestrategyofusin
g teams will help the organisation attain its communicated business goas? Can team members define
their team’s importance to the accomplishment of corporate goals? Does the team understand where its
work fits in the total context of the organisation’s goals, principles, vision andvalues?

2.8.3 Commitment

Do team members want to participate in the team? Do team members feel the team mission is
important? Are members committed to accomplishing the team mission and expected outcomes? Do
team members perceivetheir service as valuable to the organisation and to their own careers? Do team
members anticipate recognition fortheir contributions? Do team members expect their skillsto grow and
develop on the team? Are team members excited and challenged by the team opportunity?

2.8.4 Competence

Does the team feel that it has the appropriate people participating? (As an example, in a process
improvement, is each step of the process represented on the team?) Does the team feel that its members
have the knowledge, skill
andcapabilitytoaddressthei ssuesforwhichtheteamwasformed? fnot,doestheteamhaveaccesstothehel pit
needs? Does the team feel it has the resources, strategies and support needed to accomplish itsmission?

2.8.5 Charter

Hastheteamtakenitsassignedareaofresponsibilityanddesigneditsownmission,visionandstrategiestoaccomp
lish the mission? Has the team defined and communicated its goals; its anticipated outcomes and
contributions; its
timelines;andhowitwil |measureboththeoutcomesofitsworkandtheprocesstheteamfol lowedtoaccomplish
their task? Does the leadership team or other coordinating group support what the team hasdesigned?

2.8.6 Control

Does the team have enough freedom and empowerment to feel the ownership necessary to accomplish
itscharter? At the same time, do team members clearly understand their boundaries? How far may
members go in pursuit of
solutions?Arelimitations(i.e.,monetaryandtimeresources)definedatthebeginningoftheprojectbeforethetea
m

experiencesbarriersandrework? stheteam’sreportingrel ationshi pandaccountabilityunderstoodbyal Imemb
ers of the organisation? Has the organisation defined the team’s authority? To make recommendations?
To implement
itsplan? sthereadefinedreviewprocesssoboththeteamandtheorganisationareconsi stentlyalignedindirection
andpurpose?Doteammembersholdeachotheraccountableforprojecttimelines,commitmentsandresults?Do
es the organisation have a plan to increase opportunities for self-management among
organisationmembers?

2.8.7 Collaboration

Does the team understand team and group process? Do members understand the stages of group
development? Are team members working together effectively interpersonally? Do all team members
understand the roles and responsibilities of team members, team leaders, team recorders? Can the team
approach problem solving, process

improvement,goal settingandmeasurementjointly?D oteammemberscooperatetoaccomplishtheteamcharte
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r? Has the team established group norms or rules of conduct in areas such as conflict resolution,
consensus decision making and meeting management? |s the team using an appropriate strategy to
accomplish its actionplan?

2.8.8 Communication

Are teams members clear about the priority of their tasks? I's there an established method for the tea_ms
;gedbackandreceivehoneﬂperformancefeedback?Do&theorgmi sationprovideimportantbusinessi nforﬂ;\;te
IrcégularIy?DotheteamsJnderQandthecompIetecontextforthei rexistence?Doteammemberscommunicatecle
:rnlc)i/honestIywitheachother?Doteammembersbri ngdiverseopinionstothetable?Arenecessaryconflictsraise
d and addressed?

2.8.9 Creativelnnovation

Is the organisation really interested in change? Does it value creative thinking, unique solutions, and
new ideas?
Doesitrewardpeoplewhotakereasonabl eriskstomakeimprovements?Ordoesitrewardthepeoplewhofitinand
maintai nthestatusguo?Doesitprovidethetraining,education,accesstobooksandfilms,andfiel dtripsnecessary
to stimulate newthinking?

2.8.10 Consequences

Doteammembersfeel responsibleandaccountabl eforteamachievements?Arerewardsandrecognitionsupplie
d when teams are successful ? |'s reasonable risk respected and encouraged in the organisation? Do team
members

fearreprisal ?Doteammembersspendtheirtimefinger pointingratherthanresol vingproblems? stheorgani sati
on designing reward systems that recognise both team and individual performance? |Is the organisation
planning to
sharegainsandincreasedprofitabilitywithteamandindividual contributors?Cancontributorsseetheirimpacto
n increased organisationsuccess?

2.8.11 Coordination

Are teams coordinated by a central leadership team that assists the groups to obtain what they need for
success? Have priorities and resource allocation been planned across departments? Do teams understand
the concept of the internal customer—the next process, anyone to whom they provide a product or a
service? Are cross-functional andmulti-
departmentteamscommonandworkingtogethereffectivel y?l stheorganisationdevel opingacustomer -
focused process-focused orientation and moving away from traditional departmental thinking?

2.8.12 CulturalChange

Doestheorganisationrecognisethattheteam-

based, collaborative,empowering,enablingorgani sational cultureof

thefuturel sdifferentthanthetraditional, hierarchicalorganisationitmaycurrentlybe? stheorganisationplanni

ng to or in the process of changing how it rewards, recognises, appraises, hires, develops, plans with,
motivates and
managesthepeopleitemploys?Doestheorgani sationplantousefail uresforlear ningandsupportreasonabl erisk
? Doestheorganisationrecognisethatthemoreitcanchangeitsclimatetosupportteams,themoreitwillreceivein
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pay back from the work of theteams?

2.9 Development of a Team

We know that in each and every step of our common activity we require to develop a team so that
performance level will be increased and effective one considering the existing scenario of the activity.
The significant points in this context we can mention here are as follows:

» Have to create a balanced set ofroles.

* Have to develop communication and processawareness.
* Have to understand teampreferences.

* Have to establish reviewmechanism.

* Have to develop facilitation skills for effectivemeetings.
* Have to confront issues andproblem:s.

* Have to managestress.

* Have to define teamgoal.

* Have to take decisions based onconsensus.

* Have to implement shared leadership and create equality ofcontribution.

According to, Richard Beckhard, team building effortstypically have one or more of the following goals:
* Toset team goals andpriorities.
* Toanalyse or allocate the workperformed.

* To examine the way the group is working, i.e., to examine processes such as norms, decision-making and
communications.

* Toexamine relationships among the people doing thework.

According to Moorhead and Griffin, team building precedes in much the same manner as other change
processes. identification of the problem, data gathering, diagnosis, planning, implementing and
evaluation. Its distinguishing
featureisgroupparticipationateachstepintheprocess.A permanentteami sgeneral lycomposedof membersfro

m

several departmentsorworkunitswhomeetregul arlyforthepurposeofresolvingproblemsofacommoninterest.
Permanent team is similar to a task force and in fact, it has been known to remain in place for
severalyears.
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Summary

* Asimpledefinitionofleadershipisthatleadershipistheartofmotivatingagroupofpeopletoacttowards
achieving a common goal.

» Effectiveleadershipisbaseduponideas,butwillnothappenunlessthoseideascanbecommunicatedtoothers in a
way that engagesthem.

* Leadershipisaprocessbywhichapersoninfluencesotherstoaccomplishanobjectiveanddirectstheorganisation
in away that makes it more cohesive and coherent.

* Leadershipfocuseson“people”aspectofmanagementandisbasedontheassumptionthatorganisational
effectiveness significantly depends on their motivation, effort and abilities.

* Leadership is an attribute of that person who is an ideal for the other members of thegroup.

* AccordingtoMaclverandPage,Leadershipisthecapacitytopersuadeortodirectmanthatcomesfrompersonal
gualities apart from office. It indicates the difference between leadership and office.

* Leadership is the term which denotes the behaviour or functions of theleader.

* The person is appointed by the executive and the leadership stems from the office or post to which theperson
is appointed by the executive.

* Therearesomeleaderswhoseauthorityderivesneitherfromtheexecutivenorthegroupbecauseitisnotvested in
them by these groups.

* The authoritarian leader is an individual who likes to assert hisauthority.

* The leader is so called because he maintains a relation of authority and dominance with his followers or
subordinates.

» Different people require different styles ofleadership.
* The leader leads through two waycommunication.

» Leadershipcharacteristicsareaninterestingtopicbecausesomepeoplewonderiftheypossessthesecharacteristics
without completely understanding what they mightbe.

* The first leadership characteristic is the interpersonalskills.

* Leadership characteristics sometimes go beyond personal traits, and touch on areas such as organisational
consciousness or knowledge.

» Leaders demonstrating creativity skills are able to develop innovative solutions to oldproblems.

* There are mainly seven types of leader’s behaviour on acontinuum.
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Chapter lll

Leadership Styles

Aim

The aim of this chapter isto:

* introduce various leadershipstyles

* elucidate theories of leadership

» explain characteristics of an ideal leader

Objectives

The objectives of this chapter areto:
» explain leadership style vis-a-vis educationalinstitution
* enlist the characteristics of good leaders

* defineleadership

Learning outcome

At the end of this chapter, you will be able to:
o distinguish between different styles ofleadership
* understand three forces that led to the leader’saction

* identify dominant leadershipstyle
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3.1 Introduction

Leaders are the agents of change, they are equipped with skill sets that enable any institution realise
their goas. Teachers as leaders are individuals who are able to channelise the teaching -learning
process; to make it more meaningful and interesting. They participate in the decision making process,
take initiative, organise resources, monitor progress and help other sustain their growth and progress.
They do so by following certain styles and strategies.

3.2 Defining Leadership

In the previous chapter, the concept of leadership has been discussed in detail. Here the focus is on as a linkage
in

the context of styles of leadership. Leadership is defined as an “influencing process” where leaders
motivate the members of an organisation to get their best efforts and achieve organisational objectives
enthusiastically. It isthe critical factor that helps an individual or a group to identify its goals and then
motivates and assists in achieving the stated goals. Three important elements in the definition of
leadership are influence/ support, voluntary effort and goal achievement.

BolmanandDeal(1991)suggestthatwhenpeopleareasked“whatisleadership”,answersseemtofallintooneof
these categories:

» ability to get others to do what you want(power)

* motivate people to get things done-mostly through persuasion

* provide a vision

* leadership is facilitation

* empower people to do what theywant

Thereareproblemswithallofthesebutoveralltheyconveythenotionthatweexpectal eadertoinfluencethrough
non-coercive means, to produce some degree of cooperative effort, and to pursue goals that transcend
his’her own narrow selfinterest.

3.3 Characteristics of an Ideal Leader
The following verses from Gita help us to identify the characteristics of a Leader.

Ahimsa satyamakrodhastyagasshantirapaishunam;
Dayaabhootteshval oluptwammaardavamhreerachaapalam

(Fearlessness, purity of heart, steadfastness in knowledge and yoga, alms giving, control of senses, sacrifice,
study
of scriptures, austerity and straightforwardness)
Tejaskshamaadhritisshauchamadrohonaatimaanitaa;
Bhavanisampadamdaiveemabhijaatasyablzaarata

(Harmlessness, truth, absence of anger, renunciation, peacefulness, absence of crookedness, compassion towards
beings, un-covetousness, gentleness, modesty, absence of fickleness).

3.4 Theories of Leadership Style

There are a number of different approaches, or ‘styles’ to leadership and management that are based on different
assumptions and theories. The style that individuals use will be based on a combination of their beliefs,

values and preferences, as well as the organisational culture and norms which will encourage some

styles and discourage others.

*  Charismatic Leadership

* ParticipativeLeadership
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* SituationalLeadership

* TransactionalLeadership

* TransformationalLeadership
* The QuietLeader

* ServantlLeadership

Additional research

*  The Managerial Grid: Blake and Mouton’s people-taskbalance.
* Lewin’s leadership styles: Three originalstyles.

» Likert’s leadership styles: From autocratic toparticipative.

* Six emotional leadership styles: From ‘Mr. Emotional Intelligence’, Daniel Goleman andfriends.

Negative styles

There are some relatively common styles of management that are anything but models of good leadership.
*  Post-hoc Management: A poor, but commonstyle.

*  Micromanagement: Controls everydetail.

* Seagull Management: Flying in, pooping on you and flying offagain.

*  Mushroom Management: Drop them in the pool and keep them in thedark.

* Kipper management: Two-facedapproach.

3.4.1 CharismaticLeadership

Charismatic leadership is as follows.
Assumptions

* Charm and grace are all that is needed to create followers.
* Self-belief is a fundamental need ofleaders.

* People follow others that they personallyadmire.

Style

The charismatic leader gathers followers through dint of personality and charm, rather than any form of
external power or authority.

The searchlight of attention

[tisinterestingtowatchacharismaticleader ‘workingtheroom’astheymovefrompersontoperson. Theypaymu
ch attention to the person they are talking to a any one moment, making that person feel like they are,
for that time, the most important person in the world. Charismatic leaders pay a great deal of attention
in scanning and reading their environment, and are good at picking up the moods and concerns of both
individuals and larger audiences. They then will hone their actions and words to suit thesituation.

Pulling all of the strings

Charismatic leaders use a wide range of methods to manage their image and, if they are not naturally
charismatic, may practice assiduously at developing their skills. They may engender trust through
visible self-sacrifice and
takingpersonalrisksinthenameoftheirbeliefs. T heywillshowgreatconfidenceintheirfollowers. Theyarevery
persuasive and make very effective use of body language as well as verballanguage.
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Deliberatecharismaisplayedoutinatheatricalsense,wheretheleaderis‘playingtothehouse’tocreateadesired
effect. Theyal somakeeffectiveuseofstorytelling,includingtheuseof symbolismandmetaphor.Manypoliticia
ns use a charismatic style, as they need to gather a large number of followers. If you want to increase
your charisma, studying videos of their speeches and the way they interact with othersis a great source
of learning. Religious leaders, too, may well use charisma, as do cultleaders.

Leading the team

Charismatic leaders, who are building a group, whether it is a political party, a cult or a business team,
will often
focusstronglyonmakingthegroupveryclearanddistinct,separatingitfromothergroups. Theywillthenbuildthe
imageofthegroup,inparticularinthemindsoftheirfollowers,asbeingfarsuperiortoal lothers. Thecharismatic
leader will typically attach themselves firmly to the identity of the group, such that to join the group is
to become one with the leader. In doing so, they create an unchallengeable position forthemselves.

Alternative views

Thedescriptionabovei spurelybasedoncharismaandtakesintoaccountvaryingmoral positions.Otherdescripti
ons tend to assume a more benevolent approach. Conger &Kanungo (1998) describe five behavioral
attributes of charismatic leaders that indicate a more transformational viewpoint:

* Vision andarticulation

* Sensitivity to theenvironment
* Sensitivity to memberneeds

*  Personal risktaking

*  Performing unconventionalbehaviour

M usser(1987)notesthatcharismaticleadersseektoinstillbothcommitmenttoideol ogical goal sandal sodevotio
n to themselves. The extent to which either of these two goals is dominant depends on the underlying
motivations and needs of the leader. The charismatic leader and the transformational leader can have
many similarities, in that the transformational leader may well be charismatic. Their main difference is
in their basic focus. Whereas the transformational leader has a basic focus of transforming the
organisation and, quite possibly, their followers, the charismatic leader may not want to
changeanything.

Despite their charm and apparent concern, the charismatic leader may well be somewhat more
concerned with themselves than anyone else. A typical experience with them is that whilst you are
talking with them, it is like being bathed in a warm and pleasant glow, in which they are very
convincing. Yet afterwards, ask the sunbeam of their attention is moved elsewhere, you may begin to
guestion what they said (or even whether they said anything of significance at al).

The values of the charismatic leader are highly significant. If they are well-intentioned towards others,
they can
elevateandtransformanentirecompany.| ftheyareselfishandM achiavellian,theycancreatecultsforthefollowe
rs. Their self-belief is so high, they can easily believe that they are infallible, and hence lead their

followers into an abyss,evenwhentheyhavereceivedadequatewarningfromothers. Theself-
beliefcanal soleadthemintopsychotic narcissism, where their self-absorption or need for admiration and
worship can lead to their followers guestioning

theirleadership. Theymayal sobeintolerantofchallengersandtheirirreplaceability(intentionalorotherwise)ca
N mean that there are no successors when theyleave.

3.4.2 Participative Leadership
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Participative leadership can be explained as follows:
Assumptions

* Involvement in decision-making improves the understanding of the issues involved by those who must carry
out the decisions.

* People are more committed to actions where they have involved in the relevant decisionmaking.
* People are less competitive and more collaborative when they are working on jointgoals.

*  Whenpeoplemakedecisionstogether,thesocialcommitmenttooneanotherisgreaterandthusincreasestheir
commitment to the decision.

* Several people deciding together make better decisions than one personalone.

Style

Aparticipativeleader,ratherthantakingautocraticdecisions,seekstoinvol veotherpeopl eintheprocess,possibl
y
includingsubordinates,peers,superiorsandotherstakeholders.Often,however,asitiswithinthemanagers’whi
m to give or deny control to his or her subordinates, most participative activity is within the immediate
team. The question of how much influence others are given thus may vary on the manager’s preferences
and beliefs, and awhole spectrum of participation is possible, as in the table below.

<Notparticipative Highlyparticipative>
Leader proposes Team proposes Joint decision -
Autocratic decision| decision, listens on 1o ' Full delegation of
decision, leader with team as decision to team
by |eader fjo ff?dba‘:k’ then | hasfinaldecision equals
ecides

There are many varieties on this spectrum, including stages where the leader sells the idea to the team.
Another

variantisfortheleadertodescribethe ‘what’ofobjectivesorgoalsandlettheteamorindividualsdecidethe‘how’
oftheprocessbywhichthe ‘how’willbeachieved(thisisoftencalled‘ManagementbyObjectives’). Thelevelof
participation may also depend on the type of decision being made. Decisions on how to implement
goals may be highly participative, whilst decisions during subordinate performance evaluations are
more likely to be taken by themanager.

Therearemanypotential benefitsof participativel eadership,asindicatedintheassumptions,above. Thisapproa
chis alsoknownasconsultation,empowerment,jointdecision-
making,democraticleadership,ManagementbyObjective (MBO)andpower-
sharing.Participativel eadershi pcanbeashamewhenmanager saskforopinionsandthenignore them. This is
likely to lead to cynicism and feelings ofbetrayal.

3.4.3 SituationalLeadership

Situational leadership is explained in detail in section below.
Assumptions

The best action of the leader depends on a range of situational factors.
Style
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Whenadecisionisneeded,aneffectivel eaderdoesnotjustfallintoasinglepreferredstyle,suchasusingtransactio

nal or transformational methods. In practice, as they say, things are not that simple. Factors that affect
situational decisions include motivation and capability of followers. This, in turn, is affected by factors
within the particular situation. The relationship between followers and the leader may be another factor
that affects leader behavior as much as it does followerbehavior.

Theleaders perceptionofthefollowerandthesituationwillaffectwhattheydoratherthanthetruthofthesituation
. The leader’s perception of themselves and other factors such as stress and mood will also modify the
leaders’ behavior. Yukl(1989) seeks to combine other approaches and identifies sixvariables:

* Subordinate effort: the motivation and actual effortexpended.

* Subordinate ability and role clarity: followers knowing what to do and how to doit.
* Organisation of the work: the structure of the work and utilisation ofresources.

* Cooperation and cohesiveness: of the group in workingtogether.

* Resources and support: the availability of tools, materials, people,etc.

* External coordination: the need to collaborate with othergroups.

Leaders here work on such factors as external relationships, acquisition of resources, managing
demands on the group and managing the structures and culture of the group. Tannenbaum and Schmidt
(1958) identified three forces that led to the leader’s action: the forces in the situation, the forces in then
follower and also forces in the
leader. Thisrecognisesthattheleader’sstyleishighlyvariable,andevensuchdistanteventsasafamilyargument

can lead to the displacement activity of a more aggressive stance in an argument than usual. Maier
(1963) noted that leaders not only consider the likelihood of a follower accepting a suggestion, but also
the overall importance of getting things done. Thus in critical situations, a leader is more likely to be
directive in style simply because of the implications of failure.

3.4.4 TransactionalLeadership

Transactional leadership is also one of the important aspects. We will see this in section below:
Assumptions

* People are motivated by reward andpunishment.
* Social systems work best with a clear chain ofcommand.
*  When people have agreed to do a job, a part of the deal is that they cede all authority to theirmanager.

* The prime purpose of a subordinate is to do what their manager tells them todo.

Style

The transactional leader works through creating clear structures whereby it is clear what is required of
their subordinates, and the rewards that they get for following orders. Punishments are not always
mentioned, but they are also well-understood and formal systems of discipline are usually in place.

Theearlystageoftransactionall eadershi pisinnegotiatingthecontractwherebythesubordinateisgivenasalarya
nd
otherbenefits,andthecompany(andbyimplicationthesubordinate’smanager)getsauthorityoverthesubordina
te. When the transactional leader allocates work to a subordinate, they are considered to be fully
responsible for it, whether or not they have the resources or capability to carry it out. When things go
wrong, then the subordinate is considered to be personally at fault, and is punished for their failure (just
asthey are rewarded forsucceeding).
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Thetransactional leaderoftenusesmanagementbyexception,workingontheprinciplethatifsomethingisoperat
ing to defined (and hence expected) performance then it does not need attention. Exceptions to
expectation require
praiseandrewardforexceedingexpectation,whilstsomekindofcorrectiveactionisappliedforperformancebel

ow expectation. Whereas transformational leadership has more of a ‘selling’ style, transactional
leadership, once the contract is in place, takes a ‘telling’style.

Transactional leadership is based in contingency, in that reward or punishment is contingent upon
performance.

Despitemuchresearchthathighlightsitslimitations;transactional | eader shipisstillapopul arapproachwithman
y

manager s.| ndeed,inthel eader shipvs.managementspectrum,itisverymuchtowardsthemanagementendofthe
scale. The main limitation is the assumption of ‘rational man’, a person who is largely motivated by
money and
simplereward,andhencewhosebehaviorispredictable. Theunderlyingpsychologyisbehaviorism,includingt

he

classicalconditioningofPavlovandskinner’soperantconditioning. Thesetheoriesarelargelybasedoncontroll

ed laboratory experiments (often with animals) and ignore complex emotional factors and socialvalues.

In practice, there is sufficient truth in behaviorism to sustain transactional approaches. This is
reinforced by the supply-and-demand situation of much employment, coupled with the effects of deeper
needs, as n Maslow’s
Hierarchy.Whenthedemandforaskilloutstripsthesupply,thenTransactional L eadershipoftenisinsufficient,a
nd other approaches are moreeffective.

3.4.5 TransformationalLeadership

Transformational |eadership is explained below with various aspects:
Assumptions

*  People will follow a person who inspiresthem.
* A person with vision and passion can achieve greatthings.

* The way to get things done is by injecting enthusiasm andenergy.

Style

Working for atransformational leader can be a wonderful and uplifting experience. They put passion and
energy into everything. They care about you and want you to succeed.

Developing the vision

Transformational leader shipstartswiththedevelopmentofavision,aviewofthefuturethatwillexciteandconver
t potential followers. This vision may be developed by the leader, by the senior team or may emerge
from a broad series of discussions. The important factor is the leader buys into it, hook, line andsinker.

Selling the vision

Thenextstep,whichinfactneverstops,istoconstantlysellthevision. Thistakesenergyandcommitment,asfew
peoplewillimmediatelybuyintoaradicalvision,andsomewilljointheshowmuchmoreslowlythanothers. The
transformational leader thus takes every opportunity and will use whatever works to convince others to
climb on board the bandwagon. In order to create followers, the transformational leader has to be very
careful in creating trust, and their personal integrity is a critical part of the package that they are selling.
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In effect, they are selling themselves as well as thevision.

