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ILM UNIT SPECIFICATION

	Title:
	Leading and motivating a team effectively

Level 3; Credits 3; Guided Learning Hours 7

	Learning outcomes 
	Assessment criteria (the learner can)

	1 Know how to communicate the organisations vision and strategy to the team
	1.1

1.2

1.3
	Explain the importance of the team having a common sense of purpose that supports the overall vision and strategy of the organisation

Explain the role that communication plays in establishing a common sense of purpose

Assess the effectiveness of own communication skills on the basis of the aboVE

	2 Know how to motivate and develop the team
	2.1

2.2

2.3
	Describe the main motivational factors in a work context and how these may apply to different situations, teams and individuals 

Explain the importance of a leader being able to motivate teams and individuals and gain their commitment to objectives

Explain the role that the leader plays in supporting and developing the team and its members and give practical examples of when this will be necessary

	Indicative Content:

	1
	· Why organisations or projects need a vision, mission and strategy and what they mean for first line leadership

· How to develop team objectives that support overall strategy and vision

· The importance of a team having a common sense of purpose that links to vision and strategy 

· The role that effective communication plays in conveying the overall mission of the organisation or project and how the collective work of the team and it’s individual members support this

· Effective techniques for communicating vision, goals and objectives in terms of:

· choosing effective times and places to communicate with the team and individuals

· selecting appropriate communication methods

· communicating clearly and accurately

· active listening skills

· receiving and responding appropriately to feedback

	2
	· The critical importance of teams and individuals being motivated and committed to their objectives

· Alternative theories of motivation, for example (select as appropriate):

· Maslow’s Hierarchy

· MacGregor’s Theory X and Theory Y

· Herzberg’s Two Factor Theory

· Vroom’s Expectancy Theory

· McClelland’s 3-Needs Theory 

· Motivational factors that are available to the leader, for example:

· safety and security

· sense of belonging and common purpose

· respect

· empathy

· recognition of achievement

· involvement in decision making

· sense of fulfilment

· self-development 

· material rewards

· sanctions

· An appreciation of how these factors can apply to different situations, teams and individuals

· How to select and use appropriate motivational factors

· Giving feedback on performance

· Basic support needs that individuals may have and how to meet these

· The importance of continuous development for the team and individual members




Team cases

Leading a fractured team (Project Laurel)

It was a protracted and bad tempered team meeting that convinced Anthony Butler, Laurel Project Manager, that something radical had to be done to bring the project back on line.

The team comprised a design consultancy, a small web development company, two HR consultants employed as content writers, and representatives of Business Link Kent – the project sponsor.  Their goal was to design, test and launch a website containing e-learning materials, aimed at businesses working towards the Investors in People standard.

The meeting in question had been intended to mark a significant milestone – the handover from writers to designers of the first batch of materials.  But it soon became clear that there were going to be problems:

· The designers wanted to debate the content in detail

· The writers were reluctant to get into any discussion which might involve re-thinking their material

· The web developers just wanted to know what was required of them – and no-one seemed to have any answers.

Looking around the room at the tense body language and the contrasting modes of dress (suits for the writers; smart casual for the designers; jeans and trainers for the developers), Anthony decided his immediate priority had to be team building.  His strategy emerged over the next few weeks and contained several risky elements:

Starting again.  Although he knew it would put the project behind schedule and over-budget, Anthony decided on a fresh start – this time with writers, designers, developers and sponsors working together on the structure and treatment of materials.  There was initial reluctance, especially from the writers, but once the first sample web pages appeared, the atmosphere started to change.

More frequent face-to-face contact. This was particularly risky because of the strong individual personalities in the team.  But Anthony felt that the only way to reduce friction and encourage trust, was to have team members get to know each other better.

Some ground rules.  On the walls of the “war room” where the team met, alongside the project plans and design samples, Anthony posted some simple rules of team working:

· “Debate is good – for the project and the team”

· “Listen! Everybody’s point of view is valid!”

· “Team meetings are mandatory – if you agree the time, there are no excuses for non-attendance” 

Virtual team working.  Perhaps the master stroke was to introduce a virtual team working software programme (in this case, Lotus Quickspace).  It enabled team members to collaborate remotely both in real and asynchronous time.  They could do things like posting materials and designs, edit and comment on postings, engage in threaded discussions and vote on optional designs and approaches.  After a slow start, Quickspace became the project’s most significant vehicle for presenting, sharing and refining ideas, and by the end of the project the number of registered users had grown from eight to 25.

The enthusiastic reception for Laurel on its launch, and the subsequent high level of take-up in businesses around the UK owe much to the crucial, team building interventions of the Project Manager.

Establishing a common direction (AeroMexico)

With acknowledgements to Richard Hackman and Ruth Wageman, 2001

At a time when fuel tariffs were driving airline industry prices up, Arturo Barahona, new CEO of AeroMexico, faced the challenge of getting his top team – a group of highly independent Vice Presidents – to work together on cutting costs. 

To begin with he worked alone, spending 14 hours a day for two weeks, drafting a vision.  He then met with the seven VPs individually, to sell them his vision.  At the first top team meeting he spoke – uninterrupted – for four hours.  

But having put his “stake in the ground”, Barahona backed off, trusting his team of successful and ambitious executives to act in concert, now that a clear direction had been established.

At a subsequent meeting to present the vision to all managers, Baraohona spoke for the first five minutes, and then let the executive team present the plan.  The fact that each was evidently committed to a team approach had a major impact on their subordinates – this was an organisation with a history of in-fighting for capital expenditure, and guarding intelligence.

Barahona attributes the enthusiasm with which his top team worked to shape and present the vision, to their feeling of ownership: “Yes it was my vision, but every one of them put something into it.”

Overcoming the silo mentality (Chrysler)

Chrysler was considered a moribund car manufacturer for much of the 1980s, yet during the 1990s the company experienced something of a rebirth.

Much of the credit for this turnaround has to go to the new speed with which Chrysler was suddenly able to take a product from initial concept to market launch.  For a while in the 1990s, Chrysler had the shortest “time to market” of any major car manufacturer in the world.

The secret?  A team working concept known as “tear down the walls” which involved designers, project managers and production team members working together for the duration of a project.  “Together” meant in the same room, on the same tasks, at the same time.  Despite its simplicity, this was a revolutionary concept in an industry where rigid demarcation often meant that production wouldn’t see a car design until it was finished. 

Vice Chairman Robert Lutz describes how things used to be in the following terms:

“Most departments were in separate buildings, insulated by bricks and mortar.  Our designers worked pretty much in a vacuum, conceiving a product and `throwing it over the wall’ to engineering in the next building.  They would do the same to procurement, and supply, and so on down the line.”  With this way of working, product development was slow and sequential, with frequent miscommunication, false starts, errors and waste.  “There was no simultaneous contact, no exchange of ideas, no trade-offs occurring early in the program”.

The “tear down the walls” approach involved designing work around the flow of information.  Design decisions are made collectively, as early as possible, and at the lowest possible level in the organisation.  Senior managers at Chrysler now have two distinct job titles: one functional and one cross functional.  For instance, the Head of the Jeep/Truck platform team is also Vice President of Engineering Technologies.  Lutz believes that “this natural check-and-balance system keeps the focus on the whole, rather than on pieces of the whole.”  This may be the reason why other major manufacturers were so swift to adopt Chrysler’s platform team model.

Empowering the team (P&O Stena Line Call Centre)

The past few years have been turbulent for P&O Stena Line.  Hard on the heels of the Channel Tunnel’s opening came the merger between P&O European Ferries and Stena Sealink, followed shortly by the phasing out of Duty Free.  Much of the credit for the company’s strong sales and customer satisfaction performance over this time, goes to its highly successful Reservations team, established during the same period.

From the start, there was a determination that Reservations would be different from the rest of the organisation.  A visit to the call centre reveals many features at odds with the “command and control” culture of a long-established shipping company:

· There are totem poles and other Red Indian paraphernalia, denoting the team’s warring tribes

· A “chill out” room, fringed with palm trees, offers cable television, music, refreshments, or just somewhere to get away from the pressure of the sales floor

Posted prominently in several places are the team’s shared values:

· Innovation 

· Teamwork 

· Trust 

· Respect 

· Integrity

There is much evidence that achievement and success are recognised – photographs of employee of the month award winners, chocolates for going beyond the call of duty, take-away orders for those doing over-time.

These and many of the team’s other innovations, have been devised and introduced by team members – the extensive team intranet has been gradually built by Reservations people with no previous experience; most training is designed and delivered by members of the team.

The separate path pursued by Reservations has not been universally well received –complaints about elitism and favourable treatment have been frequent, provoked by instances such as the discovery that staff toilets in Reservations have luxury soap and soft towels!

But the team’s success has been widely recognised, with some prestigious awards for innovation and high performance in call centre management.  It is particularly interesting that the rest of P&O Stena Line has begun to follow the line of its highest performing team: new statements of corporate vision and values have been developed, and a programme of transformational leadership is being delivered for all managers.

Belbin team type questionnaire

The Belbin questionnaire seeks to identify your preferred role in a team.  It is based on the work of Dr Meredith Belbin, whose research into team performance concluded that the most effective teams have a good mix of different personality types.

How to complete the questionnaire

· On the following pages are a series of statements divided into seven sections.

· For each section, distribute a total of ten points among the statements which you think best describe your own behaviour.   See the example below:

When involved in a project with other people:

	A
	I have an aptitude for influencing people without pressurising them 
	

	B
	I am generally effective in preventing careless mistakes and omissions from spoiling the success of an operation
	1

	C
	I like to press for action to make sure that the meeting does not waste time or lose sight of the main objective
	3

	D
	I can be counted on to contribute something original
	2

	E
	I try to maintain my sense of professionalism
	

	F
	I am quick to see possibilities in new ideas and developments
	

	G
	I believe my capacity for judgement can help to bring about the right decisions
	1

	H
	I can be relied upon to bring an organised approach to the demands of the job
	

	I
	I am always ready to back a good suggestion in the common interest
	3


Your points may be distributed among several sentences as in the example above.  In extreme cases they may be spread among all sentences or ten points may be given to a single sentence.

At the end, there are further instructions on how to tally your score.

Section 1

What I believe I can contribute to a team

	A
	I think I can quickly see and take advantage of new opportunities
	

	B
	I can work well with a very wide range of people
	

	C
	My specialist knowledge and experience is usually my major asset
	

	D
	My ability rests on being able to draw people out whenever I detect they have something of value to contribute to group objectives
	

	E
	I can be relied upon to finish any task I undertake
	

	F
	I am prepared to be blunt and outspoken in the cause of making things happen
	

	G
	I can usually tell whether a plan or idea will fit a particular situation
	

	H
	I can offer a reasoned and unbiased case for alternative sources of action
	

	I
	Producing ideas is one of my natural assets
	


Section 2

If I have a possible shortcoming in teamwork, it could be that:

	A
	I am not at ease unless meetings are well structured and controlled and generally well conducted
	

	B
	I am inclined to be too generous towards others who have a valid viewpoint that has not been given a proper airing
	

	C
	I have a tendency to talk a lot once the group gets on to a new topic
	

	D
	My objective outlook makes it difficult for me to join in readily and enthusiastically with colleagues
	

	E
	I am sometimes seen as forceful and authoritarian when dealing with important issues
	

	F
	I find it difficult to lead from the front, perhaps because I am over-responsive to group atmosphere
	

	G
	I am apt to get caught up in ideas that occur to me and so lose track of what is happening
	

	H
	I am reluctant to contribute unless that subject deals with an area I know well
	

	I
	I am reluctant to express my opinions or proposal or plans that are incomplete or are insufficiently detailed
	


Section 3

When involved in a project with other people:

	A
	I have an aptitude for influencing people without pressurising them 
	

	B
	I am generally effective in preventing careless mistakes and omissions from spoiling the success of an operation
	

	C
	I like to press for action to make sure that the meeting does not waste time or lose sight of the main objective
	

	D
	I can be counted on to contribute something original
	

	E
	I try to maintain my sense of professionalism
	

	F
	I am quick to see possibilities in new ideas and developments
	

	G
	I believe my capacity for judgement can help to bring about the right decisions
	

	H
	I can be relied upon to bring an organised approach to the demands of the job
	

	I
	I am always ready to back a good suggestion in the common interest
	


Section 4

My characteristic approach to the group is that:

	A
	I contribute when I know what I’m talking about
	

	B
	I am not reluctant to challenge the view of others or hold a minority view myself
	

	C
	I can usually find a line of argument to refute unsound propositions
	

	D
	I think I have a talent for making things work once a plan has to be put into operation
	

	E
	I prefer to avoid the obvious and to open up lines that have not been explored
	

	F
	I bring a touch of perfectionism to any job I undertake
	

	G
	I am likely to be the one to make contacts outside the group or the firm
	

	H
	While I am interested in all views I have no hesitation in making up my mind once a decision has to be made
	

	I
	I maintain a quiet interest in getting to know colleagues better
	


Section 5

I gain satisfaction in a job because:

	A
	I enjoy analysing situations and weighing up all the possible choices
	

	B
	I feel that I am using my special qualifications and training to advantage
	

	C
	I like to feel I am fostering good working relationships
	

	D
	I can have a strong influence on decisions
	

	E
	I have a chance of meeting new people with different ideas
	

	F
	I can get people to agree on priorities and objectives
	

	G
	I feel in my element where I give a task my full attention
	

	H
	I can find an opportunity to stretch my imagination
	

	I
	I am interested in finding practical solutions to problems
	


Section 6

If I am suddenly given a difficult task with limited time and unfamiliar people:

	A
	I would feel like devising a solution of my own and then trying to sell it to the group
	

	B
	I would be ready to work with the person who showed the most positive approach
	

	C
	I would find some way of reducing the size of the task by establishing what different individuals might best contribute
	

	D
	My natural sense of urgency would help to ensure that we did not fall behind schedule
	

	E
	I like to read up as much as I conveniently can on the subject
	

	F
	In spite of conflicting pressure I would press ahead with whatever needed to be done
	

	G
	I would take the lead if I felt the group was making no progress
	

	H
	I would open up discussions with a view to stimulating new thoughts and getting something moving
	

	I
	I believe I would keep cool and maintain my capacity to think straight
	


Section 7

With reference to the problems to which I am subject to in working in groups:

	A
	I am apt to show my impatience with those who are obstructing progress
	

	B
	Some people criticise me for being too analytical
	

	C
	My desire to check that we get the important details right are not always welcome
	

	D
	I am inclined to feel I am wasting my time and would do better on my own
	

	E
	I find it difficult to get started unless the goals are clear
	

	F
	I am sometimes poor at putting across complex points that occur to me
	

	G
	I am conscious of demanding from others the things I cannot do myself
	

	H
	I hesitate to express my personal views in front of difficult or powerful people
	

	I
	I tend to show boredom unless I am actively engaged with stimulating people
	


Now read on, for details of how to tally your score.

Scoring

The table below is used to compile your Belbin scores.

· Transfer your scores from each section to the appropriate boxes below. 

· Then add up your totals for each team role.

· Once you have established your total scores, note down below:

· Your primary team role (the one with the most points)

· Your secondary team role

	Roles
	Section 1
	Section 2
	Section 3
	Section 4
	Section 5
	Section 6
	Section 7
	Totals

	Completer

Finisher
	E
	I
	B
	F
	G
	D
	C
	

	Implementer
	G
	A
	H
	D
	I
	F
	E
	

	Monitor

Evaluator
	H
	D
	G
	C
	A
	I
	B
	

	Specialist
	C
	H
	E
	A
	B
	E
	D
	

	Co-ordinator
	D
	B
	A
	H
	F
	C
	G
	

	Team worker
	B
	F
	I
	I
	C
	B
	H
	

	Resource

Investigator
	A
	C
	F
	G
	E
	H
	I
	

	Shaper
	F
	E
	C
	B
	D
	G
	A
	

	Plant
	I
	G
	D
	E
	H
	A
	F
	


Using the team type information

Now that you are more aware of your preferred style of working you can choose how to use the information.  

Playing to your strengths

· Whatever your preferred team type, see it as a strength. 

· Seek out tasks or projects requiring your skills.

· Look for opportunities to work in teams that need your team-type to achieve the right balance. 

Become more flexible 

Remember the team type questionnaire shows your preferred style, this does not mean it needs to be your only style!

· Think about your second, third, fourth choices - would you like to work more on these areas?

· If you work in a team that does not have the right balance, could you think about taking on another team type role?

· See other people’s team type as a strength and think about how you could work more effectively together

· Seek out tasks and projects to develop strengths in other areas (often we prefer doing things we are good at)

Using the information with others

You now have information about your team type, and may wish to think about using the questionnaire within your own team

· Explain what it’s all about – it’s not a test, it’s about individual preferences

· Agree how you will all be able to use the information

· Share your own team type – go first

· Use the information to try out new ways of working together

A word of warning

Don’t become a self-fulfilling prophecy.  The questionnaire shows only your preferred style, it does not mean that you cannot operate in the other areas, only that given the choice you will adopt your preference.

Remember, you are dealing with that most unpredictable of species – people. 

