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1. Managing Change Successfully - Review
Describe a situation where you personally managed/lead a successful change:

Aim (what were you seeking to achieve):

· What was the purpose?

· What was the intended impact? (for the individuals/teams/organisations)

· What were the specific deliverable outcomes?

What were the success criteria? (measures)

How did you know it worked well? (evidence of success)

· What change/s did you see?

· What did you hear people say?

· What did they change/s feel like (for yourself and others)?

What did you personally do that enabled it to work well?

2. Kotter’s 8 Step Change Model

Implementing Change Powerfully and Successfully
Change is the only constant. - Heraclitus, Greek philosopher

What was true more than two thousand years ago is just as true today. We live in a world where "business as usual" IS change. New initiatives, project-based working, technology improvements, staying ahead of the game- these things come together to drive ongoing changes to the way that we work.

Whether you're considering a small change to one or two processes, or a system wide change to an organization, it's common to feel uneasy and intimidated by the scale of the challenge. 

You know that the change needs to happen, but you don't really know how to go about delivering it. Where do you start? Whom do you involve? How do you see it through to the end? 

There are many theories about how to "do" change. Many originate with leadership and change management guru, John Kotter. A professor at Harvard Business School and world-renowned change expert, Kotter introduced his eight-step change process in his 1995 book, "Leading Change." 

[image: image1.emf]Kotter’s Steps for 

Leading Organisational Change

1. Establish a sense of urgency

2. Create the guiding coalition

3. Develop a vision and strategy

4. Communicate the change vision

5. Empower broad-based action

6. Generate short-term wins

7. Consolidate gains and produce more change

8. Anchor the new culture


Step One: Create Urgency
For change to happen, it helps if the whole organisation really wants it. Develop a sense of urgency around the need for change. This may help you spark the initial motivation to get things moving. 

This isn't simply a matter of showing people poor results or talking about increased productivity. Open an honest and convincing dialogue about what's happening. If many people start talking about the change you propose, the urgency can build and feed on itself. 

What you can do:

· Identify potential threats, and develop scenarios showing what could happen in the future.
· Examine opportunities that should be, or could be, exploited.

· Start honest discussions, and give dynamic and convincing reasons to get people talking and thinking.

· Request support from users, stakeholders and partners to strengthen your 

Step Two: Form a Powerful Coalition
Convince people that change is necessary. This often takes strong leadership and visible support from key people within your organization. Managing change isn't enough - you have to lead it. 

You can find effective change leaders throughout your organization - they don't necessarily follow the traditional hierarchy. To lead change, you need to bring together a coalition, or team, of influential people whose power comes from a variety of sources, including job title, status, expertise, and political importance. 

Once formed, your "change coalition" needs to work as a team, continuing to build urgency and momentum around the need for change. 

What you can do:

· Identify the true leaders in your organization. 

· Ask for an emotional commitment from these key people. 

· Work on team building within your change coalition. 

· Check your team for weak areas, and ensure that you have a good mix of people from different departments and different levels within your organisation. 

Step Three: Create a Vision for Change
When you first start thinking about change, there will probably be many great ideas and solutions floating around. Link these concepts to an overall vision that people can grasp easily and remember. 

A clear vision can help everyone understand why you're asking them to do something. When people see for themselves what you're trying to achieve, then the directives they're given tend to make more sense. 

What you can do:

· Determine the values that are central to the change. 

· Develop a short summary (one or two sentences) that captures what you "see" as the future of your organization. 

· Create a strategy to execute that vision. 

· Ensure that your change coalition can describe the vision in five minutes or less. 

Step Four: Communicate the Vision
What you do with your vision after you create it will determine your success. Your message will probably have strong competition from other day-to-day communications within the organisation, so you need to communicate it frequently and powerfully, and embed it within everything that you do. 

Don't just call special meetings to communicate your vision. Instead, talk about it every chance you get. Use the vision daily to make decisions and solve problems. When you keep it fresh on everyone's minds, they'll remember it and respond to it. 

It's also important to "walk the talk." What you do is far more important - and believable - than what you say. Demonstrate the kind of behaviour that you want from others.
What you can do:

· Talk often about your change vision.

· Openly and honestly address peoples' concerns and anxieties.

· Apply your vision to all aspects of operations - from training to performance reviews. Tie everything back to the vision. 

· Lead by example. 

Step Five: Remove Obstacles
If you follow these steps and reach this point in the change process, you've been talking about your vision and building buy-in from all levels of the organization. Hopefully, your staff wants to get busy and achieve the benefits that you've been promoting. 

But is anyone resisting the change? And are there processes or structures that are getting in its way?

Put in place the structure for change, and continually check for barriers to it. Removing obstacles can empower the people you need to execute your vision, and it can help the change move forward. 

What you can do:

· Identify change leaders whose main roles are to deliver the change. 

· Look at your organizational structure, job descriptions, and performance and compensation systems to ensure they're in line with your vision. 

· Recognise and reward people for making change happen. 

· Identify people who are resisting the change, and help them see what's needed. 

· Take action to quickly remove barriers (human or otherwise). 

Step Six: Create Short-term Wins
Nothing motivates more than success. Give your organisation a taste of victory early in the change process. Within a short time frame (this could be a month or a year, depending on the type of change), you'll want to have results that your staff can see. Without this, critics and negative thinkers might hurt your progress. 

Create short-term targets - not just one long-term goal. You want each smaller target to be achievable, with little room for failure. Your change team may have to work very hard to come up with these targets, but each "win" that you produce can further motivate the entire staff. 

What you can do:

· Look for sure-fire projects that you can implement without help from any strong critics of the change. 
· Don't choose early targets that are expensive. You want to be able to justify the investment in each project. 

· Thoroughly analyse the potential pros and cons of your targets. If you don't succeed with an early goal, it can hurt your entire change initiative. 

· Reward the people who help you meet the targets. 

Step Seven: Build on the Change
Kotter argues that many change projects fail because victory is declared too early. Real change runs deep. Quick wins are only the beginning of what needs to be done to achieve long-term change. 

Each success provides an opportunity to build on what went right and identify what you can improve.  What you can do:

· After every win, analyse what went right and what needs improving. 

· Set goals to continue building on the momentum you've achieved. 

· Learn about continuous improvement. 

· Keep ideas fresh by bringing in new change agents and leaders for your change coalition. 

Step Eight: Anchor the Changes in Corporate Culture
Finally, to make any change stick, it should become part of the core of your organization. Your corporate culture often determines what gets done, so the values behind your vision must show in day-to-day work. 

Make continuous efforts to ensure that the change is seen in every aspect of your organization. This will help give that change a solid place in your organization's culture. 