Finding the way forwards

In parallel with the selling activity is seeking the way forward. Some transformational leaders know the
way, and simply want others to follow them. Others do not have a ready strategy, but will happily lead
the exploration of
possibleroutestothePromisedL and. T herouteforwardsmaynotbeobviousandmaynotbeplottedindetail s, but

with a clear vision, the direction will always be known. Thus, finding the way forward can be an
ongoing process of course correction and the transformational leader will accept that there will be
failures and blind canyonsalong the way. As long as they feel progress is being made, they will behappy.

Leading the charge

The final stage is to remain up-front and central during the action. Transformational leaders are always
visible and will stand up to be counted rather than hide behind their troops. They show by their attitudes
and actions how everyone else should behave. They also make continued efforts to motivate and rally
their followers, constantly
doingtherounds, listening,soothingandenthusing.l tistheirunswervingcommitmentasmuchasanythingel seth
at

keepspeoplegoing,particul arlythroughthedarkertimeswhensomemayquestionwhetherthevisioncaneverbe
achieved.|fthepeopledonotbelievethattheycansucceed,thentheireffortswillflag. Thetransformational leader
seeks to infect and reinfect their followers with a high level of commitment to thevision.

One of the methods the transformational leader uses to sustain motivation is in the use of ceremonies,
rituals and
otherculturalsymbolism.Smallchangesgetbighurrahs,pumpinguptheirsignificanceasi ndicatorsofreal progr
ess. Overall, they balance their attention between action that creates progress and the mental state of
their followers. Perhapsmorethanotherapproaches,theyarepeople-
orientedandbelievethatsuccesscomesfirstandlastthrough deep and sustainedcommitment.

Whilstthetransformational | eader seeksovertlytotransformtheorganisation,therei sal soatacitpromisetofollo
wers

thattheyal sowillbetransformedinsomeway, perhapstobemorelikethisamazingleader.| nsomerespects,then,
the followers are the product of the transformation.

Transformational leader sareoftencharismatic, butarenotasnarcissisticaspurecharismaticleaders,whosuccee
d through a belief in themselves rather than a belief in others. One of the traps of transformational
leadership is that passion and confidence can easily be mistaken for truth and reality. Whilst it is true
that great things have been
achievedthroughenthusiasticleadership, itisal sotruethatmanypassionatepeopl ehavel edthechargerightovert
he cliff and into a bottomless chasm. Just because someone believes they are right, it does not mean
they areright.

Paradoxically, the energy that gets people going can also cause them to give up.Transformational
leaders often have large amounts of enthusiasm which, if relentlessly applied, can wear out their
followers. Transformational leaders also tend to see the big picture, but not the details, where the devil
often lurks. If they do not have people

to take care of this level of information, then they are usually doomed to fail. Finally, transformational
leaders, by definition, seek to transform. When the organisation does not need transforming and people
are happy as theyare, then such a leader will be frustrated. Like wartime leaders, however, given the
right situation they come into their own and can be personally responsible for saving entirecompanies.
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The quiet leader

The quite leader shows the following characteristics.
Assumptions

* The actions of a leader speak louder than his or herwords.
* People are motivated when you give them credit rather than take ityourself.

* Ego and aggression are neither necessary nor constructive.
Style

The approach of quiet leaders is the antithesis of the classic charismatic (and often transformational)
leaders in that they base their success not on ego and force of character but on their thoughts and
actions. Although they are strongly task-focused, they are neither bullies nor unnecessarily unkind and
may persuade people through rational argument and a form of benevolent transactional leadership.

The ‘Level 5’ leader

Five levels of effectiveness people can take in organisations. At level four isthe merely effective leader,
whilst a
levelfivetheleadercombinesprofessionalwillwithpersonalhumility. The‘professionalwill’indicateshowthe
y arefarfrombeingtimidwiltingflowersandwillmarchagainstanyadviceiftheybelieveitistherightthingtodo.
In ‘personal humility’ they put the wellbeing of others before their own personal needs, for example
giving others credit after successes but taking personal responsibility forfailures.

Taoist writings

ThequietleaderisnotamoderninventionandL aoTzu,who,intheclassicTaoisttext Tao TeChing,wasdiscussing
the same characteristic around 500BC:

* The very highest is barely known by men

* Then comes that which they know andlove

* Then that which isfeared

* Then that which isdespised

* He who does not trust enough will not betrusted
*  When actions are performed

e Without unnecessaryspeech

* People say “We didit!”

* Here again, the highest level of leadership is virtuallyinvisible

Tosomeextent,theemphasi sonthequi etl eaderisareactionagainstthelaudingofcharismaticleadersinthepress.

I nparticularduringtheheadydaysofthedot-comboomofthel990s,someveryverbal leadersgotmuchcoverage.
Meanwhile,thequietleadersweregettingonwiththejob.Beingquiet,ofcourse,isnotthesecretoftheuniverse,
and leaders still need to see the way forwards. Their job can be harder when they are faced with people
of a more externalcharacter.

3.4.6 ServantLeadership
Servant leadership can be explained as follows:

Assumptions

* The leader has responsibility for the followers.
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* Leaders have a responsibility towards society and those who aredisadvantaged.

* People who want to help others best do this by leadingthem.

Style

The servant leader serves others, rather than others serving the leader. Serving others thus comes by

helping them to achieve and improve. There are two criteria of servant leadership:

* Thepeopleservedgrowasindividuals,becoming‘healthier,wiser,moreautonomousandmorelikelythemselves to
become servants’ (Greenleaf,1977).

* Theextenttowhichtheleadershipbenefitsthosewhoareleastadvantagedinsociety(oratleastdoesnot

disadvantage them).

Principles of servant leadership defined by the alliance for servant leadership are:

* transformation as a vehicle for personal and institutional growth

» personal growth as a route to better serveothers

* enabling environments that empower and encourageservice

* service as a fundamentalgoals

* trusting relationships as a basic platform for collaboration andservice

* creating commitment as a way to collaborativeactivity

e community building as a way to create environments in which people can trust each other and worktogether

* nurturing the spirit as a way to provide joy and fulfillment in meaningfulwork

Spears (2002) lists: listening, empathy, healing, awareness, persuasion, conceptualisation, foresight,
stewardship, commitment to growth of people, and building community. An excellent example of a
servant leader is Ernest Shackleton, the early 20th century explorer who, after his ship became frozen in
the Antarctic life, brought every
oneofhis27crewhomealive,includingan800milejourneyinopenboatsacrossthewinter A ntarcticseas.| ttook
two years, but Shackleton’s sense of responsibility towards his men neverwavered.

Greenleafsaysthattrueleadership“emergesfromthosewhoseprimarymotivationisadeepdesiretohelpothers.”
Servant leadership is a very moral position, putting the wellbeing of the followers before othergoals.

It is easy to dismiss servant leadership as soft and easy, though this is not necessarily so, as individual
followers

maybeexpectedtomakesacrificesforthegoodofthewhole,inthewayoftheservantleader. Thefocusonthel ess
privileged in society shows the servant leader as serving not just their followers but also the whole
ofsociety.

Servant leadership is a natural model for working in the public sector. It requires more careful
interpretation in
theprivatesectorlesttheneedsofthesharehol dersandcustomer sandtherigorsofmarketcompetitionarelost.A
challenge to servant leadership is in the assumption of the leader that the followers want to change.
There is also the question of what ‘better’ is and who decides this. Servant leadership aligns closely
with religious morals and has been adopted by several Christianorganisations.
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3.5 Leadership Style Vis-A-Vis Educational Institution

L eadersintheeducationsystemhavetheabilitytotransformthesystem. Generally,leader sintheeducationsyste
m can:

* setthe pattern and guide the outcomes of co-operativeaction

* guide educational programs, but rely on shareddecisions

e give common understanding to common purposes and goals

» produce cohesiveness without which co-operation isimpossible

* communicate with all concerned personnel with a sense of mutual understanding and mutual loyalty to the
ideals of education

» generate enthusiasm for projects and inspire working towards theircompletion
* resolve the differences which frequently arise in growingorganisations
* lead by example and inspiration

* contribute to the group by advancing usefulsuggestions

Thus, based on the assessment of the needs in the school or any other educational ingtitutions, each
leader must decide the leadership style that needs to be opted for the smooth functioning of the
educational institution in all
circumstances.|tisessentialtorememberthatasi nglestylecannotsolveorresolveal lthei ssuesintheeducational
system.I nordertoruntheschoolsuccessful l ybygivingadequateimportanceandopportunitiestothemember sof
the school, the leadership style followed must be flexible and with a mixedapproach.
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Summary

Leadershipistheprocessofinfluencingandsupportingotherstoworkenthusiasticallytowardsachieving
objectives.
Leaders in the educational system have the ability to transform the educationalinstitution.

The laissez-faire “leave it be” leadership is the leadership style that gives no continuous feedback or
supervision.

The bureaucratic leader is very structured and follows the procedures as they had beenestablished.
The charismatic leader leads by infusing energy and eagerness into their teammembers.

The autocratic leadership takes decisions based on the power that has been given tohim/her.

The democratic leader takes decisions based on the consensus and consonance of team members.

Thepeople-orientedleaderistheonethatinordertocomplywitheffectivenessandefficiency,supports,trains

and develops his/her personnel increasing job satisfaction and genuine interest to do a good job.

The task oriented leaders focus on the job, and concentrate in the specific tasks assigned to each individualto
reach goal accomplishment.

Theservantleaderistheleaderthatfacilitatesgoalaccomplishmentbygivingitsteammemberswhattheyneed in
order to be productive.

The transaction leader has the power to perform certain tasks and reward or punish for the team’s
performance.

The transformation leader is the one who motivates its team to be effective and efficient using solid
communicationsstrategies.

Theenvironmentleaderistheonewhonurturesthegroupenvironmenttoaffecttheemotionalandpsychological
perception of an individual’s place in thatgroup.

The situation leader is the leader that uses different leadership styles depending on the situation and the
types of individuals that are underhim/her.
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Chapter IV

Models, Styles and Training of Leadership
Aim

The aim of this chapter isto:

* introduce the meaning of training for leadership

* explain styles ofleadership

* elucidate nursing leadership approaches and behaviour

Objectives

The objectives of this chapter areto:
* explain development program for effective nursingleadership
* explicate models of leadership and its implication in nursing

» define effective nursingleadership

Learning outcome

At the end of this chapter, you will be able to:
* describe the purposes of training of nurses for leadership
* understand the models of leadership

* identify the styles ofleadership
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4.1 Introduction
Agoodleadercanbeagoodmanagerbutcanagoodmanagerbeagoodleader?Notnecessarily.Peopledon’twant
to be managed, they want to be led. Managers manage but may not lead. Leaders may develop in any
discipline, in any place and at any level. But managers are part of an organisational structure. Career
growth and leadership
developmentdonotalwaysgotogether.Careermovementstakeplacei naseriesofjumpsfromonepositionorjob
toanother. Thenursein-chargeofawardorunitinahospitalisthekey, figureforcoordinatingandimplementing
patient care, treatment, and the facilities required to promote recovery. She is known by different
names: ward
supervisor,headnurseorwardsister. Shecoordinatesthevariousdepartments, personnelendpatients.Herleader
ship abilities enable her to train, develop and retain staff in her unit and sustain their interest for
anorganisation.

4.2 Models of Leadership

As a nurse administrator, we have come across various models of leadership. We have described here four
models.

These are:

* TraitModel

* SituationModel

* Behavioural (Style)Model

e Tridimensional Leader EffectivenessModel

4.2.1 Trait Model

Thereisanoldnotionthat*“Leadersareborn,notmade”.Earlyleadershipstudiesarefocusedontraitcharacteristic
s and qualities. According to this model, leader must have certain traits and qualities; he is gifted with,
or develops certain physical, intellectual, or personality characteristics. Some examples of leadership
traitare:

* A forcefulpersonality

* Ability to persuade people for a course ofaction
o Efficiency

* Ability to get along withpeople

4.2.2 SituationalModel

According to this approach, a leader is the product of a given situation and his behaviourmay, in fact,
vary from
onesituationtoanother. Thistheoryincludesthetraitsoftheman(qualitiesandmotivations),theroleexpectation
of the group, and the social forces at work (external factors) that bring forth and shape the leadership
potential. Combining these three factors, we see the emergence of five kinds ofleaders.

* Natural Leader: He becomes a leader though lie does not seek the role; it is thrust upon him by the group
and by the tide of events.

* CharismaticLeader:Heisanauthenticherointheeyesofhisfollowersforhecandonowrong.Heinspires
people to make any sacrifice even their lives for this cause.

* Rational Leader: He is consistent andpersistent.

* Consensus Leader: This leader is perceived as acceptable to all. He rises in the absence of the above
threeand this leader is in a tenuous position of walking a tightrope forexistence.

* Leaderbyforce:Hispowerspeaksthroughthemuzzleofagun.Hedominatesothersthroughfear.Heisruthless in
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suppressing opposition. He does not rule long, as this type of leadership contains within itself the seeds of
its own destruction.

The situational theory states that the leader must have insight and flexibility. He must be aware of and assess the

4.2.3 Behavioural (Style) Model

ThisistheclassicresearchdonebyL ewin, L ippittandWhiteoninteractionbetweenl eaderandgroup.Accordingt
(0]

thismodel al eaderbehavesaccordingtocertainroleexpectationsofthegroup.Accordingtotheseroleexpectatio
ns, traditional leadership theorists say that every leader can be identified by one of the four basicstyles:

* Democratic: The leader is a catalyst for group decision-making and sharedresponsibility.

* Laissez Faire: The leader leaves all decision-making and responsibility to thegroup.

* Autocratic: Takes all decisions and assigns all responsibility tohimself.

* Benevolent Autocratic: Apaternalistic leader, “You do what one say. One knows what is best for you”.

4.2.4 Tridimensional Leader EffectivenessModel

Hersey and Blanchard were greatly influenced by Reddin in their Tri-dimensional leadership
effectivenessmodel. This seems to be a further synthesis of all previous work. In Hersey and
Blanchard’s Model, effectiveness i a
continuum. T hedegreeofeffectivenessorineffectivenessismeasurable.Whatisthecrucial situationalfactor 7T
he maturity level of the followers is the crucial factor in the situation. Hersey and Richard’s Situational
Leadership

Theory(tobehereafterknownasSituational L eadershipTheory)isacurvilinearrel ationshi pbetweentaskbehav
iour and relationship behaviour and maturity. That is, there is interplayamong:

* The amount of direction (task behaviour) a leader gives.
* The amount of socio-emotional support (relationship behaviour) a lenderprovides.

* Thematuritylevelsthatfollower’sexhibitonaspecifictask,functions,ofobjectivethattheleaderisattempting
to accomplish through the individual’s or the follower group’s own initiative.

Thus,whileallthesituationvariables(leader,follower(s),superior(s),associates,organisation,jobdemands,an
d

time)areimportant,theemphasisinsituational | eadershiptheorywillbeonthebehaviourofaleaderinrelationto
followers. Thefollowersarethemostcrucial factorinanyleadership. Theyarevitalnotonlythattheyindividual ly
accept or reject the leader, but because, as a group, they actually determine whatever personal power
their leader may have.

There are four styles of leadership:

* Telling:Onewaycommunication;theleaderdefinestherolesofthefollowersandtellsthemwhat,how,when,
and where to do various tasks.

* Selling: Most of the direction is still provided by the leader. He attempts a two way communication and
gives socio-emotional support to get the followers psychologically to agree to decisions that have to
bemade.

* Participating: The leader and followers share decision making process through two-way communication and
highdegreeoffacilitatingbehaviourfromtheleader,sincethefollowershavetheabilityandknowledgetodo the
task.

* Delegation: The leader lets the followers run their own show, they direct their ownbehaviour.
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Hersey and Blanchard in their model, has defined maturity as the ability to set high by attainable goals,
willingness
and ability to take responsibility, and the level of education and experience of an individual or a group.

4.2.5 Maturity and the Leaders Behaviour

Asthelevelofmaturityofthefollowers’increases,leadersshouldbegintoreducetheirtaskbehaviourandincreas

e their relationship behaviour, until the individual or the group reaches a moderate level of maturity. As
they go above the average level of maturity, the leader decreases not only task behaviour but also
relationship behaviour.
Nowtheindividualorgroupcanprovidetheirownrewardsandreinforcements. T heyaremat urenotonlyinterms

of performance of the task, but also psychologically. Thus, they need less supervision and therefore,
much more delegation is possible. These variables of maturity should be considered only in relation to a
specific task to be
performed. T hatistosay,intotalityanindividual oragroupisnotmatureorimmature.Peoplehavevaryingdegrees
of maturity depending on the specific task, function or objective that a leader is attempting to
accomplish through theirefforts.

4.3 Leadership Style and Nursing Staff Job Satisfaction

Does leadership style affect the behaviour and attitudes of subordinates? In a study of 238 nurses
working in 14 neonatal intensive care units, Duxbury and Associates looked at the relationship between
job satisfaction, staff burnout, and head nurse leadership style. The sample was drawn from larger
national random sample. The head nurses leadership styles were separated into four categories. high
structure-high consideration; low structure-low consideration; high structure-low consideration; and low
structure-high consideration.

Theresearchersfoundafairlystrongrelationship(r=0.55) betweenstaff nursejobsatisfactionandhighconsidera
tion and less relationship to staff burnout (r=0.29). There was little relationship between structure and
job satisfaction or burnout except that staff burnout was highest when the head nurse’s style was one of
high structure and low consideration. The researcher points out that the work environment should also
be considered in analysing these results. The head nurse’s style could be a reaction to different work
environments. It was concluded that neonatal intensive care head nurses can increase satisfaction and
reducemodel.

4.4 Styles of Leadership

As anurse manager you will learn various styles of leadership so that you can judge which is best in nursing
profession especially when you are inaclinical field.

* Autocratic: Takes all decisions and assigns all responsibility to himself (Aurangzeb, Tipu, Ashoka, Shah Jahan)
* Democratic: The leader is a catalyst for group decision making and shared responsibility (LalBahadurShastri)
* LaissezFaire:Theleaderleavesalldecisionmakingprocessandresponsibilitytothegroup.Uninvolved(King Farod)

*  Charismatic Leadership

4.4.1 Authoritarian or AutocraticLeadership

Authoritarianleader susetheirpowertoinfluencetheir powerandtendtobetaskoriented. Suchleadersaredictato
rs and do not alow the subordinates to reason. They give orders and assign tasks without taking the
subordinates into confidence. Authoritarian leader is found in dictatorship state (one man show).
Authoritarian leader has more absolute power. He alone dictates the activities of the members; serve as
ultimate judge and purveyor of rewards and punishment. Fate of each individual is in his hands. Group
involvement is less and goals are not clear. Inter communication between members is little. Leader is
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the keystone; group structure falls with the fall of leader. It causes more frustration, aggression, hostility
and conflict. The authoritarian leader maintains strong control over people in the group. This control
may be benevolent and considerate (Paternalisticleadership).

Decision of autocratic leader is fast and time saving; one-man show frame work is rigid, more emphasis
is on obedience. Authoritarian leaders give orders often and expect group members to obey these
orders. Directions are given as commands, not suggestions. Criticism is more common from
authoritarian leader. Many authoritarian leaders are also quite punitive. Authoritarian leadership
emphasises difference in status. He makes the status of leader higher than the status of group members.
This reduces the degree of trust and openness between leader and group members. Productivity is high.
Dependency needs ae wusually met but growth and autonomy needs are not.
Authoritarianleadershipisparticul arlysuitableincrisissituationswhencleardirectionsarethehighestpriority. |

t is often referred today as a directive or controlling style of leadership. It is useful when group is not
educated or emergency situations are there. There is rigid control over subordinates and one way
communication. “Carrot and stick” method is used tomotivate.

4.4.2 DemocraticLeadership

Democraticleaderexerciseshispowerindifferentway.Heseeksmaximuminvolvementandparticipationofeve
ry one in-group activity and in determination of group objectives. He spreads responsibility. He seeksto
encourage interpersonal relationship in the group and reduce intra group tension and conflict. Leader
has focal importance in the group. All members are inter-related. He serves as the agent of the group,
mandate of the group. Group go aong withouthim.

Democratic leader is work oriented and group oriented and gives considerable freedom to their
followers in their
work.Decisionistimeconsumingandmaynotcometoconclusion.Roleofleaderisfacilitativeandcounsel ling. It
is useful when workers are well trained, more responsible, acknowledgeable, and independent.
Democratic leader allows members to participate in decision making process. Maintaining good
interpersonal relationship with the subordinates, gives a sense of belongingness. There should be
concern and consideration for each member as a unique individual.

L eadershi pstyleadoptedbymanagerwoul ddependonhi svaluessystem; degreeofconfidenceinhissubordinate
s and his tolerance for ambiguity. It also depends on his perception of his role, his own standing in the
group and degree of maturity. Factors influencing the subordinatesare:

* Their need of independence

* Readiness to accept responsibility

* Identification with goals oforganisation

* Interestin their job

*  Willingness to work inteam

4.4.3 Laissez-FaireLeadership

M anagerexercisesminimumcontroloverthegroupmembers. Thegroupisl efttoitsel ftotryforgoalachievement
withoutanyinterferencefromthel eaderorifhisassistancei ssought.Itallowsthememberstodevel opthemsel ves
bygivingthemanopportunitytotryandfindwaysandmeansofachievinggroupobjectives.L ackofcontrolover
the group members lead to non attainment of specific goals and objectives for which the group is
created. If there is clash of interest among members of group objectives, it may result in serious group
conflict and loss of group cohesiveness. It permits the members of the group to do whatever they like
and represents an absence of formal leadership.
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Authoritarian Democratic L aissez-faire

Degree of freedom Little freedom Moderate freedom Much freedom
Degree of control High control Moderate Control No control

.. . Leader and group By the group or by no
Decision making By the leader together one
Leader Activity Level High High Minimal
Assumption of Primarily Shared Abdicated
Responsibility

Variable, may be poor
quality

High quantity,

good quality Creative, high quality

Output of the group

- - Less eficient than -
Efficiency Very efficient Authoritarian Inefficient

Table 4.1 Comparison of authoritarian, democr atic and laissez-fair leadership style

4.4.4 Bureaucratic or Rules-centeredLeadership

This is a style of leadership which fosters workers apathy. The rules serve as a specification of the
minimum level acceptable performance. The leader’s behaviour is characterised by a high degree of
reliance on rules, regulations
andprocedurestowhichbothheandhissubordinatessubscribe,asaresult,theprocessofadministrationisreduce
d to a series of routineactions.
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4.4.5 CharismaticLeadership

Thecharismaticleaderisamanof*‘specificgiftsofthebodyandspirit”. Thesegiftsaresupposedtobesupernatural
andarenotpossessedbyanyoneelse. Thecharismaticleaderisamanwith“hypnotic”’effectonothers. Wellknown
examplesofthisformofleadershiparefoundindesusChrist,Buddha,Gandhi. I nthiskindofleadership,thel eader
andthefollowersarenotusuallydependent. Theleaderhashis own‘innerforce’andlieneedsnobody’sdirection
or advice. There are two types ofleadership:

* Transactional

e Transformational

4.5TransactionalandTransformationalLeadership

Leadership theories of the past century were born from the old belief of the world with emphasis on
control, a competition, power wielding, and rationality. Further, they were developed by using
approaches of the scientific
method.A lthoughthescientificmethodisresponsi blef ormajorbreakthroughsfor society, itisnotthesoleapproa
ch

toidentifyandsolveproblems.|n1978,JamesM acgregor Bumscoinedthetermstransformational andtransactio
nal

leader ship.Bumsgavegeneraldefinitionofleadership:“Leadershipoverhumanbeingsisexercisedwhenperso
ns
withcertainmotivesandpurposesmobiliseincompetitionorconflictwithothers ingtitutional political,psychol ogi
cal, and other resources so as to arouse, engage, and leadership arises in situations of conflict. But the
conflict is not between the leader and followers, but rather with others in theenvironment.”

J.M.Burnsdefinestwotypesofleadership:transactionalandtransformational.Burnsstatetransactionalleaders
hip
occurs‘““Whenonepersontakestheinitiativeinmakingcontactwithothersfortheexchangeofvaluedthingsthat
may be economic, psychological or political. It is a bargain or contract that aids the individual
differences of both the leader and follower. In transformational leadership situations, the leader or
followers have the same purpose. Transformational leadership occurs “when one or more persons
engage with others in such a way that leaders and followers raise one another to higher levels of
motivation and morality”.

* Itimplieschangeinwhichthepurposeoftheleaderandfollowerbecomefused,creatingunity,wholeness,and a
collective purpose.

* Both the leader and followers grow and develop.
* This type of leadership is in concern and consistent with the new socialparadigm.

* Itis moral leadership, a philosophical rather than technical approach to leading.

Characteristics of transformational leader include the following:

* Anunderstanding of the goals and purpose of the nursing organisation by all nursingpersonnel
* People expressing love and joy in theirwork

*  Enthusiasm about patients and the care they receive

* Ateamspirit

* People expressing a sense ofaccomplishment

» Satisfied patients andfamily

4.5.1 Strategies of Transformational Leadership

Althoughtransformational | eadershipprovidesaphilosophical viewofmoral leader ship,thereareconcretepracti
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cal strategies for transformational leadership. Bennis and Nanus propose fourstrategies:
* Creating a vision

* Building a social architecture that provides meaning foremployees

* Sustaining organisationaltrust

* Recognising the importance of buildingself-esteem.

These four strategies are consistent with the new world paradigm. They are, for the most part, strategies
to deal with the intangible elements of the organisation and with feelings, values and needs of people in
the organisation.
Theyembraceandacceptambiguity,theneedfororgani sationalandindividual versatility,andhumanrel ationsh

ip. These are explained in detail as below:

Vision

Writing and widely sharing a realistic, credible, optimistic vision of a nursing organisation is the
concrete form of this collective purpose, serving to stimulate the nursing organisation toward its goals.

Social architecture

Itprovidesstructureandprocessessothatvisioncanbei nstitutionalisedandsustai ned. A ccordingtoBennisandNan
ussocialarchitectureisanintangibl e, butitgovernsthewaypeopleact,thevaluesandnormsthataresubtlytransmi
tted
togroupsandindividuals,andtheconstructofbindingandbondingwithinacompany. “Itprovidesmeaninganda
sharedexperienceofcompany”.Itprovidesmeaningandsharedexperienceoforganisationaleventssothatpeopl
e know about the expectations as to how they are to act. It also provides informal control versus
traditional formal control such as fixed job descriptions, rigid systems of reward and punishment, and
budgetaryimplementation.

Organisational trust

Newworldviewplacesanemphasi sonhumanrelations,transformational | eader shipthatcannotexistunlessther

e

isorganisationaltrust. Withouttrust,gameplaying, marksmanship, disharmony,anddysfunctional conflictwil |

exist

andpreventexcellenceandachievementofgoal s. Withtrust,informationi ssharedmoreaccuratel yandinatimely
way.Peoplewillallowthemselvestobepositivel yinfluencedbyothersandfeel |lessneedtocontrolothers. Thefirs
t stepinbeginningtobuildandsustainorganisationaltrustisforthetransformationall eadertotrustothers.Onlyby
doing so individual and group relationship flourish, leading to creativity, innovation, andempowerment.

Self esteem

The most important, essential trait of successful leaders is having a positive self-regard. This means that
one feels good about oneself, has confidence in one’s own abilities, and has a sense of self worth and
self respect. Because of the result of having high self esteem is having a high regard for others.
Effective transformational leaders must havehighself-
esteem. T echniquestoincreaseone’sownsel festeemincludetheuseofvisualisations,affirmations, and letting
go the need to be perfect. The transformational leader needs to attend to the self-esteem of theothers.

Toachievesuccessforindividual nursesandforthenursingprofession; nursingneedstransformational |leadersw
ho are moral leaders. These leaders will be able to recognise the values and aspirations of nurses and
appeal to them.
Theywillbeabletomatchtheneedsofthesociety. Theywillhaveavisionforthefuturewhichwillbebasedonthe

tradition of caring and combine this tradition with autonomy. Transformational leadership creates work
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condition which is based on the followingidess:

*  People can achieve their own potential and will work hard to doso.

* People are honest and trustworthy; they want and deserve to be treated with respect anddignity.
* People understand the purpose of their work and the goals of theorganisation.

* People are accountable andresponsible.

* People are able to identify and correct mistakes and problems before they escalate and are shifted to
higher levels of thisorganisation.

* Leaders are responsible for teaching followers, the working of theorganisation.
* Leaders are responsible for assuring that information is shared and communicated in a two-wayprocess.

* Leaders,followers,andtheorganisationhaveresponsibilitytoeachother.Thisresponsibilitytranslatesasense  of
value, empathy, understanding, caring and mutualsupport.

Thus,transformationalleader shipcreatesleaderswhomanagewiththeheartaswel laswiththehead. Transformation
al leaders are capable of translating intention into reality due to ability they have:

* Vision,communicationandalignment:Thecapacitytocommunicateone’svisioninordertogainthesupportto
one’s constituents.Persistency, consistency, focus and the capacity to maintain the organisationaldirections.

*  Empowerment:Thecapacitytocreateanenvironmentinwhichpeopleareencouragedtoworktowardachieving
theirpotential.ltisaprocessoffocusingontheneedsofindividualsandencouragingself-responsibility,altering
self-limiting beliefs, and encouraging the spiritualself.

* Organisational learning: The capacity to use innovative techniques that enable organisations to monitor
their performance, past and present, and the effectiveness of one’sorganisation.

4.6 Training for Leadership

As you know you have qualities of good leader to manage your wards. Now you will learn about training for
leadership.

461 Concept of Training forLeadership

There is an urgent need for well-prepared nurses to participate in national and ingtitutional level to
improve the quality of nursing care. If nurses are well prepared during their training period or after
training they can prove to begoodleaders.L eadershipistheprojectionofpersonality-
thatisthecombinationofpersuasion,compulsionand

exampl ethatmak esotherpeopledowhatyouwantthemtodo.Organi sationmustidentifythenaturalleaders,train
them and give an opportunity to lead. The central theme of the most definitions is that “leadership is a
process of influencing individual and group activities toward goal setting and goalachievement”.

Inthefinalanal ysis,thesuccessfull eaderisonewhosucceedsingettingotherstofollow. Aleaderinworkingwith
followershe/shei sthesparkthatlightsthefireandkeepsitburning. Sothetrainingforleadershipshouldreflecton
suchdevelopments.However,adilemmat hat prevail sintheteachingofleadershipisthatopportunitiestoimplem
ent

|eader shipbehavioursarerestricted. Nurseleadersinhealthcareagenci escanactaspreceptorsandrolemodel sfo
r sudents, but this alone does not enable the students to develop leadershipskills.

462 Purposes of Training ofNurses
Purposes of training of nurses in leadership are to:

» preparenursesinleadershippositionsistoparticipatefullyinkeypolicy,planningdecisionsatalllevelsof
health care and thus contributes to improvements in quality, efficiency and cost effectiveness

* bring about full cooperation and collaboration among the leaders of the nursing profession, i.e.,
educationists, administrators, practitioners
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* preparenursesandmidwivestostrengthenthestrategicplanninginmanagementofhealthservicesandimprove
their quality effectiveness and efficiency

* provide leadership development opportunities for nurses and midwives at all level

463 Steps andProcess

Steps and process for development of models/methods of training for leadership are:
* Analysing the set objectives indetail

* Understand the effectiveness of alternative methods of training for leadership indetail
» Set yourself mentally, physically and socially of selectedmethod

* Goahead
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Fig. 4.1 Process of selecting the training method of leadership

464 Uses of DifferentSettings

We will see different settings in context with different systems:
Educational Institutions

Weintroduceyoutoanyonemethodoftrainingforleadershiptounderstandtherelationtoeducational institution
al setting. The training and development of a chain of clinical instructor’s, for example, at the beginning

of the first
clinicalday,theinstructorasksstudentstoidentifyclassmatesthattheydonotknow,andthenintroducesstudentst
0

therestoftheclass. Tofacilitatearelaxedat mosphere, theinstructoravoidsdirectobservationoftheseinteraction

s. This exercise serves as an ice breaker and supports students’ development of communication skills
with both a stranger and a group. This “warm-up” in pre-conference increases students’ confidence to
go independently to an assigned unit and introduce themselves and their purposes to nurse managers.

Selection and recruitment

* Here you try to post her along with the senior member faculty in educational setting, e.g., clinical setting or
classroom setting or in demonstrationrooms.

*  Giveheranopportunitytoprovidethefeedbackinwritingsothataconstructiveareaofweaknessandpotentials
areidentified.

*  Provide her an opportunity participates in general presentation or nursing clinical,meeting.
* Develop an ongoing evaluation in consultation withher/him.
*  Provide her a full opportunity to read and analyse the policy and her job description of theinstitution.

* Inshort,orientation,sensitisation,feedbackandevaluationarethecomponentsofherroleandwhensheundergoes
the same process she is aware of herrole.

Community health set-up

Here only the setting is shifted from the above and the same process is to be adopted in real situations.

Hospital set-up
54/JNU



Start with orientation. Post her on rotation to all departments with her superior. Provide incidental
training and guidance to adopt

* inculcate effective readinghabit

» develop negotiation techniques
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4.7 Effective Nursing Leadership

In nursing profession effective leadership is required to ensure that their contribution to health and
health care aremaximised and their value is fully recognised. Unfortunately, nursing is characterised by
a lack of effective
|eader ship. Thenursesneedadequatepreparationforthemanagementandadministrativeresponsibilities. They

are expected to be a knowledgeableleader.

4.7.1 Definition

It is a dynamic, adaptive, interaction, social process of influencing and being influenced the behaviour of others
and

by factors in the situation towards goal setting.

4.7.2 Techniques of EffectiveLeadership

To be effective leader, the nursing administration needs to know the principles of team leadership,
administration and supervision and motivational theory; to identify the personnel needs and their
differences as individuals. The following are the techniques which can be applied by the nurse
administrators to be effective leaders:

* Planning and organising: These are the foremost principles of administration and very important for
effective leadership. For the nurses at every level, it is important to plan and organise the work schedule
according to availability of personnel and materials.

» Divisionoflabour:Theworkassignedtothesubordinatemustbedefinedandshouldberecordedbecauseclear-
cut directions by the nurse leader enable the subordinates to function properly.

Evaluation

Technique

e e v s of
articipation ; Effective

| eadershin

Division of
Labour

o .
Coopetat

Communication

Fig. 4.2 Techniques of effective leadership
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Guidance: Negative criticism should be avoided. Proper teaching and guidance with counselling will help the
group to accomplish their objectives.

Effectivecommunication:Itisveryimportantforaleadertohaveaclearideaaboutwhatshewantstosayand

how to say it. Good communication is needed for understanding, cooperation and unified action.
Cooperationandcoordination:Asapartofeffectiveleadership,cooperationandcoordinationamongtheleaders
and the subordinate employees is essential. If the leader keeps the group informed about the various ward
and hospital activities the subordinate feel satisfied and also the group will cooperate with theleader.
Encouragingparticipation:Theeffectiveleaderfirstidentifiestheindividualcapabilitiesofsubordinatesand

then provides opportunities to them to participate in decision making.

Supervision: Democratic supervision may be in the form of observation and is one of the most important
responsibilities of an effective leader. It helpsto:

0 identify the individual’scapability

0 oversee the performance

0 improve their skills to give good nursingcare
Evaluation:Itisacontinuousprocessofassessmentofthepersonnelortheirwork.ltalsohelpsthemtoimprove  in
those areas in which they are weak. Self evaluation by the nurse leader is also amust.

Summary

Career growth and leadership development do not always gotogether.

Career movements take place in a series of jumps from one position or job toanother.
The situational theory states that the leader must have insight andflexibility.

The leader is a catalyst for group decision-making and sharedresponsibility.

HerseyandBlanchardweregreatlyinfluencedbyReddinintheirtri-dimensionalleadershipeffectiveness

model.

Thematuritylevelsthatfollower’sexhibitonaspecifictask,functions,ofobjectivethattheleaderisattempting
to accomplish through the individual’s or the follower group’s own initiative.

Onewaycommunication;theleaderdefinestherolesofthefollowersandtellsthemwhat,how,when,and
where to do various tasks.

HerseyandBlanchardintheirmodel,hasdefinedmaturityastheabilitytosethighbyattainablegoals,willingness
and ability to take responsibility, and the level of education and experience of an individual or a group.

Authoritarianleadersusetheirpowertoinfluencetheirpowerandtendtobetaskoriented.Suchleadersare
dictators and do not allow the subordinates to reason.

Leader is the keystone; group structure falls with the fall ofleader.
Democratic leader allows members to participate in decision makingprocess.

The leader’s behaviour is characterised by a high degree of reliance on rules, regulations and procedures to
which both he and his subordinates subscribe, as a result, the process of administration is reduced to a
series of routine actions.

Leadership theories of the past century were born from the old belief of the world with emphasis on
control,a competition, power wielding, andrationality.

The most important, essential trait of successful leaders is having a positiveself-regard.
Effective transformational leaders must have highself-esteem.

In nursing profession effective leadership is required to ensure that their contribution to health and
healthcare are maximised and their value is fully recognised.
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1 Match thefollowing

A. The leader is a catalyst for group decision making

1. Autocratic and shared responsibility.
> D . B. The leader leaves all decision making process and
. Democratic S
responsibility to the group.
3. Laissez Faire C. A man of specific gifts of the body and spirit.
4, Charismatig D. Takes all decisions and assigns all responsibility
Leadership to himself.
a 1-C 2-B, 3-D4-A
b. 1-A, 2-D, 3-C/4-B
c. 1-B,2-C,3-A/4-D
d. 1-D, 2-A, 3-B,4-C

2 seeksmaximuminvolvementandparticipationofeveryonein-groupactivityandindetermination of group
objectives.

a

b.
C
d

Laissez-Faire Leadership
Democraticleadership
Rules-centered Leadership

Charismatic leadership

3 When does transactional leadership occur?

a

d

When one or more persons engage with others in such a way that leaders and followers raise one
another to higher levels of motivation andmorality.

When it implies change in which the purpose of the leader and follower become fused, creating unity,
wholeness, and a collectivepurpose.

When one person takes the initiative in making contact with others for the exchange of valued things
that may be economic, psychological or political.

When it provides meaning and a shared experience ofcompany.

4 are the foremost principles of administration and very important for effectiveleadership.

a

b.
C
d

Planning andOrganising
Division ofLabour
Guidance

EncouragingParticipation

5 is a continuous process of assessment of the personnel or theirwork.

a

b.
C
d

Cooperation
Guidance
Supervision

Evaluation
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Chapter V

Team Management

Aim

The aim of this chapter isto:

* introduce the modern concept of team management
* elucidate the 12 Cs of team building

* explain some ground rules creating a teammission

Objectives

The objectives of this chapter areto:
* explain team building
* describe the nature of the team

e defineteam

Learning outcome

At the end of this chapter, you will be able to:
* identify how to create an effectiveteam
» enlist the characteristics of an effectiveteam

* recogniseorganisational culture, structure and teammanagement
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5.1 Introduction

A group of people with a full set of complementary skills required to complete a task, job, or project.
Team members:

* Operate with a high degree ofinterdependence.
* Share authority and responsibility forself-management.
* Are accountable for the collectiveperformance.

*  Work toward a common goal and sharedreward(s).

Anotherdefinitioni sthatateami sanygroupofpeopleorganisedtoworktogetherinterdependentlyandcooperati
vely to meet the needs of their customers by accomplishing a purpose and goals. Teams are created for
both long term
andshortterminteraction.Aproductdevelopmentteam,anexecutivel eadershipteam,andadepartmentalteama
re long lasting planning and operational groups.

Short term teams might include a team to develop an employee on boarding process, ateam to plan the
annual company party, or a team to respond to a specific customer problem or complaint. Three
common types of teams include:

*  Functional or departmental teams: Groups of people from the same work area or department, who meet
on a regular basis to analyse customer needs, solve problems, provide members with support, promote
continuous improvement, and shareinformation.

*  Cross-functionalteams:Groupsofpeoplewhoarepulledtogetherfromacrossdepartmentsorjobfunctionsto
deal with a specific product, issue, customer, problem, or to improve a particular process.

* Self-managingteams:Groupsofpeoplewhograduallyassumeresponsibilityforself-directioninallaspectsof
work.Ateambecomesmorethanjustacollectionofpeoplewhenastrongsenseofmutualcommitmentcreates
synergy, thus generating performance greater than the sum of the performance of its individualmembers.

5.2 Methods to Make Teamwork Happen
To make teamwork happen, these powerful actions must occur:

*  Executive leaders communicate the clear expectation that teamwork and collaboration are expected.
* Executives model teamwork in their interaction with each other and the rest of theorganisation.
* The organisation members talk about and identify the value of a teamworkculture.

e Teamwork is rewarded andrecognised.

The lone ranger, even if she is an excellent producer, is valued less than the person who achieves results
with
othersinteamwork.Compensation,bonuses,andrewardsdependoncollaborativepracticesasmuchasindividu
al contribution and achievement.

* Important stories and folklore that people discuss within the company emphasiseteamwork
* The performance management system places emphasis and value onteamwork

*  Form teams to solve real workissues

* Hold department meetings to review projects andprogress

*  Build fun and shared occasions into the organisation’sagenda

* Use ice breakers and teamwork exercises atmeetings

* Celebrate team successespublicly
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5.3 Methods to Create Effective Team

Howtocreateeffectiveteams,teamwork,andteambuil dingisachallengeineveryorganisationAVorkenvironme
nts tend to foster rugged individuals working on personal goals for personal gain. Typically, reward,
recognition, and pay systems single out the achievements of individual employees. Effective teams can
be createdif:

* we practice good communicationskills

» refrain from communication roadblocks
o listenwell

* observe carefully

» give feedback constructively

It is important that we observe communication behaviours in a team so as to make it effective. This would
involve observing:

*  Who participates and who doesnot?
* How do people take turns and who talks to whom and who responds to whom,etc.?
* How are interruptions handled? Is silence 0.K.? Is anyone dominating theconversation?

* How are decisions made? Are they by consensus? Or are they by voting? Or by one person? While doing all
this, one should be sure to observe one’s own feelings, reactions, andbehaviours.

Allcommunicationtakesplaceonthecontentandrelationshiplevel. Oftentheproblemwithcommunicationisth
e

assumptionofit.Metacommunicationisveryuseful. Whenthepersonhasbuilttrust,thatmeanshehasactedwith
consistency and coherence, demonstrated concern, treated others with a sense of fairness, fulfilled
obligationsand
commitments,etc.Whenthepersoni sengaginginadial ogue,thatmeansheor shei sseeingthingsfromtheother
person’s perspective, really listening, expressing their concerns as one’s own concern, and not as
anotherperson’s

problemandgivingothersastakei ntheprocessoroutcome. T hethreeconcretetipstofol lowincludeusingafacilitato
r or coordinator, delegating tasks effectively using a work breakdown structure and set some
groundrules.

5.4 Work Break Down Structure

Work breakdown structure refers to the way to organise a series of tasks to accomplish a project objective. This
consists of following factors:

* Hierarchical diagram oftasks

* Person responsible for executing thetask
* Deadline to have the taskcompleted

* Interdependencies with othertasks

*  Each task in a WBS should contribute to the goal of delivering the required material on time and donewell

The function of facilitator / coordinator includes following factors:
*  Focus the team toward thetask

* Getall team members toparticipate

* Keep the team to its agreed upon timeframe

* Suggestalternatives

* Help team members confrontproblems
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e Summarise teamdecisions

5.4.1 Setting GroundRules

This involves goals and expectations, work norms, facilitator norms, communication norms, meeting
norms, and
considerationnorms. T heteamsgivetroublewhenindividual smisbehaveandbecomehighlyegoistic. Theteam
can also give trouble when group’s interest is sub served under individual interest. It can also happen
due to different styles of learning, interaction, expression sub group interest, etc. The group psychology
may also play a role in the sense that group behaviours such as defensive routines, us versus them,
reluctance to test assumptionpublicly, getting off task, lack of boundaries or ill defined roles and
unclear objectives and orexpectations.

Thecommonproblemsinteamsincludetalkingtoomuch(hogging),jumpingfromtopictotopic,gettingstuckon
an issue (bogging) and tip toeing around a contentious issue.

5.4.2 Creating a Team MissionStatement

Creating a team mission statement can help you focus your team effort and do a lot of good in bringing
your team
togetherbehindacommontheme. Thekeytosuccessisnotjustcreatingateammissionstatementbutitislivingthe
missionstatement.A missionstatementidentifiesthemajorpurposethatyourteamful filswhenprovidingprodu
cts and services to cusomers. The mission statementshould:

* Include the reason for your team

* ldentify your team’s unique ‘valueadded’
* Reflect your teams core businessactivity
* Provide a focus for yourteam

* ldentify the team purpose

Step One: Develop the team mission statement by identifying:

» Stakeholders:Thosepeoplewhoaredirectlyaffectedbytheteam’ssuccessesandfailures.Stakeholderscould  be
employees, internal customers, organisational customers, externalcustomers.

* Products and services: Items that your team produces for its customers. Products and services might
include consulting, training, products or services for individual use, products or services for businessuse.

* Value Added: The key advantage your team provides over the competition. Why would a customer come to
your team for service? What makes your teamspecial?

Step Two: Construct a First Draft

The name of the team must meet the needs of stakeholders.

Step Three: Refine the Team Mission Statement

*  Whether the mission statement is too wordy, too brief, and to thepoint.

*  Whethertheteammemberswillrememberit. Wouldthemissionstatementmakesensetothestakeholders?ls it a
true mission statement and not a goal? Does it inspire the organisation team and whether it describes the
focus and effort of the team? It is important to know if the mission statement isunique.

Step Four: Make it Visible
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Post the mission statement for easy review by all team members and customers.

Step Five. Live it!

* Tomake a mission statement one must be involved in the entire teamprocess.
* The mission statement must be used as a guide for everything the teamdoes.
*  Bounce team goals and activities against it to ensure the organisation is doing the rightthing.

* Inorder to make the team effective, the organisation must engage the team indialogue.

Employee involvement, teams, and employee empowerment enable people to make decisions about
their work. This employee involvement, team building approach, and employee empowerment increases
loyalty and fosters
ownership.Theseresourcestellyouhowtodoteambuil dingandeffectivelyinvol vepeople. Employeeempower
ment is a strategy and philosophy that enables employees to make decisions about their jobs. Employee
empowerment helps employees own their work and take responsibility for theirresults.

Employee involvement is creating an environment in which people have an impact on decisions and
actions that
affecttheirjobs.Employeeinvolvementisnotthegoal norisitatool,aspracticedinmanyorgani sations.Employe
e

involvementisamanagementandleader shipphilosophyabouthowpeopl eareenabl edtocontributetocontinuou
s improvement and the ongoing success of theirorganisation.

5.4.3 Team Building and Successful Teams

People in every workplace talk about team building, working as a team, and my team, but few
understand how to
createtheexperienceofteambuildingorhowtodevel opaneffectiveteam.Manyviewteamsasthebestorganisati
on design for involving all employees in creating business success and profitability. Learn how team
building helps enable the success of work teams and teamwork.

Teamisaverywel lknownword.Certainlyonehasheardthiswordandoneusesitoffandonundoubtedly. Everyone
includingfriendsal sousethisword.ltisverycommonandpopularwordanditisusedinmanyplaces. Thisword
“team” is used to describe any routine work group in a workplace expressing a desirable degree of
morale during
performance. Withintheframeoftraditional lyformalworkgrouplife,throughregularsocialinteraction,interpe
rsonal

relationsaredevel opedandinformal groupsareformedandtheyexpresshighgroupmoraewhenandwherenecessa
ry.

Thegqualityofcooperation, motivationanddeterminationtoachievegoal swhichareexpressedbytheinformal gr
oup
membersremindsusofagoodteamwork. Butthesai dteamworkhasnoformalrecognition,nostablequality, not
premised always on rational ground and it hardly obeys any norms. Thus, it fails to satisfy the
requirements and characteristics of a formal “team”, the most important group phenomena in the
modernworkplace.

Teammanagementreferstotechniques, processesandtool sfororganisingandcoordinatingagroupofindividual
S
workingtowardsacommongoal.Heretheteamasawholeworktogethertoreachthecommongoal. Tomaximise
the effectiveness of the organisation, managers must be able to work with one another to achieve
common goals. There are mainly six principles which are effective one. Accountability is one of the
important factors of every initiative. Proper communication which encourages innovation and creativity
is also another importantfactor.
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Regul arperformancediscussionsshouldbescheduledandstrictlyhel dtoforbetterment. Performancemanage
ment

andperformancemeasurementarethekeycontributorstoi mprovedteammanagement. | tissometimesdifficultf
or

informationsharingandeffectivecommunication. Teamsmusthaveunrestrictedaccesstoallrel evantinformati
on. Lastly we can say that the manager’s role must be redefined for the team environment and an
emphasis on the
servantstyleofleadership. Thefeelingof mutualrespect,trustandmaturitybecomesthefoundationforteamwor
k and problemsolving.

A team is a composite body which functions to yield “collective work-products.” It refers to a
production of any formalwork-
groupandreflectsthejoint,realcontributionofteammembers.I nthisconnectionitmaybementioned that:

* the team has shared leadershiproles
* it has individual and mutual accountability
* has a specific purpose to yield “collectivework-products”

* encourages open-ended, active problem-solving meetings and product centered direct evaluation

Actually the team discusses, decides and does rea work together. According to Sandstorm, teams can
be formed for any purpose and which may be put under four categories.

*  Advice

*  Production
* Project

* Action

We mainly have to know about the two types of teams, viz.,
e quality circles and

* autonomous or self-managedteams.

Team effectiveness depends on both individual and organisational factors. Under individual factors,
older habits,
beliefs,unequal senseofresponsibilityandinvolvement,aremostsignificant. Organisationalfactorsmaybesoci
o- cultural and related to terms and conditions for work alone with limitations ofworkplace.

5.5 Steps for Effective Training Approach forTeam
There are mainly ten steps for effective training approach for team. These are:

*  Establish credibility

* Ventilation ofemotionality

* Orientation about teambuilding

*  Problemidentification

* Setting up groupgoals

*  Facilities the groupprocess

*  Establish intra-group procedures

* Establish inter-groupprocedure

* Change the active role of the trainer (active to passive)

* Putanendon the trainers’ involvement (self-managingteam)
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Besides this, team building for organisational development may be structured considering the following six steps:
*  Team skills workshop (to unfreeze various teams and get them ready to acceptchange).

» Data collection (questionnaire survey to collect data on work climate, supervisory behaviourand
jobcontent).

» Data confrontations (open discussion on the problem areas and know the suggestions to solve theproblems).
* Action planning (develop specific plans forchange).
*  Team building (team identities the barriers, develop plans and try to accomplishchange).

* Inter-group buildings (establish collaboration on share goals and problems and generalise the OD effort to
the totalorganisation).

On the other hand, we can say that the organisational outcomes of organisational development include
increased effectiveness, problem solving and adaptability for the future. Organisational development
attempts to provide
opportunitiestobe“human”andtoincreaseawareness,participationandinfluence. Anoverridinggoalistointeg

rate individual and organisational objectives by inculcating values in people to serve the organisational
cause sand
lear ningtorecogniseval uablethingsfor properusage. Teammanagementisoneoftheimportantthingswhichwe

can mention in this context. The key points are asfollows:

* Change agents should focus on systematic change in work-settings at the starting point and on individual
behaviour as the key mediator associated with organisation outcomechange.

* Results for technology interventions indicate that negative behaviour change does not necessarily leads to
negative organisational outcomechange.

*  Well-developedtheoriesshouldprovideabetterbasisforchoosinginterventionsthansimplythechangeagents’
personal preferences values andstyles.

5.6 Techniques of Training Team
Under the broad coverage of training group technique, the most popular techniques over the years are:

* Gridtraining
* Survey feedbackand

*  Team building
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Blake and Mouton’s leadership grid (position 9. 9) indicates a maximum concern for both people and
production

andsignifiesanimpliedgoalofgridtraining. Thefollowingsixstepsaregenerall yfollowedundergridtrainingfor
organisationaldevelopment:

e Laboratory seminartraining

* Team development

* Inter-groupdevelopment

* Organisational goalsetting

* Goalattainment

e Stabilisation

Organisational program banks on the growth of empathy, improved communication and highly active
joint

Jpartici pationformanagingchangeeffectively. Therearefivekeyareasoftheteamwhichremainsopenformonito
ring and evaluation. Theseare:

*  Team mission

* Goalachievement

*  Empowerment

*  Open and honestcommunication

e Positive roles andnorms

In connection with the team management we can further say that the following elements make up the
modern organisational development approach to the management of change. These are:

* It would be plannedchange

* Takes the systemperspective

* Has ashort and long termobjectives

* Concerned mainly with organisational processes thancontent
* Designed to solve problemsand

*  Focused primarily on human and socialrelationship

At any point, team members can slide back to alower level of effectiveness, if they do not continually
work

togetherasateam, listenandcommunicateeffectively,dealwithconflicteffectively,recogniseeachother’suniq
ue contribution, provide honest feedback and demonstrate other characteristics of an effectiveteam.

Besidesthis,therearesomepractical guidelineswhicharenotmeanttodampentheexcitementandenthusiasmfor
change efforts but to put realistic expectations into the process. The important points are asfollows:

* Do not promise that all employees undergoing a change effort will bewinner.
* Do not blame those who lose out for their negativeattitudes.

* Do not focus only on the new and forget theold.

*  Avoid symbolic participation in the changeeffort.

* Avoid destroying the old culture without building a newone.

* Do not launch HRM programs in the context of a major change without considering the necessary time and
resource to supportthem.
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5.7 Organisational Culture, Structure and Team Management

Organisational cultureistheproductoftheentireorganisation’sfeature,viz.,itspeople,objectives,size,technolo
ay,

unions,policies,itssuccessesandfailures.|tisthesumtotal ofsharedval ues, beliefsandhabitswithinanorgani sati
onandinshortmaybecal ledtheorgani sational personality. T hechal lengeforhumanresourceprofessionalsistoa
djust positively to the culture of the organisation. They have to choose paths the best reflect the culture
of the firm and the attitudes of its people. To carry out tasks, managers generally follow certainsteps:

* ldentify the work, delegate it to variouspeople.
* Establish relationship between people and positions.

* Measure and evaluate the work done at variouslevels.

There are three levels of organisations, viz.,
* strategic,
* managerial and

e operating

Atthestrategiclevel,policiesareformul ated,goal sareset,andobjectivesareframed. Strategiesareal sodesigned
to

achievetheobjectivestakingintoconsiderationtoachi evetheobjectivestakingintoconsiderationtheenvironm
ental influences on theorganisation.

At the management level the programs regarding the procurement and allocation of all types of
resources are formulated to achieve the strategies and objectives. At the operating level, the programs
are implemented, i.e., actual operations are carried out in the process of day to day activities in order to
carry out the strategies and achieve the objectives. Basically, there are two types of organisation
structures, flat and tall. Tal or pyramid type
oforganisational structuresaresuitabl etothecompani eswhicharel abouroriented. Flatorgani sationsaresuitabl

e to the technology-oriented companies.

Since most of the modern organisations are technology based and endowed with capital and highly
educated employees they tend to have an organisation structure where the number of employees at the
operating level are relatively less. In view of this, personnel management is not only challenging but
also significant one in a modern
organisation.Moreover,humanresourceshaveapl usvaluei nthattheycanconvertthedisorganisedresourcesint
0
ausefulandproductiveorganisation.ltistruethattherei sacloserel ationshipbetweentheorganisational structure
and culture and the team management.

5.8 Modern Concept
Organisationisthefoundationofmanagement.Iftheorganisation’splanisdesigned,thenmanagementisrender
ed difficultandineffective.lf,ontheotherhand, itislogical, clearcutandstreamlinedtomeetpresent -
dayrequirements, then the first requisite of sound management has been achieved. Organisation is the
means of multiplying the strength of an individual. It takes his knowledge and uses it as the resource,
the motivation and the vision of the other workers. A good organisation facilitates administration,
promotes specialisation, encourages growth and stimulates creativity. The work of management
proceeds smoothly only if it is well-defined, systemic and certain and appropriate functional groups are
provided to help the managers to managee A sound organisation  stimulates
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teammanagementindependentcreativethinkingandinitiativebyprovidingwell -
definedareasofworkwithbroad

latitudeforthedevel opmentofnewandimprovedwaysofdoingthings.Managementdevel opmentisacontinuou
S process. Team management is a significant factor for the enrichment of managementdevelopment.

5.9 Team Effectiveness Framework

Fig.5.1presentsaheuristicframeworkforanal ysingtheeffectivenessofteams.| nthisframework, effectivenessi
S

afunctionofenvironmentalfactors,designfactors,groupprocesses,andgrouppsychosocialtraits. Environment
al factors are characteristics of the external environment in which the organisation is embedded, such as
industry characteristics or turbulence. Design factors refer to those features of the task, group, and
organisation that can
bedirectlymanipulatedbymanager stocreatetheconditionsforeffectiveperformance. Examplesoftaskdesign

variables include autonomy and interdependence. Examples of group composition design variables
include Size,
tenure,demographics,anddiversity. Examplesoforganisational contextdesignvariablesarerewards,supervisi
on, training, and resources. Processes are interactions such as communication and conflict that occur
among group members and external others. Group psycho social traits are shared understandings,
beliefs, or emotional tone. Examples include norms, cohesiveness, team mental models, and group
affect. Effectiveness outcomes are the performance, attitudinal, and behavioural indicators that we have
alreadydiscussed.

output”approachbydepictingdesignfactors,whichhavean
indirectimpactonoutcomesviagroupprocessesandpsychosocialtraits,asal sohavingadirectimpactonoutcom
€s. [tsuggeststhatgrouppsychosocialtraitsarerealgroup-
levelphenomena. T hesetraitsdirectlyinfluenceoutcomes;

theyal soindirectlyinfluencethemthroughshapinginternalandexternal processes. Theframeworkillustratesth

at group processes can b ed mental models, or
affective states.

Thisframeworkmovesawgfromthe“input-process—

Task Design

Internal
e.g., autonomy, Processe
interdependance 5
Grou.p Composition —»— e.g. conflict, —>
e.g.size, tenure B communicatio
Organisational n External
Context e.g. Processes

A Y
Group Psychosocial
| [Traits
—»>—

e.g. norms,
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industr

Fig. 5.1 A Heuristic model of group effectiveness

Environmental factors meanwhile, have a direct influence on design factors. Altogether, environmental
factors, design factors, internal and external processes, and group psychosocial traits predict

effectiveness outcomes. We
shouldnotethateffectivenessoutcomescanreciprocallyinfluencegroupprocesses, psychosocialtraitsthateme
rge,

andevendesignfactors.Forexample,thecompositionof TM Tsismorelikel ytochangewhenafirmisperforming
badly. As we later discuss, most studies still do not address how teams change over time, and
subsequently fail to
capturetheimpactofthesechangesonteameffectiveness.Forthesakeof smplicity,andbecausemoststudieswe
considerherefailtoobservethereciprocalrelationshipsthatoccurbetweenoutcomesandpredictorsovertime,
wedo not graphically represent these relationshipsin Fig.5.1.

This framework is heuristic framework and it helps to make sense out of a complex set of relationships

and to
suggestdirectionsforfuturework. T hisframeworkdrawsattentiontothedesignfactorswhicharethemajorpoint
S

ofleverageforinfluencingteameffectiveness.ltsuggeststhatcritical groupprocessesoccurbothinsideandoutsi
de the group. Recent studies of new product development project teams focused on the impact of
external processes.
Incontrast, mostpreviousframeworksfocusedexclusivel yoninternalgroupprocesses. Themodel drawsattenti
on to the group as a social entity that has shared psychosocial traits that influence itsbehaviors.

These include constructs that historically have been studied, such as group norms and cohesiveness, and
zt?r/:/structs,wchasteammental model sorgroupaffect.However,mostpreviousframeworksviewedcohesivene
i?)?rmwsgroupprocesses, andhavenotconsideredmorebroadlytheimpactofsharedgroupbeliefs,understandin
gféﬂotiondtoneoneffectiveness Recentconceptual andempiricalworkhasbeguntoexaminethei mpactoftea

m mental models and group affect oneffectiveness.

I nthesectionsthatfollow,weorgani seourdiscussionofresearchfindingsbylookingateachtypeofteaminturn:
work and parallel teams, project teams, and management teams. Within each team discussion, we group
results according to the seven categories from our heuristic group effectivenessframework:

* task design

* group composition design

* organisational contextdesign
e environmental factors,

* internal group processes,

» external group processes, and

* group psycho socialtraits.

Under each category heading, we use subheadings to indicate the particular variable to be examined.
Thus, for
example,underthegroupcompositioncategoryforworkandparal lelteams,weusetwosubheadings:thefirstfor
our discussion of studies that investigated diversity, the second for our discussion of those studies that
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examinedsize.

Summary

Team is a composite body, which functions to yield collective workproducts.

Teammanagementreferstotechniques,processesandtoolsfororganisingandcoordinatingagroupofindividuals
working towards a commongoal.

Team culture is necessary for success. It is not automatic to work togethereffectively.

Team culture takes a specific effort and the development of a culture that is supported by executive
management.

Knowledge transfer is essential for an organisation togrow.

Withoutknowledgetransferandthesharingofsuccessitisdifficultforthegrouptoshareanyvisionandwork
toward common goals.

For team management, trust and respect isnecessary.

Brainstorming must be encouraged to release team innovation.
Relianceonteameffectivenessminimisesriskbybeingmoreflexibleandadaptivethanrelyingonasingle
individual.

People in every workplace talk about building the team, working as a team, and my team, but few
understand how to create the experience of team work or how to develop an effectiveteam.

Executive leaders communicate the clear expectation that teamwork and collaboration are expected.

All communication takes place on the content and relationshiplevel.

A mission statement identifies the major purpose that your team fulfils when providing products andservices
to customers.

Stakeholders could be employees, internal customers, organisational customers, externalcustomers.
A team is a composite body, which functions to yield “collectivework-products.
Organisation is the means of multiplying the strength of anindividual.

At the management level the programs regarding the procurement and allocation of all types of resources
are formulated to achieve the strategies andobjectives.

Work environments tend to foster rugged individuals working on personal goals for personalgain.
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Chapter VI

Resolving Conflicts

Aim

The aim of this chapter isto:

* introduce conflict resolution and resolving work placeconflict

* explain various techniques in conflictresolution

* explicate types ofconflicts

Objectives

The objectives of this chapter areto:
* explain the reasons forconflict
* enlist the types ofconflict

* defineconflict

Learning outcome

At the end of this chapter, you will be able to:
* understand preventive techniques and the positive outcome ofconflicts
* determine positive outcome ofconflicts

* identify the methods to resolveconflict

6.1 Introduction

Conflict is a natural ingredient in every organisation. In every organisation, managers have to learn not
only to live with it but also to manage it. So there is a need to resolve conflict. There are various ways
to resolve conflict. Bargaining, negotiating, mediating, communication facilitation, etc. are the ways to
resolve conflicts considering the existing scenario of the organisation. So, undoubtedly we can say that
there is a need to resolve conflict as far
aspossibleforthei mprovementoftheorganisation. | nthischapter,wewillbedealingwithconflictsandresolutio
n of conflicts in an organisation. We start with definition of conflicts and types of conflicts. We then
move on to the
causesofconflictsandsourcesofinterpersonal conflicts. Thisisfollowedbythenextsectionthatdeal swithconfli
ct

resolutionandresolvingworkplaceconflict.I nthelatterwewillbedealingwiththevarioustechniquesinconflict
resolution. We then present the preventive techniques and other techniques and the positive outcome

ofconflicts.
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6.2 Conflicts and Types of Conflict

We theindividuals,alwayssufferfromdifferenttypesofconflict. Sometimesweareabl etomanageitandsometi mes
not.Wefeeldisturbancei fweareunabl etosol vetheconflict. Conflictcanbedefinedasthedi sagreementbetween
individual sorgroups.Obviously,itisexpectedingroups,especial lyintheearlystagesofgroupformation.Confli
ct has a strong influence on organisational performance. When conflict reaches at the high level, it can
be a major disruptive force that reduces organisational effectiveness. Organisational resources may be
money, information,
material humanresourcesetc.Jobboundariesandresponsibilitiessometimesarenotclearatall. Thiscreatesconfl
ict.

Notonlythis,communicationmaybedefective,causingmisunder standingandconflictamonggroup.Besidesth
IS,

personalityclashesareal sooneoftheimportantfactorsforconflictanditisverycommoninorganisation.Actuall
y

personalityconflictsarecausedbyfundamentaldi fferencesinval ues,attitudes,behaviourandpersonality.Besi
des
this,anotherimportantfactorispowerandstatuswhichcreatesconflict.Conflictoccurswhendifferentpeopleare
pursuing different goals within the same group ororganisation.

6.2.1 Definition ofConflicts

Conflicts occur when people (or other parties) perceive that, as a consequence of a disagreement, there
is athreat to their needs, interests or concerns. Although conflict is a normal part of organisation life,
providing numerous opportunities for growth through improved understanding and insight, there is a
tendency to view conflict as a
negativeexperiencecausedbyabnormallydifficultcircumstances.Disputantstendtoperceivelimitedoptionsa
nd finite resources available in seeking solutions, rather than multiple possibilities that may exist
‘outside the box’ in which we areproblem-solving.

Workplaceconflictisatimeconsumingandcostlyproblemt hatcanhaveasevereimpactonthebottomline.Confli

ct in the workplace is generally the result of serious disagreement over needs or goals and can result in
behaviour suchasgossip,avoidance, verbalabuse, passivecommunicationandhostility.
Wecanconsiderthefollowingsteps to resolve theconflict:

* A conflict is more than a mere disagreement. It is a situation in which people perceive a threat (physical,
emotional,power,status,etc.)totheirwellbeing.Assuch,itisameaningfulexperienceinpeople’slives.Itjust does
not pass off on its own. It has to beresolved.

* Participantsinconflictstendtorespondonthebasisoftheirperceptionsofthesituation,ratherthananobjective
reviewofit.Assuch,peoplefiltertheirperceptionsandreactionsthroughtheirvalues,culture,beliefs,information,
experience, gender, and other variables. Conflict responses are both filled with ideas and feelings that can
be very strong and powerful guides to our sense of possiblesolutions.

* As in any problem, conflicts contain substantive, procedural, and psychological dimensions to be
negotiated.
Inordertobestunderstandthethreatperceivedbythoseengagedinaconflict, weneedtoconsiderallofthese
dimensions.

*  Conflictsarenormalexperienceswithintheworkenvironment.Theyarealso,toalargedegree,predictableand
expectablesituationsthatnaturallyariseaswegoaboutmanagingcomplexandstressfulprojectsinwhichwe
aresignificantlyinvested.Assuch,ifwedevelopproceduresforidentifyingconflictslikelytoarise,aswellas
systemsthroughwhichwecanconstructivelymanageconflicts,wemaybeabletodiscovernewopportunities to
transform conflict into a productive learningexperience.
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* Creative problem solving strategies are essential to positive approaches to conflict management. We need
to transform the situation from one in which it is ‘my way or the highway’ into one in which we entertain
new possibilities that have been otherwise elusive.

6.2.2 Types ofConflicts
We generally identify three types of conflict, asfollows:

*  ApproachApproachConflict:Theindividualismotivatedtoapproachtwoormorepositivebutmutually
exclusive goals.

*  ApproachAvoidanceConflict:Theindividualismotivatedbyapproachagoalandatthesametimeismotivated
to avoid it.

*  AvoidanceAvoidanceConflict:Theindividualismotivatedtoavoidtwoormorenegativebutmutuallyexclusive

goals.

Besidesthis,thedynamicsofinteractivebehaviourcreateimpactonorganisational behaviourandthereseemsto
be indication of interpersonal and inter-group conflict. Conflict at the intra-individual level involves
frustration, goal conflict,roleconflictandambiguity.Ontheotherhand,goalconflictcancomefromapproach-
approach,approach- avoidance and avoidance-avoidanceconflict.

6.2.3 Sources of Inter PersonalConflict

Thereexistsindividualdifferencewhereintelligence, ability,aptitude, motivationvaryfromonepersontoother.
In the organisational set up, there seems to be conflict among the managers, subordinates, team
members and others also. There are mainly four sources of interpersonalconflict:

* Personaldifferences:Everyoneisunique.Familybackground,culture,socialisation,valuesandsomany
indicators vary from one person to another. So, conflict may arise.

* Informationdeficiency:Thereseemstobeindicationofcommunicationgapandalsothereseemstobeindication
of misinformation.

* Role incompatibility: This type of interpersonal conflict mainly draws from both intra-individual role conflict
and inter-groupconflict.

* Environmental stress: This is mainly due to stressful environmental condition. Here downsizing,competition,
uncertainty, etc. are the significant factors.

Besides this there exists inter-group conflict in any organisational set up. The reasons are mainly as follows:
*  Competition for resources

* Taskinterdependence

e Statusstruggle

*  Ambiguity

All these factors create impact in the group. There are number of strategies to manage inter-group
conflict, viz.,
avoidance,diffusion,containmentandconfrontation.Notonlythis,theindividualintheorganisationfacesdiffer
ent types of conflict considering only the structural aspects. The types aremainly:

e Hierarchicalconflict
e Functionalconflict
e Line-staff conflictand

e Formal-informalconflict
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6.2.4 Causes ofConflict

Conflictisanormalandnecessarypartofthealthyrelationships. Afterall,twopeoplecan’tbeexpectedtoagreeon
everythingatalltimes.Therefore,|learninghowtodeal withconflictratherthanavoidingitiscrucial. Whenconfli
ct

ismismanaged,itcanhar mtherelationship.Butwhenhandledinarespectfulandpositiveway,conflictprovidesa
n

opportunityforgrowth,ultimatel ystrengtheningthebondbetweentwopeople.Bylear ningtheskillsyouneedfor
successful conflictresolution,youcanfacedisagreementswithconfidenceandkeepyourpersonal andprofessio
nal relationships strong andgrowing.

Conflict arises from differences. It occurs whenever people disagree over their values, motivations,
perceptions, ideas, or desires. Sometimes these differences look trivial, but when a conflict triggers
strong feelings, a deep personal need is at the core of the problem a need to feel safe and secure, a need
to feel respected and valued, or a need for greater closeness and intimacy.

6.2.5 Conflicts Arise from DifferingNeeds

Everyoneneedstofeel understood, nurtured,andsupported, butthewaysi nwhichtheseneedsaremetvarywidely
. Differing needs for feeling comfortable and safe create some of the most severe challenges in our
personal and professional relationships.

Thinkabouttheconflictingneedforsafetyandcontinuityversustheneedtoexploreandtakerisks. Y oufrequently
see this conflict between toddlers and their parents. The child’s need is to explore, so the street or the
cliff meets a need. But the parents’ need is to protect the child’s safety, so limiting exploration becomes
a bone of contention
betweenthem.Itisimportanttoacknowledgethatbothparties ’needstoplayimportantrolesinthelong-
termsuccess

of mostrelationships,andeachdeserverespectandconsideration. | npersonalrel ationships,alackofunderstandi
ng about differing needs can result in distance, arguments, and break-ups. In workplace conflicts,
differing needs are
oftenattheheartofbitterdisputes.Whenyoucanrecogni sethel egitimacyofconflictingneedsandbecomewillin
g
toexaminetheminanenvironmentofcompassionateunderstanding,itopenspathwaystocreativeproblemsolvi
ng, team building, and improved relationships.

* Aconflictismorethanjustadisagreement.ltisasituationinwhichoneorbothpartiesperceiveathreatwhether
or not the threat is real.

*  Conflictscontinuetofesterwhenignored.Becauseconflictsinvolveperceivedthreatstoourwell-beingand
survival, they stay with us until we face and resolve them.

*  Werespondtoconflictsbasedonourperceptionsofthesituation,notnecessarilytoanobjectivereviewofthe facts.
Our perceptions are influenced by our life experiences, culture, values, andbeliefs.

*  Conflictstriggerstrongemotions.lfyouaren’tcomfortablewithyouremotionsorabletomanagethemintimes  of
stress, you won’t be able to resolve conflictsuccessfully.

* Conflictsareanopportunityforgrowth. Whenyou’reabletoresolveconflictinarelationship,itbuildstrust.
Y ou can feel secure, knowing your relationship can survive challenges and disagreements.

6.3 Conflict Resolution

g:_(f)fnflict in the work place is a very common phenomenon that occurs ailmost daily. People generally work in
ifferent

situations. T hegoal sandneedsal sovaryfromonesettingtoanother. Sometimesitisadj ustableandsometimesnot
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Soconflictmayhappen.| nmanycaseseffectiveconflictresolutionskill scanmakethedifferencebetweenpositiv
e and negative outcomes. You can solve many problems considering the following three main points.
Theseare:

* Increasedunderstanding:Sometimesdiscussionisneededtoresolvetheconflictandultimatelyitimprovesthe
awareness level. It also helps to achieve the goal.

* Increasedgroupcohesion:Teammemberscandevelopmutualrespectandrenewedfaithintheirabilitytowork
together.

* Improved self-knowledge: Conflict helps individuals to sharpen their focus and enhance theireffectiveness.

Kenneth Thomas and Ralph Kilman (1970) identified five main styles of dealing with conflict. These are:

*  Competitive: Individuals who tend towards a competitive style take a firm stand and they know what they
want. This style is useful when there is an emergency and decision needs to be made fast, when the
decision isunpopular.

* Collaborative: Individuals is tending towards a collaborative style because he or she is willing to meet the
needs involving all the other people. They are highly assertive; they cooperate effectively and acknowledge
that everyone is important.

* Compromising:Hereeveryoneisexpectedtogiveupsomethingandwanttosolvetheproblemasearlyas
possible. It is useful when the cost of conflict is higher than the cost of losing ground.

* Accommodating: This style indicates a willingness to meet the needs of others at the expense of the
person’s own needs. Accommodation is appropriate when the issues matter more than the other. People
may get return from this.

* Avoiding:Thisstyleistypifiedbydelegatingcontroversialdecisions,acceptingdefaultdecisions,andnot
wanting to hurt anyone’s feelings.

Another important theory we can mention here is the Interest Based Relational Approach. This approach indicates
the following points in connection with resolving conflict.

* Wehave to make sure that good relationships are the firstpriority.
* Wehave to keep people and problemsseparately.

* Wehave to pay attention to the interests that are beingpresented.
*  Wehave to listen first and thentalk..

*  Wehave to set out thefacts.

* Wehave to explore optionstogether.
Considering the above points we can resolve our conflicts and it will be positive and constructive one.

6.3.1 Principles of Conflict Resolution

We can further say that there are some common principles which we can apply to resolve conflicts, whether it is
within individuals, or group or communities or nations. The salient points are as follows:

*  Wemay be calm: It may help to resolve theconflict.

*  Wemaybemagnanimous:Hereonecanconcentrateontheimportantissuesofdifferenceratherthanthesmaller
one.

* Needfordiscussionordebate:Sometimesithappensthatconflictiscreatedandmaintainedbecausethereis

no real discussion or debate.
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Need to apply rationality: It is true that there is some conflict which is not about substance butperception.

Wehavetoacknowledgeemotions:Inonesidethereisfactandthisisrationalandwecannotresolvemuch
conflict because how people perceive those facts is coloured by their emotions.

Need to think creatively: If we think the incidence or the matter creatively, sometimes we can easily solve
the problem.

Needtochangetheenvironment:Wecaneasilyobserveitthatifwechangetheexistingenvironmentalcondition,
sometimes conflict may resolve.

Compromise: Compromise is another important factor to resolve theconflict.
Need to change the wording: Agreement or any settlement helps to resolve the conflict in manysituations.

Have to accept the situation: There is not always a solution waiting to be found and if there is a solution, it
is unlikely to be the only one.

Besides,abovementionedtenpointstherearesomanyfactorsbywhichwecanresolveconflict.ltcanal sobesaid
thatconflictcannotalwaysbeavoided,especiallywhenfundamental differences asopposedtoperceiveddiffere
nces, are involved; not all conflict isnegative.

6.4 Resolving Workplace Conflict

éa_enerally there are two parties to a conflict due to one being unable to agree with the other. While the
isagreeing

partiesmayresolvetheirdifferencesthemsel vesincertaininstanceswiththeirownconflictresolutionmethods, t

he intervention of a third party with good conflict resolution strategies may be required in other cases.

The best way to resolve a conflict is by facing it, analysing and acting in afair and equitable manner by

both parties; and not by ignoring or pushing it under the carpet. Here are some good conflict resolution
techniques to resolveconflicts.

641 Conflict ResolutionTechniques
Following are the conflict resolution techniques.

* Good self-control: This is an important prerequisite in resolving conflicts. Though one may be highly tensed
up and unwilling to listen to anybody other than having their own way during a conflict, once it is history,
the person will find that there was a good lesson to learn from that experience, if not alreadylearnt.

* Patientlistener:Anothergoodqualificationistobeapatientlistenerandassesstheproblemrealisticallywithout
getting emotional or biased. Ask appropriate questions for further clarification, but if you go to talk
toomuch, you could get carried away, and off the track. This is true of all conflict resolutiontechniques.

* Tohave a give and take attitude: If you are really interested in resolving a conflict and having lasting peace,
do not expect to have the final solution fully in your favour and 100% according to your way of thinking.
Everybody involved in the dispute must adopt a “give and take” attitude, as happens with all good conflict
resolution strategies. One has to give up a less important part in order to retain a more important part.
When everybody thinks and acts like that, the earlier dislodged jig saw puzzle pieces will start falling into
their groovestogiveaunitaryundividedwholesomepicture.Thiswholesomenesscomesofusingefficientconflict
resolution techniques.

Tosumuptheseconflictresolutionmethods, firstidentifytheconflictinitsproperperspective.Onceitisdone,we
hopetheforegoingconflictresolutionstrategieswillbeof hel ptothepersoninresolvinganyconflicttoeverybody
’s satisfaction.

642 Confront theConflict
We can call meeting and discuss about the facts:
* Confront the possible negative issues in the relationship.
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* Have to encourage both people to look at the possible positive sides to theirrelationship.
* Have to search various options and you can start gaining greater commitment fromthem.
* Toachieve the listed aspiration adequate strategies areneeded.

*  Wehave to set supporting structure to accomplish the aspirations and selected directions.
* Toknow the feedback and cost ofnon-compliance.

* Need evaluation andre-evaluation.

e Need forsummarisation.

I dentification of the problem properly and need for ability to manage the problem properly at al levels.
Conflict in organisation is inevitable. Managers cannot avoid conflict problems and need to have the
skills to resolve them appropriately.
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643 Techniques of ConflictResolution
There are the numbers of techniques for conflict resolution:

» Bargaining/Negotiating: Bargaining means of reaching agreement or settlement through give and take,
often synonymous with negotiation. Lulofs (1994) makes the distinction that bargaining refers to business
contexts, usually involving money, and negotiation refers to all othercontexts.

e Bargaining range/Settlement range: In a single issue negotiation, the range of overlap in solutions where
both partieswouldpreferasettlementtonosettlement.Forexample,PartyAhasacartosellandisasking$5,000,
butwillactuallybesatisfiedwithaslittleas$4,300.PartyBwishestopurchasethecarandhasaninitialdesire to pay
no more than $4,000, but is willing to pay as much as$4,600.

* Negotiatedrulemaking(NEG-REG):Representativesofagenciesandprivatestakeholdersarebroughttogether to
negotiate new government rules or regulations.

* Negotiator'sdilemma/Claimingvalue:Claimingvalueisthetakingofresourcesduringaconflictornegotiation; the
opposite of creating value which is the discovery or invention of options or resources. The negotiator’s
dilemma knows when to create value and when to takevalue.

Mediation,asusedinlaw,isaformofalternativedisputeresolution(ADR),isawayofresolvingdisputesbetween
two or more parties. A third party, the mediator assists the parties to negotiate their own settlement
(facilitative

mediation).lnsomecases, mediatorsmayexpressaviewonwhatmightbeafairorreasonabl esettlement,generall
y

whereal lthepartiesagreethatthemediatormaydoso(eval uativemediation).Mediationhasastructure,timetable
anddynamicsthat“ordinary”’negotiationlacks. Theprocessisprivateandconfidential. T hepresenceofamediat
or isthe key distinguishing feature of the process. There may be no obligation to go to mediation, but in
some cases, any settlement agreement signed by the parties to a dispute will be binding onthem.

644 Ten Steps in ConflictResolution
Here are the ten steps with a few thoughts on each:

* Set a time and place for discussion: In most cases blogging conflict happens in posts and comments
between bloggers. This is something which one actually enjoy (if done well) but is also something of a
problem for constructive resolution (due to its public nature and the fact that conflict rarely stays between
two people). If a comment thread is becoming destructive ,one generally attempts to take the discussion
to a more private setting either via email or IM. Doing this tends to take some of the sting out of the
interaction. Also to set up a discussion for some point in the future helps to give each party a little space to
calm down and approach the interaction morereasonably.

* Define the problem or issue of disagreement: Many online conflicts tend to spill out into related topics to
the pointwherepartiesendupnotreallyknowingwhatthey’refightingaboutatall. Attemptingtokeepadiscussion
to one main point (at a time) can mean you’re more likely to move through it and then tackle another issue.

* How do you each contribute to the problem?: Conflict is rarely a result of one person solely being at fault in
a situation. Communicating to each other not only what the other person has done wrong but identifying
your own failings can be a humbling experience and usually brings you a long way closer to resolving
theissue.

» Listpastattemptstoresolvetheissuethatwasnotsuccessful:Asbloggingconflictsdon’tusuallycomeoutof longer
term relationships this might not be as relevant. However, there are occasions where the same issues
surfaceagainandagainanditcanbehelpfultoidentifypreviousoccasionsandlookatwhattheresolutionwas.
Identifying patterns of conflict can be quite illuminating (you might just learn a thing or two about yourself
when doingit).

* Brainstorm; list all possible solutions: When people fight they generally push one argument or solution
upon
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othersandarenotwillingtoentertaintheideathattheremightbeotherpossiblesolutions.Listingthealternative
opinions and solutions can help both parties to findcompromise.

Discussandevaluatethesepossiblesolutions:Talkingoverthealternativesinaneutralandobjectivewayhelps both
parties to see the pros and cons of different ways of thinking. This is where the assertiveness and active
listening skills that we unpacked yesterday come to thefore.

» Agreeononesolutiontotry:Insomecasesthereisno‘solution’needed(otherthantoagreetodisagreeandto
moveon)howeverinsomecasestheremightbemore.Agreeinghowandwhentofinishtheconflictisimportant
andstopsthoselingeringflamewarswhereneitherpartyiswillingtolettheotheronehavethefinalword.
©@Agree on how each individual will work toward this solution: If there’s some sort of agreement on

the resolution to agree to how each person will contribute to it is important so that there is
accountability around it.

* Set up another meeting. Discuss your progress: Find that when you’ve had a blog conflict with someone and
havemovedtosomepointofresolutionthatitcanbehelpfultoprivatelycontactthepersonlaterontodebrief on it
and to see if there is any further resolutionneeded.

* Reward each other as you each contribute toward thesolution

645 Components of ConflictResolution

There are some components for conflict resolution, some of them are explained below:
Get in touch with your feelings

Animportantcomponentofconflictresolutioninvolvesonlyyouknowinghowyoufeel andwhyyoufeelthat way.
It may seem you’re feelings should already be obvious to you, but this isn’t always the case. Sometimes
we feel angry or resentful, but don’t know why. Other times, we feel that the other person isn’t doing
what they ‘should,” but we aren’t aware of exactly what we want from them, or if it’s even reasonable.
Journaling can be an effective
waytogetintouchwithourownfeelings,thoughtsandexpectationssowear ebetterabletocommunicatethemto
the other person. Sometimes this process brings up some pretty heavy issues, and psychotherapy can
behelpful.

Hone your listening skills

Whenitcomestoeffectiveconflictresolution,howeffectivel ywelistenisatleastasimportantashoweffectively
we
expressourselves.It’svitaltounderstandtheotherperson’sperspective,ratherthanjustourown, ifwearetocome
to a resolution.. Good listening also helps for you to be able to bridge the gap between the two of you,
understand wherethedisconnectlies,etc.Unfortunately,activelisteningisaskillthatnoteverybodyknows,and
it’scommon for people to think they’re listening, while in their heads they’re actually formulating their
next response,thinking to themselves how wrong the other person is, or doing things other than trying to
understand the other person’s perspective. It’s also common to be so defensive and entrenched in your
own perspective that you literally can’t hear the other person’s point ofview.

Practice assertive communication

Communicatingyourfeelingsandneedsclearlyisal soanimportantaspectofconflictresolution. A syouprobabl
y know, saying the wrong thing can be like throwing fuel on a fire, and make a conflict worse. The
important thing torememberistosaywhat’s
onyourmindinawaythatisclearandassertive,withoutbeingaggressiveorputting

theotherpersononthedefensive. Oneeffectiveconflictresolutionstrategyistoputthingsintermsofhowyoufeel
rather than what you think the other person is doing wrong, using ‘I feel’statements.

Seek a solution
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Onceyouunderstandtheotherperson’sperspective,andtheyunderstandyours, it’stimetofindaresolutiontothe
conflict a solution you both can live with. Sometimes a simple and obvious answer comes up once both
parties
understandtheotherperson’sperspective.Incaseswheretheconflictwasbasedonamisunderstandingoral ackof
insight to the other’s point of view, a simple apology can work wonders, and an open discussion can
bring people closertogether.

Other times, there is a little more work required. In cases where there’s a conflict about an issue and
both people
don’tagree,youhaveafewoptions:Sometimesyoucanagreetodisagree,othertimesyoucanfindacompromise
ormiddleground,andinothercasesthepersonwhofeel smorestronglyaboutanissuemaygettheir  way,withthe
understandingthattheywillconcedethenexttime. T hei mportantthingistocometoaplaceofunderstanding,and
try to work things out in away that’s respectful to all involved.

Know when it’s not working

In case you find that the things are not working, it’s advisable to put some distance in the relationship,
or cut ties completely. In cases of abuse, for example, simple conflict resolution techniques can only
take you S0 far, and
personal saf etyneedstotakepriority.Whendealingwithdifficultfamilymembers,ontheotherhand,addingaf ew
boundariesandacceptingtheotherperson’slimitationsintherelationshipcanbringsomepeace.Infriendshipsth
at are unsupportive or characterised by ongoing conflict, letting go may be a great source of stress
relief. Only you can decide if arelationship can be improved, or should be letgo.

Unhealthy responses to conflict Healthy responsesto conflict

An inability to recognise and respond to thethings | The capacity to recognise and respond to the things
that matter to the other person that matter to the other person

Explosive, angry, hurtful, and resentful reactions Cam, non-defensive, and respectful reactions

The withdrawal of love, resulting in rejection, A readiness to forgive and forget, and to move past
isolation, shaming, and fear of abandonment the conflict without holding resentments or anger
Aninability to compromise or see the other The ability to seek compromise and avoid

person’s side. punishing

Thefear and avoidance of conflict; the expectation | A belief that facing conflict head is the best thing
of bad outcomes for both sides

Table 6.1 Healthy and unhealthy ways of managing and resolving conflict

Conflict triggers strong emotions and can lead to hurt feelings, disappointment, and discomfort. When
handled in an unhealthy manner, it can cause irreparable rifts, resentments, and break-ups. But when
conflict is resolved in a healthy way, it increases our understanding of one another, builds trust, and
strengthens our relationship bonds.

If you are out of touch with your feelings or so stressed that you can only pay attention to a limited
number of emotions, you won’t be able to understand your own needs. If you don’t understand your
needs, you will have a
hardtimecommunicatingwithothersandstayingintouchwithwhatisreal lytroublingyou. Forexample,couples

oftenargueaboutpettydifferencesthewayshehangsthetowel s,thewayhepartshishairratherthanwhatisreally
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bothering them. The successful resolution of conflict depends on the abilityto:

* Manage stress quickly while remaining alert and calm. By staying calm, you can accurately read
andinterpret verbal and nonverbal communication.

* Control your emotions and behaviour. When you are in control of your emotions, you can communicate
your needs without threatening, frightening, or punishingothers.

* Pay attention to the feelings being expressed as well as the spoken words ofothers.

* Be aware of and respectful of differences. By avoiding disrespectful words and actions, you can resolve the
problemfaster.

In order to do this you will need to learn and practice two core sKills:
* The ability to quickly reduce stress in the momentand

* The ability to remain comfortable enough with one’s emotions to react in constructive ways even in the
midst of an argument or a perceivedattack.

Being able to manage and relieve stress in the moment is the key to staying balanced, focused, and in
control, no
matterwhatchallengesyouface.l fyoudonotknowhowtostaycenteredandincontrolofyourself,youwillbecom

e overwhelmed in conflict situations and unable to respond in healthyways.

646 Stressand Resolution ofConflict

Let’s discuss about the stress and resolution of conflict:

* Accurately read another person’s nonverbalcommunication
* Hear what someone is reallysaying

* Be aware of your own feelings

* Beintouch with your deep-rootedneeds

e Communicate your needs clearly

Thebestwaytorapidlyandreliablyrelievestress(ifyoudon’thavesomeonecloseathandtotalkto)isthroughthe
senses. sight, sound, touch, taste, and smell. But each person responds differently to sensory input, so
you need to find things that are soothing to you. The most important information exchanged during
conflicts and arguments is
oftencommunicatednonverbally.Nonverbal communicationisconveyedbyemotional ly-
drivenfacialexpressions, posture, gesture, pace, tone and intensity of voice.

The most important communication is wordless

Whenpeopl eareupset,thewordstheyuserarelyconveythei ssuesandneedsattheheartoftheproblem.Whenwe
listenforwhatisfeltaswellassaid,weconnect moredeeplytoourownneedsandemotions,andtothoseofother
people. Listening in thisway also strengthens us, informs us, and makes it easier for othersto hearus.

When you’re in the middle of a conflict, paying close attention to the other person’s nonverbal signals
may help you figure out what the other person is really saying, respond in a way that builds trust, and
get to the root of the problem. Simple nonverbal signals such as a calm tone of voice, a reassuring
touch, or an interested or concerned facial expression can go a long way towards relaxing a tense
exchange.

Y ourabilitytoaccuratel yreadanother persondependsonyourownemotional awareness. Themoreawareyouare

of yourownemotions,theeasieritwillbeforyoutopickuponthewordlesscluesthatrevealwhatothersarefeeling.
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Oncestressandemotionarebroughtintobalance, yourcapacityforjoy,pleasureandplayful nessisunleashed.Joy
isadeceptivelypowerfulresource. Studiesshowthatyoucansurmountadversity,aslongasyoucontinuetohave
moments of joy. Humour plays a similar role when the challenge you’re facing isconflict.

You can avoid many confrontations and resolve arguments and disagreements by communicating in a
playful or
humorousway.Humourcanhel pyousayt hingsthatmightotherwisebedifficulttoexpresswithoutcreatingaf | ap.
However,it’simportantthatyoul aughwit htheother person,notatthem.Whenhumourandplayisusedtoreduce
tension and anger, reframe problems, and put the situation into perspective, the conflict can actually
become an opportunity for greater connection andintimacy.

M anagingandresolvingconflictrequirestheabilitytoquicklyreducestressandbringyouremotionsintobalance
. It is possible to ensure that the process is as positive as possible by sticking to the following conflict
resolution guidelines: Listen for what is felt as well as said. When we listen we connect more deeply to
our own needs and emotions, and to those of other people. Listening in this way also strengthens us,
informs us, and makes it easier for others to hear us.

Make conflict resolution the priority rather than winning or “being right”. Maintaining and
strengthening the relationship, rather than “winning” the argument, should always be your first priority.
Be respectful of the other
personandhisorherviewpoint.Focusonthepresent.Ifyou’reholdingontooldhurtsandresentments,yourability
toseetherealityofthecurrentsituationwillbeimpaired.Ratherthanlookingtothepastandassigningblame,focus
on what you can do in the here and how to solve theproblem.

Pickyourbattles.Conflictscanbedraining,soit’simportanttoconsiderwhethertheissuei sreal lyworthyofyour
time and energy. Maybe you don’t want to surrender a parking space if you’ve been circling for 15
minutes. But if there are dozens of spots, arguing over a single space isn’t worth it. Be willing to
forgive. Resolving conflict is
impossibleifyou’reunwillingorunabletoforgive.Resolutionliesinreleasingtheurgetopunish,whichcannever
compensate for our losses and only adds to our injury by further depleting and draining our lives.

Know when to let something go. If you can’t come to an agreement, agree to disagree. It takes two

people to keep
anargumentgoing.l faconflictisgoingnowhere, youcanchoosetodisengageandmoveon.Whethertheconflict
is a classroom real-life simulation exercise or an on-going emotional experience, learning ways to
resolve issues
andcollaborativel yworkthroughresponsesandsolutionswillteachyouskill sthatcanbeappliedinothersettings.
It can help you:

* acceptdifferences

* recognise mutual interests

* improve persuasionskills

* improve listeningskills

* break the re-active cycle or routine

* learn to disagree withoutanimosity

*  build confidence in recognising win-winsolutions

e recognise/admit to/process anger and other emotions

* solveproblems
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In groups of people with various temperaments, philosophies and personalities, there is bound to be
interpersonal conflicts. An interpersonal conflict may be any form of confrontation or interaction
between groups that hinders the achievement of group goals. In a school setting where persons work
closely and where job functions demand constant communication, some relationships will inevitably be
wrought with conflicts. Conflicts can:

* causestress

* cause frustration

* cause hostility

* resultinimpaired or bad judgment

* restrict freedom

* use valuableenergy

* influence other workersnegatively

* resultin lack of confidence in principal oradministrator

* detract from the attainment of goals and objectives

Some reasons for conflicts include:

*  Cognitive dissonance: A conflict between convergent and divergentthinking.

*  Status: When there is a need for status, such as the “wrong” person beingpromoted.

* Economics: Insufficientremuneration.

* Leadership styles: Differences in leadership styles inadministration.

* Stress: Conflicts from stress from external sources; i.e., functional or dysfunctionalsituations.
*  Power struggle: Conflict from power struggle when all want to lead and none want tofollow.

* Inappropriateassignmentofadministrativeleadership:Conflictresultingfromsomeoneoflessstatureleading a
more qualified and experiencedworker.

