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Transformational Leadership 

 

 Leadership style can be contingent (Wren, 1995) 

upon factors such as individual settings, group settings, 

organizational settings, etc. and at times the needed 

delivery of different styles for individuals.  Thus, 

adaptability is a key for success – managing change.  

How organizations manage change though, both from 

an individual and group standpoint, will ultimately 

determine success or failure.  

 

 As noted by Resource Associates Corporation 

(2006), leadership of others begins with leadership of 

self.  Furthermore, it is worth noting that leadership is 

“an interactive process in which leaders and followers 

engage in mutual interaction in a complex environment 

to achieve mutual goals” (Wren, 1995. p. x).  Questions 

continually asked revolving around mutual interaction 

are 1) How does a leader utilize teams to change 

organizational beliefs, values, and attitudes to move the 

organization forward; and 2) How does a leader design a 

team to align with the organizational beliefs, values, and 

attitudes. 
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Managing 

 

 How leaders and team members approach not 

only designing a team, but also managing a team is 

important.  “Keeping it simple is critical, whether you 

run the executive staff at a multi-national company, a 

small department within a larger organization, or even if 

you are merely a member of a team that needs 

improvement” (Lencioni, 2002. p. 185).  In 

communication, 

regardless of the flow of 

information within an 

organization “a shared 

language bonds a team 

together, serves as a visible sign of membership, and 

reinforces unique values and beliefs.  It strengthens 

team members’ commitments to the team’s strategic 

and tactical plans and to each other” (Pryor, Singleton, 

Taneja, and Toombs, 2009. p. 324).  

 

Hierarchy 

 

 Organizational hierarchy can and often does, 

lead to organizational dysfunctions including inadequate 

communication between levels of hierarchy and a 

magnification of status differences among 
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organizational members to the extent that the value of 

contributions is not based on merit, but on hierarchical 

level (DiPadova, & Faerman, 1993).  Given this 

information, a stakeholder (leaders, team members, 

etc.)  should not only consider the different aspects of 

communication (style, frequency, venue choices, etc.) 

but also the organizational structure and flow of 

communication among and between all interested 

parties, i.e. stakeholders.  Furthermore, the view of 

success may be based upon the view of organizational 

culture – collectivism or individualism – and the 

purposes of leadership.  

 

Collective Evaluation 

 

 This is an interesting perspective of evaluation – 

measurement of performance – and whether a leader 

and/or manager would segment individuals from teams 

and from within teams.  In other words, if an 

organization is focused on its purpose and measuring 

efficiencies and effectiveness – of the organization, i.e. 

taking a collectivism approach toward goals – then the 

question of evaluating the effectiveness of teams is 

irrelevant.  Irrelevant given the fact that such an 

evaluation would focus solely on the purpose of the 

organization and not individuals.  Success or failure of 
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the organization would then override how – collectively, 

individually, or a combination of both – things were 

achieved. 

Stakeholders 

 

 As Maak (2007) noted 

Responsible leadership in a global stakeholder 

society is a relational and inherently moral 

phenomenon that cannot be captured in 

traditional dyadic leader–follower relationships 

or by simply focusing on questions of leadership 

effectiveness.  Business leaders have to deal 

with moral complexity resulting from a 

multitude of stakeholder claims and have to 

build enduring and mutually beneficial 

relationships with all relevant stakeholders (p. 

329). 

 

 Openness. Schnake, Dumler, Cochran Jr., and 

Barnett (1990) continued this discussion by noting the 

lack of perceptual congruence between leaders and 

stakeholders concerning various issues, which affect 

their relationship, are probably due largely to 

communication problems in the dyad.  Thus, being 

leader who views individuals as a stakeholder and 

communicates with them as such, will inherently 
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contribute toward a more sustainable and positive 

internal organizational culture.  In doing so, 

consideration for not only the characteristics of the 

leader or followers, but the temporal aspects of their 

relationship (Mossholder, Niebuhr, & Norris, 1990) is 

important too.  Ultimately, 

how these relationships, 

between leaders and 

followers, are cultivated 

have an impact on the 

organization (Yukl, 2010). 

 

 
 

Notes – a place for your thoughts… 
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Leadership Comes From Within 

 

 One must approach a style of leadership as a 

need to be consistent with beliefs and values, while 

infusing them into a vision. As noted by Fink (2004) 

“Characteristics like being a good communicator, a 

motivator, a mentor, or coach are and can be 

developed. Being decisive, determined, and effective 

when planning and reaching goals are qualities and skills 

that can be learned, improved, utilized, and honed.”  

 Moreover, one must attempt to be a role model 

for others within my network (family, friends, 

coworkers, etc.) and believe that leadership is driven 

down deeper – deeper into the core of a person – how 

do you live your life, and do your actions provide an 

example of leadership for others (Figure 1).  In doing so, 

one of the key traits (behaviors) one must adhere to is 

being different – not afraid to innovate; “following the 

herd is a sure way to mediocrity” (Investor’s Business 

Daily, 2007).  Thus, there is always a gap between the 

leader one is and the leader one wants to be – 

perfection will not be obtained, but the desire to 

improve must remain throughout the journey.    
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Core of Person 

 

Figure 1. The inspiration to develop a strong purpose in 

life, an action plan to map out goals, and the skills 

needed to follow the plan to completion (Resource 

Associates Corporation, 2006).  
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Leading Teams 

 

 How leaders and team members approach not 

only designing a team, but also managing a team is 

important.  “Keeping it simple is critical, whether you 

run the executive staff at a multi-national company, a 

small department within a larger organization, or even if 

you are merely a member of a team that needs 

improvement” (Lencioni, 2002. p. 185).  The information 

from Lencioni (2002) coincides with Parker (2008) when 

noting the characteristics of an effective team.  Such 

characteristics involve a clear purpose, informality, 

participation, listening, civilized disagreement, 

consensus decisions, open communication and trust, 

clear roles and work assignments, shared leadership, 

external relations, style diversity, and a self-assessment 

to examine a team’s effectiveness (Parker, 2008).  

Furthermore, Pryor, Singleton, Taneja, and Toombs 

(2009) noted a “shared language bonds a team 

together, serves as a visible sign of membership, and 

reinforces unique values and beliefs.  It strengthens 

team members’ commitments to the team’s strategic 

and tactical plans and to each other” (p. 324).  Thus, 

having a leader who keeps things simple, while explicitly 

stating the purpose and parameters of each team helps 
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strengthen, not only the individuals within the team, 

but the organization too. 

 

Power  

 

 As with all things, power is dependent upon 

conditions and changes with actions/inactions (Yukl, 

2010).  “The amount of status and power accorded a 

person is proportionate to the group’s evaluation of the 

person’s potential contribution relative to that of other 

members” (Yukl, 2010. p. 165).  This accordance can 

swing both ways, i.e. power can be gained or lost, 

dependent on the contributions (both real and 

perceived) to others (Yukl, 2010).  

 

 Team Design. Katzenbach and Smith (1993) 

noted, committing to a common purpose and 

performance goals sets the tone and aspiration.  Team 

members within an organization, are bonded by 

individual goals of contributing 

to a greater cause – the 

success of the organization.  

Moreover, Harrington-Mackin 

(1996) discussed taking on responsibility and building 

relationships. Understanding is a key element to 

building those relationships, thus individual goals 
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become team goals and reinforce bonding of members.  

One must continually strive to have the characteristics 

of a good communicator, motivator, mentor, and coach; 

while at the same time being decisive, determined, and 

effective when planning and reaching goals within the 

teams of stakeholders. As Billings-Yun (2010) noted 

 

To create effective collaboration you must start 

by inspiring cooperation.  Cooperation is far 

more dependable and easier to achieve when 

others feel that you have their interests at heart 

as well as your own.  In the end, they must feel 

that they too are benefiting from working with 

you (p. 12). 
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Relevancy – Lessons Learned via Kaplan 

 

 How is the world is changing is evident, by the 

workings of Saul Kaplan and the Business Innovation 

Factory, of which has taken hold of economic 

development within a non-linear framework.  Kaplan 

(2012) has developed a platform in Providence, Rhode 

Island, to design, and test new solutions in a real-world 

environment involving the most intractable systems, 

both private, and public, such as health care, education, 

entrepreneurship, etc.  Within businesses of today there 

are clear rules dictating behavior within and outside 

organizational silos even though technology permeates 

organizational infrastructure (Kaplan, 2012).  

 

Hierarchical Reporting 

 

 As Kaplan (2012) noted, industrial-era structures 

with hierarchical reporting relationships designed 

around functions inevitably will give way to networked 

operating models fluidly connecting capabilities both 

within and outside the organization.  Furthermore, 

Kaplan (2012) goes on noting that by only celebrating 

the interstitial space between humanity will humanity 

invent new disciplines and fully realize the potential of 

business model innovation.  Rather than making tweaks 
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to existing models, as Kaplan (2012) noted, “Corporate 

innovation efforts are rarely focused beyond rhetoric on 

creating entirely new paradigms for controlling mice” 

(p. 36).  Thus, the lenses of management within 

companies need to expand beyond the current models 

so prevalent in today’s society (Kaplan, 2012).  The 

interconnectedness of businesses and communities in 

which they reside continually demonstrate the non-

linear world in which humanity live, yet barriers still 

exist in how to access the capabilities and to reconfigure 

models to experiment (Kaplan, 2012).  

 

 Nonlinear Approach. Moore (2011) continued 

this discussion of logic of design problem and design 

challenges of the adaptive range that exists within the 

industrialized world.  Specifically, the notation of living 

in an unsustainable trilemma (Moore, 2011) of social, 

organizational, and economic complexity that exist 

within a world defined by a previous era organized by 

previous rules.  Moreover, Moore (2011) noted that the 

desire for people to feel autonomous, and yet to work 

together on projects that confer meaning, is highly 

valued in today’s world.  In essence, an evolution from a 

world defined by coordination to one built upon 

cooperation has been implemented, though 

predominantly under the industrial linear modeling 
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systems (Moore, 2011).  Thus, a reprogramming of 

communications, as a tool to reshape society, succeeds 

or fails to the extent that it meets fundamental human 

needs (Perez, 2002).  As Moore (2011) noted, “We face 

a world that has gone in a very short period of time 

from seemingly linear (simple) to complex and non-

linear (chaotic)” (p. 11).  Today, an opportunity exists in 

which “participatory tools allow us to re-design and 

create realistic but different forms of social and 

economic organizational capabilities” (Moore, 2011. p. 

75). 

 

 
 

Notes – a place for your thoughts… 
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Networked Participation – Collaboration 

 

 How leaders and team members approach not 

only designing a team, but also managing a team is 

important.  “It seems we are forcing into consciousness 

an alternative view of society and using communication 

technologies to enforce that view” (Moore, 2011. p. 73).  

An opportunity exists in which “participatory tools allow 

us to re-design and create realistic but different forms 

of social and economic organizational capabilities” 

(Moore, 2011. p. 75).  As Kaplan (2012) noted, 

industrial-era structures with hierarchical reporting 

relationships designed around functions inevitably will 

give way to networked operating models fluidly 

connecting capabilities both within and outside the 

organization.  Furthermore, as Schnake, Dumler, 

Cochran Jr., and Barnett (1990) noted the lack of 

perceptual congruence between leaders and 

stakeholders concerning various issues, which affect 

their relationship, are probably due largely to 

communication problems in the dyad.  Thus, being a 

leader who views individuals as a stakeholder and 

communicates with them as such, will inherently 

contribute toward a more sustainable and positive 

internal organizational culture and coincides with 
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philosophies toward building stakeholder equity within 

and outside of organizational teams (Table 1). 

 

Table 1. Stakeholder Equity  

 

Stakeholder 

Equity 

Actions  

 

Openness 

 

 

 

 

 

Situational 

Leadership 

Approach 

 

Transparency enables not only 

for buy-in to occur, but also 

encourages contributions from 

all interests parties, i.e. 

stakeholders 

 

Inclusion of all interested parties 

versus focusing exclusively on 

one or the other for successes 

and accomplishments 

 

 

Transformational 

Leadership 

Approach 

 

 

 

 

Adaptability and recognizing 

when changes need to occur, 

regardless of situation(s), is key 

to organizational success and 

sustainability 
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Power 

 

 

 

 

 

 

 

 

 

 

Team Design 

 

Power may come in a variety of 

forms: from those related to 

position (legitimate, reward, 

coercive, information, and 

ecological) to personal (referent 

and expert) (Yukl, 2010); of 

which one must continually focus 

on listening to determine and 

distinguish where power resides 

in organizations 

 

One of the keys to developing a 

high performance team is 

utilizing all available resources 

towards the understanding and 

attainment of a common goal 
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Conclusion 

 

 Recognizing the importance of relationships 

(Figure 2) between leaders, managers, and followers, 

i.e. stakeholders in general, provides a broader and 

more encompassing picture for learning leadership-

manager-follower methods aimed at inclusion of all 

interested parties (Clawson 2006).  Thus, the role of 

managing this action will need to be implemented and 

reviewed on a continuous basis (monthly, weekly, etc.) 

given that adaptability is a key for success – managing 

change. 
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Team Model 

 

 
 

 Figure 2. The understanding of the inner circle 

interconnectedness and its effect on areas such as 

organizational delegation, empowerment, and a team’s 

effectiveness throughout its life cycle is essential for 

long-term sustainability.  
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Notes – a place for your thoughts… 
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Knowledge Broker Series 
 

This series was developed to emphasize the need and 

reasons for building and expanding knowledge beyond a 

textbook or classroom and infusing it into you – 

entrepreneurs, small business owners, community 

volunteers, etc., throughout Appalachia and beyond.  In 

doing so, this will enable citizens to utilize such 

knowledge and build coalitions to nurture the 

intellectual, physical, aesthetic, emotional, and spiritual 

potentials and empower those to make meaningful 

commitments and translate them into action – in 

essence creating a cooperative collaboration. 
 

 

 

 

 

 

 


