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Introduction
It is often said that communication is the cornerstone of any successful business or
organisation. While it goes without saying that some people are more effective at
communicating than others, communication in the workplace (both written and oral) can
be challenging. Indeed, there are a host of apocryphal stories about workplace
communication and almost without fail communication is routinely singled out by
employees as one of the things that management could most improve. Managers and
management regularly fail to share important information with their colleagues and staff
(up, across and down the organisation). But why is this?
This Study Guide will enable you to explore what communication is – and we will
introduce the concept of effective communication – and to understand why
communication in the workplace can be difficult and how to overcome these
challenges. You will be encouraged to think about how your business or organisation
communicates and to consider whether there are ways in which you, as a team leader
or aspiring team leader, can communicate with colleagues more effectively.
Investing time in developing your communication skills will pay back very quickly.
Effective workplace communication will result in satisfied customers and clients, which
can be easily measured in terms of profit or efficiency. Equally, the impact on
colleagues within your business or organisation, of effective workplace communication
cannot be understated. Team members and colleagues who understand your
instructions will have complete confidence in you as a team leader. Similarly, senior
colleagues will consider you credible and effective if you are able to communicate your
ideas, suggestions and recommendations clearly.
A few thoughts relating to communication …
‘The art of communication is the language of leadership.’
James Humes
‘Talkers have always ruled. They will continue to rule. The smart thing is to join
them.’
Bruce Barton, Congressman and Author
‘Developing excellent communication skills is absolutely essential to effective
leadership. The leader must be able to share knowledge and ideas to transmit a
sense of urgency and enthusiasm to others. If a leader can't get a message across
clearly and motivate others to act on it, then having a message doesn't even
matter.’
Gilbert Amelio, President and CEO of National Semiconductor Corp
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Effective Communication
Looking at the quotes set out in the Introduction could indicate that as team leaders
we need to be able to communicate verbally if we are going to be effective leaders.
There are very few people in the leadership and management field who would disagree
with that analysis. The first thing we must do, however, if we are to understand
workplace communication and why it is important, is to define what is meant by the
word communication.
To communicate is to ‘transmit or pass on by speaking or writing’
Communication is ‘the act of imparting, especially, news’
The Concise Oxford Dictionary

You might conclude that communication is about passing on information verbally and/or
in writing. But is this conclusion enough? How many times have we been in the
situation when a simple piece of communication has been misunderstood?
In considering why communication fails it is clear that there are a number of challenges
that we face in communicating with others in the workplace. What we should actually
be interested in is effective communication.
One definition, cited in Hamilton, 2011:
‘Effective communication is when the message is received as the sender intended’
The first thing to note is the word ‘effective’: it is not what A says, but what B
understands, that matters. Many people can get their point across extremely well
without necessarily having a large or impressive vocabulary. Indeed, they may not
construct their sentences in a way that language experts would consider to be
grammatically sound. So, how do they do it?
Before we explore the core elements of communication in greater detail, it is worth
considering the types of communication that take place in businesses and
organisations.
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Verbal Communications
Telephone conversations
Meetings
One-to-one interviews (e.g. Appraisals)
Informal ‘water-cooler’ conversations
Briefings
Formal presentations
Video conferencing
Written Communications
Mission and Vision Statements
Corporate and Business Plans
Company Balance Sheets
Annual Accounts
Annual Report
Employment and other contracts
Policy documents (e.g. Equality and Diversity (E&D), Procurement)
Standard operating procedures/instructions
Business cases and options appraisals
Performance and other reports
Records of meetings (e.g. minutes)
Staff appraisals
Statements of Account
Invoices
Websites
Staff newsletters
House journals
Letters (received and sent)
E-mails and memorandum
Text messages
Some of these different types of communication will be more effective than others. To
understand why some are more effective than others, we need to consider the factors
that contribute to effective communication and to identify the potential barriers that
prevent or reduce the effectiveness of communication within companies and
organisations.
Importance of Effective Communication in the Workplace
While it may seem obvious that workplace communication must be effective, we know
communication in the workplace can be difficult. We can (and will) identify a range of
factors that can adversely affect the effectiveness of workplace communication and
explore how these barriers can be overcome. Firstly, however, it is worthwhile
considering the impact ineffective workplace communication can have.
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Listed below are some examples of adverse consequences of ineffective workplace
communication:






















Ill-informed staff;
De-motivated staff;
More mistakes and errors by staff;
More workplace accidents;
More confusion;
Low morale of staff;
Reduced productivity;
Inadequate quality of outputs/products;
Dissatisfied customers and clients;
Conflict between team members;
Conflict with other teams;
Increased staff absenteeism;
Increased numbers of staff off sick (particularly with stress-related illness);
Impaired decision-making by staff;
Inability of staff to solve problems effectively;
Staff inability to cope with change;
Reduced number of ideas and suggestions from team members;
Reluctance of staff to take on extra work;
Reluctance of staff to develop themselves;
Increased likelihood of a ‘blame culture’ developing; and/or,
Reluctance of staff to take responsibility for getting things done.