* The application and interpretation of rules and policies.
* Assessment of employeeperformance.

* Allocation of resources andprivileges.

There are two types of conflict:
*  Substantiveconflict

e Affectiveconflict

A substantive conflict is associated with the job, not individuals, while an affective conflict is drawn from
emotions

6.5 Conflict Resolution Techniques
The choice of an appropriate conflict resolution technigue depends on a number of factors including:

*  Why the conflictoccurred?
* The relation between the conflictingparties

* The relationship between the principal and the conflictingparties

Most of these techniques rest on one model which consists of four steps:
* Identify or clarify the issues

* Search for sharedvalues

*  Explore possiblesolutions
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e Select the solution that satisfies those who have theconflict

651 PreventativeTechniques

Several techniques fall within this category: Personal qualifications of the principal, promoting and becoming
involved in morale-boosting social events for staff, students, and parents
promotingeffectiveup-downanddown-

upcommunicationalteringbehaviourthroughmotivational seminars,peer evaluation, mentoring, etc.

The principal must possess the qualities that enhance good working relationships among staff members.
These

qualitiesincludeknowledgeofgroupdynamics,motivational skills, persuasiveness,organi sational sensitivity,
ethnic and cultural awareness, and objectivity, a sense of humour, listening skills, and compassion. The
principal must
showahighdegreeofloyaltyandrespecttoall concerned. Shemustbeabl etomakewiseandintel ligentdecisions
and possess some analyticalskills.

652 OtherTechniques

These techniques include but are not limited to:
* Integration

* Consensus management

*  Expansion of resources

*  Compromise

* Negotiation

* Changing the formal structure of thegroup
* Identification of similar goals andobjectives
* Changing the formal structure of thegroup
*  Problemsolving

*  Super-ordinategoals

*  Smoothing

* Authoritativecommand

* Altering of the humanvariable

Authoritative command

This is based on the formal authority vested in the leader and the tendency of subordinates to obey the
leader’s command.lItisverysuccessfulinachievingshort-
termreducedlevel sofconflict.ltsmajorweaknessisthatitdoes not treat the cause of theconflict.

Altering the human variable

Thisisverydifficulttoachieve. Thegoalistochangethebehaviouroftheconflictingparties.l thasadual potential
effectofalleviatingthesourceoftheconflictandendingtheconflictitsel f. T hisisachievedthroughhumanrel atio
nstraining, sensitivity and awareness training. A third party is usuallyinvolved.

Altering the structural variable
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Thisisthemostsuccessfulresolutiontechnique. | tisassumedtobesobecausel eadershaveauthoritytochangethe
organisational structure or at least to have an input into such changes. This is accomplished by
exchanging group members, creating or coordinating positions, developing an appeal system, expanding
the boundaries of thegroup or theorganisation.

Integration

It is the most effective technique in cases when different goals or ideals are being sought. Integration is
achieved through face-to-face dialogue and brainstorming in order to understand the conflict and
evaluate the worth of suggestions. This technique is useful, for example, when two department heads
are at odds over the use of the facilities that one has jurisdiction over.

Consensus management

Theprincipal seeksgroupinputinthedecisionmakingprocess,especiallyintheformationandprioritisingofgoal
S. This technique is useful, for instance, when a school administration must decide on the best day to
begin internal examinations.

Compromise

Compromise sends a message of tolerance, understanding, and sympathy for both parties leaving integrity and
dignity
intact. Thisis especially applicable in teacher-parent, teacher-student, or teacher-teacher conflicts.

Negotiation

Time should be taken to understand both sides through questioning, to evaluate what is being said, and
to make decisions without being subjective. Choices should be offered after pointing out disadvantages
and benefits of
suggestions. T hisisasuitabl estrategywhendealingwithparentsofadi sruptivestudentandwhenconvincingirat

e teachers to tolerate and “accept” a difficult student back in school after a severe disciplinaryinfraction.

Problem solving

This is also known as confrontation. It seeks resolution of disagreements through face-to-face
confrontation ofthe conflicting parties. Rather than accommodating various points of view, this
approach aims at solving theproblem. It does not determine who is right, who is wrong, who wins, or
who loses. Conflict stemming from semantic misunderstanding can be quickly and effectively alleviated
in thismanner.

Super-ordinate goal

Commongoal sthattwoormoreconflictingpartieseachdesireandthatcannotbereachedwithoutthecooperation
ofthoseinvolvedarecalledsuper-

ordinategoals. Thesegoal smustbehighlyval ued,unattainablewithoutthehel p
ofallpartiesinvolvedintheconflict,andcommonlysought.Aunion-
managementdisputeillustratesthefunctioning of the super-ordinate goal. In times of economic, plenty
unions are frequently adamant in their demands. But in
numerouscaseswhereanorganisation’ssurvival hasbeenseriousl ythreatenedowingtoeconomicpressures,aun
ion has accepted pay reductions to keep the organisation in business. A compelling and highly valued
goal, survival, has preceded other, individual objectives, and temporarily resolved the labourconflict.

Smoothing
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Smoothing can be described as the process of playing down differences that exist between individuals
or groups while emphasising common interests. Differences are suppressed in smoothing, and
similarities are accentuated. When we recognise that all conflict situations have within them points of
commonality, we further recognise that smoothing represents a way in which one minimises
differences.

653 Positive Outcomes ofConflicts

Conflicts can have constructive outcomes when they are properly handled. They can:
*  Provide greater interest in the topic ofdiscussion

» Stimulate greater feelings ofidentity

* Cause attention to be drawn to the existing problems

* Cause diffusion of ideas for the solution for otherproblems

*  Promoteunderstanding

*  Motivate one to work moreefficiently

I nmanyorgani sations,amanager mustbepreparedtomanageawidevarietyoforganisational subunits.Committ
ees are one of the most common subunits found in modern organisations. Ad hoc committee and
standing committee
aretheimportantone. Taskforcei ssimilartoanadhoccommittee. | thasuniquefeatures. Taskforcesaregenerally
associated with the coordination and integration of activities between or among work units. Secondly,
task force membership may change often as new skills or inputs are needed. They also solve the conflict
considering the relevant factors in connection with theconflict.

6.6 Personality Conflict and Resolution

I nterpersonalrel ationshi psbetweenco-
workersareoneofthemostimportantfactorsinanyworkenvironmentand

thepersonalityconflictsareal eadingcauseofproblemsintheworkplace. I nthiscontext,wecansaythatthereare
some basic management skills by which conflict can be resolved. The salient points are asfollows:

* Need to be professional andcalm
* Need to learn to work as ateam
* Need propercommunication

* Need workrelationship

* Need to know about proper chain ofcommand

Summary

*  Conflict can occur at the individual, interpersonal, group and organisationallevels.
* Intra-individual conflict is mainly related tostress.

*  Anothercommonsourceofconflictforanindividualisagoalthathaspositiveornegativefeaturesortwoor
more competing goals.

* Intra-individualaspectsofconflict,theinter-personalaspectsofconflictarealsoanimportantdynamicof
interactivebehaviour.

* Thestrategiesforinter-personalresolutionincludeaproblem-solvingcollaborativeapproach,movementtoward
an open self,etc.

* Negotiation is one of the important factors for conflictresolution.
* Committee, task force, work group may help to resolve the conflict in the workplaceenvironment.
* There are so many mechanisms by which we can try to resolve the conflict in any organisational setup.

* Conflictis a natural ingredient in everyorganisation.
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Bargaining,negotiating, mediating,communicationfacilitation,etc.arethewaystoresolveconflictsconsidering
the existing scenario of the organisation.

Conflictsoccurwhenpeople(orotherparties)perceivethat,asaconsequenceofadisagreement,thereisathreat
to their needs, interests or concerns.

Participantsinconflictstendtorespondonthebasisoftheirperceptionsofthesituation,ratherthananobjective
review of it.

Conflict is a normal and necessary part of healthyrelationships.

Everyone needs to feel understood, nurtured, and supported, but the ways in which these needs are met
vary widely.

Individuals who tend towards a competitive style take a firm stand and they know what theywant.

Bargaining means of reaching agreement or settlement through give and take, often synonymous with
negotiation.
Interpersonalrelationshipsbetweenco-workersareoneofthemostimportantfactorsinanyworkenvironment
and the personality conflicts are a leading cause of problems in the workplace.

Commongoalsthattwoormoreconflictingpartieseachdesireandthatcannotbereachedwithoutthecooperation
of those involved are called super-ordinate goals.
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Chapter ViI

Change Management
Aim

The aim of this chapter isto:

* introduce change management

* elucidate the approaches to management

* explain the principles of change management

Objectives

The objectives of this chapter areto:
* explain the concept of management
» describe the characteristics of management

» define changemanagement

Learning outcome

At the end of this chapter, you will be ableto:
» determine the management functions
* understand psychological contract and people-organisationalrelationship

* identify change management and principles of change management

7.1 Introduction

Human beings, from the very beginning of their existence on this planet, have engaged themselves in
activities,
whichhaveprovidedthemabetterwayofliving.Whenpeoplefounditdifficulttoperformvariousactivitiesalone
, theysoughtco-
operationofotherswhichlaterontooktheshapeofanorganisation. Thetechnologicalinnovation,
greaterdegreeofspecialisationanddivisionoflabourresultedinlargenumberofindividual sworkingtogetheran
d getting the collective objectives accomplished through their integrated efforts. However in this
process, anagency to integrate these efforts was needed and that gave rise tomanagement.

Managementistheintegratingforceinallkindsoforganisedactivity. | tisnotuniquetobusinessorganisations, but
common to all kinds of social organisations. Management is the social process of planning, organising,
staffing, directing, coordinating and controlling for the determination and achievement of organisational
objectives in a dynamic environment.
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7.2 Definition of Management
There are various definitions about management, which are as given below:

*  Management is the function of executive leadershipeverywhere.

* Managementistheprocessofgettingthingsdonethroughtheagencyofacommunity.Thefunctionsof
management are handling a community to fulfill the purposes for which it exists.

* Managementisatechniquebymeansofwhichthepurposesandobjectivesofaparticularhumangroupare
determined, clarified and affected.

* Thesixessentialfunctionsofmanagementareplanning,organising,directing,staffing,coordinatingand
controlling.

* Management embraces all duties and functions that pertain to the initiation of an enterprise, its financing,the
establishment of all major policies.

* Management entails the coordination of human efforts and material resources towards the achievement of
organisationalobjectives.

* Management is the art of directing and inspiringpeople.
* Management is the art of getting things done through the efforts of otherpeople.

* Management is the art and science of organising and directing human efforts applied to control the forcesand
utilise the materials of nature for the benefit of man.

7.3 Approaches of Management
The three approaches in which management can be defined are as follows:

* Management as a field of study: It includes principles, techniques, functions andproblems.

* Management as a team or class of people: It includes individuals who perform the managerial activities in
the organisation and the actions performed by them which come under managerialactivities.

* Management as a process: In studying the management process, various managerial activities take place as
a basis for defining management. There are two ways of identifying managerial activities. One is inductive
and other is deductive.

* Inductive method means management is what manager does. Under deductive method, we can classify
total activities of the organisation as managerial or non-managerial oroperative.

7.4 Nature of Management
The concept of management is universal. The nature we can analyse in the context of it being:

* an economic resource,
* asystem ofauthority,
e aclass of team,

* ascience or art,and

* aprofession.

74.1 Management: An EconomicResource

There are five factors of production, viz., land, labour, capital, management and entrepreneur. These
factors are classified as human and non-human factors in organisation.

74.2 Management: A System ofAuthority

Management is a system of authority. A system can be defined as a set of things can be defined as a set
of things connected or interrelated and interdependent so as to form a complex unity. The authority may
be defined as the legal right to command others to act or not to act in a prescribed manner.
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74.3 Management: A Class, Team orGroup

Here,werefermanagementasindividual sorgroupofindividual soccupyingmanagerial positionsandperformin
g managerial functions. Theseare:

* paternal or family management,
* political management, and

* professional management.

744 Management: Science orArt

I tissaidthat managementistheoldestofartandtheyoungestofscience. | tisasciencebecauseitevol vesanduses
certain principles. It is an art because it requires continuous practice to get the desired results in the
bestway.

745 Management: AProfession

Managementisacomparativelynewfiel dofknowledgeandhasbeendevel opedasaresultofrapidindustrialisati
on. It isincreasingly being treated as a profession because of the need for acquiring management skills
to solve the complex problems oforganisations.

7.5 Management Principles

Management has been defined as science, though an inexact science. It means that managerial functions are based
on certain principles. Principles are fundamental truths which establish cause and effect relationship of

a function andtheoryisasystematicgroupingofinter-
relatedprinciples. Thesignificantpointsinthiscontextwecanmention are as follows:

* Toincreaseefficiency
* Tocrystallise the nature ofmanagement
* Tocarry onresearches

* Toattain socialobjectives

7.6 The Management Functions
The main functions are planning, organising, staffing, directing, coordinating and controlling.

7.6.1 Planning

Planning is the most fundamental and the most pervasive of all the managerial functions. It includes:
» determination of long and short-rangeobjectives,

* development of strategies and courses of actions for the achievement of these objectives,and

o formulation of policies, procedures, rules etc., for the implementation of strategies andplans

7.6.2 Organising
Organising involves the following list:
* identification of activities required for the achievement of objectives and implementation ofplans,
* grouping of activities so as to create self-containedjobs,
* assignment of jobs to employees,
» delegation of authority,and

» establishment of coordinating relationships.

Organising process results in a structure of the organisation. It comprises organisational positions,
accompanying tasks and responsibilities and a network of roles and authority-responsibility
relationships.

98/JNU



7.6.3 Staffing

Staffing process comprisesof:

* man-power planning

* recruitment

* selection, induction andorientation

* transfer, promotion and terminationand

* employee training and development

7.6.4 Directing

It is the function of leading the employees to perform efficiently and effectively and contribute their optimum to
the

achievement of organisational goals. It includes the sub-function of leadership, motivation and communication.

7.6.5 Coordinating

Coordinating is the integrating function. It is the process of tying together all the parts of the
organisation so that they all pull in the direction of organisational goals. It includes the following sub-
function:

* keeping authority and responsibility relationships clearlydefined

* unity of direction

* unity of command and

o effective communication and effectiveleadership

7.6.6 Control

Control involves:

* measurement of performance against predetermined goals
* identification of deviation from these goalsand

* corrective action to rectify deviation

Management performs all these functions in interaction with its environment. In the course of
performing these functions, it is influenced by as well as it influences its environment. Management
theory and principles have universal applicability to all kinds of organisations, operating in differing
socio-cultural environments. They are transferable from developed to underdeveloped countries.
Without people there can be no organisation and no meaningful activity.

Organisations can only achieve their aims and objectives through the coordinated efforts of other
members. It is
thejobofmanagementtogetthingsdonethroughotherpeople.Thisinvol vestheeffectivemanagementof human

resources.|tispeoplewhoarebeingmanagedandpeopl eshoul dbeconsi deredinhumanterms.Humanbehaviour
is the end result of a multiplicity of influences, many of which are hard to identify, so they need to be
measured scientifically under experimentalcontrol.

7.7 Change Management

Change management is a structured approach to transitioning individuals, teams as well as organisations
from current state to a desired future state. In this context, we can consider organisational change. The
important types of organisational changes are mainly,

» strategicchanges
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* technological changes
e structural changesand

* changes in the attitudes and behaviours of personnel.

Aneffectivechangemanagementplanneedstoaddressal lthedimensionsofchange. Organi sationsconsistofpeo
ple

whoareunitedbyacommonpurpose. Tomeettheobjectivesofanorganisation,astructureiscreated, maintained
and used. Generally, there are three levels of organisations, whichare:

e strategic
* managerial and

* operating

Atthestrategiclevel,policiesareformul ated,goal saresetandobjectivesareformed. Strategiesareal sodesignedt
0
achievetheobjectivestakingintoconsiderationtheenvironmentalinfluencesontheorganisation.Atthemanage
ment level, the programs regarding the procurement and allocation of all types of resources are
formulated to achieve the strategies and objectives. At the operating level, the programs are
implemented, i.e., the actual operations are carried out in the process of day-to-day activities in order to
carry out the strategies and achieve the objectives. Human resources have a plus value in that they can
convert the disorganised resources into a useful, productive
organisation.Forsmoothrunningoftheorganisationandal sofororganisational development, effectivemanage
ment is desirable.

7.8 Issues about Change Management

Change management entails thoughtful planning and sensitive implementation, and above all, consultation with,
and involvement of, the people affected by the changes. If change is forced on people, normally
problems arise. Change must be redistic, achievable and measurable. These aspects are especially

relevant to managing personal
changes.Beforestartingorganisational change,themanagershouldask himsel fwhatisitonewantstoachievewit
h thischange, why,

andhowwillwek nowthatthechangehasbeenachieved?Also,theotherquestiontobeaskedis
whoareaffectedbythischange?andhowwilltheyreacttoit ?A ndwhethertheamountofchangebeingvisualised
could be achieved by the organisation and what parts of the change would the organisation need help
with? These aspects also relate strongly to the management of personal as well as organisationalchange.

Changeshouldnotbesoldtopeopleasawayofaccelerating ‘agreement’andimplementation. ‘Selling’changeto

peopleisnotasustai nabl estrategyforsuccess, unlesstheaimoft heorgani sationistofaceproblemsatsometime in
the future when least expected. Instead, change needs to be understood and managed in a way that
people can cope effectively with it. Change can be unsettling, so the manager logically needs to be a
settlinginfluence.

Itisimportanttofindoutifpeopleaffectedbythechangeagreewith,oratleastunderstand,theneedforchange,and
have a chance to decide how the change will be managed, and to be involved in the planning and
implementation ofthechange. Forthis,face-to-
facecommuni cationmustbeused,sothatsensitiveaspectsoforganisationalchange management could be
handled effectively. The managers in the organisation must be encouraged to communicate face-to-face
with their people when one has to manage an organisational change. E-mail and written notices are
extremely weak at conveying and developingunderstanding.
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Wheretherei saneedtomakeachangequickly, probethereasonsandaskthequestioniftheurgencyisreal . Will
theeffectsofagreeingamoresensibletimeframereal lybemoredisastrousthanpresidingoveradisastrouschange
? Quick changes prevent proper consultation and involvement, which lead to difficulties that take time
toresolve.

Forcomplexchanges,theorganisationmustensurethattheyaugmentthischangewithconsultativecommunicat
ions

soastomakethepeopl eagreeandgai nsupportforthereasonsforthechange. nvolvingandinformingpeopleal so
createopportunitiesforotherstoparticipatei nplanningandi mplementingthechanges,whichlightenstheburde
n, spreads the organisational load, and creates a sense of ownership and familiarity among the people
affected. For
organisational changethatentail snewactions,objectivesandprocessesforagrouporteamofpeople,theorgani sat
ionmustuseworkshopstoachieveunderstanding,involvement,plans, measurabl eaims,actionsandcommitme
nt.The

managementteamshoul dbeencouragedtouseworkshopswiththeirpeopletooiftheyarehel pingthemtomanage
the change.

Theorganisationshouldevenapplytheseprinciplestoverytoughchanges,likemakingpeopleredundant,closur

es and integrating merged or acquired organisations. Bad news needs even more careful management
than routine
change.Hidingbehindmemosandmiddlemanagerswillmakemattersworse. Consultingwithpeople,andhel pi

ng them to understand does not weaken the management’s position, rather it would strengthen it.
Leaders who fail to consult and involve their people in managing bad news are perceived as weak and
lacking in integrity. If the management must treat people with humanity and respect and they
willreciprocate.

I tmustberememberedthatthechiefinsecurityof moststaffischangeitsel f. Seniormanagersanddirectorsresponsib
le

formanagingorganisational changedonot,asarule, fearchange. Theygenerall ythriveonit. Sothemanagement
mustrememberthatitspeopledonotrelishchange,andtheyfinditdeeplydisturbingandthreatening. Thepeople’
sfear of change isas great as one’s own fear offailure.

7.8.1 Responsibility for ManagingChange

Theemployeedoesnothavearesponsibilitytomanagechange. Theresponsibilityoftheemployeeisactuallytod

o their best, which is different for every person and depends on a wide variety of factors (health,
maturity, stability, experience, personality, motivation, etc.) Responsibility for managing change is with
management and executives of the organisation. They must manage the change in away that employees
can cope with it. The manager has a responsibility to facilitate and enable change. The management
must help people to understand reasons, aims,and
waysofrespondingpositivelyaccordingtoemployees’ownsituationsandcapabilities.Increasinglythemanage
r’s role is to interpret, communicate and enable. He should not instruct and impose, which nobody
really responds to well.

7.8.2 Change must Involve thePeople

I notherwords,changemustnotbeimposedonpeopl e.l f peoplearenotapproachingtheirtasksortheorganisation
effectively,thentheorgani sationhasthewrongmindset, notthepeople. Changes,suchasnewstructures,policies

targets,acquisitions,disposals,re-
Iocatlonsetc ,alcreatenewsystemsandenvironments,whichneedtobeexplained to people as early as
possible, so that people’s involvement in validating and refining the changes themselves can be
obtained. Whenever an organisation imposes new things on people, there will be difficulties.

Participation, involvement and open, early, full communication are the importantfactors.
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Staffsurveysareahel pfulwaytorepairdamageandmistrustamongstaffprovidedthemanagemental lowspeople
tocompletethemanonymously,andpublishandactonthefindings.M anagementtraining,empathyandfacilitati

ve capabilityarepriorityareas-managersarecrucialtothechangeprocess-
theymustenableandfacilitate,notmerely convey and implement policy from above, which does not work.
Change cannot be imposed. In fact people and

teamsneedtobeempoweredtofindtheirownsolutionsandresponses,withfacilitationandsupportfrommanager
s, and tolerance and compassion from the leaders and executives.

Management and leadership style and behaviour are more important than clever process and policy.
Employees

needtobeabl etotrusttheorgani sation. T hel eader mustagreeandworkwiththesei deas,orchangeislikel ytobe
very painful, and the best people will be lost in theprocess.

7.8.3 Change ManagementPrinciples
These are as follows:

* At all times involve and agree support from people within system (system = environment, processes,
culture, relationships, behaviours, etc., whether personal ororganisational).

* Understand where the organisation is at themoment.

* Understand where the management wants to be, when, why, and what the measures will be for having got
there.

* Communicate, involve, enable and facilitate involvement from people, as early and openly and as fully as is
possible.

There are mainly ten principles of change management. These are as follows:
* Address the human sidesystematically

e Start at thetop

* Involve every layer

*  Make the formalcase

* Create ownership

*  Communicate the message

* Assess the culturallandscape

* Address cultureexplicitly

* Prepare for theunexpected

* Speak to theindividual

Actuallychangemanagementgrewfromtherecogniti onthatorganisationsarecomposedofpeopleandthebehav
iour of people make up the outputs of anorganisation.

7.8.4 John P Kotter’s ‘Eight Steps to SuccessfulChange’
American John P Kotter is a Harvard Business School professor and leading thinker and author on

organisational
changemanagement.EachstageacknowledgesakeyprincipleidentifiedbyKotterrelatingtopeople’sresponse
and approachtochange,inwhichpeoplesee, feelandthenchange. Kotter’seight-

stepchangemodel canbesummarised as:

* Increase urgency: Inspire people to move, make objectives real andrelevant.
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Build the guiding team: Get the right people in place with the right emotional commitment, and the right
mix of skills andlevels.

Getthevisionright:Gettheteamtoestablishasimplevisionandstrategyfocusonemotionalandcreative
aspects necessary to drive service and efficiency.

Communicateforbuy-in:Involveasmanypeopleaspossible,communicatetheessentials,simply,andtoappeal and
respond to people’sneeds.

De-clutter communications: Make technology work for you rather thanagainst.

Empower action: Remove obstacles, enable constructive feedback and lots of support from leaders - reward
and recognise progress and achievements.

Createshort-termwins:Setaimsthatareeasytoachieveinbite-sizechunks.Manageablenumbersofinitiatives.
Finish current stages before starting newones.

Don’tletup:Fosterandencouragedeterminationandpersistence—ongoingchange-encourageongoingprogress
reporting - highlight achieved and future milestones.

Make change stick: Reinforce the value of successful change via recruitment, promotion, and new change
leaders. Weave change intoculture.

7.8.5 Organisational Change, Training andLearning

Here are some modern principles for organisational change management and effective employee
training and
development. Theseprinciplesareforforwardthinkingemotional lymatureorganisations,whoval ueintegritya
bove results, and people above profit. Do you train or do you facilitate learning? There is a
bigdifference:

* ‘Training’impliesputtingskillsintopeople,whenactuallyweshouldbedevelopingpeoplefromtheinsideout,
beyond skills, i.e., facilitatinglearning.

* So, focus on facilitating learning, not imposingtraining.

* Emotional maturity, integrity, and compassion are more important than skills and processes. If you are in
any doubt,analysetherootcausesofyourorganisation’ssuccessesandyourfailures-theywillneverbeskillsand
processes.

* Enable and encourage the development of the person - in any way that youcan.

* Givepeoplechoice:wealllearnindifferentways,andweallhaveourownstrengthsandpotential,waitingto

be fulfilled.

Talkaboutlearning,nottraining. Focusontheperson, fromtheinsideout, nottheoutsidein;andofferopportunitie
s for people to develop as people in as many ways youcan.

7.8.6 Organisational Change, Training and Development and‘Motivation’

Conventional organisational change, which typically encompasses training and development, and
‘motivation’,

mostlyfails,becausepeoplel ookatthingsinadifferentway.Bossesandorganisationsstilltendtothinkthatpeople
whoaremanagedandemployedandpaidtodoajobshoulddowhatthey’retoldtodo.We  areconditionedfroman
earlyagetobelievethatthewaytoteachandtrain,andtomotivatepeopletowardschangingwhattheydo,istotell
them,orpersuadethem.Fromourexperiencesatschool ,weareconditionedtobelievethatskills,knowledge,and
expectations are imposed on or ‘put into’ people by teachers, and later, by managers and bosses in
theworkplace.

Butjustbecausethebosssaysso,doesn’tmakeitso.Peopletodayhaveadifferentperspective.l mposingnewskill
s and change on people doesn’t workbecause:

* Itassumesthatpeople’spersonalaimsandwishesandneedsarecompletelyalignedwiththoseoftheorganisation,
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or that there is no need for suchalignment.

* It assumes that people want, and can assimilate into their lives, given all their other priorities, the type of
development or change that the organisation deems appropriate forthem.

7.9 Consent to Change

I tisnoteasytogettheemployeesconsenttochange. | nstead,organisations, manager s,bossesandbusinessowners
woulddobettertothinkfirstaboutexploringwaystoaligntheai msofthebusi nesswiththeneedsoftheirpeople.
The following facts must be kept in mind.

7.9.1Fact1
People will never align with bad aims. Executive greed, exploitation, environmental damage, inequality,
betrayal, fal sepromisesar etransparentforall decentpersonstosee. Re-assessandre-

aligntheorganisation’saims,beliefs, integrity - al of it — with those of people’s. Then, they might begin
to be interested in helping with new skills and change, etc.

7.9.2 Fact 2
People can’t just drop everything and ‘change’, or learn new skills, just because the management says
so Even if

theywanttochangeandlearnnewskills,theyhaveawholerangeofissuesthatkeepthemful lyoccupi edformost
of their wakinghours.

Thereasonwhyconsultingwithpeopleisratheragoodideai sthatitsavesthemanagementfromitselfandfromits
own wrong assumptions. Consulting with people does not mean that the management hands over
theorganisation.

Consulting with people gives the management and workers a chance to understand the implications and
feasibilityofwhatthemanagementthinksneedsdoing. Andasidefromthis,consultingwithpeople,andhel pingt
hem

toseethingsfrombothsidesgeneral l ythrowsupsomeverygoodideasfordoingthingsbetterthanthemanagemen
t could have dreamt of by itself. It helps the management to see from both sidestoo.

7.9.3Fact 3
Organisations commonly say they do not have time to reassess and realign their aims and values, etc.,
or do not

havetimetoconsultwithpeopleproperly, becausetheorgani sationisontheedgeofacrisis.Organisationsgetinto
crisis because they ignore facts one and two. Ignoring these facts again will only deepen thecrisis.

Crisisis no excuse for compromising integrity. Crisis isthe best reason to realign management aims and
consult with people. Crisis is indicative of wake-up and changes the organisation and its purpose and
not change the people. When an organisation is in crisis, the people are amost aways okay. So,
whatever way one looks at the organisational change, one is deceiving oneself that one can come up
with a plan for change and then simply tell or persuade people to implement it.

Instead,theymuststartbylookingattheirorganisation’saimsandvaluesandpurposes. W hatdoestheorganisatio
n actually seek to do? Whom does the organisation benefit? And whom does it exploit? Who are the
winners, and who are the losers? Does the organisation have real integrity? I's the management proud of
the consequences and
implicationsofwhattheirorgani sationdoes?Willthemanagementberememberedforthegoodthattheydid?An

d what do people in the organisation say to themselves about the way they are managingchange?
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7.10 Five Basic Principles and How to Apply Them forChange?

Change management is a basic skill in which most leaders and managers need to be competent. There
are very
fewworkingenvironmentswherechangemanagementisnotimportant. \Whenl eader sormanagersareplanningt
0 manage change, there are five key principles that need to be keeping inmind:

» Different people react differently tochange

* Everyone has fundamental needs that have to be met

* Change often involves a loss, and people go through the ‘loss curve’
* Expectations need to be managed realistically

*  Fears have to be dealtwith

Here are some tips to apply the above principles when managing change:

* Give people information. That is, they have to be open and honest about the facts, but at the same time
need not give over-optimistic speculation. It is important to meet their openness needs, but in a way that
does not set unrealisticexpectations.

* For large groups, the management must produce a communication strategy that ensures information is
disseminated efficiently and comprehensively to everyone. It must be ensured that the grapevine does not
take over. For example, the management must tell everyone at the same time. However, follow this up with
individual interviews to produce a personal strategy for dealing with the change. This helps to recognise and
deal appropriately with the individual reaction tochange.

* Peopleshouldbegivenchoicestomake,andthemanagementmustbehonestaboutthepossibleconsequences  of
those choices. They must be given enough time to express their views, and support their decision-making,
provide coaching, counseling or information as appropriate, to help them through the losses.

*  Wherethechangeinvolvesaloss,themanagementmustidentifywhatwillormightreplacethatloss.Theloss is
easier to cope with, if there is something to replace it. This will help in assuaging potentialfears.

*  Whereitispossibletodoso,theindividualsmustbegivenanopportunitytoexpresstheirconcernsandprovide
reassurances. This would help in assuaging potentialfears.

* Themanagementshouldkeepobservinggoodmanagementpractice,suchasmakingtimeforinformaldiscussion
andfeedback(eventhoughthepressuremightseemthatitisreasonabletoletsuchthingsslip.Duringdifficult times,
such practices are even moreimportant.

Where management is embarking on a large change programs, the change program should be treated as
a project. That means, the management should apply the entire rigors of project management to the
change process. I nother
words,theyshouldproduceplans,allocateresources,appointasteeringboardand/orprojectsponsor, etc. Thefiv
e principles above should form part of the project objectives. When leaders or managers are planning to
manage change, there are five key principles that need to be kept inmind:

7.10.1 Principle 1: Different People React Differently toChange

The stability and change can be considered on a continuum with stability at one extreme and change at
another extreme. Different people have different preferences for where they like to be on this spectrum.
Some people like
tobeatthestabilityendofthespectrum. Theylikethingstobethewaytheyhavealwaysbeen.Otherpeopl eliketo
beatthechangeendofthespectrum. Suchpersonsareal wayslookingforsomethingdifferentandnew.Problems
arise when the individual’s preferences differ from the situation they find themselves in. That is,if:
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* astability-oriented person finds that circumstances are changing quite rapidly,or

* achange-oriented person finds that everything is the same and there is nothingnew.

In these situations, the individuals involved can experience:
* strongdissatisfaction,
e stress,

* negative attitudes towards individuals with preferences at the other end of the spectrum (e.g., distrust,
dislike),

* resistance (to change, or to the statusquo),
* intense emotions, and

* loss of rational judgement.

7.10.2 Principle 2: Everyone has Fundamental Needs that have to beMet

A famous psychologist called Will Schutz identified three basic needs that people have in interpersonal relations.
These basic needs are also of fundamental importance in people’s reaction to change:

* The need for control
* The need for inclusion

* The need for openness

Whilst the need for these can vary between people, in any change process there is always some degree
of needfor control over one’s environment/destiny, some degree of need to be included in the process of
forming the change that is taking place, and some degree of need for managers/leaders to be open with
theirinformation.

If a change program fails to meet the control, inclusion and openness needs of the individuals affected
by it, then that program is likely to encounter a range of negative reactions, ranging from ambivalence
through resistance to outright opposition.

7.10.3 Principle 3: Change Often Involves a Loss, and People go through the ‘LossCurve’

Therelevanceofthe ‘losscurve’toachangemanagementprogramdependsonthenatureandextentoftheloss.If
someoneispromotedtoamoreseniorposition,the‘loss’oftheformerpositionisrarelyanissuebecauseithasbeen
replacedbysomethingbetter. But,ifsomeonei smaderedundantwithlittleprospectofgettinganewjob,thereare
manylosses(income, security,workingrelationships)thatcanhaveadevastatingeffect. Therearemanyvariatio
ns of the ‘loss curve’. One is known as ‘Sarah’ - that is, the individual experiences (in thisorder):

*  S-hock

* A-nger

* R-ejection

* A-cceptance

* H-ealing

The common factors amongst all ‘loss curves’ are:
g

* that there can be an initial period, where the change does not sink in; for example, feelings may be kept
high by the individual convincing themselves that the change is not going to happen

* that when the loss is realised, the individual hits a deep low; the depth of this ‘low’ is deepened if the loss is
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sudden/unexpected

* that the period of adjustment to the new situation can be very uncomfortable and take a longtime

7.10.4 Principle 4: Expectations Need to be ManagedRealistically

The relationship between expectations and reality is very important. One can see this in customer
relations, as for
example,ifasupplierfail stomeetexpectations,thenthecustomerisunhappy. | fthesupplierexceedsexpectation
S,

thenthecustomerishappy. Tosomeextent,thesameprincipleappliestostaffandchange. ftheirexpectationsare
not met, they are unhappy. If their expectations are exceeded, they are happy.

Sometimes,enforcedchangei nevitablyinvol vesthefail uretomeetexpectations. T hatis, therehadbeenanexpectati
on of job security, which has now been taken away. What leadersmanagers have to do, however, is
make sure they don’t aggravate the situation by making promises that cannot or will not be kept.
Expectations have to be set a aredlistic level, and then exceeded.

7.10.5 Principle 5: Fears have to be DealtWith

In times of significant changes, rational thoughts do not seem to function. This means that people often
fear the word, that is, they fear far more than the worst, because their subconscious minds suddenly
become illogical and see irrational consequences. Given below are a few examples of this type of
situation.

*  Our company is reducing staff, whichmeans...
*  They will make people redundant,and...

* |'ll be the first to be kicked out,and...

* Il have no hope of getting another job, and...
* | won’t be able to pay the mortgage,so...

* |'ll lose the house,so...

* My family won’t have anywhere to live,and...
* My wife won’t be able to cope,so...

e She’ll leave me,and...

* I'll be so disgraced the children won’t speak to me everagain.

Such fears need to be addressed, by helping people to recognise that most people who are made
redundant find a
betterjobwithbetterpayandhaveahugelumpsumintheirpocket. Or,whereappropriate,byexplaininghowthe
reductions in staff numbers are going to be achieved (by natural wastage or voluntaryredundancy).

7.11 Psychological Contract and People OrganisationalRelationship

Many problems in the people-organisational relationship arise not so much from what management
does, but the manner in which it is done. Often, it is not so much the intent but the manner of
implementation that is the root cause of staff unrest and dissatisfaction. Accordingly, how managers
exercise the responsibility for, and duties of, management is important. Management should, therefore,
endeavour to create the right balance among the inter-
relatedelementswhichmakeupthetotal organi sation. So,attentionshoul dbegivenonpsychological contractan

d the people-organisationalrelationship.

7.11.1 PsychologicalContract
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The psychological contract covers a range of expectations of rights and privileges, duties and obligations, which
do

not form part of a formal agreement but still have an important influence on people’s behaviour.

The psychological contract is a useful concept in examining the socialisation of new members of staff to
the
organisation.Earlyorientationsorinductionsaboutthecontractualobligationshaveamajoreffectonanindividu
al’s

subsequentcareerinorgani sation,andinfluencejobsatisfaction,attitudeandlevel of productivity. Thenaturean
d

extentofindividual’sexpectationsvarysowidelythatitisnotpossibletofinaliseanexhaustivelistwithallinclusi
ve variables. The employermust:

* provide safe and hygienic workingconditions,

* make every possible effort to provide job security,

» attempt to provide challenging and satisfyingjobs,

» allow staff genuine participation in decisions which affectthem,

* provide opportunity for personal development and career progression,
* treat members or staff with respect,and

» demonstrate an understanding and considerate attitude towards personal problems ofstaff.

Ontheotherhand,theorgani sationsal sohavesomeexpectations. Theorgani sational expectationsshowal sowid
e variations in their requirements and conflicting areas with employee expectations. The important
points in this context we can mention here are thefollowing:

* Achieving organisationalgoals

e Sufficient involvement, commitment andinitiative

*  Requiring high interest towards role and responsibility
» Specific task performance effectively (withloyalty)

* Having high regards to policies, rules andprocedure

* Having high responsiveness toleadership

* Having high interest for the viability of theorganisation

7.11.2 The People OrganisationRelationship

The classical schools of management were mainly concerned with managing organising without caring
much about the human factors or people participating in ‘man-machine’ system of production. Findings
of Hawthorne experiments made management cautious about the importance of human factors.
Practically, Hawthorne effect on
increasingproductionratelaiddownthefoundationsof humanrel ationsapproachinindustrialmanagementwhe
re a harmonious interpersonal relation in work supervision was given priorityattention.

Human relations could not think of any dynamic organisational life without lively people in
organisational set up.
Ofcourse,therearecertainshortcomingsi nputtingexclusivei mportanceontheclassi calhumanrel ationsapproa
ch in public and private sector undertakings with equal emphasis. Acknowledging the importance of
human factor,
organisationallifewasstudiedintermsoftherel ationshipbetweentechnicalandsocial variableswithinthesyste
m. Where, changes in our part, technical or social, would affect other parts and thus the wholesystem.

Thus, the socio-cultural system is concerned with the interactions between the psychological and social
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factors and the needs and demands of the human part of the organisation and its befitting structural and
technological requirements. Thus, due importance was given on effective decision-making and
communication processes.There is a need for cooperative action in organisations. People’s ability to
communicate and their commitment and contribution to the achievement of a common purpose, were
necessary for the existence of a cooperative system. Without proper infrastructure, democratic
leadership style cannot grow to achieve finally the goals of industrial democracywhere:

* therole, responsibility and dignity of each people is duly respected and recognised,
e cooperation is the core spirit of team work,and

* continuous learning opportunities are available for human resource development and for conflictresolution.

Modern organisations are composed of competing sub-groups and work teams with their own loyalties,
goals and leaders are working for a common cause — the viability of the organisation by overcoming
conflicts. This view is widely acceptable and trade unions get a legitimate access to intervene into an
increasing range of managerial prerogative areas.

Summary

» Effective management is at the heart of organisational development and improved performance and the
contribution to economic and social needs ofsociety.

* The quality of management is one of the most important factors in the success of anyorganisation.

* There is continual need for managerial development to ensure the development of both present and future
managers.

* Manager can be seen to draw plans, set-up goals and objectives and subsequentactions.

* Manager organises the program of job analysis, decision-making and forms work groups and controls
human relationship in supervisorypractices.

*  Managersmotivateandtrainworkgroupsandleadthegroup(teams)andidentifytheneedsofbothpeopleand
organisation.

*  Manager conducts performance evaluation of the staff andself.

* Manager’s role is mainly inter-personal, informational and decisional. On the other hand, behaviour
stylesare mainly authoritative, benevolent authoritative, consultative and participativestyle.

* The process of management development should be related to the nature, objectives and requirements of
the organisation as awhole.

* Anessentialfeatureofmanagementdevelopmentisperformancereview—relatedtoknowledgeacquired,skills
developed and qualification and experience of the people concerned.

* An effective system of performance review will help to identify individual strength and weaknesses,
potential for promotion and training and development needs.

* Performance review provides a framework for measuring results, identifying training needs, personal career
planning, agreeing objectives and standards of performance and organisational succession planning. All
these are under the category of change management.
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Cowan, L. S., Change Management, American Society for Training andDevelopment.

Harrington,J.H.,2006.ChangeManagementExcellence:TheArtofExcellinginChangeManagement,Paton
Professional.
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Chapter VI

Leadership and Coordination
Aim

The aim of this chapter isto:

* introduce leadership

* elucidate various leadershipstyles

* explain team coordination

Objectives

The objectives of this chapter areto:
» explain leadership concept andsignificance
» determine relationship between explicit and implicit coordination

* explicate co-ordination concept andsignificance

Learning outcome

At the end of this chapter, you will be able to:
* understand principles and techniques of coordination
o differentiate between implicit and explicit teamcoordination

* identify the qualities of a leader

8.1 Introduction

L eadershi phasaprominentandpowerfulroleinsocietyandinfluencesal laspectsoflifeinnormalaswellascrisis
situations.L eaderscanemergefromwithinagroupandcanal sobeformallyappointedorelected. Therearemany
gualities that a leader should have such as intelligence, quick comprehension, decisiveness, courage,
strength,

confidence,education,knowledge, personality,charismaandaboveal lintegrity. Theremaybealonglistofleader
ship traits but the following five attributes have strong correlation with the leadership. Thereare:

* Dominance(Personality)
* Intelligence

» Self-confidence

* High energylevel

» Taskrelated knowledge (political ororganisational)
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8.2 Leadership in Disaster Situations: Concept andSignificance

L eadershi pisdefinedasabilitytoinfluenceormotivateagrouporcommunitytowardsachievementofcertaingoa
Is. In normal circumstances, leadership is entirely different as all decisions are taken after enough
thinking, after a
processofconsideratioandreconsiderationaswellaswiththethoughtfuladviceofexpertsinthearea. Thereisa
framework of legislation to provide formalised support and confirmation. On the other hand in crisis
situations or under unstable and disruptive conditions or in disasters, tasks of leaders usually become
difficult. The leadership from local level, district level, state level and LIP to national level is affected
by a number of factors such as the following:

* Many of the designated local leaders are themselves affected by the disaster. They could get isolated due to
suddenbreakdownofcommunicationsorbecomeineffectiveundertraumaticconditionduetothesuddenness
and severity of thesituation.

* During disaster, many of the relatives and friends of the leaders could be affected. Their attention could get
diverted to them instead of taking decision, or action for relief and recovery of thecommunity.

* lLack of information and disruption of communication become serious factors hampering decisionmaking.

* Lossordelayedavailabilityofhumanresources,equipment,transportandotherreliefcommoditiesdelaysaction
and creates a sense ofhelplessness.

In the resulting confusion, community feels insecure and could lose confidence in the leadership. There
may be many other factors depending on the type of disaster and the affected people. In a crisis
situation requiring relief and rehabilitation of disaster affected people, administration and political
leadership could have different goals.

821 DistrictAdministration

In adistrict, the district magistrate or district collector is chairman of the disaster relief committee. The
officers’

mainai mistomounteffectiverescueoperationsfortheaffectedpeople, provideimmediatereliefintermsoffood,
medicine, drinking water, clothes and temporary shelter. It depends on the leadership qualities of an
administrator, how he or she getsthe job done. There could be twoapproaches:

*  “Boss-Approach” in which one passes orders and expects that the subordinates will act according to the
orders.

*  “Team-Approach”inwhichfullcooperationofallconcernedofficersandpeopleistaken.Inthiscasetheleader  will
take all concerned officers into confidence, involve them in the decision making, monitor their work and
guide them from time to time for effective relief operations. In disaster situation, the latter approach will
be more effective and give betterresults.

822 Local Leadership

Local leaders would like to make their presence felt. They may or may not be having any experience of
disaster management. In many cases, their intervention may sometime hinder the process of relief but
may give political
advantagetothelocalleaders. Secondly,theymayopenlycriticisethedi sastermanagementofficial swithorwith
out justification.

823 State and National LevelLeadership

State and national level leadership will try to provide funds and mobilise effective relief within the
available resources but this leadership initiative from top will be based on an overall appreciation of the
disaster situation. For the state and national level leadership to be effective, they should have accurate
arid up to date information from the disaster area through the district leadership and leave detailed
implementation to the local established administrative system.
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Before dealing with the leadership styles, it is important to know the attributes and desirable qualities of aleader.
Leadershipqualitiescannotbelearntfromabook;for‘example, ‘courage’cannotbelearntfromanywhereexcept
perhapsfromworthyrolemodels.Secondly, noleadercanbeanallrounderoridealinallaspects.Therearesome
goodgualitiesthateverypersonhasinsomemeasure,suchassenseof humour,endurance,cheerful ness,dedicati

on, enthusiasm, courage, quick decision, identification of problem, etc. But combinations of a large

number of these
desirablequalitiesinapersoncanmakehi morher betterleader. Someofthemoredesirablequal itiesofleadership

in disaster management are briefly discussedbelow:

8.3.1 Personal Qualities andSelf-confidence

Asmentionedabove,everypersonhassomel eader shipqualities.Oneshouldidentifyt hemandtrytodevelopand
upgradethemtothebest capability. Selfconfidencei sanimportantcharacteristicofal eaderwhichcanbedevel op
ed by increasing his own professional competence and inter-personalabilities.

8.3.2 ProfessionalCompetence

Thiscompetencemeansknowingwhattodoandhowtodoit. T hiscanbedevel opedbyacquiringahighstandard
ofknowledge,skillandabilityappropriatetothetaskandcircumstances.Highertheprofessional competencemo
reisthe respect and trust that the leader wouldreceive.

8.3.3 Sound Judgment and Appropriate DecisionMaking

These are very much related to the professional competence and experience of a person. A leader with
these two qualities will emerge successful with his team of co-workersin ally disaster situation.

8.3.4 Ability toCommunicate

Clearandconcisecommunicationwithpeopleworkingwiththel eaderisverymuchessentialforproperfunctioni
ng.

Infact,thisisanessentialingredient,indevelopinggoodinterpersonalrel ationsthatgenerategoodwillandloyalt
y to the leader leading to a high level of discipline in the team.

8.3.5 Appropriate Style ofLeadership

Alwaysdifferenttasksrequiredifferentstylesofleadership.Itisimportantforasuccessfulleadertounderstandth
e dimensions and requirements of the given task and adjust the leadership style to achieve the desired
results. The leadership styles appropriate to disaster management work are of four types asfollows:

* Tells: The leader orders the team and waits for results and action while keeping an eye on the progress. He
does not expect his subordinates to ask questions or give suggestions. This style is adopted when the
matter is urgent and there is no time tolose.