“But what turns team building into an art is that bricks, like legendary men, are made of different types of clay and not wholly predictable after firing”

Belbin team types

Resource Investigators

Resource Investigators are often enthusiastic, quick off the mark extroverts.  They are good at communicating with people both inside and outside the team.  They are natural negotiators, adept at exploring new opportunities and developing contacts. Although not a great source of creativity, the RI is effective when it comes to picking up other people’s ideas and developing them.  As the name suggests, they are skilled at finding out what is available and what can be done.  They usually receive a warm reception from others because of their own outgoing nature.

RIs have relaxed personalities with a strong inquisitive sense and a readiness to see other possibilities in anything new.  However, unless they remain stimulated by others, their enthusiasm fades.

Function:   RIs are good at exploring and reporting back on ideas, developments or resources outside the group.

They are the best people to set up external contacts and to carry out any subsequent negotiations.

They have an ability to think on their feet and to probe others for information.

Monitor Evaluators 

Monitor evaluators are serious-minded, prudent individuals with a built in immunity from being over-enthusiastic.  They are slow in making decisions preferring to think things through.  Usually, they have a high critical thinking ability.  They have a capacity for shrewd judgements that take all factors into account.  A good ME is seldom wrong.

Function:  MEs are best suited to analysing problems and evaluating ideas and suggestions.  They are very good at weighing up the pros and cons of options.  To many outsiders the ME may appear dry, or perhaps over-critical.  Nevertheless, many MEs occupy strategic posts and thrive in high-level appointments.  In some jobs success or failure hinges on a relatively small number of crunch decisions.  This is ideal territory for an ME.

Co-ordinators

The distinguishing feature of the co-ordinator is their ability to get others to work towards shared goals.  Mature, trusting and confident, they delegate readily.  In interpersonal relationships they are quick to spot individual talents and use them in the pursuit of group objectives.  COs are not necessarily the most talented members of a team, they bring a strategic and outward looking perspective which usually commands respect.

Function: COs are well placed when put in charge of a team of people with diverse skills and personal characteristics.  They perform better in dealing with colleagues of near or equal rank than in directing junior subordinates.  Their motto might be “consultation with control” and they usually believe in tackling problems calmly.  COs can clash with Shapers due to contrasting management styles.

Shapers

Shapers are highly motivated people with a lot of nervous energy and a strong drive for achievement.  Usually they have extrovert personalities.  SHs like to challenge others and their concern is to win.  They like to lead and to push others into action.  If obstacles arise, they can be resourceful in finding a work-around.  Headstrong and assertive, they tend to show strong emotional response to disappointment or frustration.  Often single-minded and argumentative, SHs may lack empathy.  

Function:  SHs generally make good managers because they generate action and thrive under pressure. They are excellent at sparking life into a team and are very useful in groups where uncertainty or “political” complications are apt to slow things down;  SHs are inclined to rise above problems of this kind and forge ahead regardless.  They are well suited to making necessary changes and do not mind making unpopular decisions.  As the name implies, they try to impose some shape or pattern on group discussion or activities.  They are probably the most effective members of a team in guaranteeing positive action.

Implementers

Implementers have practical common sense and a good deal of self-control and discipline. They favour hard work and tackle problems in a systematic way.  On a wider front the IMP is typically a person whose loyalty and interest lie with the team and wider organisation and who is less concerned with the pursuit of self-interest.  However IMPs may lack spontaneity and show signs of rigidity.

Function:  IMPs are useful to an organisation because of their reliability and capacity for application.  They succeed because they are efficient and because they have a sense of what is feasible and relevant.  It is said that many executives only do the jobs they wish to do and neglect those tasks, which they find distasteful.  By contrast, an IMP will do what needs to be done.  Good IMPs often progress to high management positions by virtue of good organisational skills and competency in tackling necessary tasks.

Team Workers

Team workers are the most supportive members of a team.  They are mild, sociable and concerned about others.  They have a great capacity for flexibility and adapting to different situations and people.  TWs are perceptive and diplomatic.  They are good listeners and are generally popular members of a group.  They operate with sensitivity at work, but they may be indecisive in crunch situations.

Function:  The role of the TW is to prevent interpersonal problems arising within a team and thus allow all team members to contribute effectively.  Not liking friction, they will go to great lengths to avoid it.  It is not uncommon for TWs to become senior managers especially if the tiers below are dominated by shapers.  This creates a climate in which the diplomatic and perceptive skills of a TW become real assets, especially under a managerial regime where conflicts are liable to arise or to be artificially suppressed.  TW managers are seen as a threat to no one and therefore the most accepted and favoured people to serve under.  Team workers have a lubricating effect on teams.  Morale is better and people seem to co-operate when they are around.

Completer- Finisher

CFs have a great a capacity for follow-through and attention to detail.  They are unlikely to start anything that they cannot finish.  They are motivated by internal anxiety, yet outwardly they may appear unruffled.  Typically they are introverted and require little in the way of external stimulus or incentive.  They are not often keen on delegating; preferring to tackle all tasks themselves.

Function:  CFs are invaluable where tasks demand close concentration and a high degree of accuracy. They foster a sense of urgency within a team and are good at meeting deadlines.  In management they excel by the high standards to which they aspire, and by their concern for precision, attention to detail and follow-through.

This tends to be the rarest team type and thus a good completer-finisher usually has high value to their team.

Specialists

Specialists are dedicated individuals who pride themselves on acquiring technical skills and specialised knowledge.  Their priorities centre on maintaining professional standards and on furthering and defending their own field.  While they show great pride in their own subject, they usually lack interest in other people’s.  Eventually, the SP becomes the expert by sheer commitment along a narrow front.  There are a few people who have either the single-mindedness or the aptitude to become a first-class SP

Function:  SPs have a critical part to play in some teams, for they provide the expertise or skill upon which the unit’s service or product is based.  As managers, they command respect because they know more about the subject than anyone else and can usually be called upon to make decisions based on in-depth experience. 

Plant

The plant is a sower of seeds and the solver of problems.  Plants are independent and clever as well as original.  They may come up with creative solutions to complicated problems and are often the source of new ideas and projects.  Plants often like to operate a little apart from the team and try out new methods of working.

Function:  Their main function in the team is to come up with new ideas and to solve complicated problems.  They may be a little weak in communicating with others because they usually think and operate as individuals rather than as part of a collective.  And if there are too many of them in a team, they tend to fight!

Communicating about teamwork

Promoting a “team culture” has long been a priority at Heineken.  One visual manifestation of this is the company’s credo of “professional team-thinking”.

	1
	The aim is to reach the best decision, not just a hasty conclusion or an easy consensus.  The team leader always has the ultimate responsibility for the quality of the decision taken – and therefore, for the quality of the team-thinking effort that has led up to the decision.

	2
	To produce the vest professional team-thinking, the team leader must ensure that ego-trips, petty office politics and not-invented-here rigidity are explicitly avoided.  There should be competition between ideas – not between individual members of the team.

	3
	The team-thinking effort must first ensure that the best question to be answered is clearly and completed formulated.

	4
	The team-thinking process is iterative – not linear.  Therefore, the question may have to be altered later and the process repeated.

	5
	The team leader is responsible for seeing that sufficient alternatives and their predicted consequences have been developed for evaluation by the team.

	6
	The team leader will thus ask ‘what are our alternatives?’ – and not just ‘what is the answer?’

	7
	The team leader also recognises that it is wiser to seek and listen to the ideas of the team before expressing his or her own ideas and preferences.

	8
	In any professional team-thinking effort, more ideas will have to be created than used.  But any ideas that is rejected will be rejected with courtesy and with a clear explanation as to why it is being rejected.  To behave in this way is not naïve, it is just decent and smart.

	9
	A risk/reward equation and a probability of success calculation will be made explicitly before any important decision is taken.

	10
	Once a decision is made professionally, the team must implement it professionally.

	11
	When you think, think.  When you act, act.


Team chartering

To compete successfully in today's business environment, companies have to be lean, flexible and responsive to their customers. To achieve this, many are changing their traditional ways of working (i.e. hierarchical and functionally driven structures) in favour of team based approaches which emphasise the empowerment of employees and sharing of leadership responsibilities.

In the past, organisations rushed to form teams and did not invest sufficient time, training and resources to lay the groundwork for effective team development. What happens before a team gets started and in the first few meetings often determines whether the team survives!

A critical component for team success lies in the establishment and acceptance of a Team Charter which provides team members, senior management and other stakeholders with:

· The information necessary to understand clearly the work the team is undertaking 

· Clarity about team structure, membership and roles 

· The basis for determining the team's goals and performance measures 

· The limits and boundaries within which the team is to operate 

· Processes to manage the team's organisational relationships and interfaces

The chartering process has four main elements, sponsoring, developing the game plan, agreeing - signing off and auditing.