The list above is neither exhaustive nor definitive. However, it does illustrate that
ineffective communication can manifest itself adversely in many different ways. Indeed,
as a team leader, should you encounter any of the above issues, you might wish to ask
yourself whether you have done all you could to ensure that team members have all
the information that they need to understand, whatever scenario exists.
Communication Theory and Models
It would be easy to say that a fundamental characteristic of effective communication is
its accuracy. However, focusing on accuracy in our communication might mask other
characteristics that are equally important. Perhaps the place to start is to understand
the process of communication.
There are a number of different models of communication. Shannon and Weaver are
credited with one of the earliest communication models based on the work that they did
in 1949 for the Bell Laboratories (then part of the AT&T telephone company). They
identified a 3-stage communication model, comprising sender, channel, and receiver: a
message would come from the sender, via a channel (the telephone), to the receiver.
As they developed their thinking further, they realised that the effectiveness of the
channel for communication could be reduced by external factors. In the case of people
communicating by telephone the effectiveness (and quality) of the communication could
be adversely affected by static interference on the line or the complete loss of signal.
Their work culminated in what is commonly referred to as the ‘Transmission Model’.
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The Transmission Model suggests that there are 5 stages to communication:

An
information
source

A transmitter

A channel

A receiver

A decoder

The Transmission Model of Communication (After Shannon and Weaver)
In human communication, the information source and the transmitter are one of the
same: the person who has a message to send. The channel could be the physical
method of communication – that is, verbal, written or pictorial – while the receiver is the
person to whom the message is being sent. As the information source and the transmitter
are one person, so the receiver and decoder are one and the same. In other words, when
you speak to a colleague, they receive your message and interpret (decode) it.
What is missing from the transmission model is the notion of interference and that of
feedback. That is, factors that served to distort the quality of the communication, such as
noise, the effectiveness of the channel, the ability of the sender (transmitter), the intellect
of the receiver and the receiver, along with their attitudes. Feedback is where the sender
is checking that the receiver is decoding the message as it was intended and could be
done by for example by asking questions, reading the non-verbal cues and by asking the
receiver of the message to summarise what has been said .
The following diagram overcomes observed weaknesses in the Shannon and Weaver
Transmission Model, incorporating the notion of distortion and feedback.
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Feedback

Distortion

An
information
source

A transmitter

A channel

A receiver

A decoder

Distortion

Feedback

Transmission Plus (Feedback & Distortion) Model of Communication
(AH Raymondson After Shannon and Weaver)
Mind-Set Factors Impacting on the Effectiveness of Communication
Beyond environmental factors such as noise, interference can stem from the mind-set of
those involved in the communication. Key mind-set factors impacting on the
effectiveness of communication are set out diagram on the following page.
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Enthusiasm and
passion for the subject

Self-Confidence

Feelings towards the
other person(s)
Effectiveness of
communication

Your belief in the
credibility, accuracy
and truth of the
message

Key Mind-set Factors Impacting on the Effectiveness of Communication
(AH Raymondson)
It is fairly easy to see that if you have either positive or negative feelings for the other
party then that will be reflected in the communication between you. Self-confident people
are likely to be more able to express their views without holding back or without ‘watering
down’ the message, not wishing to upset the other person. Similarly, enthusiasm and
passion will shine through in the way you discuss a subject and if you are not convinced
about the message then your listener will undoubtedly detect that.
It should be noted that these factors operate both ways. In other words the same factors
impact on the other person(s) and serve to impact the communication too.
Non-Verbal Communication
Now, we will consider the work of Albert Mehrabian whose research in the 1960s has
been widely regarded as ground breaking. In a paper published in the Journal of
Personality and Social Psychology in 1967 – ‘Decoding of Inconsistent Communications’
– Mehrabian, a social psychologist, focused on the communication which takes place
in person between 2 people, suggesting that at its most basic level, human beings
verbally communicate at 3 levels: the words spoken, the tone used to emphasise the
importance of the words and body language.
From his research Mehrabian concluded that people preferred to trust the non-verbal
elements – tone and body language – when there was any doubt about the words
themselves or the way in which the words were said. He suggested that feelings and
attitudes were most accurately conveyed by the tone used and the body language
supporting the message. His findings are often referred to as the 3 Vs – Verbal, Vocal
and Visual – or as the ‘7%-38%-55% rule’. Interestingly, his results are often misquoted
and misrepresented.
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It is accepted, therefore, that effective communication most readily occurs when there
is an emotional connection between the 2 parties involved in the communication. This
does not necessarily imply, however, that only verbal communication is likely to be
effective: there are plenty of occasions when a written type of communication will
achieve the desired outcome more readily than a verbal communication. For example,
a sign prohibiting smoking in a restaurant – NO SMOKING – is unambiguous in its
message: smoking is prohibited in this area. It does not necessarily communicate the
feelings of the person that erected the sign – the restaurateur – because the feelings of
that person are irrelevant; the sign simply communicates the legal prohibition. The
restaurateur might feel very strongly that the prohibition is an inequity and a restriction
on trade but expressing that view would most likely compromise the message. Thus, a
written communication is the most effective way of getting the required message across.
Interestingly, the need for non-verbal cues in the most modern form of written
communication – texting – is exemplified by the use of ‘smileys’, actual ( ) or
constructed by the colon and closing paragraph symbol – :).
Mehrabian’s findings are often criticised for being too reliant on artificial laboratory
testing, leaving the transferability of his findings to everyday situations questionable. Not
addressed by him is any measure of the quality of the relationship between the people
involved in communication. The quality of the relationship is likely to affect the nonverbal responses. That said, his work provides a good basis for consideration of the
impact of non-verbal behaviour in communication.
Body Language
Body Language betrays much of what is not contained in the words in conversations and
other forms of oral communication. Consequently it is important not only to ‘read’ the
body language in others but to think about how we come across to others and whether
we are portraying a congruent message - that is that the words we say match the body
language - is a critical element of effective communication.
Importantly, there is no one-size-fits-all with body language and care needs to be taken
not to rely too heavily on non-verbal cues; it needs to be viewed as part of the message,
as it can easily be misinterpreted.
The following diagram sets out some of the main messages indicated through body
language.
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Introduction
Apart from very small businesses – sole traders and partnerships for example – most
private companies, charities and public sector organisations comprise teams. As a
team leader, or aspiring team leader, it is essential that we understand what effective
team working looks like. We also need to understand how and why disagreement and
conflict occur within a team and our responsibilities both as a team leader and a team
member for turning a negative into a positive.
This Study Guide will encourage you to explore what a team is, how it differs from a
group, to look at the behavioural characteristics of an effective team and to consider
how teams develop. There will be an opportunity for you to consider how people fit in to
the team and to explore the advantages and disadvantages of being in a team. Finally,
we will consider the barriers to effective team working, the sources of conflict within
a team and the importance of individual difference in a team.
This Study Guide will help you to consider the things you have come across at work
and give you the confidence to learn from that experience while giving you a firm
understanding of what an effective team looks like.
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Understanding Teams
Although you may already be in a team leader role, it is worth spending a little time
understanding what a team is, the different types of team that might be found in the
workplace and the components or characteristics of a successful, or high performing,
team.
Characteristics of an Effective Team
An effective team is a team that has the attributes listed below:



















Skilled people;
Trained people;
A clear vision for the future;
Goals-oriented;
Clear roles and responsibilities;
Effective communication;
Committed people;
Loyal people;
Honest people;
People who put the Team needs before their own;
People who are concerned for others;
People who are flexible;
Trust;
Accountability;
High morale;
Motivated people;
A shared or common pride in the team; and,
Effective leadership.

But what is a team?
The Concise Oxford English Dictionary defines a team as ‘two or more persons working
together’.
However, there are several different types of teams in the workplace. In trying to
understand the difference, it might help if we consider 2 different types of work group:
a cashier working in your local High Street bank and a surgeon who works in the
operating theatre of your local hospital.
First, imagine that you are going into your Bank to pay in some money. You wait in the
queue until one of the cashiers is free and you pay in the money. The cashier takes
your paying-in book, checks the cash and cheques that you are depositing matches
the credit slip and returns your paying-in book, having stamped the book to confirm
receipt of the monies. The payment is entered onto the computer by the cashier and is
subsequently credited to your bank account.
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In the second scenario, you have been admitted to Hospital for a procedure. The
surgeon and anaesthetist come to talk to you to explain what is going to happen, they
advise you of any risks that might arise from the surgery and ask you to sign a consent
form for the operation to go ahead. You are taken down to the Operating Theatre
where you are introduced to a nurse and another junior doctor. Before the procedure
can take place, the anaesthetist gives you an injection to render you unconscious.
During the operation, the anaesthetist monitors your vital signs, adjusting the oxygen
and other gases to ensure that you remain unconscious while the surgeon carries out
the procedure. The nurse and junior doctor also participate in the operation,
undertaking specific tasks as required.
What is the difference between the way the cashier and the surgeon work?
There is one fundamental difference between how the cashier and the surgeon
work: the cashier can work without depending upon anyone else, while the surgeon
depends on the skills of the anaesthetist in particular to keep the patient unconscious
while the procedure is carried out. This inter-dependency is typically associated with
teams.
Both the cashier and the surgeon have a clear focus on what is required (a goal); they
have the necessary skills to complete their tasks and are likely to be motivated to
achieve the required results. There are, however, several important differences to note
about how they work.
The cashier that served you is one of a number of cashiers. The role of each cashier is
to provide customers with a number of services. Each cashier, however, works
independent of the other. In other words, the actions of any one of the cashiers is
unlikely to affect the work being undertaken immediately by the other cashiers. At the
end of the working day, when all the cashiers have balanced their tills, any errors will
be noted. On occasions, significant errors will have an effect on the overall
performance of the bank. The cashiers in a bank could be described as a work group.
This distinction between a group and a team is easy to see when we compare how the
cashier works with the surgeon who works as part of a team in the operating theatre.
The surgeon, the anaesthetist, the nurse and the junior doctor all have distinct roles.
These roles are complementary and inter-dependent. The surgical procedure could not
be undertaken effectively without each member of the team co-operating fully; all
members of the team are working to achieve a goal – the safe conduct of the medical
procedure which will lead to improved health of the patient. Indeed, very rarely could a
surgeon carry out a surgical procedure without an anaesthetist, unless it was a minor
procedure.
In the end, there will be certain attributes and characteristics that enable you to
determine whether a collection of people is a work group or a team. Similarly, it is
important to note that there are times when an organisation or company does not
require its staff to work as a team and where a work group is the preferred model.
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Groups and Teams
There are a number of types of group or team and there are many ways of labelling
different types of teams. The following is a simple structure for describing basic team
types:
Group or Team Type
Working Group

Characteristics




Quasi team





No need to be a team
Interactions between team members limited to
information sharing
No mutual accountability
There is an organisational requirement for a team
Might perceive itself as a team but no commitment for
shared goals or an overall vision
Restricts organisational performance

Embryonic Team

•
•
•
•

Recognises need to perform as a team
Effort is made to improve
Members look for joint accountability
Requires more clarity about purpose, goals
and collaborative ways of working

Established Team








People with complementary skills
Mutually accountable
Clear purpose, vision goals and ways of working
Performance exceeds that of a working group
Members seek to improve
Effective communication

High Performance
Team






Clear purpose, goals and ways of working
Complementary skills
Mutual accountability
Outstanding commitment to the team, including
personal development and growth along with
very strong loyalties to each other
Significantly out-performs the other team types
Very effective, ‘open’ communication




KW Hamilton and AH Raymondson
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The key characteristics of a team and, particularly, a high performance team include:
Common purpose (vision);
Clear goals and objectives;
Agreed ways of working (clear roles and responsibilities);
Recognition of the importance (benefit) of working together;
Clear inter-dependency;
Mutual accountability;
Commitment to the team and individual success and growth; and,
Exceptional performance (exceeds expectations).










Advantages of Teams
In most organisations and companies, teams are a way of life. Teams are perceived
to be a good way of achieving things; but do we ever stop to think why this should
be?
There are many advantages to working as part of a team, including:


Increased productivity:
•
•
•
•



Improved quality through:
•
•
•




Capacity and capability to supervise performance and to oversee and
enforce standards;
Development of team and individual specialist skills (expertise); and,
Capacity to develop effective and efficient processes.