* Sells: Convinces the team about the decisions taken and analyses the positive and negative points. It is like
selling ideas to the teammembers.

e Consults: Leader consults the team and allows them to participate in the decision making with the view to
makingsmalladjustmentsbutthemainthrustofthedecisionsoftheleaderaremoreorlessfinal. Thisstyleis
somewhat less time consuming than the Sellsstyle.

* Joins:Theleaderdiscussesthoroughlytheproblemandthelikelycourseofaction.Everymemberoftheteam is
involved in the discussion and finally the consensus decision prevails. This style consumes most time but
later work issmooth.

1. TELLS
2. — SELLS
LEADERSHIP [
3, STYLES — | CONSULTS
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4, JOINS

Fig. 8.1 Styles of leadership

Sometimes a multi-style or mixed-style approach is more useful in disaster situation. There are various
different

taskssuchasdistributionoffood, medicines,temporaryshelter,andrescuework.| feachof suchtasksi sassignedt
o adifferentpersoninsteadofal ltaskstoone,therecanbebetterresults.|notherwords,delegationofauthorityand
workisal soanimportantaspectofleadershipstyle.Ofcourse, thel eader hastocontinuetomonitorandcoordinate
with hiscolleagues.

Anotherusefulfactorinthedevel opmentofdisastermanagementisthestrongandpositivelink betweenleader shi
p and training. A high standard of training can upgrade the professionalism in the leadership. Thisis the
reason that the Government of India (through its nodal ministries and departments) and the various
institutes of public administration (through their faculties of disaster management) are giving more
emphasis on ‘Human Resource Development’ in the area of disaster management. They want to provide
training to various levels of government
officers,NGOsandtothecommunityleaderssothattheyhavemoreknowledge, skillandconfidencetotacklethe

likely disastersituations.

8.4 Co-Ordination: Concept and Significance
Coordinationcanbedefinedascombinedeffortsofvariousrelatedorganisationsandagenci estoachievethegoal/
target of a task and is therefore very essential. In fact, there is always scope for improvement in
coordination

betweenvariousagencies/organisationsworkingforreliefandrehabilitation. T herearethreemainbodiesinvolv
ed in disaster management:

1 2 3
GovernmentAgencies NGOsandGBOs—- Affected Paople »
4 A
|
Fig. 8.2 Coordination
NCO= Non-Government
Organisation CBO= Community

Based Organisation

At all stages of disaster management, viz., preparedness, mitigation efforts as well as relief or response,
there is need for proper coordination. Thus the role of coordinator/leader in disaster situation becomes
very significant. In Government of India, the Ministry of Agriculture was the Nodal Ministry for
disaster management. The natural
disastermanagementdivisiondealingwithnaturaldi sasterwasearlierwiththeministryofagriculture,governm

ent of India but now it is under the Ministry of Home Affairs, government of India. However, drought
as anatural disaster is still being managed by the Ministry of Agriculture, Government ofindia.

Therearemanyother ministriesandspecialistdepart mentsandorgani sationsinvol vedinthedi sasterpreparedne
ss and response operations.
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Fig. 8.3 Preparedness and response operations

Similarly,thestategovernmentshavetheiragenciesinvol vedindisastermanagementwork. Thecentralgovern
ment

isinregul arcontactwithstategovernments.| nthecentralgovernment,thecentralreliefcommissioneristhefocal
point and the finance/revenue secretary or the state relief commissioner is the focal point in the states.
They work in close contact with each other. The following diagram explains the coordination
arrangements between central state and district administration for disastermanagement.

| Unionéo’ternment |

| brfo |

LA
| Cabine&S’Ecretariat |

Secretary Ministry of
Agriculture

!

Central Relief Commissioner (Additional Secretary to the
Government of India in the Ministry of Agriculture)

¢l\

Addl. Central Relief Commissioner (Joint Secretary of the
Government of India in the NDM Division of Ministry of
Agriculture)

A

\

State Level
Relief Commissioner
or

RevenueSecretary

or
i T District Level

District Magistrate

District Collector

8.5 Principles and Techniques of Coordination
In disaster management, all the concerned organisations, agencies, and the public have common goals as
discussed below.

*  Pre-disastersituation:Itisconsideredfordisasterprevention,mitigationandpreparednesstominimiselossof life
and property from natural disasters.

» Disaster situation- To provide effective relief, rehabilitation or affected people’ and recovery of the
community.

Therearenosetprinciplesorrigidtechniquesforcoordinationindisastersituationbecauseeachdisastersituation
isuniqueinitsownway.But,coordinationismoreeffectiveifwefollowthebasi cprinciplesofcoordinationgiven
below.

851 Clear RoleAllocation
Thereshouldbeclarityinrolesofdifferentparticipantorganisations. Theyshouldknowtheirauthorityandlimitatio
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ns. There should not be duplication ofroles.

852 Networking

Allconcernedorganisationsshouldhavepropernetworking. Thiswill providethembetterunderstandingofstren
gths and weaknesses of each other and will also ensure proper coordination of efforts besides
avoidingduplication.

ApropernetworkingofNGOswillgivethemideaaboutthecapacityandcapabilitiesofeachother. Thisknowledg
eisvery essential for coordination amongNGOs.

*  Practicing coordination duringexercises
*  Knowledge of professional competence of individualorganisation
*  Knowledge of available resources including financialresources

* Transparency in the action of various organisations involved inmanagement

8.6 Role of Leader and Coordinator

A good leader or coordinator can make the task simple and more effective. He can serve the affected people
within

limited resources and be cost-effective. Role of a leader starts from pre-disaster situation. He has a very
important role during and after the disaster. Roles of leader/coordinator are almost same and are given

below:

* Identification of safe places or protected areas when disaster impactoccurs.

* Heshouldbeabletoconvincethecommunitythattheyshouldreachthesesaferplacesatthetimeofpre-warning.
Normally, peopledonotwanttoleavetheirhousesandbelongingsevenafterseveralwarningandevenpolice
intervention. But a good leader can persuade them to move to safeplaces.

* Incyclones and floods, such evaluation of people can save lots of human lives andcattle’s.

* Leaders take decision concerning post-impact priorities for rescue, temporary evacuation, shelter,
immediate needs of the community crucial to the lines and livelihood of the affectedpeople.

* Leadersimplementself-helpmeasuresandinducespiritofcooperation.Theytakedecisionstoorganiseexternal
assistance which can significantly defer or alleviate potential hardship for those who have lost their home
and means of livelihood.

* Theyalsoinvolvepeopleandcommunityinthedecisionmaking,implementationofplansandtheirparticipation at
every step of relief or rehabilitation process by keeping completetransparency.
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8.7 Team Coordination

In this section we will see two types of team coordination explicit coordination and implicit
coordination. Both are explained separately in detail below.

8.7.1 ExplicitCoordination
Partisans of explicit coordination explain that process modeling:

already exists

has proved efficiency in workcoordination

is an efficient way for enterprise to capitalise their know-how and to resist to marketevolution
allows enterprises to interoperate by interconnecting their processes

issupportedbyworkflowsystemsthatallowforgraphicalprocessmodelingprocessenactmentandprocess
tracking

Reciprocally, they pointed out that auto-coordination cannot allow:

a good knowledge of the work in progress and an effective processtracking

effective capitalisation of theknow-how

8.7.2 ImplicitCoordination
Partisans of implicit, or auto- coordination had also some good arguments. Implicit coordination approach:

doesnotallowanimportantinvestmentinmodeling,evenifcriticalevents,onwhichawarenessisbased,have to be
described

is dynamic and flexible (as process are not really modeled, they can be changedeasily)
better fits the current way peoplework
does not request an enterprise to make visible its know-how to cooperate withanother

is a good anti-stress for the SME responsible managers connected to Internet, especially if awareness is
based on group communication

Reciprocally, they argued that process modeling approach:

requests a priori an important modelingeffort

isnotcurrentlyefficienttomanagethesubtletyofinteractionsastheyoccurincreativeapplications,hencerisks
to lead to rigid processes which either will be rejected, or break the synergy existing, on building sites

is not currently efficient to support interoperability ofprocesses
can be felt as “Big Brother” and increases the stress ofpeople

imposes SME to make “public” their processes what they cannot accept due to the competitive context of
the market: two enterprises cooperating in a project can be in competition in another at the same time or
in the future

8.8 Evolution of Positions
Finally,partisansofexplicitcoordinationacceptedsomecriticismofpartisansofimplicitcoordinationandrecog
nised

somequalitiestothisapproach. Andreciprocallybothpartiesagreeontheideathatnoapproachalonecanfulfillth
e requirements of good coordination: a good coordination is a subtle mixture of explicit and
implicitcoordination.

8.8.1 Requirements and Design for ExplicitCoordination
The process must be seen as a combination of process fragments. Each fragment corresponding to a



point of view
and/oraroleandtoprovidemeanstocombinesuchfragmentsinacoherentglobal process. Thesefragmentsrepres
ent adaptive and cooperative processes to manage different variants of the same initial process and to
allow activities of the processes to exchange information during execution.

The fragments come from abstract workflows. This is important in the context of virtual enterprises
where some
partnersaccepttomakevisibleonlysomeaspectsoftheirprocesses. T hisarguesal sofortheabilitytogeneralisea
concrete process into an abstract one.

State of the art

Lotworkflowproductsexistonthemarket. T heyarewidel yusedinal otofapplications,especiallyproductionand
administrative application. However, we have to notice that current systems do not apply efficiently for
creative application in general and co-design and co-engineering applications in particular. This is due
to the needs wejust introduce above, the study of which is still in the domain of research: need
ofadaptability.

8.8.2 Requirements and Design Criteria for ImplicitCoordination

Events and information to be notified must be structured. This is not only a problem of confidentiality
as it can
appear;thisismainlyaproblemofsel ectivityandqual ityofinformation:therightinformationmustbetransmitte
d

torightpersonattherighttime. Participantsmustbestructuredincommunicationandinformationgroups. Thisis
directly related to the above issue. It is necessary to partition the set of participants in groups, based on
their roles and their space ofintervention.

Divergencebetweenparticipantsmustmeasureandcontrolled. | tisnecessarytocontrolthedisorder,whichmay
be introduced by the permissiveness of the approach, and to maintain this disorder under an agreed
limit.

State of the art

Implicit coordination is mainly based on awareness. Currently, a lot of tools provide awareness
(typically tele- presence and a limited form of group management as in ICQ), but it is specific to the
embedding tools. Some experimental toolkits exist but they are still in the domain of research and new
research topics start, as example concerning divergence measurement.

8.9 Relationship Between Explicit and ImplicitCoordination

Wethink that a good coordination is a subtle mixture of explicit and implicit coordination. This implies
to deepen
howtotakeadvantageofintegratingthesetwodimensions,i.e.,howtouseoneapproachtofil lthedeficienciesof
and to enhance the other?

8.9.1 Requirements and DesignCriteria

Implicit coordination can be seen as the minimum mechanism to integrate process fragments.
Especially, multi- membership communication groups can apply efficiently in this objective, one
participant having the ability to
participatetoseveralgroupscorrespondingtoseveral processes.Communicationgroupscanbedefinedtoexplal
n process monitoring decisions to performers, and to inform administrator on the degree of acceptance
of current processes.



Theprocessesmustbeusedasthebasi stostructure nformationandcommuni cationgroups.Communicationgro
ups can be organised based on activities, process fragments, roles as defined in workflow. Implicit
coordination must
restonprocessawareness. T heprocessknowledgewillbeusedforimprovingtheinformationquality.lnparticula
r, the information concerning the state of an executed process will be of some help, on the ground, and
[imit any divergence.

State of the art

In some way, most of GroupWare tools yet integrate these dimensions, but in a very limited and
gpecific way. As example, process awareness in workflow systems thanks to “to_do_list”. At the level
of research, we think that the study of the relationship between explicit and implicit coordination needs
some specific and enthusiastic new research. The Orbit demonstration is good illustration of the interest
of the approach.

Summary

Leadership has a prominent and powerful role in society and influences all aspects of life in normal as wellas
crisis situations.
Therearemanyqualitiesthataleadershouldhavesuchasintelligence,quickcomprehension,decisiveness,
courage, strength, confidence, education, knowledge, personality, charisma and above all integrity.

Leadershipisdefinedasabilitytoinfluenceormotivateagrouporcommunitytowardsachievementofcertain

goals.

Many of the designated local leaders are themselves affected by the disaster. They could get isolated due to
suddenbreakdownofcommunicationsorbecomeineffectiveundertraumaticconditionduetothesuddenness
and severity of thesituation.

“Boss-Approach” in which one passes orders and expects that the subordinates will act according to the
orders.

State and national level leadership will try to provide funds and mobilise effective relief within the available
resources but this leadership initiative from top will be based on an overall appreciation of the disaster
situation.

Before dealing with the leadership styles, it is important to know the attributes and desirable qualities of a
leader.

Coordinationcanbedefinedascombinedeffortsofvariousrelatedorganisationsandagenciestoachievethe
goal/target of atask and is therefore very essential.

Pre-disastersituationisconsideredfordisasterprevention,mitigationandpreparednesstominimiselossoflife and
property from natural disasters.

A good leader or coordinator can make the task simple and moreeffective.
The Orbit demonstration is good illustration of the interest of theapproach.

Communicationgroupscanbedefinedtoexplainprocessmonitoringdecisionstoperformers,andtoinform
administrator on the degree of acceptance of current processes.

Participants must be structured in communication and informationgroups.
Leaders implement self-help measures and induce spirit ofcooperation.

There are no set principles or rigid techniques for coordination in disaster situation because each disaster
situation is unique in its ownway.

In the central government, the central relief commissioner is the focal point and the finance/revenue secretary
or the state relief commissioner isthe focal point in the states.

A high standard of training can upgrade the professionalism in theleadership.
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Improving Communication with the Team Management Profile

The Problem

AnissuewithcommunicationhadarisenwithaSeniorDivisional M anagementteamofamid-
sizedmanufacturing

company.Specifically,tensionshadbeengrowingbetweenseveral oftheregional manager sandthetwocorporat
e services managers from head office. The problem had existed for several years although due to recent
structural
changes,ithadbecomeincreasinglycriticaltoensurethesmoothflowofinformationbetweenheadofficeandthe
regions.

Action taken

InconjunctionwiththelearningandD evelopmentM anager ,theregional managersallocatedtwo, 3-
hoursessions

withintheirquarterlymeetingtousetheTeamM anagement Profile(TM P)tolookattheirdifferencesandtogener
ate discussion on possible solutions. The purpose of the first 3-hour session was to overview the
theories and models behind Team Management Systems and to give back the profiles with some time to
read and discuss. At the end of this session, the group plotted their results on the Team Management
Wheel. This activity led to some lively discussion over the lunch break with many of the team members
swapping and comparing theirprofiles.

Thesecond3-
hoursessionwasarrangedtodiscusstheimplicationsofthegroupcompositiononboththeprocesses and the


http://www.crai.archi.fr/media/pdf/CAADRIAsydney01.pdf
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communications within the team. Two further activities were implemented to assist in furthering this
program.Firstly,thel earning& DevelopmentM anager spentaroundanhourwitheachRegional M anagerwithi
n two weeks of the Profile feedback session, to clarify learning’s and discuss individual next steps and
action plans. Additionally, the team scheduled a 1/2 hour component at al subsequent monthly
meetings to check on progress with theirdevelopment.

Outcomes

Two key outcomes came out of using the team management profile:

*  Firstly,themanagersdevelopedanappreciationoftheverydifferentstyles.Teammemberspreferredtoworkin,
andhowthishadimpactedoninteractionsandattitudesinthepast.Theteamwasabletoformulateguidelines to
improve communication between the managers.

* Secondly, the composition of the group showed clearly why information flow had been neglected. A lack of
preference in both the advising and promoting tasks helped the team focus their review of past processes
and formulate strategies for sharing information moreefficiently.

Fourteen months after the first introduction of the Team Management Profile at the monthly meeting,
the team performance has improved markedly. A number of initiatives have been introduced as a direct
result of improved relationsbetweenmanagers-
programsthatwouldnothaveevenbeenconsideredtwoyearsago. Finally,following
thesuccessoftheirownprogram,severalofthemanagershaveal sorunsimilarprogramsfortheirteamsandTM S
is starting to provide a common language for appreciating individual differences within thedivision.

(Source: TEAM MANAGEMENT SYSTEMS CASE STUDIES [Pdf] Available at: <http://www.tms-americas.com/

pdfsTMP_Profile_Overview.pdf> [ Accessed 22 July 2013]).

Questions

1 What was the purpose of the first 3-hour sessionhere?

Answer

The purpose of the first 3-hour session was to overview the theories and models behind Team
Management Systems and to give back the Profiles with some time to read and discuss. What was the
purpose to arrange the second 3-hoursession?

Answer

The second 3-hour session was arranged to discuss the implications of the group composition on
both the processes and the communications within the team.

2 Write the outcomes of using the team managementprofile?

Answer

Two key outcomes came out of using the team management profile:

»  Firstly, the managers developed an appreciation of the very different styles. T eam members preferred
to  workin,andhowthishadimpactedoninteractionsandattitudesinthepast.Theteamwasabletoformulate
guidelines to improve communication between the managers.

* Secondly, the composition of the group showed clearly why information flow had been neglected. A lack
ofpreferenceinboththeadvisingandpromotingtaskshelpedtheteamfocustheirreviewofpastprocesses and
formulate strategies for sharing information moreefficiently.
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Case Study Il

Management Development

The Company

XY Z,aresearchdivisionofapharmaceutical industry,wantedtohavetheir scientistsunderstandtheneedtodevel
op

theirteamstofocusonachievementoftheexponential growthandachievetheprojectedgrowthbykeepingtimeli
nes in research and API and overall cost reduction through improvedteamwork.

The challenge

In order to meet the challenges of the future, the Company is constantly augmenting its manufacturing
capacities

includinggreenfiel dspecialisedprojects.Attheheartofeverysuccessfulorganisation,liesitspeopleandXY Zis

proudtohaveefficientandcommittedmulticulturalworkforce. SincetheorganisationwasfocusedonR& Dthem
ajor

challengesfacedwerepeoplemanagement,assumel eader shipresponsibility,managebygoal s,getresultsthrou

gh time management, empower other people, understanding authority and power productively, develop
awritten and specific plan of action forsuccess.

The Solution

The LMI model of facilitation -the change process through the Effective Management Development Program:
* Becoming an effectivemanager

* Achieving success through goalsetting

*  Getting results through timemanagement

*  Maximising personalproductivity

* Empowering other people

* Balancing authority and power productively

* Improving communicationskills

*  Coping constructively with change andstress

* Developing a dynamic decision makingstrategy

* Commitment to the management challenge

The Result

The facilitation and coaching resulted in confidence building amongst the participants, ability to make
the change process smooth. Set aside a certain block of time several times a week for uninterrupted
creative activity. While
delegatingajob,giveadequateinstruction(alongwithempowerment) sothatitisdonewell, betterdelegationand

empowerment to handle challenges, identifying and coaching people for promotion. Updating project-
monitoring

folderasperpreschedul etimelines,revisingchecklistdail yasforfocusgoal sisimportant. Creationofamotivatio

nal

climatethathel pedtodel egatedandempoweredteammemberstousetheirpreviouslyuntappedtalentandabilitie
s. Creating a better learning environment helped in sharing of ideas, increased positive attitudes and
training new members.



(Source: Management Devel opment. [Pdf] Available at: <http://www.Imi-
indiacom/html/case_studies.aspx> [ Accessed 24 July2013]).

Questions

1 Explain the challenges faced by thecompany.
2. What are the strategies used by thecompany?
3 What result did the company get at the end?
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Case Study Ili

Leadership Development using Personality Assessments

Introduction

ThiscasestudyshowshowHarrisonA ssessmentscombinedwithcoachingcancreatedramaticshiftsinbehaviou
r through increasing the subject’s self-awareness and designing behaviour and attitude changes that
work with their personality and preferences.

The problem

The coaching client, June (not her real name), was experiencing frustration in leading her team of 6
subordinates. She saw that they were not taking initiative. She felt all the responsibility for the qudity
of their work fell to her.
Consequentlyshewastakingonmoreorgani sational dutiesthanshedesiredandshedidnothavetimetofocuson
the bigger picture issues that her leadership role demanded.

June knew that she had to let her subordinates take initiative for the tasks within their roles, but she was
not able
toeffectivel ymakethischange.Everytimeshel etgoofherusualresponsibility,thesubordinatesstilIdidnotstep
forward and the team’s resultssuffered.

The root cause

Oneofthecausesof June’sfrustrationwasthatshewastryingtostopdoingsomethingratherthandoingsomething

. When she stopped herself from solving her subordinate’s problems, she had nothing else do to and felt
she was merely holding back and not contributing. With her experience, she could see many problems
arising and found it very difficult to hold back and leave it to the team. The solution was to find some
way to be active but without taking responsibility for other’sroles.

The insight

June’s coach suggested a new strategy of focusing her attention on postive actions that would
contribute to the
solutionwithouttakingresponsibilityawayfromthesubordinates.UsingtheHarrisonT raitsandDefinitionsRe

port and the Paradox Report, June realised that she could use her strengths in ‘enlisting cooperation’
and ‘forthright diplomacy’ to move the team forward without taking over theirroles.

The solution

With this insight, June experienced an immediate shift in her attitude towards the team and her
leadership role. Since the actions she chose to focus on were her preferred traits, the change was easy
for her and enjoyable. Her team responded immediately to her requests for cooperation and her clear
communication about their behaviors and results. By continuing to focus on her strengths, June was
confident she could move her team to learn how to do their jobs, while still retaining control of the
results.

It is more effective to focus on taking positive actions, rather than on stopping behaviors. People can
more easily begin actions that rely on their preferred traits. Different preferred traits can be used in
different situations to get the desired results. Therefore it is possible to customise behavioral solutions
for different personalities, based on their personal preferences, as identified by Harrison Assessments.



(Source: Leadership Development using Personality Assessments. [Online] Available at: <http://www.spaxman.
com.hk/casel.html> [Accessed 25 July 2013]).

Questions

1 What was the root cause of theproblem?
2. Write the strategy used to solve theproblem.
3 What was the reason that June was confident she could move her team to learn how to do theirjobs?
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MULTIPLE CHOICE QUESTIONS

Course Code: PSM 01

ANSWERALL THE QUESTIONS

1.Because leading is one of the four basic managerial functions, leaders.
A) all managers are

B) all managers should be

C) some managers are

D) some managers should be

2.Early Leadership trait research looked to find characteristics that might
A) distinguish ordinary leaders from great leaders

B) define charisma

C) identify the physical traits of leaders

D) differentiate leaders from non leaders

3.Leaders are .

A) Individual people, while leadership is a process.

B) the first step in the leadership process

C) individual people who study the leadership process
D) the final step in the leadership process

4.1f a trait theory of leadership were true, then all leaders would possess
A) Charisma

B) the same traits

C) Different traits

D) Seven traits

5.The most successful early trait theories focused on
A) traits of famous leaders

B) traits of followers

C) traits associated with leadership

D) traits with distinguish leaders from nonleaders



6.Trait theory helps explain why .
A) Some people are leaders

B) Some people are not leaders

C) Successful leaders are effective

D) Leadership involves extraversion

7.Behavioral theories of leadership focused on
A) who effective leaders

B) what characteristics effective leaders had

C) how to identify effective leaders

D) what effective leaders did

8.The promise of behavioral theories of leadership held that this would be possible.
A) picking a leader out of the crowd

B) being able to train a person to be a leader

C) explaining why successful leaders are so successful

D) Eliminating ineffective leaders

9.The University of lowa studies discussed all of the following leadership styles except
A) laissez-faire

B) democratic

C) Benelovent

D) Autocratic

10.Which leadership style tends to centralize authority and make unilateral decisions?
A) cultural style

B) autocratic style

C) democratic style

D) laissez-faire
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