It's also important that your company's leaders continue to support the change. This includes existing staff and new leaders who are brought in. If you lose the support of these people, you might end up back where you started. 

What you can do: 

· Talk about progress every chance you get. Tell success stories about the change process, and repeat other stories that you hear. 

· Include the change ideals and values when hiring and training new staff. 

· Publicly recognize key members of your original change coalition, and make sure the rest of the staff - new and old - remembers their contributions. 

· Create plans to replace key leaders of change as they move on. This will help ensure that their legacy is not lost or forgotten. 

Notes Page
3. Kotter’s 8 Steps Exercise

Using these four questions as a guide, record against each of Kotter’s 8 steps activities/interventions you now needed in relation to your change:

What would you do/refresh?


What activities would you need to think about?


Who would you need to engage?


Where might there be barriers and enablers in this process?
1. Establish a sense of urgency – How have you created a sense of urgency for your change?
2. Create the guiding coalition – How have you created and engaged the support of crucial individuals?
3. Develop a vision and strategy - Create a vision and strategic plan to guide the change process

4. Communicate the change vision - Create and implement a communication strategy that consistently communicates the new vision and strategic plan
5. Empower broad-based action - Eliminate barriers to change, and use targeted elements of change to transform the organisation. Encourage risk taking and creative problem-solving

6. Generate short-term wins- Plan for and create short-term wins or improvements. Recognize and reward people who contribute to the wins.

7. Consolidate gains and produce more change - The guiding coalition uses credibility from short-term change wins to create more change. Additional people are brought into the change process as change cascades throughout the organisation. Attempts are made to reinvigorate the change process

8. Anchor the new culture - Reinforce the changes by highlighting approaches in the connections between new behaviours and processes and organisational success. Develop methods to ensure leadership development successes

Notes Page 
4. Virgina Satir – The Change Journey for Groups
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Stage 1: Late Status Quo
The group is at a familiar place. The performance pattern is consistent. Stable relationships give members a sense of belonging and identity. Members know what to expect, how to react, and how to behave.

Stage 2: Resistance
The group confronts a foreign element that requires a response. Often imported by a small minority seeking change, this element brings the members whose opinions count the most face to face with a crucial issue.

Stage 3: Chaos
The group enters the unknown. Relationships shatter: Old expectations may no longer be valid; old reactions may cease to be effective; and old behaviors may not be possible.

Stage 4: Integration
The members discover a transforming idea that shows how the foreign element can benefit them. The group becomes excited. New relationships emerge that offer the opportunity for identity and belonging. With practice, performance improves rapidly.

Stage 5: New Status Quo
If the change is well conceived and assimilated, the group and its environment are in better accord and performance stabilizes at a higher level than in the Late Status Quo.
Helping a group through the 5 stages of change
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5. Kubler Ross – Individuals & Change
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Kubler-Ross 5 stages of grieving (1969)
Shock or Denial

"I can't believe it", "This can't be happening", "Not to me!", "Not again!" 
Denial is usually a temporary defence that gives us time to absorb news of change before moving on to other stages. It is the initial stage of numbness and shock. We don't want to believe that the change is happening. If we can pretend that the change is not happening, if we keep it at a distance, then maybe it will all go away. A bit like an ostrich sticking its head in the sand. 
Anger

"Why me? It's not fair!" "NO!I can't accept this!" 
When we realise that the change is real and will affect us our denial usually turns to anger. Now we get angry and look to blame someone or something else for making this happen to us. 

What's interesting is that our anger can be directed in many different directions. I've seen people angry with the boss, themselves, or even God. In these tough economic times it's often the economy that is blamed. It's the government, or top management's fault for not planning properly. You might find you are more irritable towards colleagues or family. You'll notice others finding fault with the smallest things. 
Bargaining

"Just let me live to see my children graduate."; "I'll do anything, can't you stretch it out? A few more years." 
This is a natural reaction of those who are dying. It's an attempt to postpone what is inevitable. We often see the same sort of behaviour happening when people are facing change. 

We start bargaining in order to put off the change or find a way out of the situation. Most of these bargains are secret deals with God, others, or life, where we say "If I promise to do this, then you make the change not happen to me". In a work situation someone might work harder and put in lots of overtime to prove themselves invaluable, in order to avoid retrenchment. 
Depression

"I'm so sad, why bother with anything?"; "What's the point of trying?" 
When we realise that bargaining is not going to work the reality of the change sets in. At this point we become aware of the losses associated with the change, and what we have to leave behind. This has the potential to move people towards a sad state, feeling down and depressed with low energy. 
The depression stage is often noticeable in other ways in the workplace. 

People dealing with change at work may reach a point of feeling demotivated and uncertain about their future. I recently experienced a group of bank employees asking why they should continue to give of their best at work when they were unsure that their jobs were safe; and the bank was obviously not committed to them. 

My experience is that there is an increase in absenteeism at this time as people use sick leave and take ‘mental health’ days.
Acceptance

“It’s going to be OK.”; “I can’t fight it, I may as well prepare for it.” 
As people realise that fighting the change is not going to make it go away they move into a stage of acceptance. 

It is not a happy space, but rather a resigned attitude towards the change, and a sense that they must get on with it. For the first time people might start considering their options. I think it’s a bit like a train heading into a tunnel. “I don’t know what’s in there, I have to keep going on this track, I’m scared but have no option, I hope there’s light at the end...” 

Notes Page
6. Kubler-Ross Exercise – Behaviour & Leadership
From your own experience describe behaviour that you have encountered at each of the stages on the curve.  Identify a leadership style you might use to help individuals through this stage.
	Stage in cycle
	Individual behaviour
	Leadership style

	Denial


	
	

	Anger


	
	

	Bargaining 


	
	

	Depression 

	
	

	Acceptance

	
	


Notes Page
7. Heron’s 6 Influencing Styles
John Heron, a humanist psychologist, 1975, created a conceptual model for understanding interpersonal relationships.  Originally the model was developed for medical training but has since been expanded to many areas of life.  The model identifies 6 ways of relating to another person or group.  The first three behaviours are authoritative with the leader retaining control of the interaction.  Categories 4-6 are facilitative where the leader guides others to finding their own solution.
	Influence Category
	Hierarchical
	Cooperative
	Autonomous

	1. Prescriptive giving advice or instructions, being critical or directive
	Leader directs plans and actions
	Leader negotiates and coordinates planning and action
	Leader delegates planning and action

	2. Informative imparting new knowledge theory or evidence, instructing or interpreting
	Leader inputs theory, interprets and assesses evidence
	Leader asks neutral questions (What is happening now?), uses descriptive feedback and negotiates assessment and evidence
	Leader uses reflection.

