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Abstract 
 

The complex social phenomenon of leadership has been of interest for thousands of 

years and the subject of formal scientific research for over a century. The individual 

(sole) leader has been the focus of majority of the studies and leader-follower dyads 

have featured prominently in the identification of leader behaviours The paradigm has 

shifted, from the early quantitative approach to the most recent ‘new leadership’ 

perspectives which include theories such as transformational, charismatic and visionary 

leadership. Non-leaders (labelled followers and sometimes subordinates) have received 

little research attention despite being in the majority in teams. 

 

This study examined the research question, ‘How do followers exercise leadership?’ 

Approaching the question using grounded theory research methodology, leadership 

behaviours were studied in 48 seven- to nine-person teams of Year 11 male students 

attending an outdoor leadership program in one of two consecutive years in South 

Africa. The qualitative research was based on (1) data collected and analysed from 

observations in the field, including an extensive video record; (2) semi-structured 

interviews with course participants and staff; and (3) in-course leadership review 

documents.  

 

This research extends the existing theory of distributed leadership by defining and 

clarifying particular processes and skills of how followers in this study exercised 

leadership. Influence is central to leadership and also the core category in this study. In 

the context of the substantive field, theoretical propositions  generated by the research 

include that team members are generally concerned about contributing and belonging 

and, when leading, focus on initiating or taking charge of influencing.  
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Instead of being limited to a single leader, the leading role is distributed amongst team 

members, though not necessarily in equal proportion. In all teams, more than one 

member exercised leadership, and in most teams every member exercised some 

leadership behaviour during the four day program.  

 

Depending on context, followers exercised leadership by employing one or more of 

eight influencing behaviours and switching from following to leading roles. 

Communicating and listening emerged as core leadership behaviours, vital to team 

processes and most frequently used. Coordinating and motivating were identified as key 

influencing behaviours, regularly used and important to team processes. Risking, 

anchoring, mediating and channelling were categorised as situational influencing 

behaviours, used less frequently, based on context.  

 

This research articulates the mechanism whereby team members switch between 

leading, following and sometimes nominal member roles. Insights are provided of how 

individuals in a team may, for a period of time, occupy a leading role and then, at other 

times, occupy a following role. Occupying these roles is not related to formal 

assignment of roles. 

 

This study not only shows that followers play a greater role in leadership than existing 

literature on research indicates, but it also defines eight influencing behaviours used to 

exercise leadership. The study has important implications which can help managers and 

leaders in formal roles maximise the contributions of their followers. This study can 

also contribute to the design of leadership training and help build more effective teams 

and organisations.  
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Chapter 1 
Introduction 

 

The [leadership] field is literally exploding with new developments and it has 
moved far beyond the view of a hierarchical, top-down order-giving man 
(traditionally always a man) or white hat on a white horse hero who has saved 
the town, “my work here is done”. (Hunt 2005, 1) 

 

Leadership has been studied for millennia (Bratton, Grint and Nelson 2005), and 

researched scientifically for over a century (House and Aditya 1997). Leadership is 

easily identified and it ranks as amongst the most studied phenomenon in the social 

science field (Antonakis, Cianciolo and Sternberg 2004). Yet leadership has proven to 

be ‘elusive and enigmatic’ (Meindl, Ehrlich and Dukerich 1985, 78).  

 

Leadership capability is important to many institutions as well as to society in general, 

and the common, pervasive hierarchical approach to leadership reflects the substantial 

influence of the military and church on the leadership field (Bowers and Seashore 1966) 

and on society. Historically, both of these institutions have been major users and 

resourcers of leadership. As a result, most conceptualisations of leadership are leader-

centric (Bedeian and Day 2004), focussing on the individual leader (House and Aditya 

1997; Agashae 2001).  

 

Turning to research in the leadership field, Lord and Brown (2004, 3) concur that a 

leader-centric perspective has dominated, observing that ‘much of the prior leadership 

literature has taken a relatively one-sided view, emphasizing the leader’s traits and 

behaviours but neglecting aspects of followers that moderate their responses to 

leadership’. They go on to note the constraining influence this has had on a more 
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holistic understanding of the leadership phenomenon, commenting that the ‘leader-

centric’ approach has done little to promote ‘understanding of followers and the 

psychological processes and mechanisms that link leaders and followers’.    

 

Consequently, the remaining members of groups or teams (who comprise the vast 

majority of those groups or teams) are denoted as followers, and are often regarded in 

research studies as dependant variables (Dvir and Shamir 2003) on whom leaders act. 

Research into followers and followership is concomitantly sparse (Kelley 1988; Chaleff 

1995; Kellerman 2008a), prompting Kellerman (2008b, 132), amongst others, to 

emphasise the restrictive impact that the leader-centric paradigm has had on the field, 

and urging that this change: 

Pervasive leader-centrism hampers us in every aspect, in theory and in 
practice...By focusing on leaders to the near complete exclusion of followers, 
we foolishly and unnecessarily circumscribe our conception of the leader-
follower dynamic. Similarly, when the potential power and influence of 
followers is underestimated, the range of options for leaders and followers 
alike is limited – to the detriment of all concerned. Followers, even those who 
do little or nothing, have always mattered more than we give them credit for. 
But, for a range of reasons, we’ve now come to a point where leaders who 
would discount or dismiss them – or even simply make assumptions about 
them – do so at their peril. 

  

This introductory chapter examines key concerns associated with the leader-centric 

paradigm and, in concert with scholars already cited, suggests that, although the leader-

centric approach was useful historically, the social context in which leadership is now 

exercised requires different conceptualisations of leadership.  

 

Distributed leadership is a different conceptualisation of leadership and is discussed in 

the second part of this chapter. Distributed leadership recognises that more than one 

member in a team can be leader and also that leaders and followers may switch roles. 

The distributed leadership approach, still in its infancy, has emerged as a viable 
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alternative to the extant sole-leader, leader-centric approach and is worthy of research 

attention, with many opportunities for such research. The last part of the chapter 

outlines how the research question, ‘How do followers exercise leadership?, was 

studied using a Grounded Theory Methodology approach and provides an alternative 

perspective.   

 

1.1 The leader-centric paradigm of leadership  

This section focuses on issues associated with the leader-centric paradigm. It will be 

demonstrated that many leadership studies actually study leadership that is 

appointmentship, leaving the field rather under-researched. Further, a focus on leaders 

only has resulted in little consideration of the role of followers. Finally, the two key 

limitations of the leader-centric approach are discussed, and include the prescription of 

roles and the notion that leadership is indivisible. 

 

Leadership versus appointmentship 

One major reason why leadership is still regarded as an enigma despite a century of 

scientific research is because many of the studies claiming to investigate leadership 

have instead studied appointmentship (Baruch 1998). In a review of 113 papers, 

published in four key journals (that cover the field) over a 15 year period from 1980 to 

1995, he found that over half studies did not examine leadership at all, but rather 

appointmentship. Although researchers reportedly investigated the phenomenon of 

leadership, they had instead studied people appointed to positions. Some studies 

involved research subjects being appointed as leaders, but most occurred in the 

workplace and essentially examined issues more closely related to management. Rost 

(1995, 129) concurs with this view, noting that much of the confused research from the 

‘industrial school of leadership’ over 75 years contributed a notion that ‘leadership is 
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good management’. Management expert, Jim Collins, observes that in people running 

businesses often have so much power to compel behaviour that they do need leadership 

and, as a result, businesses ‘largely have power, not leadership’ (Burlingham 2009, 

online).  

 

Perspective adopted for research study  

Many studies do not make a distinction between leadership and appointmentship 

(management) (Baruch 1998; Campbell, Dardis and Campbell 2003) resulting in 

associated terms (e.g. leader and manager) being used interchangeably (Yukl 2006). 

Rost (1995), amongst others, highlights the resulting confusion caused in the research 

domain. Despite the uncertainty around definitions, numerous authors assert that 

leadership and management are different (Farey 1993; Burns 2002; Gronn 2002; 

Antonakis et al. 2004; Bedeian and Day 2004; Day, Gronn and Salas 2004; Rabey 

2005). Burmeister (2003) proposed that regarding management and leadership as 

distinct, but not mutually exclusive, is beneficial. Clutterbuck and Hirst (2002, 352) 

suggested that leadership, as a role, and management, as a function, are ‘inextricably 

linked’. 

 

For the purposes of this research, management and leadership are considered distinct 

but complementary (Kotter 1990). However, historically leadership and management 

scholarship has inadvertently made no distinction between the two, resulting in concepts 

that are unintentionally but nevertheless inextricably linked in the literature. With a 

special awareness of the resulting potential for confusion (Rost 1995), this research will 

proceed with a specific focus on leadership. 
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Growing challenges of the leader-centric perspective 

Having chosen to focus on leadership, the researcher is immediately confronted by the 

challenge to traditional perspectives of leadership that is rapidly gaining credence. The 

dominant leader-centric approach is outdated. Rost (2008, 53-54) suggests that in ‘the 

traditional and dominant...industrial view of leadership...a leader practices leadership 

when the leader does good management...and there is no room for followers’ in this 

definition. Bennis (2008, xxvi) reflects that followers are important when considering 

leadership, and that the line between the leaders and the led is blurring. He ventures 

onto ‘a limb and predict[s] that a decade from now, the terms leader and follower will 

seem as dated as bell bottoms and Nehru jackets’ as a world changing at ‘dizzying 

speed’ precipitates changes to ‘traditional notions of leadership’.       

 

 Followers constitute a much greater percentage of the leadership equation than do 

leaders. Kelley (1988) posits that 80% of people in organisations might be classified as 

followers, while Brown and Thornborrow (1996) point out that most people – even 

senior managers – spend much of their time in subordinate roles, following (or carrying 

out) orders rather than issuing them. Although followers play an important role (Grint 

2005), this has hardly been recognised, valued or even explored within the body of 

leadership literature (Kelley 1988; Chaleff 1995; Deiss and Sullivan 1998; Tyson 1998; 

Dixon and Westbrook 2003; Grint 2005).   

 

Researchers have increasingly examined the role of followers in the past few years but 

followers and other team/group members, who are not the designated leader, feature 

insubstantially in the century of leadership research (Riggio, Chaleff and Lipman-

Blumen 2008).  A search of Amazon .com found that books on leadership outnumbered 
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books on followership (mostly spiritual or political in nature) by a ratio of 120:1 

(Bjugstad et al. 2006). A search in September 2007 of the business, social sciences and 

humanities sections of Scholar.Google (for number of records indexed), revealed a 

similar pattern: 44700 results for ‘subordinate’ and 956000 for ‘manager’; and 419000 

results for ‘leader’ and only 26100 for ‘follower’. A more selective search of research 

articles in 26 electronic databases, spanning the period 1928 through to 2006, elicited 

530 unique citations (Baker 2007).  Notably, around 10% were added in the last 15 

months of the 78 year search period.  

 

In an extensive review of the scant followership literature, Baker (2007) notes that 

business literature seldom makes any reference to followers prior to the 1980’s and cites 

Graham’s (1988) work, in the context of transformational leadership and power, as the 

first to distinguish between subordinate and follower. 

 

Usually when followers have been studied, the purpose was to further insights about the 

leader role rather than reveal anything about followers for followers’ sake (Meindl 

1995; Riggio et al. 2008). Hollander (1995, 56) reinforces this view, commenting that 

‘followership is periodically rediscovered as important to leadership’. This overall lack 

of focus on the follower has resulted in very little being understood about an important 

component of the leadership equation (Dvir and Shamir 2003).  

 

The leader role is also seen as ‘preeminent’, conferring power over others, labelled 

followers (Hollander 1995, 56). Followers have, in all of the major orthodox approaches 

to leadership, been viewed as the inferior component of the leader-follower duality, 

even if this perspective occurred ‘unwittingly’ (Gordon 2002, 155). Even the leader-

follower relationship itself has been studied ‘almost exclusively’ from the leader’s 
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perspective (Barbuto 2000, 366). This leader-centric approach has led to a variety of 

definitions of followership, many of which either implicitly or quite overtly diminish 

the status of the role. 

 

Reviewing a video adaptation of ‘The Courageous Follower’ (Chaleff 1995), Brown 

(1996, 60) observed that his key insight was that ‘it’s possible to be a follower and a 

leader at the same time’. Though they might carry the label of follower, many followers 

both desire and exercise leadership (Fairholm 2003). Antonakis (2006) suggests 

followers have the capacity to exercise influence and, in so doing, exercise leadership. 

Kelley’s (1988) effective followers, Alcorn’s (1992) dynamic followers, and Chaleff’s 

(1995) courageous followers are all likely to influence the designated leader, other 

followers, and the team outcomes, exhibiting behaviours that Yukl et al.(2002) 

identified as leader behaviours.  

 

So-called followers are thus exercising at least some leadership behaviour and are 

therefore also exercising leadership, even if perhaps not leading and following at 

precisely the same moment in time. Further, more than one follower-become-leader 

may exercise leadership behaviours simultaneously, resulting in multiple leaders within 

the same team.   

 

Overall, the lack of research into followers in general, and follower influence in 

particular, prompts a fresh questioning of how those ordinarily dubbed followers 

actually exercise leadership. While this may appear an obvious avenue of research, 

because there are many more followers than leaders and followership dominates 

organisations (Dixon and Westbrook 2003), leaders and leadership have dominated 
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research interest and this view challenges fundamental tenets of the sole-leader 

approach.  

Limitations of a sole leader approach 

The sole-leader or exceptionality (the person who leads is a special individual) approach 

(Gronn 2003) that has dominated perspectives of leadership research has, in its time, 

provided many valuable insights into the nature of leadership (Nelson et al. 2006). 

However, this traditional dualist (leader-follower) approach to leadership is not without 

its limitations, and one view which is gaining momentum considers it a ‘conceptual 

mistake’ (Wood 2005, 1115).  

 

Rather than being a conceptual error, the sole-leader approach might be temporally 

bound, a model and product of its time. Raelin (2004, 134) commented that, ‘the very 

nature of this [hierarchical] relationship between leaders and followers may be 

outdated’, signalling that the time of the sole-leader approach may rapidly be reaching 

its end.  

 

The sole leader paradigm of leadership has two serious limitations which, even early in 

the 21st century, are likely to prove fatal flaws. Firstly, adherents have espoused a 

prescriptive delineation of leader and follower roles – people are either leaders or 

followers. Secondly, the fundamentally different approaches that have developed and 

dominated leadership research and thinking over a century have maintained the view 

that leadership is indivisible – only one person at a time can be leader. Each of these 

limitations is discussed in the sections which follow.    

 

 

 



1 Introduction 

-18- 

Prescriptive delineation of roles 

A major problem associated with the traditional leader-centred approach is its generally 

prescriptive delineation of roles – one leader and the rest followers (Gronn 2002). 

Fundamentally, in this division of labour, one leader alone is responsible for, and 

provides, all leadership functions (Gronn 2002) and the nature of the traditional 

leadership role is controlling and dispassionate (Raelin 2005).  

 

Gronn (2003) suggests that advocates of the exceptionality approach have sometimes 

downplayed or demonised management – perceived as different from leadership - and 

also cast followers as infantile, dependent, and sheep-like. Yet, counter Ancona et al. 

(2007), the notion of a single complete leader is a myth. They posit that, in the context 

of organisations, it is no longer possible to expect that a single person can possibly be 

capable of attending to all the facets that require leadership attention – to achieve this, 

leadership functions need to be delivered by more than one person. Elsewhere, in an 

alternative conceptualisation of followers (Kelley 1988), effective followers are 

described in terms similar (almost identical) to those used to describe effective leaders. 

Thus the line between leader and follower is indeed blurring (Bennis 2008) and contrary 

evidence makes support of the prescriptive delineation of leader and follower roles 

unsustainable. 

 

Leadership as indivisible  

Even if sole leaders could single-handedly deliver all leadership functions, two changes 

stemming from greater general access to information render the traditional Industrial 

Age leader-follower division of labour a less efficient and less effective manner of 

organising. Firstly, advances in information technology deliver information access to 

many more people than before. As well, the new information technologies permit ‘large 
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groups of people to coordinate their actions, not just by bringing lots of information to 

a few centralized places but also by bringing lots of information to lots of places’ 

(Ancona et al. 2007, 94).  

 

Increased capacity to disperse information has not only changed the way in which 

businesses are able to organise, but has also led to individuals in the system achieving 

higher levels of education and capability. Inevitably, this dispersal of information has 

lead to an environment that is much more complex. In work teams for example, 

leadership is in reality distributed amongst team members rather than being vested in a 

single person  (Mehra et al. 2006), and there is also evidence for distributed leadership 

occurring in other settings (Dutfield 2005).  

 

Although the idea did not gain traction at the time, Gursky (1959) recognised that non-

appointed leaders exercise leadership. He suggests that informal leaders display both 

instrumental skills (helping a team achieve its goals) and expressive skills (maintaining 

harmonious team relations). