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Workshop Goals

3 Learn about
A The language of leadership
A Concepts of leadership
AYour leadership style
AYour leadership orientation
A Teamwork
A Planning
ATools & resources for putting it all together

3 Networking

3 Inspiration

albreain, 2009
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Expectations

We are a community of learners.

Wor kshop uses a Aspiraledo
A Each chorus will get a copy of the full PowerPoint--later

Leave your #dAtitleo at t he ¢

Open your mind.

Participation is the expectation.

There are no Awrongo answer
I

Honor & respect al parti ci
Listen, learn, laugh, love!
Breaks wil |l be pr owu@msdj u Dbt

care of yourself!



About Leslie

3 Sweet Adelines:
A 18-yr member RiverSong

A Current Team Leader & Bass Section Leader
( many, many fAmember shipo year s)

A 3-term Membership Development Rep (MDR)

A 1-term International Membership Committee
(dual member guidelines & beginnings of POP)

A 13 years regional leadership staff
A Bass in All That!
3 Education:
A BA, pre-law (English/political science)
A MSEd, Educational Leadership
A Ed.D., Educational Leadership/Policy Analysis
3 Career:
A 23-year higher education administrator (student retention programs)
A Adjunct Graduate Professor, Higher Education Leadership

3 16+ years strategic planning facilitations for all kinds of
organizations (SAl, other non-profits, colleges/universities, etc.)

Galbreain, 2009



Why all the fuss
about
Leadership ?

Did You Know?


http://www.youtube.com/watch?v=5o9nmUB2qls

Leadership



What is Leadership?

Wh a t yoagr definition of
leadership?

1. Spend a few minutes
putting some thoughts on
paper.

2. Share with a table partner.



Major Leadership Theories

3 Trait Theory:
A Attributes of leaders (personality, motives, values, & skills)

3 Behavior Theory:
A Activities, responsibilities, functions & effective leadership behaviors

3 Power-Influence Theory:

A Examines influence processes between leaders & followers (ex.
Participative Leadership)

3 Contingency Theory:

A Ex: Situational Leadership Theory: Different leadership attributes
will be effective in different situations

3 Charismatic Leadership Theory:

A Based on follower perceptions of the leader rather than formal
authority or position of the leader

3 Transformational Leadership Theory:

A Followers feel trust, admiration, loyalty & respect toward the leader
so are motivated to do more than they originally expected to do by
Inducing them to transcend their own self -interest for the sake of
the organization.

Galbreain, 2009



What Is Leadership?

NMost definiti o
assumption that leadership involves
a process whereby intentional
Influence Is exerted by one person
over other people to guide,
structure, and facilitate activities
and relationships in a group or
organizationo

(Yukl, 2002).
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Is Leadership a Specialized Role
or a Shared Influence Process?

1. Roles: Leader-> Follower:
A Focus on | eaderso attr

2. Shared Influence:

A Influence process that occurs naturally

within a social system and is diffused among
members.

A Any member of organization may exhibit
| eadership at any t 1 me
distinction between leaders & followers.



For the purposes of this retreat,
Leadership Is defined as:

N T hoeocessof influencing others to
understand and agree about what
needs to be done and how It can be
done effectively, and the process of
facilitating individual and collective
efforts to accomplishthe shared
objectiveso

(Yukl, 2002).



What Is the Difference Between

Leadership,

Management, &

NHeadshi po?

1. Put some thoughts on paper
2. Share with a tablemate.



NHeadshi po

3N h ol dpowtgnoé authority regardless of
a b | I iWithtrspJon,l@?)S C)

3 Just because someone is appointed to a
position does not make her a leader.



ldentify the Activities,
Behaviors, Actions of:

Managers

| eaders




Management v. Leadership

-1

Creating an
organizational
agenda

Developing a
human network
for achieving
the agenda

| eaders

Establishing Direction
3 Vision for the future

3 Strategies for change
needed to achieve vision

Aligning People
3 Communicating direction
via words & deeds to all

3 Influencing the creation
of teams & coalitions that
understand the vision &
strategies

Managers

Planning & budgeting

3 Detailed steps &
timetables to achieve
results

3 Allocating resources

Organizing & Staffing
3 Establishing structure
for the plan

3 Staffing that structure

3 Delegating responsibility
3 Policies & procedures
3 Monitoring systems

Galbreain, 2009



Management v. Leadership -2

Leaders Managers
Execution Motivating & Inspiring | Controlling & Problem
Solving
3 Energize people to 3 Monitor results
overcome obstacles 3 Identify deviations

3 Plan & organize to solve

Outcomes Producing change Producing
predictability & order

3 Potential of producing 3 Potential of consistently
extremely useful change | producing key results

Galbreain, 2009




Managers

3 Management is not necessarily leadership,
although some managers may be leaders.

3 Managers are most concerned with gday-fo-
day tasks, setting operational goals,
establishing action plans with time tables,
assigning people to jobs, solving problems.



Ways Leaders Differ From Managers
Leaders:

3 Think longer term (beyond daily crises)

3 Look beyond own unit or organization & grasp
relationship to larger realities

3 Reach & influence others beyond their immediate
Influence

3 Put heavy influence on vision & values & other
Intangible concepts

3 Have political skills that allow them to work with
multiple constituencies

3 Think In terms of renewal

(Witherspoon, 1997)
Galbreain, 2009



List activities you undertake in your
position that fall into these roles:

Manager Leader




Leaders as Managers of Meaning

NLeaders help organ
make sense of what Is going on in the
environment by synthesizing and
explaining the myriad of factors,
Influences, & events affecting their
organization in terms that are
under st andabl e t

(Witherspoon, 1997).



Managing Meaning

Managing meaning is more than disseminating
Information.

Leaders & organizational members must share a
common language Iin order to create shared
meanings.

The nl anguageo of any or
constantly renewed through continual
communication.

The communication process Is interdependent
between all organizational members.

(Witherspoon, 1997)

albreain, 2009



Communication is Complex

The communications process involves the negotiation
of shared Interpretations or understanding.

One conversation between 2 people involves 6 people:

gloN:
N0 1
N0 t

S ==z =s=x

S N g

albreain, 2009

N0 you thin
N0 you thin
N0 you thin
ne other person t
ne other person t

K you are.

K the other person is.

K the other person thinks you are.

ne other person t

NN
NN

NN

kS he or she Is.
KS you are.

KS you think he or she is.

(Barnland, 1962)



Managing Meaning:

Three communication roles of a leader:

An /nterpreter of situations, events, jargon, &
environmental influences.

An educator who educates members as to what
should be learned from events, factors,
Influences, etc. in the context of shared
language.

An advocate who supports, defends, and
encourages to create and manage the meaning
In ways that facilitate the accomplishment of
organizational goals.

albreain, 2009



Organizational Leadership Is:

3 Both a proactive & reactive phenomenon.
3 Results from common purposes.

3 Concurrently managing meaning within &
between members to accomplish tasks &
goals.

3 Creating and disseminating messages through
verbal & non-verbal communication.

3 Developing messages in the context of the
organization and situation.



N o g~ W N
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Leadership Scope

Interpretation of external events by
members.

Choice of objectives or strategies to pursue.
Motivation of members to achieve objectives.
Mutual trust & cooperation of members.
Organization of work activities.

Development of member skills & confidence.

Learning & sharing of new knowledge by
members.

Enlistment of support & cooperation by

Gatereain, 200{) | ] tS | d ersS.



What did you learn?

Spend a few minutes jotting some notes about how
your understanding of leadership may have changed
this morning:



Break

in, 2009
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On Leadership


http://www.youtube.com/watch?v=QfLji5oW2mE&feature=related

Leadership Styles

Make a list of what you believe are leadership
traits (in psychology, a trait is a stable
characteristico potentially lasting throughout
oneodos |1 feti me).



Take the Leadership
Styles Inventory

3What 0s your pri mary N
Quality?