Group self-assesses and self-analyses its evidence

Leader may even delegate this role

	3. Confronting challenging a restrictive attitude or behaviour, giving direct feedback within a respectful context
	Leader interprets and may even describe block
	Leader describes events and asks for views on avoidance
	Leader provides environment that is safe

	4. Cathartic seeking to release emotion in an appropriate form
	Leader decides how feelings are managed and thinks for the group 
Leader gives permission for feelings
	Leader works with the group to develop ways to cope with feelings
	Leader gives space to manage feelings

	5. Catalytic encouraging the follower to discover and explore their own latent thoughts and potentials
	Leader takes over the design and supervision of the work process


	Leader cooperates to let rules emerge using counselling skills
	Leader delegates design

	6. Supportive offering comfort and approval, affirming the follower’s intrinsic value
	Leader uses actions and commitment. i.e. charisma 
Leader has positive regard for others
	Leader collaborates to allow self-respect and favourable climate to emerge
	Leader lets the group determine its own climate
Makes self-disclosures on values


How regularly do you use each influencing style? How much flexibility in style do you demonstrate to meet the situation you are engaged in?

Influencing Styles & Individual Change
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The slide shows how Heron’s 6 Influencing Styles might be overlaid on the Kubler-Ross model for individual reaction to change.  The influencing styles provide some answers to the leadership behaviours required at each stage of change.  Flexibility of leadership style to the appropriate stage is key to success.
Notes
· Transactional Vs Transformational Leadership

[image: image6.emf]Transformational leadership

A style that involves generating a vision for the 

organization and inspiring followers to meet the 

challenges that it sets, leader's ability to appeal to the 

higher values and motives of followers and to inspire a 

feeling of loyalty and trust

Transactional leadership

A style based on the setting of clear goals and objectives 

for followers and the use of rewards and punishments to 

encourage compliance 

Leading change using: 

Transactional and Transformational skills
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Transactional Leadership  Transformational Leadership 

Leaders are aware of the link between the 

effort and reward 

Leaders arouse emotions in their followers 

which motivates them to act beyond the 

framework of what may be described as 

exchange relations 

Leadership is responsive and its basic 

orientation is dealing with present issues 

Leadership is proactive and forms new 

expectations in followers 

Leaders rely on standard forms of 

inducement, reward, punishment and 

sanction to control followers 

Leaders are distinguished by their capacity to 

inspire and provide individualized 

consideration, intellectual stimulation and 

idealized influence to their followers 

Leaders motivate followers by setting goals 

and promising rewards for desired 

performance 

Leaders create learning opportunities for their 

followers motivate and stimulate followers to 

solve problems 

Leadership depends on the leader’s power to 

reinforce subordinates for their successful 

completion of the bargain 

Leaders possess good visioning, rhetorical 

and management skills, to develop strong 

emotional bonds with followers

Leaders often use technical knowledge to 

determine the change process

Leaders search for adaptive solutions to 

engage hearts and minds in the change 

process


Transactional Leader:
“approaches followers with an eye to exchanging one thing for another” … Burns

“pursues a cost benefit, economic exchange to met subordinates current material and psychic needs in return for “contracted” services rendered by the subordinate “…. Bass

Transformational Leader:
“recognizes and exploits an existing need or demand of a potential follower… (and) looks for potential motives in followers, seeks to satisfy higher needs, and engages the full person of the follower” … Burns

“The leader who recognizes the transactional needs in potential followers “but tends to go further, seeking to arouse and satisfy higher needs, to engage the full person of the follower … to a higher level of need according to Maslow’s hierarchy of needs” … Bass

As exactly said by Bass – “the transactional leaders work within the organisational culture as it exists; the transformational leader changes the organisational culture”.
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· Transactional Vs Transformational Questionnaire

Identifying the self-beliefs and perceptions that help to determine your unique leadership style

Leadership style describes the manner and approach we use to provide direction, implement plans, and motivate people to deliver. It is determined by a number of factors and considerations over which we have some degree of control. We choose our leadership style either consciously or unconsciously for reasons that allow us to express our values and to reinforce those things in which we believe.  There are many different kinds of leadership style that range from autocratic to democratic forms of behaviour. These describe preferred behaviours and actions when engaging with others.

This short diagnostic tool attempts to measure the degree to which your leadership style is more inclined towards either transactional or transformational modes of behaviour. It is unlikely that you will by definition be either one or the other instead demonstrating a preference or inclination that is stronger than the other. 

This exercise will help to provide clarity on aspects of your personal leadership style that are either unconsciously driven or ritualised in patterns of behaviour that over time have become key features of your modus operandi. Developing insight into your personal leadership style will help to increase your choice and control over those behaviours that may undermine your success in certain circumstances.           

Instructions
For each of the following ten pairs of statements, divide five points between the two according to your beliefs, perceptions of yourself, or according to which of the two statements characterise you better. The five points may be divided between the A and B statements in any way you wish with the constraint that only whole positive integers may be used.

Weigh your choices between the two according to the one that better characterises you or your beliefs.

Transactional Vs Transformational Questionnaire
	1. 
	A
	As leader I have a primary mission of maintaining stability


	____

	
	B
	As leader I have a primary mission of change


	____

	2. 
	A
	As Leader I must cause events


	____

	
	B
	As Leader I must facilitate events



	____

	3. 
	A
	I am concerned that followers are rewarded equitably for their work


	____

	
	B
	I am concerned about what my followers want in life



	____

	4. 
	A
	My preference is to think long range: what it might be


	____

	
	B
	My preference is to think short range: what is realistic


	____

	5. 
	A
	As a leader I spend considerable energy in managing separate but 

related goals

	____

	
	B
	As a leader I spend considerable energy in arousing hopes, expectations 

and aspiration among my followers.


	____

	6. 
	A
	While not in a formal classroom sense, I believe that a significant part of my leadership is that of a teacher



	____

	
	B
	I believe that a significant part of my leadership is that of a facilitator


	____

	7. 
	A
	As a leader I must engage with followers at an equal level of morality

	____

	
	B
	As a leader I must represent a higher morality


	____

	8. 
	A
	I enjoy stimulating followers to want to do


	____

	
	B
	I enjoy rewarding followers for a job well done


	____

	9. 
	A
	Leadership should be practical


	____

	
	B
	Leadership should be inspirational


	____

	10. 
	A
	What power I have to influence others comes primarily from my ability 

to get people to identify with me and my ideas


	____

	
	B
	What power I have to influence others comes primarily from my status

Position

	____


Your Leadership Style

Objective – To assess your personal propensity for transformational or transactional leader style.

 Scoring Key

	Transformational
	Your Point(s)
	Transactional
	Your point(s)

	1 B
	
	1 A
	

	2 A
	
	2 B
	

	3 B
	
	3 A
	

	4 A
	
	4 B 
	

	5 B
	
	5 A
	

	6 A
	
	6 B
	

	7 B 
	
	7 A
	

	8 A
	
	8 B
	

	9 B
	
	9 A
	

	10 A
	
	10 B
	

	
	
	
	

	Column totals
	
	
	


The higher column total indicates that you agree more with, and see yourself more like, either a transformational leader or a transactional leader.

After completing the scoring, you are encouraged to compare and discuss with colleagues.

(Source: John R. Schermerhorn, Jr, James G.Hunt and Richard N. Osborn (1991), 

Managing Organizational Behaviour, Fourth Edition, pp. 484-5.)

Notes Page
· The Six Principles for Leading Adaptive Work

Heifetz and Linsky (2002) have identified six principles for leading adaptive work:
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5.  

Give back the work

6.  

Protect the voices of Leadership from below


Claiming that leadership is about more than identifying a vision and aligning the workforce with that vision, the first role in leading an adaptive challenge is the ability to observe and mobilise.
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A place from which to observe the 

patterns in the wider environment as 

well as that over the horizon

(prerequisite for the following five 

principles)


While a leader must be able to understand the current business focus, he or she must also understand the many reactions to change within the organisation. As if on a balcony with a clear view of all the organisation’s activities, moving back and forth between the “field of play” and the balcony view will allow the leader to mobilise the right people in the right way to do the necessary adaptive work. Without this overview the leader can become a prisoner of the system.
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• A challenge for which there is no ready made 

technical answer

• A challenge which requires the gap between   

values, beliefs, attitudes and behaviours to be 

addressed

• May be a physical space in which adaptive work 

can be done

• The relationship or wider social space in which 

adaptive work can be accomplished


The balcony view allows the leader to identify the second principle, the adaptive challenge needed. New adaptive changes can be quite challenging,  Heifetz and Linsky move from  summarise an account of the British Airways’ (BA) adaptive challenge in the 1980s. It was during this period when BA’s new chief executive identified the need to change the values, practices and relationships in the organisation to create a greater customer focus. The adaptive challenge was to establish trust throughout the organisation and this was achieved by the CEO and his team gaining ideas and consensus at all levels, identifying conflicts as clues to the underlying reality, and by holding a mirror to themselves to gain insight as to what was the best and worst of the company’s values and norms.
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• Create the heat

• Sequence & pace the work

• Regulate the distress


Describing leadership as a “razor’s edge”, the authors go on to explain that once the adaptive challenge has been identified, the leader’s next task is to generate just enough distress among the people in order that the need for change is felt by everyone. They prescribe three fundamental tasks for a leader to regulate distress:
· Create a “holding environment” by regulating new initiatives, introducing progress at the right pace.
· Set direction by framing the key questions, protecting  by managing the rate of change,  orienting by defining realities and key values, and instilling conflict as a means to creativity.
· The leader must be emotionally capable to withstand uncertainty, frustration and anxiety in order to communicate confidence.


[image: image13.emf]Maintain Disciplined Attention

• Work avoidance

• Use conflict positively

• Keep people focussed


Maintaining disciplined attention is the fourth principle. Each employee possesses different experiences, beliefs, values and norms. The leader’s role here is to ask questions, reframe the issues, and get conflict out into the open and use it as a source of creativity. Teamwork is essential, and leaders must demonstrate the need for collaboration.
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•

Resume responsibility

• Use their knowledge

• Support their efforts


With principle number five, giving work back to the people, the authors point out that people in all levels of an organisation possess specialised knowledge and information, but the norm is to rely on senior management to make all the decisions. The argument here is that this leads to complacency and the avoidance of responsibility, and that leaders should provide support, rather than control, to allow the people to solve their own problems. This in turn, leads to a collective self-confidence based on experience, success and the organisational environment.

[image: image15.emf]Protect the voices of Leadership 
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Ensuring everyone’s voice is heard is 

essential for willingness to experiment and 

learn

Leaders have to provide cover to staff who 

point to the internal contradictions of the 

organisation


The sixth principle is about giving a voice to the people in the organisation. Again, an example is used to make the point. The senior management of an organisation encouraged employees to look for problems, speak openly and take responsibility. One manager took them at their word and raised a specific issue about a project close to the CEO’s heart. With knowledge of the project, the manager had pointed out problems, outlined competing perspectives and provided a summary of consequences, only to be admonished by the CEO.

The learning here is that it is important to understand what motivates the leaders on the one hand, while on the other, leaders must allow individuals to raise contentious issues and ask the question “is there something we are missing?”
The authors observe that leadership is often summarised as coming down to a “grand knowing and salesmanship”, which ignores the way organisations succeed in addressing adaptive challenges. Adaptive work involves, and adaptive solutions demand, all members of an organisation taking responsibility for the situations that face them. The leadership role is to engage people in the adaptive process, and it is a leader’s role from whatever position in the organisation to adjust values, change perspectives and learn new habits.

Reference: NHS Wales Confederation Review Jan 2009
Leading Adaptive Work – Summary

[image: image16.emf]The Six Principles for Leading Adaptive Work

Get on the Balcony

• A place from which to observe the patterns in the wider environment as well as that over 

the horizon (prerequisite for the following five principles)

Identify the Adaptive Challenge

- A challenge for which there is no ready made technical answer

- A challenge which requires the gap between values, beliefs, attitudes and behaviours to be 

addressed

- May be a physical space in which adaptive work can be done

The relationship or wider social space in which adaptive work can be accomplished  

Regulate the 

distress

Give back the 

work

Maintain Disciplined 

Attention

• Create the heat

• Sequence & pace the work

• Regulate the distress

• Work avoidance

• Use conflict positively

• Keep people focussed

• Resume responsibility

• Use their knowledge

• Support their efforts

Protect the voices of Leadership from below

- Ensuring everyone’s voice is heard is essential for willingness to experiment and learn

- Leaders have to provide cover to staff who point to the internal contradictions of the organisation

After Heifetz & Linsky (2002) – Leadership on the Line, Staying Alive and the Dangers of Leading – Harvard Business School Press


· Theory Review

1. Which of Kotter’s 8 Steps have you used? Have any stages been missed?

2.  Where are your staff / those involved on the Satir (or Kubler-Ross) model?

3.  Where are you personally on the Kubler-Ross (or Satir) model?
4.  Is your  change transactional or transformational? If both, to what percentage?
5.  How have you applied the six principles of adaptive change? 
12. Emotional Intelligence

What is Emotional Intelligence?

When Salovey and Mayer first used the term emotional intelligence in 1990 they described it as ‘a form of social intelligence that involves the ability to monitor one’s own and others’ feelings and emotions, to discriminate among them, and to use this information to guide one’s own thinking and action.’ 

Some of their initial studies produced some interesting results about the relationship between emotional clarity and intelligence.  For instance when an individual was able to identify and name a mood or feeling they were experiencing, they generally recovered more quickly from the condition.  Similarly individuals who were able to perceive accurately, understand and appraise others’ emotions were better able to respond flexibly to changes in their social environments and build supportive networks. 

Which Is More Effective In Determining Success IQ Or EI?

IQ itself is not a very good predictor of job performance, Hunter and Hunter in 1984 estimated that at best IQ accounts for about 25% of the variance. Sternberg (1996) has suggested that 10% is a more realistic estimate.  But in some studies IQ accounts for as little as 4 % of the variance. 

Snarey and Valliant conducted a forty year longitudinal study of 450 boys who grew up in Massachusetts.  Two thirds of the boys were from welfare families and one third had IQs below 90.  The research findings suggested that IQ had very little to do with how well they did at work or the rest of their lives.  What made the biggest difference was childhood abilities such as being able to handle frustration, control emotions and get along with other people.

Fiest and Baron found in their study of 80 individuals with PhDs in science who matriculated from Berkley in the 1950s that social and emotional abilities were four times more important than IQ in determining professional success and prestige.

Emotions are not new.  The concept of Emotional Intelligence is not new. Our understanding of its importance is not new.  However the recognition of its importance is relatively new and increasing.

A Definition of Emotional Intelligence 

“The capacity to recognise our own feelings and those of others, for motivating ourselves, and for managing emotions well in ourselves and in our relationships.” Daniel Goleman

The Importance of Emotions 

Our bodies communicate with us to tell us and others what we need.  The better our communication the better we feel.  Emotions help us to establish our boundaries.  Emotions have the potential to unite and connect us.  Emotions can serve as our inner moral and ethical compass.  They are essential for good decision making.

General principles:
· All humans have emotional needs.

· Each of us has similar, but different emotional needs.

· Emotional needs vary more by degree than type.  They also vary more than physical needs.

· Emotional needs are more basic and important than rights. 

· Negative feelings are indications of our unmet emotional needs. 

· Feelings are real and not debatable. 

Understanding Emotional Literacy

The knowledge that we might have about our own emotions and beliefs and those of others is of limited value if we are unable to properly identify and label emotions as we experience them.  This is called emotional literacy.  It is important to be able to separately identify our thoughts from our feelings.  Our thoughts are innumerable and much too diverse to codify whereas our emotions generally fall into four categories:
· Sad

· Mad

· Glad

· Scared 

Recognising that we feel these conditions when they happen is the starting point to becoming emotionally literate.  Distinguishing between our different emotional states is the key to controlling the way in which we respond to different situations.  Humans experience a number of feelings at the same time or experience them as a chain of emotions.  Tracing these can provide powerful insights to unhelpful repeated behaviours.

The Effects of Emotions Upon Behaviour 

Our thoughts, perceptions and feelings impact upon behaviour.
Belief systems are important because they define limits, our place in this world.  They are generally inherited from those around us; we may not own them in a real sense but we subscribe to them. 

We create experiences on our journey through life and develop our perceptions and consciousness about them.  The more self-aware we become of this process, the richer the experience.  Changing behaviour necessitates a change in beliefs. We develop and grow through our moments of clarity and make clear decisions to change as a result of them. 

Thinking is influenced by our beliefs.  For example if we think we can climb Mount Everest, then our thoughts will align to this aspiration.  The alternative is also true if we think that we can’t do it then we never will. 

Negative or positive self-talk (thinking) is a self-fulfilling prophecy.

Perceptions are ways of seeing and looking that are filtered in our brains in keeping with our beliefs and goals.

Understanding Emotional Intelligence


[image: image17.emf]describes the ability to access, generate and manage 

emotions to assist thought and understanding and promote 

emotional intellectual growth

Emotional Intelligence

…



[image: image18.emf]Emotional Intelligence

The emotionally intelligent have abilities in five

main domains:

• They know their emotions

• Manage their emotions

• Motivate themselves

• Recognise emotions in others and

• Handle relationships



[image: image19.emf]The Difference Between IQ and EQ

IQ

• IQ is a measure of an 

individual’s intellectual, analytical 

and rational abilities

• It is concerned with verbal, 

spatial, visual and mathematical 

skills;

• It gauges how readily we learn 

new things and can retain and 

recall objective information

• It enables us to solve problems 

through the application of prior 

knowledge

EQ

• EQ is a measure of emotional 

literacy

• It is concerned with self 

knowledge, awareness and 

cognition

• It gauges our ability to operate 

successfully in circumstances 

involving other people

• It enables us to understand and 

reframe problems to encourage 

better solutions



[image: image20.emf]Predictors of Success

IQ can serve to predict between 1 and 20 

percent (the average is 6 percent) of 

success in a given job (Wagner)

Emotional Intelligence is directly 

responsible for between 27 and 45 

percent of job success



[image: image21.emf]IQ Peaks at the age of seventeen, remains 

constant throughout adulthood and wanes 

during old age

EI rises steadily from late teens to mid 

forties and tapers off slightly beyond fifty 

years of age

This is true of both men and women
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Emotional Intelligence and Job Title
Travis Bradberry and Jean Greaves conducted a national employee survey in the United States using an emotional intelligence appraisal tool to measure EI in relation to occupational role.  The results suggested that individuals were generally promoted because of what they knew or how long they have worked, rather than for their skills in managing others.  Once reaching the top they usually spent less time interacting with others.  Interestingly, they found that those senior managers who had the highest emotional intelligence scores were acknowledged to be the best performers.

Table 1

13. Emotional Intelligence Self Study:

Overview of the Four Skills of EI

Objective

The four parts of this section can help you to become more aware of your confidence and understanding of your emotional intelligence skills.

Instructions

Simply read each question and select one response (a, b, or c) that you feel best describes yourself.  To improve the level of accuracy associated with your self perception.  Please try to focus upon a specific example to demonstrate your response.

Emotional Intelligence Self Study Part 1.  Identifying Emotions: Assess your emotional awareness.

1.  Awareness of emotions

A [    ] I am aware of my feelings

B [    ] At times am aware of my feelings

C [    ] Don’t pay much attention to my feelings

2.  Expression of feelings

A [    ] Can show others how I feel through emotional expression.

B [    ] Can show some of my feelings

C [    ] Not good at expressing my feelings

3.  Reading of other people’s emotions

A [    ] Always know how someone else feels

B [    ] Sometimes pick up on others’ feelings

C [    ] Misread people’s feelings

4.  Ability to read subtle, nonverbal emotional cues

A [    ] Can read between the lines and pick up on how the person feels

B [    ] At times, can read nonverbal cues such as body language

C [    ] Don’t pay much attention to these cues

5.  Awareness of false emotions

A [    ] Always pick up on lies

B [    ] Usually am aware of when a person is lying

C [    ] Can be fooled by people

6.  Perception of emotion in art

A [    ] Strong aesthetic sense

B [    ] At times can feel it

C [    ] Am uninterested in art or music

7.  Ability to monitor emotions

A [    ] Always aware of feelings

B [    ] Usually aware

C [    ] Rarely know

8.  Awareness of manipulative emotions

A [    ] Always know when a person is trying to manipulate me

B [    ] Usually know

C [    ] Rarely know

Emotional Intelligence Self Study Part 2.  Using Emotions to facilitate Thought: Assess your ability to generate emotions and use them to think.

1.  When people describe experiences to me

A [    ] I can feel what they feel

B [    ] I understand what they feel

C [    ] I focus on facts and details

2.  I can generate an emotion on demand

A [    ] Easily, for all emotions 

B [    ] For most emotions

C [    ] Rarely, or with great difficulty

3.  Before an important event

A [    ] I can get into a positive, energetic mood

B [    ] I may be able to psych myself up for it

C [    ] I keep my mood just the same

4.  Is my thinking influenced by me feelings?

A [    ] Different moods affect thinking and decision making in different ways

B [    ] It may be important to be in certain  mood at certain times

C [    ] My thinking is not clouded by emotions

5.  What is the influence of strong feelings on my thinking

A [    ] Feelings help me focus on what’s important

B [    ] Feelings have little impact on me

C [    ] Feelings distract me

6.  My emotional imagination is

A [    ] Very Strong

B [    ] Mildly interesting 

C [    ] Adds little value

7.  I can change my mood

A [    ] Easily

B [    ] Usually

C [    ] Rarely

8.  When people describe powerful emotional events

A [    ] I feel what they feel

B [    ] My feelings change a bit

C [    ] My feelings stay the same

Emotional Intelligence Self Study Part 3.  Understanding Emotions; Assess your emotional knowledge

1.  My emotional vocabulary is 

A [    ] Very detailed and rich

B [    ] About average

C [    ] Not very large

2.  My understanding of why people feel the way they do usually yields

A [    ] Excellent insights

B [    ] Some insight

C [    ] Some missing pieces

3.  My knowledge of how emotions change and develop is

A [    ] Sophisticated 

B [    ] Somewhat developed

C [    ] Limited and of little interest to me

4.  Emotional what-if yields

A [    ] Accurate prediction of outcome of various actions

B [    ] At times, good prediction of feelings

C [    ] Tend not to project how people will feel

5.  When I try to determine what causes emotions, I 

A [    ] Always link the feeling to the event

B [    ] Sometimes link a feeling to a cause

C [    ] Believe that feelings don’t always have a cause

6.  I believe that contradictory emotions

A [    ] Can be felt, such as love and hate at the same time

B [    ] May be possible

C [    ] Make little sense

7.  I think emotions

A [    ] Have certain patterns of change

B [    ] Sometimes can follow other emotions

C [    ] Usually occur in a random order

8.  My emotional reasoning could be described this way:

A [    ] I have a sophisticated emotional vocabulary

B [    ] I can usually describe emotions

C [    ] I struggle for words to describe feelings

Emotional Intelligence Self Study Part 4.  Managing Emotions: Assess your emotional intelligence

1.  I attend to feelings

A [    ] Usually

B [    ] At times

C [    ] Rarely

2.  I act on my feelings

A [    ] Immediately 

B [    ] At times

C [    ] Hardly ever

3.  Strong emotions

A [    ] Motivate me and help me

B [    ] At times take over

C [    ] Should be controlled and forgotten

4.  I am clear about how I feel

A [    ] Usually

B [    ] At times

C [    ] Rarely

5.  The influence feelings have on me

A [    ] Is usually understood in terms of how feelings affect me

B [    ] Is understood at times

C [    ] Is rarely processed or felt

6.  I process strong emotions

A [    ] In order not to exaggerate or minimise them

B [    ] At times

C [    ] So as to either minimise or maximise

7.  I am able to change a bad mood

A [    ] Usually

B [    ] At times

C [    ] Rarely

8.  I can keep a good mood going

A [    ] Usually

B [    ] At times

C [    ] Rarely

What do your answers mean?

A minute or so more of your time can help you better understand your relative emotional intelligence skills and confidence level.

Indicate how many times you selected A, B or C responses for each of the four sets of questions.  Then create a score for each of the four parts of the self-assessment survey by giving yourself 2 points for every ‘A’ response, 1 point for a ‘B’ response, and 0 points for a ‘C’ response.

	
	A
	B
	C
	Your Score

	Area
	Total
	Total
	Total
	

	Identifying Emotions
	
	
	
	

	Using Emotions
	
	
	
	

	Understanding Emotions
	
	
	
	

	Managing Emotions
	
	
	
	


Let’s say that a lower score is one that is around 8 or less, and a higher score one that is about 9 or above.  This is meant only as a means to stimulate your thinking and feeling about these issues, not to measure your actual skills.

You can interpret these scores as follows:

Identifying Emotions: Your score indicates how you feel about identifying emotions accurately.  Do you attend to this source of data, or do you ignore it?  And if you do try to figure other people out, are your guesses accurate or not?

Using Emotions: Your score gives you an idea or whether you use your feelings to help you gain insight into others or to enhance the way you decide and think.

Understanding Emotions: Your score for this set of questions helps you better understand the depth of your emotional knowledge.

Managing Emotions: Your score on managing emotions indicates the extent to which you allow your feelings to positively affect your decision-making.

Consider your highest area and ask yourself:

· What strengths do I have?

· How might I approach a situation?

Consider your lowest area and ask yourself:

· what obstacles do I face?

· What possible problems might I have in a given situation?

Plot your scores on the Spider Graph overleaf.  This gives you a picture of where your strengths lie and where your weaknesses are.

Emotional Intelligence Spider Graph
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Understanding the Elements of Emotional Intelligence



[image: image24.emf]• Identifying Emotions

• Understanding Emotions

• Managing Emotions

• Using Emotions

Emotional Intelligence



[image: image25.emf]• Know which emotions they are feeling

• Realise the chain from emotion to action

• Recognise how their feelings affect their performance 

• Have a guiding awareness of their values

Identifying Emotions

Recognising ones emotions and their affects



[image: image26.emf]• Aware of their strengths, weaknesses and emotional 

boundaries in relationships

• Reflective, understanding the power of learning from 

experience

• Open to feedback, new perspectives and self development

• Able to generate positive strokes for themselves

• Able to show a sense of humour and perspective about 

themselves

Understanding  Emotions

Knowing ones key strengths and frailties 



[image: image27.emf]• Remain collected, positive and unflustered  even at 

testing times

• Manage distressing emotions and reduce associated 

anxiety

• Think lucidly remaining focused under pressure

• Stop acting on impulse when it is an unproductive 

behaviour

Managing Emotions

Sureness about ones self worth and capabilities



[image: image28.emf]• Build trust through reliability and congruent behaviour

• Clear up miscommunication and keep promises 

• Hold yourself accountable to objectives

• Treat yourself and others with compassion and 

humour

• Act ethically being above reproach and questioning of 

your motives 

Using Emotions

Being true to yourself and others


Notes Page

14. Mental Toughness

Mental Toughness Definition

The capacity for an individual to deal effectively with stressors, pressures and challenge and perform to the best of their abilities, irrespective of the circumstances in which they find themselves

The MTQ48 Psychometric measure

There are 4 subscales called the 4Cs: CONTROL; CHALLENGE; COMMITMENT and CONFIDENCE.  Scores range between 1 (low) and 10 (high). Two of these scales (Control and Confidence) are further subdivided. 


[image: image29.emf]Mental Toughness - The Four C’s

1. Control

2. Challenge

3. Confidence 

4. Commitment

Self worth / efficacy

Seeing opportunity, not threats

Dealing with adversity & oral challenge

Tenacity / ‘stickability’

-

-

-

-

Which together produce an overall measure of 

Mental Toughness


Control

Individuals who score highly on this scale tend to feel that they are in control of their life and the environment in which they work. They are capable of exerting more influence on their working environment and are more confident about working in complex or multi-tasked situations. This means for example, that individuals towards the higher scoring end of the scale are able to handle lots of things at the same time, whereas at the lower end, they may be comfortable in handling only one or two things at any one time.

Ongoing development of the MTQ48 tool has enabled this scale to be further subdivided into:

Control (Emotion) – individuals scoring higher are better able to control their emotions; they keep anxieties in check and are less likely to reveal their emotional state to other people.


[image: image30.emf]Emotional Control

Measure the extent to which we control our anxieties and our emotions and reveal our 

emotional states to others

Lower scores

Feel things happen to them

Show emotions when 

provoked or challenged

Anxious

Higher scores

Feel they shape what happens

Good at controlling emotions

Difficult to provoke or annoy

Do not appear anxious


Control (Life) – individuals scoring higher on this scale are more likely to believe that they are in control of their lives; they feel that their plans will not be thwarted and that they can make a difference.


[image: image31.emf]Life Control

A measure of self worth. Indicates the extent to which we believe we shape what 

happens to us...or the other way around

Lower scores

Can feel stretched with 

modest workloads – poor at 

time management

Will tend to blame outside 

factors for preventing 

success

Will panic when given 

assignments

Higher scores

Happy to take on multiple 

commitments and know 

how to deal with them

Tend to see others as 

problems...which can be 

handled 


Commitment

Sometimes described as “stickability”, this describes the ability for an individual to carry out tasks successfully, despite any difficulties or obstacles that arise whilst working towards achieving their goal. The person who scores at the higher end of the scale will be more likely to handle and achieve tasks to tough unyielding deadlines; the person at the other end of the scale will be more likely to need to be free from those kind of demands in order to achieve their goals.


[image: image32.emf]Commitment

Measure the ability of individuals to carry out tasks, despite obstacles and 

barriers

Lower scores

Higher scores

Handle multi tasks

Achieve against tough 

deadlines

Trusted to key tasks by others

Feels overwhelmed 

with many tasks

Likes to be free from 

delivery constraints

Unwilling to tackle 

obstacles


Challenge

This describes the extent to which individuals see problems as threats or opportunities. Some people will actively seek out challenge and change and will identify these as opportunities for personal development; others will perceive them as threats or problems. At the higher end of the scale, people will thrive in continually changing environments, whereas at the other end, people will prefer to minimise their exposure to change and the associated problems and prefer to operate in a more stable environment.


[image: image33.emf]Challenge

Measures how see challenge and change. Do we perceive it as an opportunity...even 

exciting. Or do we see it as a threat?

Lower scores

Don’t like sudden changes

Dont like shocks

Fear of failure

Avoid effort

Intimidated by challenges

Higher scores

Like challenge

Easily bored – will seek 

change

Provoke

Like problem solving

Work hard


Confidence

Individuals with high confidence scores have the self belief to successfully complete tasks which may be considered too difficult by those with similar abilities, but lower confidence. Less confident people are also likely to be less persistent and to make more errors. Those at the higher end of the scale will be able to take set-backs (whether from outside or self generated) in their stride. They keep their heads when things go wrong and it may even strengthen their resolve to deal with the issue and sort it out. At the other end of the scale, people are more likely to feel unsettled and undermined by setbacks. There are two subscales for Confidence:

Confidence (Abilities) – an individual with a high score on this scale is more likely to believe that they are a truly worthwhile person; they will be less dependent on external validation and generally be more optimistic about life.


[image: image34.emf]Confidence in Abilities

A measure of self esteem, identifying the extent to which you feel worthwhile and in 

need of external validation

Lower scores

Produce minimal responses 

in letters, memos, etc

Will be reluctant to express a 

view in discussion or debate

Will be reluctant to ask 

questions “in case it makes 

me look stupid”

Reluctant to do 

presentations or oral work

Higher scores

Happy to ask questions 

Happy to provide full 

responses to questions and 

in exams

Don't need others to tell 

them they can do it or to 

encourage them.


Confidence (Interpersonal) – those with higher scores on this scale tend to be more assertive. They are less likely to be intimidated in social settings and are more likely to push themselves forward in groups. They are better able to cope with difficult or challenging people.


[image: image35.emf]Interpersonal Confidence

Measures the extent to which we are prepared to assert ourselves and our 

preparedness to deal with challenge or ridicule.

Lower scores

Higher scores

Will argue their corner –

especially if they believe they 

are right

Will get ones own way – even 

when others may have a 

better case

Wont allow others to orally 

dominate

Will have a “go” and enter a  

conversation.  

Will back down quickly 

when challenged 

Will allow others to 

dominate debates – even 

when they are more 

knowledgeable and more 

expert

Will have difficulty dealing 

with assertive 

people/teachers


The Mental Toughness model and its associated measures have clear applications for anyone working in environments subject to pressure, challenge and stress.  As leaders in the Welsh public service, these are conditions under which you and your teams are constantly operating. By gaining a better understanding of your own Mental Toughness, you will be better able to identify how to become more effective in key areas and to cope more effectively with the stressors impacting on your daily life. Having an improved level of self awareness can also ensure that your own behaviour as managers and leaders does not impact negatively on those around you who may be less resilient.  

That greater self awareness and improved understanding of your situation, can lead to positive action and improved performance. Your report will contain ideas and suggestions for how to deal with some of the challenges you might be facing and how to move yourself forward and you can discuss these with your facilitator. You will be able to take away your report to reflect on it and decide whether you want to discuss it with someone else in helping you develop a personal strategy to address any issues that may have emerged. 

Notes
15. Turning Learning into Action 
Developing a Quad of Aims 

[image: image36]
· Completing these four areas of aims are an important step in creating a clear understanding in what you are trying to achieve. 

· This manages expectations, for you, your team and your organisation. 

· List the deliverables in a 60-day period, this way you will know that your outcome is on track for successful delivery. 

· Make sure your success criteria are specific and measurable so you know when you have achieved your aims. 

Quad of Aims Examples 
	The Purpose:
Release Time to Care
- More time caring for patients

Citizen/Impact: (Measures)
· More attentive • Safer
· Higher Quality
----------------------------------
· Role Clarity
· Job Satisfaction
The Deliverables: (Timeliness)
Baseline - only 27% time with patient
•Staff trained in techniques
•Develop own solutions
· „at a glance‟ Boards
· protected meal times
· effective stores/forms
· effective signage
Success Criteria:
· Reduced infections 
· Patient satisfaction
· 60% + time with patients
· Reduced medication errors
· Reduced interruptions
(Patient nutrition)
(no pressure sores)

	Notes: 


	The Purpose:
Effective partnership working with clear outcomes
Citizen/Impact: (Measures)
· One voice
· Shared goals
· Joint leadership management
Trust Outcomes
The Deliverables: (Timeliness)
Baseline: root cause - Press
- Conflicting aims
60 ----------------------------------------------------------------------------------
- Trusted leader - Shared aims
60 ----------------------------------------------------------------------------------
· Identify services
· Press - OT
60 ----------------------------------------------------------------------------------
-Shared community services
Success Criteria:
· Managed press
· Positive feedback
· All around the table
· Reduced spend (£3m)
· Reduced duplication
One Organisation – Joint Budget

	

	The Purpose:
One effective care plan for the patient /client
Citizen/Impact: (Measures)
· Re-able and adapt
· One assessment
---------------------------------------------------------------------
· Quality of life
· Recovery
· Independence
The Deliverables: (Timeliness)
Baseline understanding the client group - 80/20 activity
60 ------------------------------------------------
Redesign Assessment
60 -----------------------------------------------
One team, working together
Success Criteria:
· Client/Patient/Carer satisfaction
· Reduced stay in hospital
· More effective spend £
· One way of working

	


Quad of Aims 
	The Purpose: 
	Citizen/Impact: 

	The Deliverables: 
	Success Criteria: 














Notes:





Notes:
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Kotter’s Steps for 

Leading Organisational Change

		Establish a sense of urgency

		Create the guiding coalition

		Develop a vision and strategy

		Communicate the change vision

		Empower broad-based action

		Generate short-term wins

		Consolidate gains and produce more change

		Anchor the new culture



		





*

‘Managing the Meaning of Change’ – how do we move meaning on



Establish a sense of urgency - Unfreeze the organisation by creating a compelling reason for why change is needed - Kotter suggests that for change to be successful, 75% of a company's management needs to "buy into" the change. In other words, you have to really workhard on Step One, and spend significant time and energy building urgency, before moving onto the next steps 



Create the guiding coalition - Create a cross functional, coalition cross-level group of people with enough power to lead the change



Develop a vision and strategy - Create a vision and strategic plan to guide the change process

A cohesive view of what you want the organisation to become



Communicate the change vision - Create and implement a communication strategy that consistently communicates the new vision and strategic plan



Empower broad-based action - Eliminate barriers to change, and use targeted elements of change to transform the organisation. Encourage risk taking and creative problem-solving



Generate short-term wins- Plan for and create short-term wins or improvements. Recognize and reward people who contribute to the wins.



Consolidate gains and produce more change - The guiding coalition uses credibility from short-term change wins to create more change. Additional people are brought into the change process as change cascades throughout the organisation. Attempts are made to reinvigorate the change process



Anchor the new culture - Reinforce the changes by highlighting approaches in the connections between new behaviours and processes and organisational success. Develop methods to ensure leadership development successes
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Transactional Vs Transformational Leadership

		Transactional Leadership 		Transformational Leadership 

		Leaders are aware of the link between the effort and reward 		Leaders arouse emotions in their followers which motivates them to act beyond the framework of what may be described as exchange relations 

		Leadership is responsive and its basic orientation is dealing with present issues 		Leadership is proactive and forms new expectations in followers 

		Leaders rely on standard forms of inducement, reward, punishment and sanction to control followers 		Leaders are distinguished by their capacity to inspire and provide individualized consideration, intellectual stimulation and idealized influence to their followers 

		Leaders motivate followers by setting goals and promising rewards for desired performance 		Leaders create learning opportunities for their followers motivate and stimulate followers to solve problems 

		Leadership depends on the leader’s power to reinforce subordinates for their successful completion of the bargain 		Leaders possess good visioning, rhetorical and management skills, to develop strong emotional bonds with followers

		Leaders often use technical knowledge to determine the change process
		Leaders search for adaptive solutions to engage hearts and minds in the change process
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Transactional Leader:

approaches followers with an eye to exchanging one thing for another … Burns

pursues a cost benefit, economic exchange to met subordinates current material and psychic needs in return for “contracted” services rendered by the subordinate …. Bass

approaches followers with an eye to exchanging one thing for another … Burns

pursues a cost benefit, economic exchange to met subordinates current material and psychic needs in return for “contracted” services rendered by the subordinate …. Bass



Transformational Leader:

“recognizes and exploits an existing need or demand of a potential follower… (and) looks for potential motives in followers, seeks to satisfy higher needs, and engages the full person of the follower” … Burns

The leader who recognizes the transactional needs in potential followers “but tends to go further, seeking to arouse and satisfy higher needs, to engage the full person of the follower … to a higher level of need according to Maslow’s hierarchy of needs” … Bass



As exactly said by Bass – “the transactional leaders work within the organizational culture as it exists; the transformational leader changes the organizational culture”.










