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Excerpts from a talk delivered by DR. K.
KUHATHASAN at a seminar on "Team Leader-
ship” organised by the Ceylon Electricity
Board (CEB) held recently at the CEB Training
Centre, Piliyandala.

L eadership is the pivotal force behind a suc-

cessful organisation. An effective leader is
one who successfully transforms the organisa-
tion from current to the future. He creates the
vision for success and. mobilizes his followers,
empowers them, boosts their morale and gen-
erates a sense of meaning in their work. He
instills within his followers a commitment to
change. He develops a new culture and strate-
gies to focus energy, and optimizes the use of
resources.

The most challenging task of a leader is to
. translate vision into reality and to sustain it. As
he, on his own, could not possibly achieve his
vision, he needs the support of his team. There
should be a symbiotic relationship between
leaders and the team.

At the same time, a leader needs to have the
capacity to cope with the complexity, ambigui-
ty and uncertainty of the environment around
them.

Groups and teams

Although some management experts do not
make a distinction between groups and teams,
in recent years there has been a gradual shift to
an emphasis on teams and managing them to
enhance individual and organizational success.
Some experts now believe that the highest pro-
ductivity results occur only when groups
become teams. They see the two concepts as
conceptually different, with groups being the
more general of the two. All teams are groups,
but not all groups are teams.

A group has traditionally been defined as two
or more individuals who communicate with one
another, share a collective identity, and have a
common goal. Thus, a group can be virtually any
size above one, as long as the members engage
in some form of communication, maintain that
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they are a group, and have some common
objective, be it weakly or strongly held. A team
is a "small number of people with complemen-
tary skills who are committed to a common pur-
pose, set of performance goals, and approach
for which they hold themselves mutually
accountable."

Work groups emphasize individual work
products, individual accountability, and even
individual-centered leadership. In contrast,
work teams share leadership roles, have both
individual and mutual accountability, and create
collective work products.

In other words, a group's performance is a
function of what its members do as individuals,
while a team's performance is based on collec-
tive products, what two or more workers
accomplish jointly.

Team leaders work with followers through

delegation, training, feedback, recognition, and
rewards; develop visions and missions; maintain
health and positive attitude; plan and set goals;
work on self-awareness and development; initi-
ate and manage change; use communication
skills and model behaviours to others.
) Effective team leaders: are compete relative
to the content of the team's work; know how
things get done and how to get things done in
their host environment, and are practical. They
make things obvious, not abstract.

They are result-oriented, tough as needed
and focused on key issues; understand the
importance of "process” (how well team works
together) for team success; keep objectives
clear and prioritized; set well defined expecta-
tion that encourage team members to "stretch®
and are reasoned and deliberate, not rash and
emotional.

Five critical skills for team success

They are flexible in their own personal style,
acknowiedge in their own weakness; are com-
fortable with confiict and skilled in its resolu-
tion; welcome diversity and encourage debate;
are inclined to help; celebrate.-team successes

and are ethical.

1. The ability to understand systems:

* To analyze systems and their component
parts.

* To see the relationships between systems.

2. The ability to integrate and synthesize infor-
mation.

3. The ability to take the perspective of others.

4. The ability to identity and use one's feeling in
the interest of the group.

5. The ability and willingness to effectively dis-
agree with authority or the majority.

What effective change leaders do?

1. Embrace change when it's needed.

2. Develop a vision for change.

3. Communicate the critical need for change,
the change vision, what it will cost in
human terms, and results as they occur.

. Shake things up.

. Stay actively invoived.

. Direct and review change management plan-
ning and implementation.

High Performance Team

Any good leader has a product - a high per-
formance team. A high performance team has
the characteristics: clear realistic goals, shared
sense of purpose, effective communication,
mutual trust and support, resolves, conflict,
best use of resources, atmosphere of open-
ness, reviews progress, leams from mistakes,
budds on experience.

We can help to build these characteristics in
the teams in which we work as team members.
Fifty percent of the results depend on youy the
leader; fifty percent depend upon the quality,
training and morale of those who work with
you. Leadership exists on different [evels.
Because you are #:good leader on one level
doesn't necessarily mean that you will lead well
at the next/assignment.

The chief exetutive: Is today expected to be a
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leader. Most chief exécutives receive fittle orno
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Team building and team leaders
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decisions that affect their work they wi
wmmduocanylnsmouﬂwm
lead without winning their commitment.

Help those who report directly to you to
break down aims into clear and specific goals or
. Remember wdem progress at
intefvals. Try to celegate as much as
Youwlllneverhavesonwchaumqﬁty
as when you begin to give it a way:
To create a motivated
uamyoumust: ~
give: the team good working ‘conditions,
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the indiviciual.

the team members develop posi- i
, and be a motivational leader.
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Tealhs fail of due to many reasons such as'
unclelr goals and objectives, nor-measurable
goals iill-defined boundaries and responsibili-
ties, jpappropriate members, so key skills /
kno that are needed are missing, lack of
training in team working and problem-solving -
for rfembers, inappropriate leadership style .
and tghavio rs, Ineffective meetings, unwilling- .
ness Bf the team to accept responsibility and |
individially oriented reward or recognition.

Rejiew your role as a team leader
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Arefhese adequate (authority, materials)?
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jere any gaps in the specialist skills or
abilitid g" Jindividuals in the team required for
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Do gt;eck this regularly and evaluate?