3What 60s your primary L

3 Share your qualities & virtues with your
tablemates.

3 Talk about what the results mean for your
chorus.



Putting your Style to Work

Anal yzing Your Chor
and Using the Best Strategy to
Affect Needed Change



What Is a frame?

3Ment al map to read and

3 The better the map, the easier it is to know
where you are and get around (a map of New
Yor k wonot help 1 n San

3 Frame as window. enables you to see some
things, but not others.

3 Frame as foo/. effectiveness depends on
choosing the right tool and knowing how to
use Iit.

(Bolman & Deal, 1997)



Metaphors

A figure of speech In which a term or phrase Is
applied to something to which it is not literally
applicable in order to suggest a resemblance.

3 'a sea of troubles”

3 "All the world's a stage” (Shakespeare)
3 Road Hog

3 Couch Potato

3 Rug Rat



Structural & Human Resource

Frames
Frame Structural Human
Resource
Metaphor for Factory or Famil
Organization Machine y
Central Rules, roles, Needs, skills,
Concepts policies relationships
Image of Social Eim e
Leadership architecture POWeE
Basic Align structure Align
Leadership to task, organizational &
Challenge environment human needs




Political & Symbolic Frames

Frame Political Symbolic
Metaphor for Jundle Theater, Carnival
Organization J

Central Power, cqnflict, Cu_lture, ritual,

competltlon, meaning, ceremony,
Concepts organizational politics stories, heroes
Image of e enirat
Leadership vocacy nspiration
Basic Develop agenda '
Leadership Create meaning,

Challenge

& power base

hope, belief




Expanding Leadership Thinking

Traditional leadership Contemporary
thinking thinking
See through only one or Holistic, multi-frame
two frames perspective
Try to solve all problems Rich palette of options

with logic, structure

Seek: certainty & control Develop creativity,
Avoid: ambiguity & paradox |playfulness

One right answer; one best |Principled flexibility
way

albreain, 2009



Organizations as

Multiple Realities

-1

Process |Structural |[Human |Political |Symbolic
Resource
s , Create Meeting to Arenato air |Ritual to
/” ateg/ ¢ strategic promote conflict reassure
planming direction participation audiences
Rational Open process | Chance to Ritual to
Decision - process to to build gain or use build values,
making get right commitment | power bonding
answer
Improve Balance Reallocate Image of
Re- structure/ needs and power, form | accountabili
organizing environment |tasks new ty, respon-
fit coalitions siveness

Galbreain, 2009




Organizations as

Multiple Realities

-2

Process Structural | Human Political |Symbolic
Resource
Allocate Help people Chance to Occasion to
: rewards, grow and exercise play roles in
Evaluating :
control develop power organiza-
performance tional drama
_ Authorities Individuals Bargaining, Develop
Approaching | resolve confront forcing, shared values,
contiict conflict conflict manipulating | meaning
Keep Keep people | Let people Develop
organization |involved and | make their symbols,
Goal setting headed in Informed Interests shared values
right known
Galhr=gin 2009 dlreCtIon




Organizations as

Multiple Realities

-3

Process |Structural [Human Political |Symbolic
Resource
Transmit facts, | Exchange Influence or Tell stories
Communica - | information Information, manipulate
tion needs, others
feelings
Formal Informal Competitive Sacred
occasionsto |occasionsto |occasionsto |occasions to
Meetings make Involve, share | score points celebrate,
decisions feelings transform
culture
Economic Growth, self- | Coercion, Symbols,
Motivation Incentives actualization | manipulation, | celebrations

Gaolbragin 2009

seduction




Matching Frame to Situation

Question:

If yes:

If no:

Are individual commitment and
motivation essential?

Human resource,
symbolic

Structural, political

Is technical quality of decision
Important?

Structural

Human resource,
political, symbolic

Is there high level of ambiguity,
uncertainty?

Political, symbolic

Structural, human
resource

Are conflict and scarce resources a
significant factor?

Political, symbolic

Structural, human
resource

Are you working from the bottom
up?

Political, symbolic

Structural, human
resource

Galbreain, 2009




What 0s Your F 1

Take the Leadership Orientations
Survey!

Share your results with your tablemates.

How can you best utilize the various
Aori entationso at Vyol
chorus? (situations, Iinitiatives, etc.)



About Change



Change and Realignment

3 Structural change undermines existing
patterns, creating ambiguity, confusion and
resistance

APeopl e dono6ét know how t
wWhoo0s supposed to do wh

3 Change efforts need to anticipate structural
Issues, realign roles and relationships



Change and Conflict

3 Change creates winners and losers

AWinners support the change and fight for its
Implementation

A Losers resist, try to block change effort (and
often succeed)

A Conflicts often are buried, where they smolder
and become more unmanageable

3 Successful change requires framing Issues,
building coalitions, and creating arenas
where conflict can be surfaced and
agreements negotiated

albreain, 2009



Change and Loss

3 Loss of a cherished symbol produces lossi
akin to losing a job or a loved one

3 Change produces conflicting impulses:
replay the past vs. plunge into the future

3 Cultures create transition rituals to ease loss

A Ritual and ceremony are essential to successful
change: celebrate or mourn the past and
envision the future



Stages of Effective Change

1. Create a sense of urgency.

2. Pull together guiding team with needed skills,
credibility and connections.

3. Create an uplifting vision and strategy.

Communicate vision and strategy through words,
deeds, symbols.

Remove obstacles, empower people to move.
Create visible progress: early wins.
Persist when things get tough.

Nurture and Shape a new culture to SUppOrt new
ways. (Kotter, 1996)

e

iy O

Galbreain, 2009



ANFrami ngo

Kotter O S

Kotter Structural Human Political Symbolic
stage resource
Sense of Involve, Network Tell
urgency solicit with key compelling
Input players. story
Build power
base.
Build Coordina | Team Stack team |Put CEO on
guiding tion building with key team.
team strategy players.
Uplifting Implemen- Map Create
vision, tation plan political vision
strategy terrain. rooted Iin

past.

Galtieatn, ZUUY
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NFrami ngo Kotter 0Ss
Kotter Structural Human Political Symbolic
stage resource

Communt | Build Meetings to | Create Kickoff

cate structures |communi- |arenas ceremonies

through to support | cate, get Build Visible

words, change feedback  |alliances |leadership

deeds, process

symbols

Remove Change old | Training, Stack team | Public

obstacles, |structures |support, with key hangings

empower resources |players

Early wins | Plan for Do whatit |Celebrate

short-term takes to get | early

victories wins progress




ANFrami ngo

Kotter O S

Kotter Structural Human Political | Symbolic
stage Resource
Keep going | Keep NRevi Va
when going | people on meetings
gets tough | plan
New culture | Align Create Stack Mourn past
to support |structureto |[Ac ul t ujtea
new ways | new culture |team with key |Celebrate
players |heroes
Broad
involvement Share
In creating stories
new culture

Galbreain, 2009



Frames Conclusion

3 Narrow thinking A Ineffective
managers/leaders

3 Multiple frames improve understanding,
promote versatility

3 Multiple frames enable reframing: viewing the
same thing from multiple perspectives



Lunch Break



Charting Organizational Structure

3 An organizational chart is a diagram that depicts
the structure of an organization in terms of
relationships among personnel or
departments . An organizational chart also
represents lines of authority and
responsibility

3 Generally, an organizational chart is a horizontal
or vertical tree that contains geometric shapes to
represent staff or divisions. The lines that connect
the shapes indicate relationships between the
positions. An organizational chart indicates
the formal structure of an organization

Galbreain, 2009



Draw Your
Organizational Chart



Types of Organization Charts

1. Hierarchical Organization Chart
2. Matrix Organization Chart



Organizational Structure Chart

3 When change was slow, and the future
was pretty much like the present,
hierarchical organizations were perfect
structures for organizations.






