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Part Three: Focus on the Followers
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⚫ Chapter Ten: Groups, Teams, and Their Leadership
⚪

Certainly, leaders need to understand some things about
themselves. Their skills, abilities, values, motives, and desires
are important considerations in determining their leadership
style and preferences.
Leaders also need to understand, as much as possible, the same
characteristics of their followers.

Group Perspective
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⚫ The Group Perspective looks at how different group

characteristics can affect relationships both with the leader
and among the followers.
⚪

Groups (even as small as two people) are essential if leaders
are to affect anything beyond their own behavior.
Two identifying characteristics of groups are mutual interaction
and reciprocal influence.

Group Perspective
Groups vs. Teams
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⚫ Groups are distinguished from teams in four ways:
⚪
⚪
⚪
⚪

Team members have a stronger sense of identification.
Task interdependence is typically greater within teams.
Team members have more differentiated and specialized roles.
Teams have a higher degree of consensus regarding their
common goals or tasks.
Considering that the above distinctions may be only to a slight
degree, we should consider teams to be highly specialized groups.

Nature of Groups
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⚫ A group can be thought of as two or more persons who are

interacting with one another in such a manner that each
person influences and is influenced by each other person.
⚪
⚪
⚪
⚪
⚪

This definition incorporates the concept of reciprocal influence
between leaders and followers.
Group members interact and influence each other.
Individuals are not constrained to one group.
Groups are small and close enough to affect feelings and self-image.
Important psychological needs (like social contact) are better
satisfied by groups than by organizations.

Group Concepts
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⚫ Six concepts important to group perspective, include:
1.
2.
3.
4.
5.
6.

Group Size
Stages of Group Development
Group Roles
Group Norms
Communication
Cohesion

Group Size
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⚫ The size of any group has implications for both leaders and

followers.
⚪

Leader emergence is partly a function of group size.
The greater number of people in a large vs. small group will affect
the probability that any individual is likely to emerge as leader.

Group Size
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⚫ The size of any group has implications for both leaders and

followers.
⚪

As groups become larger, cliques are more likely to develop.
Cliques are subgroups of individuals who often share the same
goals, values, and expectations.
Because cliques generally wield more influence than individual
members, they are likely to exert considerable influence –
positively or negatively – on the larger group.

Group Size
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⚫ The size of any group has implications for both leaders and

followers.
⚪

A leader’s behavioral style is affected by group size.
Leaders with a large span of control are more directive, spend less
time with members, and use an impersonal approach to influence.
Leaders with a small span of control display more consideration
and use more personal approaches when influencing others.

Group Size
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⚫ The size of any group has implications for both leaders and

followers.
⚪

Group size affects group effectiveness.
The optimal number of workers for any task is between 5-7,
however the appropriate size is just big enough to get the job done.
The larger the group, the more likely it will involve
differentiated skills, values, perceptions, and abilities among its
members. Also, more people power is available to do the work.

Group Size
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⚫ There are, however, limits to the benefits of group size.
⚪

“If it takes 1 person two minutes to dig a one-cubic-foot hole,
how long will it take 20 people to dig the same size hole?”

⚪

Beyond the purely physical limitations of certain tasks, there
may be decreasing returns (on a per capita basis) as group size
increases. This is true even when the efforts of all group
members are combined on what is called an additive task.
An additive task is one where the group’s output involves the
combination of individual outputs (i.e. pushing a stalled car out of
a busy intersection).
If too many people, effort of all decreases.

Group Size
Social Loafing
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⚫ Social Loafing refers to the reduced effort by people when

they are not individually accountable for their work.
⚪

Research shows that there is greater effort when every
individual’s work is monitored than when many individual’s
outputs are anonymously pooled into a collective product.

Group Size
Social Facilitation
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⚫ Sometimes working in the presence of others may actually

increase effort or productivity through a phenomenon
called Social Facilitation.
⚪

Social Facilitation refers to any time people increase their level
of work due to the presence of others.
This occurs when the presence of others increases individual
accountability for work, in contrast to other occasions when being
in a group reinforces individual anonymity and social loafing.

Stages of Group Development
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⚫ Groups go through four distinct stages of development:
⚪

1. Forming Stage
Is characterized by polite conversation, the gathering of superficial
information about fellow members, and low trust.
The group’s rejection of emerging potential leaders with negative
characteristics also takes place during the forming stage.

Stages of Group Development
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⚫ Groups go through four distinct stages of development:
⚪

2. Storming Stage
Is marked by intra-group conflict, heightened emotional levels,
and status differentiation as remaining contenders struggle to
build alliances and fulfill the group’s leadership role.

Stages of Group Development
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⚫ Groups go through four distinct stages of development:
⚪

3. Norming Stage
The clear emergence of a leader, the development of group norms,
and cohesiveness are key indicators of this stage in development.

Stages of Group Development
17

⚫ Groups go through four distinct stages of development:
⚪

4. Performing Stage
Groups reach this stage when members play functional,
interdependent roles that focus on the performance of tasks.

Stages of Group Development
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⚫ Being able to recognize stages of group development may

enhance the likelihood that one will emerge as a leader, as
well as, increase the cohesiveness and productivity of the
group being led.
⚪

Experts maintain that leaders need to focus on consideration or
group maintenance behaviors during the norming stage to improve
group cohesiveness, and on task behaviors during the performing
stage to improve group productivity.

Group Roles
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⚫ Group Roles are the sets of expected behaviors associated

with particular jobs or positions.
⚪

Most people have multiple roles stemming from the various
groups with which they are associated. In addition, it is not
uncommon for someone to occupy numerous roles within the
same group as situations change.

Group Roles
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⚫ Leader behavior within groups is characterized initially in

terms of two broad functions:
⚪

1. Task-Oriented
Getting the task done.

⚪

2. Relationship-Oriented
Supporting relationships within the work group.

Group Roles
Task-Oriented
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⚫ Initiating
⚪ Defining the problem, suggesting activities, assigning tasks.
⚫ Information Seeking
⚪ Asking questions, seeking relevant data or views.
⚫ Information Sharing
⚪ Providing data, offering opinions.
⚫ Summarizing
⚪ Reviewing and integrating others’ points, checking for common
understanding and readiness for action.
⚫ Evaluating
⚪ Assessing validity of assumptions, quality of information reasonableness
of recommendations.
⚫ Guiding
⚪ Keeping group on track.

Group Roles
Relationship-Oriented
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⚫ Harmonizing
⚪

Resolving interpersonal conflicts, reducing tension.

⚫ Encouraging
⚪

Supporting and praising others, showing appreciation for
others’ contributions, being warm and friendly.

⚫ Gatekeeping
⚪

Assuring even participation by all group members, making
sure that everyone has a chance to be heard and that no
individual dominates.

Dysfunctional Roles
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⚫ One type of role problem concerns Dysfunctional Roles.

The common denominator among these roles is how the
person’s behavior serves selfish or egocentric purposes.
⚪

Dominating
Monopolizing group time, forcing views on others.

⚪

Blocking
Obstructing and impeding group work, persistent negativism.

⚪

Attacking
Belittling others, creating a hostile/intimidating environment.

⚪

Distracting
Engaging in irrelevant behaviors, distracting others’ attention.

Role Conflict
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⚫ Role Conflict involves receiving contradictory messages

about expected behavior, which can in turn adversely affect
a person’s emotional well-being and performance.
⚪

Role Conflict can occur in several different ways.
Intra-sender Role Conflict occurs when the same person sends
mixed signals (“I need it ASAP, and it better be perfect.”).
Inter-sender Role Conflict occurs when someone receives
inconsistent signals from several others about expected behavior.
Inter-role Conflict occurs when someone is unable to perform all
his expected roles (i.e. professional and family-life).
Person-role Conflict occurs when role expectations violate values.

Role Ambiguity
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⚫ In role conflict, one receives clear messages about

expectations, but the messages are not all congruent.
⚪

With Role Ambiguity, the problem is lack of clarity about
exactly what the expectations are.
There may have been no role expectations established at all, or
they may not have been clearly communicated.

Dysfunctional Roles – Role Conflict – Role Ambiguity
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⚫ It is important for leaders to be able to minimize the degree

to which dysfunctional roles, role conflict, and role
ambiguity occur in their groups.
⚪

These problems have been found to have a negative impact on
organizational commitment, job involvement, absenteeism,
and satisfaction with co-workers and supervisors.

Group Norms
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⚫ Norms are the informal rules groups adopt to regulate and

regularize group members’ behaviors.
⚪

Although norms are only infrequently written down or openly
discussed, they nonetheless often have a powerful and
consistent influence on behavior.
That is, because most people are good at reading the social cues
that inform them about existing norms (i.e. dress code, etc.).

Group Norms
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⚫ Norms do not govern all behaviors, they apply to just those

behaviors that a group feels are important.
⚪

Norms are more likely to be seen as important and are more
apt to be enforced if they:
Facilitate group survival
Simplify, or make more predictable, expected group behavior.
Help the group avoid embarrassing interpersonal problems
Express the central values of the group and clarify what is
distinctive about the group’s identity.

Group Cohesion
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⚫ Group Cohesion is the glue that keeps a group together.

It is the sum of the forces that attract members to a group,
provide resistance to leaving it, and motivate them to be
highly active in it.
⚪
⚪

Highly cohesive groups interact with and influence each other
more than less cohesive groups do.
Furthermore, a highly cohesive group may have lower
absenteeism and lower turnover than a less cohesive group,
which correlates to higher group performance, which often
leads to even higher cohesion and creates an increasing spiral.

Groupthink
A Risk of Highly Cohesive Groups
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⚫ Groupthink occurs when people in a highly cohesive group

become more concerned with striving for unanimity than
objectively appraising different courses of action.
⚪

Cohesive groups tend to evolve strong informal norms to preserve
friendly internal relations.
Preserving a comfortable, harmonious group environment
becomes a hidden agenda that tends to suppress dissent, conflict,
and critical thinking.

Groupthink
Symptoms
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⚫ Symptoms of Groupthink, include:
⚪
⚪
⚪
⚪
⚪
⚪
⚪
⚪

An illusion of invulnerability, which leads to unwarranted optimism and
excessive risk taking by the group.
Unquestioned assumption of the group’s morality and therefore an
absence of reflection on the ethical consequences of group action.
Collective rationalization to discount negative information or warnings.
Stereotypes of the opposition as evil, weak, or stupid.
Self-censorship by group members from expressing ideas that deviate
from the group consensus due to doubts about their validity/importance.
An illusion of unanimity such that greater consensus is perceived than
really exists.
Direct pressure on dissenting members, which reinforces the norm that
disagreement represents disloyalty to the group.
Mindguards who protect the group from adverse information.

Groupthink
Reduction
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⚫ The following suggestions may help to reduce Groupthink:
⚪
⚪
⚪
⚪

Leaders should encourage all group members to take on the
role of critical evaluator, and be open to criticism.
Leaders should create a climate of open inquiry through their
own impartiality and objectivity.
Leaders should establish independent groups to make
recommendations on the same issue.
At least one member of the group should be assigned the role
of devil’s advocate.

Effective Team Characteristics and Team Building
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⚫ Successful and unsuccessful teams can be differentiated on the

basis of the following characteristics.
⚪
⚪
⚪
⚪
⚪

⚪

Effective teams had a clear mission and high performance standards.
Leaders of successful teams often took stock of their equipment, training
facilities, opportunities, and outside resources to assist.
Leaders of effective teams spent a considerable amount of time assessing
the technical skills of the team members.
After taking stock of available resources and skills, good leaders would
work to secure needed resources and equipment.
Leaders of effective teams would spend a considerable amount of time
planning and organizing to make optimal use of available resources, to
select new members with technical skills, or to improve needed technical
skills of existing members.
High levels of communication were often associated with effective teams.

Effective Teams
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⚫ If a team is to work effectively, the following four variables

need to be in place:
⚪

1. Task
Does the team know what its task is?
Is the task reasonably unambiguous and consistent with the
mission of the team?
Does the team have a meaningful piece of work, sufficient
autonomy to perform it, and access to knowledge of its results?

Effective Teams
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⚫ If a team is to work effectively, the following four variables need

to be in place:
⚪

2. Boundaries
Is the collective membership of the team appropriate for the task?
Are there too few or too many members?
Do the members have sufficient knowledge and skill to perform work?
In addition to task skills, does the team have sufficient maturity and
interpersonal skills to be able to work together and resolve conflicts?
Is there an appropriate amount of diversity on the team? That is, are
members different enough that they have varied perspectives and
experiences, and yet similar enough to be able to communicate and
relate to one another?

Effective Teams
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⚫ If a team is to work effectively, the following four variables

need to be in place:
⚪

3. Norms
Does the team share a set of norms for working as a team?
Norms can be acquired by the team in three ways:
• They can be imported from the organization
• They can be instituted and reinforced by the leader
• They can be developed by the team as the situation demands

Effective Teams
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⚫ If a team is to work effectively, the following four variables

need to be in place:
⚪

4. Authority
Has the leader established a climate where her authority can be
used in a flexible rather than a rigid manner?
Have conditions been created where authority can shift to
appropriately match the demands of the situation?

Team Leadership Model (TLM)
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⚫ Leadership is a group or team function, and one measure of

leadership effectiveness is whether or not the team achieves
its objectives.
⚪

The leader’s main job is to determine what the team needs to
be effective, and in turn, effectively address the roadblocks that
are hindering the team.

Team Leadership Model (TLM)
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⚫ At the most basic level the TLM resembles a systems theory

approach, with:
1.
2.

3.

Inputs at the base (individual, team, and org. factors)
Processes in the center (what the team actually does to
convert inputs to outputs and what we can tell about the team
by actually observing team members at work)
Outputs at the top (how well the team did in accomplishing
its objectives, ideally a high performance team).