The Team Charter describes the overall mandate for the team and the performance results the team is expected to accomplish. When forming a team the sponsor(s) and possibly other key stakeholders should establish a broad Charter. At the same time, it is important that the team has "space" to customise the Charter and make it their own.

Research indicates that the number one source of conflict on cross- functional teams centres on goal or priority definition. In today's work environment, individuals find themselves serving on a variety of project teams while continuing to report to their functional managers. When organisational and team priorities are unclear, are not communicated effectively, or are ignored or frequently changed by management, people become confused and less productive team members. Therefore, agreeing to the team's Charter is a pivotal role for senior executives in the team's setup phase.

Following is a start up checklist that organisations can use to develop a Team Charter:

· Is there an agreed team purpose with written objectives? 

· Have the team's key stakeholders been identified? - that is people both within and outside the organisation who can contribute to and/or are affected by the team. What level of support and cooperation is needed from the various stakeholders? - keep informed, get involved and help make decisions, gain approval before moving forward. 

· Have the team's boundaries been determined and agreed to? - for example what is the team's scope of authority? - recommendation only, develop solution, implement pilot, execute program, monitor and evaluate 

· Has the team structure, membership, roles and team leadership been defined? 

· What training will team members need? Commonly occurring needs are in the areas of group dynamics, personal communication, meeting skills, problem solving and decision making. 

· Does the team have a set of agreed ground-rules by which it operates?- for example how will decisions be made? 

· Has the team agreed upon the logistics for when, where and for how long it will meet? 

· Will the team be developing a work action plan by which major, critical phases of its work are planned, milestoned and evaluated? How will records be maintained? 

· How will the team's success be measured? 

· What reward and recognition processes are available for the team and its members? 

· Are there audit plans in place to check and evaluate team progress?

Views of management

This section summarises some key ideas about management: its function and purpose.  As you read through it, think about how far these views correspond to your own management role and experience, and use the space at the end to summarise your thoughts.

According to Peter Drucker, management is a practice rather than a science or a profession so there are no precise solutions, and the ultimate test of management is achievement and business performance.  To what extent, then, does this suggest that in the effective management of business organisations the ends justify the means? 

The nature of management is variable.  Management relates to all activities of the organisation and is undertaken at all levels of the organisation.  Management is not a separate, discrete function. It cannot be departmentalise or centralised. An organisation cannot have a department of management in the same way as it can have a department for other functions, such as production, marketing, accounting, or personnel.

Management is seen best, therefore, as a process common to all other functions carried out within the organisation.  Management is essentially an integrating activity.

The overall responsibility of management can be seen as the attainment of the given objectives of the organisation.  Objectives are the desired end-results the organisation is striving to achieve.  Within the framework of objectives, policy provides the guidelines for the operations and activities of the organisation.

Policy determines the manner in which the affairs of the organisation are to be conducted.  The establishment of objectives and the formulation of policy rest with the board of directors (or their equivalent) and it is part of their responsibility for determining the direction of the organisation as a whole and for its survival, development and profitability.  Clarifications of objectives and policy is a prerequisite if the process of management is to be effective.  But what does the process of management actually involve, and what activities does it encompass?

Management is a complex and discursive subject.  Despite the widespread use of the term and the large amount written about the subject, it is not easy to find agreement on a simple yet comprehensive definition of management or of a manager.  Moreover, ‘management’ is not homogeneous.  It takes place in different ways and at different levels of the organisation.   One approach, especially favoured by classical writers, is to analyse the nature of management and to search for common activities (or functions, or elements) applicable to managers in all organisations.

Common activities of management

One of the first, and most widely quoted, analyses is that given by Henri Fayol, who analysed the activities of industrial undertakings into six groups: technical (production, manufacture and adaptation); commercial (buying, selling, exchange and market information); financial (obtaining capital and making optimum use of available funds); security (safeguarding property and persons); accounting (information on the economic position, stocktaking, balance sheet, costs, statistics); and managerial. 

The managerial activity is divided into five elements of management, which are defined as: ‘to forecast and plan, to organise, to command, to co-ordinate and to control’. Fayol describes these as:

· Planning (translated from the French prevoyance = to foresee, and taken to include forecasting) – examining the future, deciding what needs to be achieved and developing a plan of action

· Organising – providing the material and human resources and building the structure to carry out the activities of the organisation

· Command – maintaining activity among personnel, getting the optimum return from all employees in the interests of the whole organisation

· Co-ordination – unifying and harmonising all activities and effort of the organisation to facilitate its working and success

· Control - verifying that everything occurs in accordance with plans, instructions, established principles and expressed command

Principles of management

· Division of work – the object is to produce more and better work from the same effort, and the advantage of specialisation. However, there are limits to division of work which experience and a sense of proportion tell us should not be exceeded.

· Authority and responsibility – responsibility is the corollary of authority.  Wherever authority is exercised, responsibility arises.  The application of sanctions is essential to good management, and is needed to encourage useful actions and to discourage their opposite.  The best safeguard against abuse of authority is the personal integrity of the manager.

· Discipline is essential for the efficient operation of the organisation.  Discipline is in essence the outward mark of respect for agreements between the organisation and its members.  The manager must decide on the most appropriate form of sanction in cases of offences against discipline.

· Unity of command – in any action an employee should receive orders from one superior only; if not, authority is undermined and discipline, order and stability threatened.  Dual command is a perpetual source of conflicts.

· Unity of direction – in order to provide for unity of action, co-ordination and focusing of effort, there should be one head and one plan for any group of activities with the same objective.

· Subordination of individual interest to general interest – the interest of the organisation should dominate individual or group interests.

· Remuneration of personnel – remuneration should as far as possible satisfy both employee and employer. Methods of payment can influence organisational performance and the method should be fair and should encourage keenness by rewarding well-directed effort, but not lead to overpayment.

· Centralisation is always present to some extent in any organisation.  The degree of centralisation is a question of proportion and will very in particular organisations.

· Scalar chain – the chain of superiors from the ultimate authority to the lowest ranks. Respect for line authority  must be reconciled with activities which require urgent action, and with the need to provide for some measure of initiative at all levels of authority.

· Order  - includes material order and social order.  The object of material order is avoidance of loss.  There should be an appointed place for each thing, and each thing in its appointed place.  Social order involves an appointed place for each employee, and each employee in his or her appointed place.  Social order requires good organisation and good selection.

· Equity – the desire for equity and for equality of treatment are aspirations to be taken into account in dealing with employees throughout all levels of the scalar chain.

· Stability of tenure of personnel – generally, prosperous organisations have a stable managerial personnel.  But changes of personnel are inevitable and stability of tenure is a question of proportion.

· Initiative – represents a source of strength for the organisation and should be encouraged and developed. Tact and integrity are required to promote initiative and to retain respect for authority and discipline.

· Esprit de corps should be fostered, as harmony and unity among members of the organisation is a great stregth in the organisation.  The principle of unity of command should be observed.  It is necessary to avoid the dangers of divide and rule of one’s own team, and the abuse of written communication.  Wherever possible verbal contacts should be used.

Management as a social process

Brech identifies four main elements of management:

· Planning – determining the broad lines for carrying out operations, preparing methods by which they are carried out and setting standards of performance

· Control – checking actual performance against standards to ensure satisfactory progress and performance, and recording as a guide to possible future operations

· Co-ordination – balancing and maintaining the team by ensuring a suitable division of work and seeing that task are performance in harmony

· Motivation – or inspiration morale.  Getting members of the team to work effectively, to give loyalty to the group and to the task, to carry out their tasks properly, and to play an effective part in the activities of the organisation.  With this general inspiration is a process of supervision or leadership to ensure the teams are carrying out their activities properly

The tasks and contribution of a manager

Another approach to describing management is given by Drucker who identifies three tasks, equally important, but essentially different, that have to be performed:

· Fulfilling the specific purpose and mission of the institution, whether business enterprise, hospital, or prison

· Making work productive and the worker achieving

· Managing social impacts and social responsibilities

Drucker then goes on to identify five basic operations in the work of the manager:

· Sets objectives – determines objectives and the goals for each area of objectives, and describes what needs to be done to achieve these objectives

· Organises – analyses the activities, decisions and relations required, classifies and divides work, creates organisation structure, and selects staff

· Motivates and communicates – creates a team out of people responsible for various jobs

· Measures – establishes targets and measurements of performance which focus on both the individual and the organisation as a whole

· Develops people – directs, encourages and trains.  How well team members develop themselves depends on the way a manager manages

These categories require a combination of analytical ability, synthesising ability, integrity, human perception and insight, and social skill.

	Your own view
Make some notes about the extent to which the ideas in this section correspond to your own views about management’s role and purpose

	


	Exercise: Knowing the people you manage
Extract from “Employers of Choice”, Judith Joyce Leary


Managers make decisions that affect people’s lives every day of the week, and some of them do so with little true knowledge of the lives involved. What chance, then, is there of a successful outcome?

What to do about it? Try the Timpson test below. 

Mentally choose one direct report at random and rate yourself for how much you know about the categories listed.
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Action Centred Leadership
In any situation where a group of people are trying to achieve some goal, one or more of those people will emerge and act as a leader to the others.

Look again at this sentence more closely. Break it down into elements. What are they?

According to John Adair, there are three elements to all leadership situations. They are:

1. The achievement of a goal or task. This may be the completion of a very practical activity or it may be a less tangible goal. We know that effective groups have clear goals shared by all members. Often the task is what brings the group together in the first place.

2. The group of people performing the task. It is likely that the task will only be achieved if all members of the group work together to the common good. Therefore, the group itself has to be understood as an entity in its own right.

3. Each individual member of the group involved in the task. While the group will take on a life of its own, individuals do not lose their own identity. Their needs as people must continue to be met if their allegiance to the group, and their motivation to achieve the task, is to be sustained.

This approach, "Action-Centred Leadership", is centred on the actions of the leader. The leader has to balance the needs from each of the three elements. The effective leader is the one who keeps all three in balance; that is who attends to all three at the same time. If any one element is ignored, the others are unlikely to succeed.
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It’s important to understand that the three elements can conflict with each other. For example, pressure on time and resources often increases pressure on a group to concentrate on the task, to the possible detriment of the people involved. But if group and individual needs are forgotten, much of the effort spent may be misdirected.

In another example, taking time creating a good team spirit without applying effort to the task is likely to mean that the team will lose its focus through lack of achievement.

An approach that a skilled leader might take, in any challenge, is to balance the needs of all three elements as follows:

· Identify and evaluate the requirements of the task.

· Communicate these to the group and gain their commitment.

· Plan the achievement of the task with the group.

· Identify resources within the group and allocate responsibility to individuals.

· Monitor and evaluate progress of the whole group and of individual members.

· Communicate feedback to the group and support, praise, encourage individuals.

· Review plans, and make changes, with the group until the task is achieved.

	

	Video link.  To hear more about John Adair’s views on leadership, go to: http://www.youtube.com/watch?v=w_9NkApoAqY



Leadership versus management

Management is frequently seen as very ‘task’ oriented; essentially being associated with ensuring that the job gets done effectively and efficiently. Leadership on the other hand, might be described as the ‘process’ by which the tasks are achieved or the human or people side of management. Effective management is seen as fundamental to the success and effectiveness of the organisation. However, what sustains organisational performance in the long term is leadership. 

  

On a simplistic level, leaders chart the course or direction of the company. Individuals need to know where they are going and what is to be achieved. Managers identify how it happens. Management is about managing complexity and leadership about managing change. It could be said that managers influence people at the rational level, while leaders are most effective when they influence at the emotional level. While much discussion on leaders and managers focuses on the differences between them, if we take a closer look, we can see more similarities that unite them than divides. For example, leaders possess most of the skills of a manager. You could suggest that trusting people - considered a leadership attribute - is also an essential management attribute. 

Over recent years, increasing emphasis has been placed on the relationship between leaders and followers. What do we look for in leaders? People who are honest, competent, forward looking and inspiring. This does not mean the leader needs to know everything. It is about understanding the processes, what people do. Leaders often lead people who know more than they do and admit to it, saying ‘I don’t know the answer’. Leaders do not have the monopoly on knowledge. Having suggested earlier that there exists a unique relationship between the person leading and their followers, how might this be characterised? 

Followers seek, appreciate and admire leaders who create in them:

· Feelings of significance: followers are energised and uplifted by leaders who say ‘you are important, you matter’, which is perhaps not too surprising. As humans we all appreciate being valued no matter how small our participation. In return, leaders gain loyalty and co-operation from their followers

· Sense of community: this is probably best defined by a sense of unity, cohesion and common purpose which enables people to feel at one with the group. An individual who can create this kind of positive environment will invariably be looked upon as leader

· Energy: most people enjoy and want excitement and challenge in their lives. A leader who provides an edge, can create a sense of purpose and achievement - call it buzz if you like - will engage followers in a positive way

Management styles and motivation  

Have you ever considered why your team members go to work, why they choose to do the job they do and why they choose to stay with you?  In most cases employers and managers tend not to think too much about this issue, they are content in the knowledge that their team members are meeting their objectives and getting their jobs done.  However, if you knew that production would increase and costs fall simply by identifying your team members motivational needs and acting upon them, you may come to realise how important motivating your team members really is. 

Motivational needs simply means what your team members need to help them do their work and how important that need is; for example, an team member might feel that they need a lot of recognition from their employer or manager to boost their ego.  Once their ego is boosted this motivational need is fulfilled.  An team member might have many motivational needs all varying in importance;  your task as employer/manager is to detect these needs and act to allow fulfilment.

Management styles

How you go about investigating and satisfying your team members motivational needs boils down to something call a management style; example might be: 

· You believe that your team members are basically lazy and the only way to motivate them is to shout or even threaten your staff - your motivator is fear and intimidation build on the notion that your staff are lazy  
· You may value the opinions of your staff and believe you can motivate your staff through mutual trust and respect - your motivator is trust and respect for your team members
· You may believe strongly in recognising achievement and excellence by rewarding team members - your motivator is rewarding for good work. 

The key to effective motivation is the ability of a manager or employer to identify the true needs of the team member in the absence of preconceived assumptions, and act upon those needs appropriately to the general satisfaction of the workforce.

Motivational factors

Over the years, there have been many studies examining staff motivation and here are just a few examples of what team members feel are their motivational needs or factors: 

· The working environment - poor or inadequate equipment or work facilities 

· Working conditions - too hot, too cold, no breaks, long hours 

· Social interaction - isolation, socialisation discouraged etc 

· Job security - redundancies, feeling not part of company etc 

· Skill or intellectual use -inability or discouragement to use intellectual or skill  

· Promotional prospects and job title - lack of promotion, others promoted but not them 

· Responsibility - not allowed to work off own initiative 

· Recognition and appreciation - lack of praise or recognition for achievement 

· Trust and respect - treated as a machine 

· Participation in decision making - not allowed to get involved with company 

· A sense of belonging -  

· Salary - pay poor for job they are doing 

· Management issues - conflicts with management, etc 

In fact this is only a small sample of the many facets that account for motivational need, once you are aware of these needs and act to resolve and maintain them, you will find that staff are more content and hopefully motivated.  If you invest in your staff you are investing in your organisation.

The only way you can find out what truly motivates your staff is: 

· Asking your team members what motivates them 

· Monitoring the changes in work levels as a result of your motivational philosophy 

· Once you know what makes your team members tick formulate a management style which will assist to motivate your staff

The hierarchy of needs
Abraham Maslow (1908-1970) was a US psychologist and behavioural scientist. Maslow was one of the first people to be associated with the humanistic, as opposed to a task-based, approach to management. A key resource in successful companies - Maslow’s model has remained a valuable management concept.

Maslow saw human needs in the form of a hierarchy, ascending from the lowest to the highest. When one set of needs is satisfied it ceases to be a motivator; motivation is then generated by the unsatisfied needs in the hierarchy. The needs are: survival or physiological needs, safety or security needs, social needs, ego-status needs and self-actualisation needs. If managers can recognise which level of the hierarchy a worker has reached, he or she can motivate the employee in the most appropriate way.

Today the hierarchy is usually represented as a triangle, although Maslow himself did not present it in this way.  Abraham Maslow identified levels of human needs or goals as below 
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Type A Need: Basic Creature Comforts – Physiological                                         

Survival or physiological needs. The most primitive of all needs consisting of the basic animal requirements such as food, water, shelter, warmth and sleep

The concern with creature comfort includes a pleasant work environment and the avoidance of stress and strain. The individual is concerned with aspects of the job that are almost incidental to the work involved. People who are high in these needs will probably not perform well in jobs where these needs are not met eg where the surroundings of the job are uncomfortable or difficult.

Type B Need: Security or safety needs

In earlier times these needs were expressed as a desire to be free of physical danger. This need has been refined so that its implications are now felt in terms of the social and financial, rather than purely physical requirements

The concern for security is reflected in avoidance of risk, and a desire for security of employment. People high in these needs will probably not perform well in risky or dangerous situations or where their continued employment is regularly threatened

Type C Needs: Love and Social needs                                                                         
To belong and be accepted by others. Man is essentially a social being and therefore seeks membership of social groups, such as work groups

Social and affiliative needs are shown by people who value the company of others and aspects of a job which entail working with others and being a member of a team. People who are high in these needs would probably not perform well in a solitary job where those around them were hostile or competitive.

Type D Needs: Esteem or Ego-status needs                                                                

To be held in esteem by both oneself and others. This kind of need is satisfied by power, prestige and self-confidence

These needs are shown by individuals who value the opportunity to take responsibility and have a chance to make their mark and to gain the recognition and respect of others. These needs can be closely related to the nature of the actual work the individual is doing. People who are high in these needs may be frustrated by bureaucracy, committee systems and by team working.

Type E Needs: Self Expression /Actualisation                                                             

To maximise one's skills and talents. This embraces self-realisation, self-expression and self-fulfilment

These needs concern individual self-development and are shown in the extent to which people value challenges, trying new things, completing work to a high standard, or being creative. The nature of the work involved in the job is very important to the satisfaction or frustration of these needs. There are certain conditions which are immediate prerequisites for satisfying needs, such as the freedom to speak, freedom to express or defend oneself, justice, fairness and honesty. Danger to these is perceived almost as if it were a danger to the needs themselves.

The hierarchy is usually referred to as if it were a fixed order but Maslow explained it is not necessarily rigid or universally applicable. While most people do have basic needs in the order indicated, there are exceptions. Creative people are often driven by self-actualisation rather than by lower satisfactions. 

The hierarchy is often presented in simplified terms, giving the (false) impression that one need must be fully satisfied before the next need emerges. As man is a continually wanting animal his basic needs are partially satisfied and partially unsatisfied at the same time. Needs continually overlap; for example social needs are felt by everyone, including those whose basic needs are not met. However, as soon as one need is satisfied it ceases to be a motivator. 

Peter Drucker pointed out that while it becomes less satisfying to obtain economic rewards as one moves up the hierarchy, such needs do not become less important. This is because as their impact as a positive incentive decreases, their ability to create dissatisfaction and act as a disincentive increases. Economic rewards become entitlements and if they are not looked after can act as deterrents. 

Maslow is often mentioned in connection with his contemporaries, Douglas McGregor and Frederick Herzberg, who were also developing motivation theories at about the same time. Maslow admired McGregor, the author of Theory X and Theory Y, although he had strong reservations about the validity of Theory Y. Herzberg put forward the idea of separating hygiene factors - those that can lead to job dissatisfaction (for example working conditions, salary, or company policy) from motivators - those that lead to job satisfaction (such as achievement, recognition, responsibility, or advancement). Herzberg's hygiene factors can be compared with Maslow's levels one, two and three, and the motivators to levels four and five.

Maslow's theory only fully makes sense when applied to life in general rather than the workplace in particular. This is because some of the needs of the individual, particularly the higher needs, may be satisfied outside the workplace. This holistic view is important within the workplace as employers increasingly realise that individuals have a life outside their job which impinges on their performance at work 

The motivating factors 

Herzberg said that the five factors ‘which stand out as strong determiners of job satisfaction’ are

· Achievement

· Recognition

· Work itself

· Responsibility

· Advancement

Achievement

The personal satisfaction of completing a job, solving its problems and seeing the successful results of your own efforts

Recognition

The acknowledgement for a job efficiently done. This may arise from within the individual or be appreciation shown by others

Work itself

The positive effects of the job upon the person. The job may, for example, be interesting, varied, creative and challenging

Responsibility

The degree of control a person has over the work. The amount of control that people can exercise is, in part, influenced by their authority and the responsibility that goes with it

Advancement

The opportunity to achieve promotion within the Probation Service. Advancement also occurs when someone is given more freedom to exercise to initiative in their normal work

The hygiene-motivation theory

Frederick Herzberg, a US clinical psychologist, later became Professor of Management at Utah University. His “overriding interest in mental health” stemmed from his belief that “mental health is the core issue of our times”. This was prompted by his posting to the Dachau concentration camp after its liberation. On his return to America, he worked for the US Public Health Service. His hygiene-motivation theory was first published in The Motivation to Work in 1959

Herzberg’s work focused on the individual in the workplace, but it has been popular with managers as it also emphasised the importance of management knowledge and expertise

Summary
The ‘hygiene-motivation’ or ‘two factor’ theory resulted from research with 200 Pittsburgh engineers and accountants. These people were asked what pleased and displeased them about their jobs. From their responses, Herzberg concluded that man has two sets of needs

· Lower level needs as an animal to avoid pain and deprivation

· Higher level needs as a human being to grow psychologically

Some factors in the workplace meet the first set of needs but not the second and vice versa. The first group of factors he called ‘hygiene factors’ and the second, ‘motivators’.

Herzberg also coined the term ‘job enrichment’, a technique which grew out of the hygiene-motivation theory. Job enrichment involved including motivators in the design of jobs. In his famous Harvard Business Review article (One more time: how do you motivate employees? published in 1968) Herzberg also invented the acronym KITA (Kick In The Ass) to explain personnel practices such as wage increases, fringe benefits and job participation which were developed as attempts to instil motivation but are only short-term solutions.

KITA was used by Herzberg to explain why managers don’t motivate employees. He demonstrated that employees are not motivated by being kicked (figuratively speaking), or by being given more money or benefits, a comfortable environment or reducing time spent at work. These elements were called ‘hygiene factors’ by Herzberg because they concern the context or environment in which a person works.

Hygiene factors also include:

· Company policy and administration

· Supervision

· Working relationships

· Status and security.

These factors do not in themselves promote job satisfaction, but serve primarily to prevent job dissatisfaction, just as good hygiene does not in itself produce good health, but lack of it will cause disease. Herzberg also speaks of them as dissatisfiers or maintenance factors, since it is their absence or inadequacy which causes dissatisfaction at work. Some factors are not true motivators as they need constant reinforcement. Additionally, they increasingly come to be regarded as rights to be expected, rather than incentives to greater satisfaction and achievement.

‘Motivators’ (also referred to as growth factors) relate to what a person does at work, rather than to the context in which it is done. They include

· achievement

· recognition

· the work itself 

· responsibility

· advancement and growth.

Herzberg explains that the two sets of factors are separate and distinct because they are concerned with two different sets of needs. They are not opposites

Herzberg’s hygiene-motivation theory is derived from the outcomes of several investigations into job satisfaction and job dissatisfaction, studies which replicated his original research in Pittsburgh. The theory proposes that most factors which contribute to job satisfaction are motivators (achievement, recognition, the satisfaction of the work itself, responsibility and opportunities for advancement and growth) and most factors which contribute to job dissatisfaction are hygiene elements (company policy, general management, the individuals relationship with their manager and working conditions)

Job enrichment was an extension of Herzberg’s hygiene-motivation theory. He saw it as a continuous management function which involved embracing motivators in job design

These included

· Self-scheduling

· Control of resources

· Accountability

· Undertaking specialised tasks to become expert in them

Theory X and Theory Y

Douglas McGregor defined a set of contrasting attitudes to people at work and indicated the general nature of the corresponding management style. These contrasting attitudes were referred to as Theory X and Theory Y attitude

Theory X attitudes are typified by the belief that people at work are basically lazy, dislike work; have little ambition; dislike responsibility, prefer to be led, dislike change; are self-centred; are dull witted and are easily misled. 

Theory Y attitudes by contrast, are typified by the belief that people at work are basically energetic, enjoy suitable work; have ambition; seek and enjoy responsibility; exercise their initiative; look forward to change; take an interest in others; are intelligent and think things through for themselves

In this way the X-type manager, fundamentally an interventionist in the work situation, was always needing to be looking over the shoulders of her/his workers in order to ensure that she/he got her/his value-for-money from them. Discipline was a key feature in the working environment of the X-type manager, with people being ever aware that poor qualitative or quantitative performance would result in the dismissal from their job

Conversely, McGregor said that the Y -type manager took a totally different approach. The Y-type manager believed that if you give people responsibility, trusted them to get on with the work and expected them to do a good job they would, in the majority of cases, do so

The Y -type manager recognized that the work, in itself, can be a source of immense satisfaction for the worker and a means by which she/he can attain status and self-fulfilment in addition to obtaining rewards for her/himself and the family, through higher personal performance and commensurate monetary benefits

For this behaviourist approach to be introduced into the workplace the Y -type manager must create a climate where workers accept and seek responsibility, undertake self-direction and self-control in order to achieve the organization's targets and goals

McGregor believed that the way a manager regarded people at work influenced their management style and their control and disciplinary procedures. With a Theory X view a manager is likely to emphasise the disciplinary process and use it as an ever-present threat to coerce people. They would also develop a system of persuasion which would be best described as a bribery system, where promises of favourable treatment would be made in exchange for their cooperation and compliance. Theory Y managers by contrast, would be more likely to treat people with respect and confidently expect their cooperation. People would be given responsibilities in the sure belief that they would apply their talents and initiatives to their work

THEORY X 





THEORY Y 

People at work: 




People at work: 

are basically lazy 




are generally energetic 

inherently dislike work 



enjoy suitable work 

have little ambition 




are ambitious 

dislike responsibility 




seek and enjoy responsibility 

prefer to be led 




exercise initiative 

dislike change 





look forward to change 

are self-centred 




take an interest in others 

are dull witted 




are intelligent 

are easily misled 




think and judge for themselves 

People at work must be: 



People at work must be: 

coerced 





respected 

bribed 






given the chance to cooperate 
threatened 





given responsibility 

punished
 




allowed to use their talents 

Minzberg on the role of the manager
One of the most comprehensive analyses of the management role comes from Henry Mintzberg (1973 and 1989).  He defined ten distinct but interchangeable management roles which, he argued, might all be adopted by the same manager in the course of the same working day if necessary, and are taken on chiefly in response to the nature of the task in hand.

Interpersonal

· Figurehead.  This is a representative role, usually performed by senior managers – it might involve conducting a ceremony, hosting an event or attending a high profile conference.

· Leader.  For Mintzberg the leader’s job is to create, develop, unite and motivate teams.

· Liaison. Dealing with people from outside the immediate work unit or organization – the role might therefore involve exchanging information with other departments or sites, or with suppliers, distributors or customers.

Information sharing

· Monitor.  Receiving and processing information both from within and outside the work unit, using a mixture of formal and informal methods.  (It is easy to see how some of these roles might overlap – for instance, within the same meeting with a distributor, a manager might liaise over arrangements and monitor feedback about market trends)

· Disseminator.  Passing on relevant information to others in the work unit.

· Spokesman.  Stating the position of the work unit or organization to key players on the outside.

Decision-making

· Entrepreneur.  Mobilizing resources to capitalize on opportunities.

· Disturbance-handler.  Dealing with problems which affect the performance of the work unit, such as conflicts, mistakes, delays, etc.  In common parlance, many managers term this `fire fighting’.

· Resource allocator.  Planning and distributing limited financial, physical and human resources in the most efficient way.

· Negotiator.  Putting the case of the work unit, perhaps in budget negotiations.    

Mintzberg’s role definitions are not exhaustive, and the role of the manager has evolved since he carried out his study.   Here are three suggestions for new additional management roles for consideration.

Additional roles

· Information designer.  Today’s manager needs to be adept at moulding the format, style and content of information to meet the requirements of varying audiences.  Technology has provided a vast array of tools to enable this.

· Coach or mentor. Although often used interchangeably, there is more than a superficial distinction between the two roles.  The coach tends to be closer to his or her protégé (in both proximity and status) and is usually concerned with work performance and results.  Mentors typically can afford to take a more holistic view of the protégé’s development, and offer support designed to help them work towards life or career goals.  

· Counsellor.   The last ten years or so has seen a blurring of borders between life and work, with longer working hours, an increase in organizational social events and increased willingness in some organizations to deal with whole people rather than just employees.  An implication for some managers has been a greater requirement to provide advice and support on dealing with personal problems.
	Key management roles for you
Looking through Mintzberg’s role definitions, use the space below to make notes about:

· Which you are most comfortable with

· Which you take on least

· Which ones it would be valuable for you to become more confident in.

	


Manager as developer

The additional role identified above as “Coach or Mentor” is one of the most striking examples of how the line managers role has changed over the last five years.  There is a shift from the “command and control” model of management to a successful model of management characterised as “manager as developer”.  

The major differences are:

	Command and control


	Manager as developer

	Emphasis in planning for employees
	More interpersonally involved with employees

	Manager is expected to “motivate” employees
	Helps employees understand and appreciate the value of their work

	Manager is expected to schedule, solve problems, and get the job done
	Focuses main attention on the self-development of employees

	Managers appraise performance of employees
	Managers are evaluated by their ability to develop others

	Managers think, employees do


	Everyone thinks and acts


	Exercise: Situational leadership questionnaire

With acknowledgement to John D.W.Beck and Neil M. Yeager, The Leader’s Window, 2000


On the following pages you will find ten short cases that will help you think about the ways you lead people.  Each case describes a common work situation faced by most managers.  After each case, you will find four possible actions, each of which is used frequently by a large number of leaders.

As you read each case, don’t try to guess the “right” answer.  What is right for you may not be right for someone else.  Just choose the actions that are typical of you and the ways you interact with people when you are the leader.  Here is what to do:

· Read each case and imagine yourself as a leader in that situation.

· Read the actions and think about what you typically do in that type of situation.

· If one action stands out as describing you, give five points to that action by writing the number 5 in the space beside it.

· If no single action describes how you would handle the situation, you can divide the five points in any combination that adds up to five:  (4 + 1), (3 + 2), (2 + 2 + 1).

Be sure that your responses for every case add up exactly to five points, no more and no less.  For example:

	RESPONSES

	A
	           4
	

	B
	         
	

	C
	           1
	

	D
	
	

	
	
	


	CASE 1

	Tom has recently joined your team and seems nervous about his new work.  He is reluctant to take on much responsibility because he is not sure his skills are right for the job.  You are confident that he will be fine as soon as he learns the job.

	Actions

	A. Ask him to identify the skills he brings to the job and then tell him how to use them in productive ways.

B. Give him a full induction and tell him what he needs to do to get started.

C. Keep an eye on him from a distance to see what he can work out on his own.

D. Ask him to identify the skills he brings to the job and help him discover his own ways to apply them.


	RESPONSES

A

B

C

D




	CASE 2

	Susan was assigned to you after a difficult experience in another team.  She is talented and confident, but she resists learning the job requirements and wants to work with clients entirely in her own way.

	Actions

	A. Ask her about her past experience and then tell her how her work here should be done.        

B. Ask her about her past experience and then help her think through a plan for getting started.

C. Review the client list with her and tell her what to do to get started.

D. Give her a chance on her own before saying anything.


	RESPONSES

A

B

C

D




	CASE 3

	Vijay has joined your team with great enthusiasm and confidence.  He has a proven track record and is in tune with your goals.  Mostly, he needs to get up to speed with his new job and how this organisation works.

	Actions

	A. Help him to think through the requirements of his new job and develop his own training plan.

B. Let him know that you are confident that he can learn the job on his own.

C. Explain the job requirements and then tell him what he should do and why.

D. Explain the job requirements and then seek his input as you develop a training plan for him.


	RESPONSES

A

B

C

D




	CASE 4

	Jane is a high performer who consistently makes you and the organisation look good.  Usually, you just stay out of her way, but lately you have thought that you should let her know that you are still the manager.

	Actions

	A. Give her recognition for doing so well and remind her that you are there if she needs anything.        

B. Ask her to update you on her activities and then tell her which ones you think she should pursue.

C. Ask her what seems to be working best for her and listen to her plans for the future.

D. Review her client list and tell her what she should be doing with each one.


	RESPONSES

A

B

C

D




	CASE 5

	Ed has worked in your team for the past five years.  He is technically sound but does not understand the big picture.  He has also turned off several people with his aggressive enthusiasm.  Since his last performance appraisal, in which you gave him some honest feedback, his confidence seems to be shaken.

	Actions

	A. Redirect him so that he understands exactly what he needs to do differently.

B. Listen to his concerns and then help him think through the steps he wants to take.           

C. Be patient and wait for him to come around on his own.                   

D. Listen to his concerns and then redirect him so that he understands exactly what he needs to do differently.


	RESPONSES

A

B

C

D




	CASE 6

	You have assigned Patrice, one of your best employees, to collect performance data that will be needed for an imminent strategy meeting.  She has been working diligently to get the work done on time.  Your boss has just requested the data a week early, and you fear Patrice may not react well to the shorter deadline.

	Actions

	A. Let her know the boss is looking for the data.         

B. Give her a new deadline and outline the steps for her to complete the work.                      

C. Ask her what she done so far and then outline the steps for her to complete the job.

D. Ask her what she has done so far and help her create a plan for finishing the job.


	RESPONSES

A

B

C

D




	CASE 7

	Barry has been in your area for many years.  He is normally a self-starter, and you have always been able to rely on him to get the toughest jobs done.  He has deadlines for several major tasks approaching rapidly.

	Actions

	A. Ask him about each task and give him your support on them.

B. Anticipate that he may need support but wait for him to approach you first.

C. Ask him about each task and then lay out clear expectations for each one.

D. Lay out clear expectations for each task and be explicit about what he should be doing.


	RESPONSES

A

B

C

D




	CASE 8

	Jenny is frustrated with her work and actively applying for other jobs.  She knows all the required tasks well but has a tendency to be careless even under normal circumstances.