Increased motivation arising from being part of a team;
Increased capability through a broader skills mix, providing:
•
•






The ‘sum of the parts’ is a great multiplier in terms of output because
team members are able to use their specialist skills to best effect by
concentrating their effort on areas of expertise;
Similarly, specialist knowledge enables and delivers improved processes
which improve results;
Through friendly competition and peer pressure; and,
Greater focus on achievement of goals, targets and objectives.

Greater flexibility to address any issues that may arise; and,
More experience to tackle routine and day-to-day problems.

Improved creativity, ideas generation and innovation through collaboration;
Improved problem-solving and decision-making through collaboration;
Sufficient capacity to enable people development; and,
Sufficient redundancy to allow for sickness, long-term absence and temporary
redeployment of people to other work.

Overall, the clear advantage that accrues to teams of people is the benefit derived from
breadth and depth of knowledge, skills and experience, which effectively translates into
capacity and capability. Typically, teams are able to absorb additional work because of
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the capacity and capability that has been developed. For example, if a team leader is
re-deployed to another role for a short period of time, it is likely that there will be a team
member who can take on the key elements of the team leader’s role alongside their
own; they might have to ask other team members to take on elements of their own job
while they are in temporary charge but the chances are that the work will still get done.
Compare this to the situation that arises in a small business where people are
employed in specific roles. If the marketing manager, for example, is asked to take on
another role, there inevitably will be a trade-off in terms of his or her marketing output.

Team Development
How does a team develop and grow? Realistically, there is a natural process through
which any team has to go before it can achieve outstanding levels of performance.
While it is fair to say that people can be thrown together on a task and work effectively
for a short time to achieve a goal or several goals, most teams take time to grow and to
develop.
Tuckman’s Team Development Model
In the mid- 1960s Dr Bruce W Tuckman, a much respected educational psychologist
published his ‘Forming, Storming, Norming, Performing’ team-development model. The
essence of his theory is that a team or a group has to go through a series of stages
before it can be truly effective. He observed that the 4-stage process often happens
without team members actually noticing or being aware of it! Tuckman suggests,
however, that an understanding of the Model can help significantly in enabling a team
to reach a higher level of performance, usually more quickly and less painfully.
Tuckman’s original Model features 4 distinct stages:


Stage 1: Forming. In the Forming Stage, team members work hard to fit into the
team. People focus on the routine and try to avoid conflict and disagreement.
Most people want to gather information about the team and work out where they
fit in. This Stage is often perceived as a comfortable stage in team development,
but it is one in which not much actually gets done.



Stage 2: Storming. In the Storming Stage, team members begin to disagree.
There inevitably will be petty disagreements over minor irritations, often related
to individual roles and responsibilities. People will ask ‘whose job is it to do this?’
or state ‘this is my job’. While some minor confrontations will arise that are
quickly and easily dealt with, it opens the door for the important issues to be
addressed. The way in which the small issues are resolved will set also the tone
for resolution of the more significant challenges. For some members of the team,
this Stage can be extremely uncomfortable but it is essential if the team is to
develop. Unless team members are prepared to address the specific issues that
arise, the team can get stuck in the Storming Stage. Sometimes, the team
moves to the Norming Stage without properly completing the Storming Stage.
When this happens, there is a risk that the team will slip back into Storming.
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Stage 3: Norming. Following the turbulence of Storming, the resolution of
disagreements and conflict enables team members to better understand what is
required to achieve the task. The Norming Stage is where the team agrees how
it will work together, establishing processes, procedures and team roles and
responsibilities. Norming will create a cohesive, effective team, provided the
team has ‘stormed’ effectively.



Stage 4: Performing: Performing is considered to be the point at which the
team, and team members, are able to work both independently and together
effectively. People know who is responsible for specific tasks; there is a strong
sense of pride and purpose, and a high level of trust, honesty and loyalty. This is
reflected in high team morale. Some teams never reach this stage.

The diagram below shows Tuckman’s theory of team development and highlights the
iterative nature of the process – teams form and reform all the time – when the people,
their roles or the organisation itself goes through some form of change.

Output

Performing

Norming

Forming

Storming
orming

Time
Tuckman’s Team Development Model (Adapted from Tuckman, 1977)
The diagram suggests that, during the Forming Stage, it is likely that the team will
deliver an adequate output or performance. When it moves into the Storming Stage,
performance is likely to dip as conflict and confrontation impair team and individual
effectiveness. During Norming team performance improves but may not reach the level
of output or effectiveness achieved in Stage 1. It is only once ‘norming’ is complete that
the team begins to perform properly and can move toward high performance.
Critical Review:
Tuckman’s model is arguably overly simplistic as it represents team development as
being fixed in a sequence. However, it is rarely that straightforward, often moving
erratically between different stages of performance for a whole host of both internal and
external reasons. For example, temporary absence of a key team member can radically