Team Leadership Model (TLM)
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⚫ It is often helpful to think of these components as parts of a

metaphorical iceberg.
⚪

While almost everyone can see the outputs of the team
(the portion of the iceberg above the waterline), and some can
see the processes, most of the inputs are in the organizational
background (or underwater in the iceberg metaphor).
Much of the leadership work is done in the background.

Output Measures
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⚫ A group is effective if:
⚪

⚪

⚪

The team’s productive output (goods, services, decisions)
meets the standards of quantity, quality, and timeliness of the
people who use it,
The group process that occurs while the group is performing
its task enhances the ability of the members to work as
members of a team in the future, and
The group experience enhances the growth and personal
well-being of the individuals who compose the team.

Process Measures
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⚫ If a team is to perform effectively, it must:
1.
2.

3.
4.

Work hard enough,
Have sufficient knowledge and skills within the team to
perform the task,
Have an appropriate strategy to accomplish its work, and
Have constructive and positive group dynamics.
Group Dynamics refers to interactions among team members,
including how they communicate with others, express feelings
toward each other, and deal with conflict with each other.

Input Measures
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⚫ If a leader discovers a problem with one of the four process

measures, he or she should discover the underlying
problem, look beyond the symptoms of the problem
(i.e. lack of motivation), and ensure there are no design
problems (at the input level).
⚪

Inputs are the raw materials that are processed into products
for sale. Similarly, in team situations, inputs are what is
available for teams as they go about their work.
Leaders can directly influence (some/most) inputs and create the
conditions needed for effective teamwork.

Leadership Prescriptions of the Model
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⚫ Creation
⚪

The leader’s job is to create the conditions needed for the team
to be successful.
A leader should consider that building a team is much like building
a house or an automobile.
The leader needs to start with a concept, create a design,
engineer it to what they want it to do, and then manufacture it to
meet those specifications.

Leadership Prescriptions of the Model
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⚫ Based on a broader version of the TLM, the leader should

begin at the base with a dream, proceed through all of the
design variables, and then pay attention to the development
needs of the team.
⚪

In this way, the leader can implement three critical functions
for team leadership: dream, design, and development.

Leadership Prescriptions of the Model
Dream
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⚫ Dream
⚪

In highly effective work teams, the leaders ensures that the
team has a clear vision of where they are going.
The communication of a vision frequently involves metaphorical
language so that team members actually “paint their own pictures”
of where the team is headed.

Leadership Prescriptions of the Model
Design
47

⚫ Design
⚪

One of the biggest reasons that a great coach can maintain his
or her composure while the game is being played, is because
they have done most of their work prior to start of the game.
They have recruited the right players, trained and equipped them,
designed a strategy for their opponents, and instilled in the team
the appropriate attitudes and values.

Leadership Prescriptions of the Model
Development
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⚫ Development
⚪

If the leader finds that the team has a clear sense of direction and
vision, and the input variables at the individual, organizational, and
team levels are contributing to team effectiveness, then he or she can
turn their attention to the development level.
Development is the ongoing work done with the team at the
process level to continue to find ways to improve an already
well-designed team.

Team Design
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⚫ Both individual and organizational-level variables

contribute to a team’s ability to perform a task effectively.
⚪

A poorly designed task is believed to be un-motivating.
If a job is meaningless, lacks sufficient autonomy, or provides no
knowledge of results, you can expect to see that followers will not
put forth much effort to complete the task.

Teams
Authority
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⚫ Teams seldom can operate effectively under one fixed type

of authority over time.
⚪

The leader might prefer to use his or her favorite style, and the
followers might also have an inherent preference for one type
of authority over another; but if the team is to be effective, the
authority dynamics they are operating with should
complement the demands of the situation.
Situations change over time, and so should the authority dynamics
of the team. Effective leaders use all fiver sources of power.

Concluding Thoughts about TLM
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⚫ It has been shown that leaders can influence team

effectiveness by:
⚪
⚪
⚪

Ensuring that the team has a clear sense of purpose and
performance expectations;
Designing or redesigning input-stage variables at the
individual, organizational, and team design levels; and
Improving team performance through ongoing coaching at
various stages, but particularly while the team is actually
performing its task.

Leading Teams
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⚫ Ten effective principles in Leading Teams:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Be Proactive
Focus on Relationships Before Tasks
Seek Clarity and Focus Early On
Create a Sense of Order and Predictability
Be a Cool-Headed and Objective Problem Solver
Develop Shared Operating Agreements
Give Team Members Personal Attention
Respect the Challenges of the Environment
Recognize the Limits of Team Members and their Resources
Stay People-Focused
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