	Actions

	A. Stay close to the situation and be sure that standards are maintained.                          

B. Ask her about her concerns and then give her a plan for maintaining standards during the interim.

C. Ask her about her concerns and help her develop her own plan for the interim. 

D. Let her know that she is needed to handle the work.


	RESPONSES

A

B

C

D




	CASE 9

	Your organization has embarked on a quality initiative and you have been assigned to lead a Continuous Improvement Team.  The team members represent all of the departments that have a direct interface with yours.  The first meeting is today.

	Actions

	A. Lead group discussions that help the members define the team’s mission and their roles.

B. Let the members outline the improvements they are planning to make in their own departments.

C. Clarify the team’s mission and explain members’ roles and responsibilities.      

D. Incorporate members’ suggestions as you determine operating principles and procedures.


	RESPONSES

A

B

C

D




	CASE 10

	You are leading a team that has performed well in the past.  The team members are experienced and have always handled responsibilities well.  Recently, they have seemed burned out and you are afraid their interest will drop off completely.

	Actions

	A. Leave them on their own for a while before you take any formal action.                  

B. Redefine their responsibilities clearly and work closely with them until the group is back on track.

C. Ask the group for ideas about changes that are needed and use their input to make improvements.

D. Lead discussions about the current situation and help the group decide what changes are needed.


	RESPONSES

A

B

C

D




Scoring the exercise

In the matrix below, enter your responses to each of the cases.  You will notice that the four actions have been reorganized into columns that reflect the leadership styles you have selected.  Be careful to get your answers in the right spaces.

Add each column to determine the total number of points you assigned to each style.  The four totals should add up to 50 points.

Finally, multiply each column by two to find out what percentage of each style you selected.  

The most common interpretation of scores is that:

· The style with the highest percentage is your main style

· Any style with 15 percent or more is a backup style

· Any style with less than 15 percent is a limited style.  

	
	Style 1


	Style 2
	Style 3
	Style 4

	Case 1
	B
	A
	D
	C

	Case 2
	C
	A
	B
	D

	Case 3
	C
	D
	A
	B

	Case 4
	D
	B
	C
	A

	Case 5
	A
	D
	B
	C

	Case 6
	B
	C
	D
	A

	Case 7
	D
	C
	A
	B

	Case 8
	A
	B
	C
	D

	Case 9
	C
	D
	A
	B

	Case 10
	B
	C
	D
	A

	Totals
	
	
	
	

	Percentages (Multiply by 2)
	
	
	
	


What the four leadership styles mean

The four styles are summarized in the table below.  Note that each one is presented in terms of effective and ineffective leadership – and that the effective and ineffective interpretations are really opposite sides of the same coin.

	Style
	Effective leadership
	Ineffective leadership

	Style One
	Directing

· Gives clear directions

· Provides complete, honest and consistent explanations

· Structures work carefully for their team

· Offers advice and feedback when requested
	Dominating

· Fails to appreciate the abilities/knowledge of their team

· Takes control unnecessarily

· Overrides and stifles the initiative of team members

	Style Two
	Problem-solving

· Involves team and others in decision-making

· Listens

· Questions and makes recommendations

· Allocates tasks which speed up decision-making
	Over-involving

· Gets involved in decisions which team members could make on their own

· Slows down decision-making by insisting on detailed discussion

· Often perceived as failing to prioritise

	Style Three
	Developing

· Uses a questioning, hands-off style

· Listens and observes body language

· Offers advice and opinions but leaves responsibility for decisions with team members 

· Encourages open discussion of problems

· Supports the team by facilitating their efforts 
	Over-accommodating

· Concentrates on relationships sometimes at the expense of results

· Can be perceived as ingratiating, and tends to lack respect

· Doesn’t provide useful feedback

· Can generate conflict by agreeing with everybody


	Style Four
	Delegating

· Delegates authority

· Empowers team members to make decisions and take initiative

· Minimises internal bureaucracy and formal communication

· Trusts people and communicates that trust

· Recognises strong performance
	Abdicating

· “Dumps” authority

· Is rarely visible or available

· Doesn’t provide constructive advice or opinion


How managers are judged

There is a wide variety of ways in which successful management can be judged.  Below is a summary of some of the main approaches, and it is likely that you will have experienced a combination of these in your management career to date.

Outputs 

This approach focuses on the results delivered by the manager and their team, and can be viewed in terms of:

· Productivity - e.g. performance in relation to numerical targets

· Quality - e.g. performance in relation to stakeholder satisfaction or compliance

· Timeliness - this is most relevant where there is pressure to hit deadlines, such as in a project-oriented environment

· Income generation - this will tend to be most relevant in sales or revenue generating roles

Inputs

This approach tends to emphasise efficiency and measure the extent to which the manager is delivering required results within available resource constraints

Change or improvement 

Increasingly managers are measured on their ability to make things better, for instance:

· Achieving efficiency gains

· Introducing new processes, services or products

· Turning around problematic teams or customers

Competencies

Many employers use competency models to evaluate management effectiveness (there is more on this approach later).  These tend to come into play at specific junctures including selection, performance review and training.  Usually, a competency model will define the characteristics expected of an effective manager, and provide a means of assessing people against it.

Behaviours

Related to the competency approach, behaviour-based evaluation of managers tends to focus on how they are perceived by others, with assessment often conducted on a 360° basis.

	Exercise: How your management effectiveness is measured
Use the space below to make some notes about how you are evaluated as a manager, and whether you feel there is scope to improve the way this is done.




	1. How is your management performance assessed?

2. Which (if any) of the approaches described on page 35 is used?

3. Which of them do you think would help to provide a more accurate or rounded assessment of you as a manager, and why?




Competencies: the pros and cons

The term competency gained popularity after the publication of Richard Boyatzis’ book The Competent Manager (1982).  In it, Boyatzis defined a competency as “an underlying characteristic of a person – a motive, trait, skill, aspect of one’s self image or social role, or a body of knowledge which he or she uses.”  Within the leadership field, however, competencies typically refer to behavioural dimensions of leaders.  Competency models as such provide a catalogue of the leadership traits desired by the organisation in its managers.  These traits in turn become the key attributes to be developed.

The advantages of these models are multiple. 

· They are often constructed around tangible dimensions – either behaviours, outcomes, or activities.  They can be visibly measured. 

· They send a clear message to an organisation about the specific attributes that are considered valuable at this point in time. 

· They can establish a common language around what leadership really means in that particular organisation.  If they are linked to rewards and performance measures, they can establish clear expectations.  They can also be tied to the company’s core values and vision.

· They provide a framework or checklist for both individual managers and their organisations to benchmark themselves – in other words, to see which competencies are strong or weak within the individual and within the management ranks of the organisation.  

Competency models can become a powerful design tool, but it is important to recognise their shortcomings.  

There is often a strong tendency to use them as “universal” criteria - standards everyone has to live up to.  A manager must be “an agile learner,” “empowering,” “reflective,” “team-building,” “able to develop their people,” “able to understand market-place trends,” and the list goes on.  We forget that many of these competencies are derived from “ideal types” of leadership.  In other words, if this were a perfect world, this is what the ideal leader would look like.  It is doubtful that many managers can in reality possess all or most of the qualities that are commonly identified.  Organisations need to be thoughtful about prioritising the competencies that an individual manager needs to focus on in their own development.

By employing a universal set of criteria across management levels, competency models can fail to recognise that leadership requirements vary by level and by situation.  The leadership skills demanded at senior executive levels are vastly different from those at frontline levels or even the middle levels.  In addition, it is taken as a given that these models apply across functions and operating units.  In reality, different units may demand different leadership styles given their unique requirements.  For example, a more directive style may be necessary in an operating unit that has minute-to-minute delivery demands versus a strategic planning unit where a consultative approach is often the norm.  Yet many models do not provide for this level of differentiation.

There are other problems.  Competency models tend to “stabilise”.  For example, many of the leadership competencies we see today have been in use for practically a decade.  For this reason, it is wise to periodically review competencies.  Often, competency models are derived from research comparing high and low performers within an organisation, the high performers creating the benchmarks.  While today’s high performers may tell us about today’s essential skills, they may or may not tell us about what is needed in the future.  In a rapidly changing business environment, these models may simply reinforce behaviours that are soon outdated.  Organisations must continually ask themselves whether their competency lists are still appropriate given changes in company marketplaces and in the organisation.

Finally, there are the issues of integration.  Many organisations use these models in their training programmes but in isolation from the actual reward and performance measurement systems of the firm.  So while the competencies draw attention to behaviours such as “empowering others,” a manager in organisation X may in reality be rewarded solely on his or her performance outcomes, not on actual behaviour.  As long as an individual delivers on his or her budget or revenue goals, there may be no penalty for being ineffective at building collaborative teams.  Competency models need teeth – they need to be embedded in both an organisation’s rewards, promotion criteria, and performance measurements.[image: image5.png]
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