7

Team Work

upset performance and team dynamics. Many teams seem locked between storming
and norming seemingly unable to move to the higher level of performing. What the
model does not do is give guidance as to how you would know that your team is in a
particular stage of development and what as a leader you should be doing in each
stage. Inclusion of suggestions as to how you might move your team from norming to
performing (or through the other stages) for example would be very useful. What is for
sure is that effective team leadership is required to establish and develop a team and it
is not simply a matter of time (time being the X axis on the Team Development Model
graph). Nonetheless, the model provides a good basis for thinking about and
understanding your team and how it performs.
For a team to be fully effective, the team leader needs to have a clear understanding of
the talents and capabilities (skills, knowledge and experience) of all team members and
be able to deploy them for best effect. Knowing, for example, that one team member
likes to organise the tools used in the workplace, while another is always coming with
new ideas as to how the way the job is done can be improved is likely to make
a big difference to the morale of the team if these people are employed in their areas
of interest and strength. Indeed, well-balanced and effective teams are those where
people feel valued, where their contribution is recognised and appreciated by team
members and team leaders alike.
Team Values
One aspect of team working that is often forgotten (or ignored!) is the part team and
individual values play in the way the team works. While individual team members might
be recruited to specific roles, some (and this may be a significant proportion of the
team) are not. As a team ‘norms’ its behaviour, it is likely that the team will develop its
own identity. The team leader’s influence will have a bearing on the team identity, as
will the values and beliefs of other team members.
Definitions from the Concise Oxford Dictionary:
Values: ‘One’s principles or standards; judgement of what is valuable or important in
life’
Beliefs: ‘Trust or confidence in’
The definitions above make clear the differences between the 2. In the context of a
team, we each will have our own values; these may or may not be common with the
values of our colleagues. The team identity comes from having agreed values. These
might be as simple as how we are going to address each other or how we will share
work. Our beliefs are something entirely different, although they may be formed in the
workplace by our perception of the team as an entity.
It is often the case that, as individuals, we are drawn to working with like-minded
people. It is not unusual therefore to find that the values of the team that we work in are
similar to our own personal values. But what happens when the values we hold are not
those of the team or our personal values are compromised?
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How to Lead a Team

Introduction
As a team leader, or someone who wants to be a team leader, you are at the
beginning of a journey that will be both enjoyable and challenging. In fact, leading
people is one of the most difficult jobs in the workplace. Some people thrive in the
role while others can find it a struggle. Quite often the people who struggle have
been given little or no training in team leading.
Reading this Study Guide will help you to be able to lead your team successfully.
Moreover, it will help you to consider issues you have come across at work and give
you the confidence to take control of situations and get the necessary results.
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Understanding the Difference Between Leadership and Management
Leadership and management are considered to be different things and people often
get confused between the two. There are many jobs and roles in organisations that
have responsibility for both leadership and management. Whilst leadership and
management sound very different they are often very similar.
The chances are that you are in either a team leader or supervisor role. In
considering your role, you may find that you have some clearly defined activities for
which you are responsible. You may also have responsibility for achieving certain
specific results – these might be expressed as targets or objectives. What is almost
certain is that you will be responsible for the performance and output of the people
who are in your team. So, how do you get the people who work in your section or
team to carry out the activities that you are responsible for and how do you get the
team to achieve the required results?
It is likely that, when you think about it, what you do is manage activities and lead
people. It could be argued that to be effective as a team leader requires people in this
role to have both leadership and management skills. Let us look more closely at what
we mean by leadership and management.
Management
A straightforward definition of management is offered by the Macmillan Dictionary:
‘The control and operation of a business or organisation.’
Leadership
There are almost as many different definitions of leadership as there have been great
leaders! For example, the British military define leadership as:
‘Getting someone to do what you want them to do, even if they don’t want to
do it’
This definition is very near to that offered by President Dwight Eisenhower. He
defined leadership as:
‘Getting someone to want to do what you want them to do’
Eisenhower’s definition sets out a challenge to any potential leader, that is, how to
get people to follow you and to carry out your wishes. His assertion suggests that
effective leadership is based upon the leader having a positive impact upon the
people he or she is trying to lead.
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Adrian Gilpin of the Institute of Human Development underlines and reinforces the
importance of this in his definition of leadership, stating that leadership is:
‘… the impact you have on yourself and the impact you have on people
around you’
These definitions indicate that leadership is as much about the individual leader as it
is about his or her training. In other words, while there are things that you can learn
that will assist you as a leader, leadership is concerned more with our ability to
influence and persuade our colleagues to follow our direction. Thus, effective
leadership can depend very much on the personal qualities, characteristics and
behaviours of the leader, all of which are encapsulated in the term leadership style.
Warren Bennis, in his book On Becoming a Leader (1989), compared leaders and
managers. He concluded that leaders were people who were the driving force in a
business or organisation, inspiring people to high levels of performance and
challenging the status quo. Managers, on the other hand, were the people who
organised, controlled and administered the resources available to achieve the tasks
set by leaders. The table below illustrates the differences Bennis observed:
Leaders:
Inspire
Think
Motivate
Initiate change
Challenge the status quo –
asking ‘what’ and ‘why’
Innovate
Originate
Develop
Set the pace – the ‘vision’

Managers:
Control
Act
Organise
Adjust to change
Accept current practice –
asking ‘how’ and ‘when’
Administer
Imitate
Maintain
Follow procedure
(Adapted from Bennis 1989)

Another way of looking at the difference between leadership and management is to
recognise the difference between ‘doing the right thing’ and ‘doing things right’.
Leaders do the right thing while managers concentrate on doing things right.
Bennis does make a good attempt to differentiate between leaders and managers
based on what they do. However, the differences he outlines are rarely that precise
in practice. Take the example of leaders ‘thinking’ and managers ‘acting’. It is clear
that leaders do act and often decisively in their day-to-day roles and that managers
have to think. Perhaps a deeper analysis would examine what it is that people in the
roles of ‘the leader’ and ‘the manager’ are required to think about. Managers have to
think too, of course!
The list for managers could be interpreted as portraying the role of a manager to be
somewhat mechanistic and procedural but the list does not really capture the
distinction between ‘how’ a manager undertakes his or her work and ‘what’ they do.
Indeed, highlighting leaders as the people who inspire might be taken to imply that
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managers are uninspiring! However, it is unlikely that anyone would want to work for
or with an uninspiring manager. The overriding observation as you work down the list
and consider leaders and managers at your workplace is likely to be that there is
considerable overlap between leadership and management and a tension in places
between the two functions. Management and leadership are very closely linked.
The main reason why leadership is important in a work context is to get results.
Effective team leading depends on the personal qualities, characteristics and
behaviours of the team leader and how these affect, positively or negatively, team
members.

Leadership Effectiveness - The Key Responsibilities of the
Leadership Role
You will have observed that much of what makes a leader effective relates to both
how they do things but also what they do. Both of these elements are reflected in
your leadership style. There are of course certain key responsibilities.

Leadership Effectiveness
Implementation of Key Leadership Responsibilities

What

How

You Do

You Do it

Elements of Leadership Effectiveness (AH Raymondson)

Leadership Style

Elements of Leadership Effectiveness (AH Raymondson)
Key responsibilities of the team leader role are listed below:
•
•
•
•
•
•
•
•
•
•
•
•

Setting direction

Building trust
Fostering high performance through effective teamwork
Anticipating and solving problems
Influencing, enabling and empowering others
Facilitation
Providing guidance
Stimulating innovation and enterprise
Planning for and leading change
Overcoming obstacles
Delegating
Setting goals and objectives
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•
•
•
•
•

Communicating and motivating
Supporting and developing individuals and the team
Modelling appropriate behaviour
Representing the team and feeding back its experiences and views
Protecting the team and its members

Characteristics of a Leader
Common characteristics of leaders include:





















•


























Charismatic
Effective communicators
Organised
Decisive
Good listeners
Consistent
Fair
Considerate
Dynamic
Professional
Skilled
Trained
Motivated
Good motivators
Command respect
Give respect
Empower others
Inspiring
Good delegator
Strong interpersonal skills
Energetic
Assertive

Loyal
Honest
Hard-working
Committed
Determined
Visionary
Innovative
Risk-takers and/or risk-aware
Confident
Driven
Flexible
Adaptable
Conscientious
Team-players
Accountable
Selfless
Trustworthy
Integrity
Passionate
Skilled manager
Courageous
Caring

As you look down the list, you will see skills and characteristics that you believe you
possess. You also might be able to spot some of the areas where you might improve
your team leading. Indeed, it would be remarkable if you or any leader possessed all
of the above characteristics!
The list shows several characteristics that relate clearly to skills and/or knowledge.
However, a significant number of the characteristics relate to attitude. For example,
integrity is not a skill nor is it knowledge. Integrity is about choosing to behave in a
certain way – i.e. your attitude. So, when we talk about leadership, we need to
recognise that leaders are judged as much by their attitude and the way they behave
as they are on their skills and knowledge. In leading your team you will be able to
choose how you lead in order to achieve the desired or required results.
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Developing Leadership Characteristics
It was once said that ‘leaders are born not made’. Today most organisations
recognise that leadership can be trained and developed. In the centuries that
preceded the last century, it could be argued that people in leadership positions were
those who had privilege. Typically, until the 20th century, education was not
universally available. With education came opportunities for people to break out of
the class system that existed and in which leaders came from the wealthy.
Indeed, one profound lesson from the First World War was the recognition that
people from ordinary working class backgrounds could be effective leaders. As
young, highly educated officers were lost in battle, soldiers were promoted to officer
rank, proving equally adept at leading in the most difficult and challenging of
circumstances. By the end of the 20th Century, the British Armed Forces were
selecting their future leaders on merit; class and background were no longer
considered key to selection.
In training and developing the leadership characteristics of team leaders, supervisors
and managers, it is necessary to first work out what training or development is
required. In some cases, it may be about learning new skills, which can be trained
and developed in several ways. Other leadership characteristics are learned and
developed over time in the workplace. For example, while we can be taught how to
communicate effectively, unless we practise these new skills we will not develop this
characteristic.
Ways of Assessing your Leadership
Ways of assessing how well you are performing as a leader might include:







Annual appraisal;
Formal and informal feedback from your line manager;
Formal and informal feedback from your colleagues;
Formal and informal feedback from customers, including ‘mystery shoppers’;
Formal and informal feedback from your team; and/or,
By undertaking a psychometric or other leadership assessment.

Perhaps the easiest way is to undertake a self-assessment and to ask a number of
colleagues to complete the assessment too. One very simple way of doing a selfassessment is to use the SWOT analysis. SWOT – Strengths, Weaknesses,
Opportunities and Threats – is easy to use. Simply create a grid and list what you
think are:





Your strengths as a leader – what are you good at?
Your weaknesses as a leader – what do you not do very well?
The opportunities open to you to improve as a leader – what skills and
characteristics might you want to develop for the future?
The threats that might prevent your development as a leader – what could
stop you developing and addressing your weaknesses?
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The Current Position
Strengths

Weaknesses

The Future
Opportunities

Threats

To obtain feedback is not always easy! Some of your colleagues may find it difficult
to give meaningful feedback. To make it easier, you might create a questionnaire (or
find one on the Internet) that you can give to your line manager and other team
members (an example is attached at Appendix One). Including a scoring system can
help you to identify areas for improvement. You should also complete the
questionnaire yourself: be honest – what are you good at and what are the areas
where you are less effective? The process of self-scoring your performance,
reflecting and interpreting what you identify is often referred to as self-awareness.
Self-aware people are well placed to develop and improve their performance.
What does this self-evaluation tell you?
Where you have answered ‘always’ or ‘more often than not’ to a specific statement is
an indicator of an area in which you are an effective or highly effective team leader.
Conversely, the statements where you have assessed your behaviour as ‘never’ or
‘rarely’ are those areas where you could usefully consider making some changes to
improve your effectiveness.
It would be understandable for you to over- or under-assess your performance.
Depending on your make-up, you may easily have given yourself an assessment at
variance with your true performance. You might therefore consider obtaining
feedback from your team by inviting them to complete the questionnaire as well.
Alternatively, if you are uncomfortable giving the questionnaire to your colleagues for
feedback, you could reflect on how you perceive that the team would score you.
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Team Leading

It would be remarkable if every leader possessed all or a significant number of the
above characteristics. However, there is one thing that stands out from the list above:
The skills required of a leader are secondary to attitude and behaviour. The
characteristics identified in that list, in many cases, imply choice:

A leader can choose to:

• Lead in a certain way
• Develop certain core skills
• Behave in a particular way

Key Leadership Choices (KW Hamilton 2006)
For example, the captain of a Premiership football team is not necessarily the best
player in the team. It can easily be somebody who is prepared to take responsibility
for organising the team on the pitch. To be effective as the captain, the player must
be able to communicate effectively and to inspire his fellow players. Communicating
and inspiring the team might entail the captain reprimanding some players for a lack
of effort, while cajoling and praising other players to achieve higher levels of
performance. In this example, the captain is making a choice about how he will lead
members of the team taking into account the characteristics of his fellow players.

The Importance of Engaging Team Members
Engagement is a concept that captures a range of factors that lead to team members
giving their best to the organisation. People who are engaged will have positive
workplace relationships, positive attitudes and a commitment to the organisation that
ensures that they will ‘go the extra mile’ to ensure that goals and objectives are met
and/or exceeded.
Performance is about both the way (i.e. how) team members approach their work
and the results they achieve. Achieving and maintaining high levels of performance is
a key focus for leaders and managers. It is often said that very little can be achieved
in organisations unless it is done through people. Hence the need to spend time
making sure your team is as fully engaged as possible. High levels of performance
and engagement of team members comes about through effective leadership.

Effective
Leadership

Team
Engagement

High
Performance

The Team Engagement Pathway (AH Raymondson, 2010)
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Introduction
As a manager, or aspiring manager, your key responsibilities include or will include
leading and motivating your team. This in itself sounds quite daunting. After all, most
teams comprise people of varying abilities and motivations. That said, as team
members, we each have a responsibility to the Team and to fellow team members in
contributing to the Team’s performance and output – which will invariably be greater
and of higher quality if the Team are well led and motivated to perform.
This Study Guide will help you to explore issues relating to leading and motivating,
and look at the behavioural characteristics of well-motivated employees, and to
consider how to increase motivation. You will be encouraged to consider what
demotivates people and how you might prevent or reduce de-motivators in the
workplace and to develop a thorough understanding of how to motivate your work
team.
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Organisational Vision, Mission Statements and Objectives
Most organisations have a vision and/or mission statement that defines their
purpose. Vision and mission statements are the inspiring words chosen by
successful leaders to clearly and concisely convey the strategic direction of the
organisation, communicating the intentions of the organisation to those people who
have an interest in the organisation.
Both types of statement are slightly different in their intent, although both typically
convey the direction of the organisation. Vision Statements define the organisation’s
purpose, reflecting the values of the organisation rather than bottom line measures
of success. For employees, it gives direction about how they are expected to
behave and inspires them to give their best toward a common goal. Shared with
customers, it shapes customers' understanding of why they should engage with the
organisation.
For example, look at the Vision Statement of the largest fast-food company in the
world, McDonald’s:

‘McDonald's vision is to be the world's best quick service restaurant
experience. Being the best means providing outstanding quality, service,
cleanliness, and value, so that we make every customer in every
restaurant smile’.

A Mission Statement typically defines the organisation's purpose and primary
objectives. Its prime function is internal – to define the key measure or measures of
the organisation's success – and its prime audience is the leadership team and
stakeholders. The Mission Statement therefore focuses on what constitutes success
for the business. For example, consider the Mission Statement for The Walt Disney
Company:

‘The Walt Disney Company's objective is to be one of the world's leading
producers and providers of entertainment and information, using its portfolio
of brands to differentiate its content, services and consumer products. The
company's primary financial goals are to maximize earnings and cash flow,
and to allocate capital profitability toward growth initiatives that will drive
long-term shareholder value.’
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Everything that happens in an organisation should be relevant to the vision and
mission that has been set out. If you and your team are unclear as to what it is that
the organisation is trying to achieve and/or unclear about what the guiding principles
of the organisation are, then it is likely that time will be wasted on activities that do
not align with the vision and mission - i.e. the organisation’s purpose. If you and
your team understand the organisational purpose, then energy can be directed
towards ensuring that the whole organisation is ‘pulling in the same direction’. Also,
having ‘buy-in’ from your team to the vision and mission, along with a strong sense
of purpose from the work that they do is likely to motivate them to perform well.

Organisational Goals and Objectives – Strategic Plans
Once a vision and mission has been formulated, it is usual to have a set of
organisational goals, which are the medium for setting out the ‘big picture’ of what
the organisation is seeking to achieve. A goal describes a high-level organisational
target to be achieved over the long-term (3-5 years). Whilst high-level goals are quite
difficult to measure and/or quantify, they set the direction of the organisation in
support of the vision and mission statements.
Objectives are more specific statements that describe what the organisation wants to
accomplish in the short-term (up to 12 months). The successful completion of shortterm objectives should contribute to the achievement of long-term goals. Objectives
should be SMART: specific, measurable, achievable, realistic, and time-bound. Wellconstructed objectives should incorporate their own measures of success or key
performance indicators.
The significance of the measures chosen cannot be overstated – without measures it
would be very difficult if not impossible to manage the delivery of the objectives.
Usually, the Vision, the Mission, the Organisational Goals and the Organisational
Objectives would be set out in the Strategic Plan. The strategic plan would permeate
through to team and first line management level within the organisation in the form of
action plans. Action plans serve to define how the objectives will be achieved. This
whole process should ensure that the organisation itself clearly defines what it is
looking to achieve and that every person in the organisation understands their role.
First-line managers would usually be expected to contribute toward the delivery and
implementation of goals and objectives, as set out by senior managers, through their
own action plans. Where organisations operate without having effective plans they
tend to ‘drift’ and become inefficient and ineffective. Ultimately, they will be very
unlikely to achieve competitive advantage without such action plans.
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Graphically, the process looks like this:

Vision
Mission
Goals
Organisational objectives
Team objectives

Vision to Objectives

(AH Raymondson, 2012)

Setting Team Objectives to Support the Organisational Strategy
An objective is:
‘An end that can be reasonably achieved within an expected timeframe and with
available resources. Objectives are a tool that underlies all planning and
strategic activities.’
The Business Dictionary

In short, an objective is a specific and measurable action you take to reach the goal
by a certain time. The word ‘objectives’ is often used interchangeably with the word
‘targets’. Examples of personal and business objectives might be:
A personal objective:
‘To have won the Top Sales Executive Award by the end of next
month.’
A business objective:
‘By the end of July 2016, the Company’s main website will be redesigned, re-built, debugged, re-launched to the web and optimised to
achieve 100,000 hits and > 750 unit sales per month by October 2016.’
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Objective Setting
To allocate work and measure performance effectively you will need to agree objectives
with team members you are placing work with. The objectives need to be aligned with
those of the organisation. For example, if you were running a manufacturing team that
produces parts for engines, it would be nonsense to have an objective around producing
as many parts as possible by the end of the quarter, if stock levels were already too
high.
The ‘SMART’ acronym has become pretty universal as a framework for setting effective
objectives; SMART stands for:
Specific
Measurable
Agreed/Achievable
Realistic
Timed (or Time-bounded)
The characteristics of each element of SMART are defined and amplified below:
Specific
Is the objective clear and precise?
What exactly has to be achieved?
Measurable
Do you know how to measure it? Is it possible to easily ascertain whether the objective
has been achieved? Identifying the most appropriate measure(s) of achievement is
essential for knowing whether the objective has been met successfully; therefore,
careful consideration needs to be given to this choice. Just remember that a measure
really answers the question: how would you know when the task is completed to the
requisite standard? The four principal measures used are quantity, quality, cost and
time, or a combination of some or all of them. Remember that it is important that all
parties are agreed that the measure(s) used are the most appropriate. For example, the
planned introduction of a new production facility might have its success measured by its
ability to increase productivity from 30 to 50 items per hour at a unit cost of £10 per item
where items meet the appropriate British Quality Standard (e.g., measured through
selective quality batch testing).
Agreed/Achievable
Agreement with the person undertaking the work leads to greater commitment. Is it
achievable? Does the person undertaking the tasks involved see it as achievable
too?
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Realistic
Do you (and the person undertaking the task) think that the target is sufficiently
challenging but also deliverable?
Timed
Have clear timescales for the achievement of the objective been set?

Communicating the Overall Mission
Communication is often singled out by employees as one of the things that
management could most improve. Managers and line management regularly overlook
sharing important information with their colleagues and staff (up, across and down the
organisation). But why is this?
Let us first define what we mean by ‘communication’:
‘Effective communication is when the message is received as the sender
intended.’
(KW Hamilton 2011)

The first thing to note is the word ‘effective’: it is not what A says, but what B
understands that matters. On that basis, it is down to you as a line manager to ensure
that your team understand the overall mission and purpose of the organisation or the
project that they are working on. This may mean that you have to put it in terms that
they will engage with and in language they understand.
The importance of your communication cannot be overstated. There are 2 key
elements within communication that will impact on its effectiveness - they are: what you
communicate and how you communicate.
The ‘how’ - the manner, style, language or method of communication - will have been
the most significant factor in causing any confusion or bad feeling. Certainly, what is
said is important too - information needs to be conveyed - but the how should be very
carefully considered, especially when the message may be less than welcome or the
issues are quite complex. For example, a requirement for the team to work additional
hours to achieve a particular target will be less well received as a terse, one-line memo
dropped on their desks without notice than it would be if a member of the management
team took the time to explain more clearly the reasons for the decision, giving
opportunity for some feedback/input and perhaps identifying longer term benefits for all
stakeholders.
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How

Communication

What

Balancing the ‘How’ and ‘What’ in Workplace Communication

Benefits of Effectively Communicating the Mission and Purpose
Communication is essential for an organisation to run smoothly and provides the
links within the organisation that enable the organisation to be successful. Virtually
everything a team leader or first line manager does involves communication, and
their success in leading and motivating their team will depend on their ability to
communicate effectively with them, both collectively and individually. Processes
involved with increasing efficiency, satisfying customers, maintaining quality, and
producing and delivering goods and services all rely on effective communication and
all relate to delivering the mission.
More specific benefits or reasons for ensuring that workplace communication is
effective include:










To save time;
To save money;
To save waste;
To ensure people understand what they are required to do; frustration comes
from misinformation;
To maximise productivity;
To ensure customers or clients get what they ask for;
To help people relate well with each other;
To avoid or resolve disputes; and
To motivate.
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Characteristics of Effective Workplace Communication
Effective communication can only be achieved through thinking critically about what
information we wish to transmit to another person or other people. Preparation, as in
many other things that we do as team leaders, is crucial. The characteristics of an
effective piece of workplace communication could be summarised by the 6 Cs:

Conciseness
Completeness
Courtesy
Clarity
Correctness
Confidence

The 6 Cs of Effectiveness in Communication
Lack of skill in any of the 6 Cs could be viewed as a barrier to effective communication.
Specifically, the 6 Cs of communication require that we observe the following
characteristics in our communication:
●

Conciseness concerns brevity: saying what you need to say in as few
words as necessary, using short and simple sentences.

●

Completeness requires us to ensure that the reader has the full picture (all
the information and data necessary to understand the issue and any
recommendations).

●

Courtesy demands that we recognise the communication needs of the
receiver (whether this is verbal or in writing) and use appropriate
language.

●

Clarity requires that the message is unambiguous.

●

Correctness refers to grammar, spelling and punctuation in writing and the
avoidance of slang, including in-house jargon, in verbal communication.
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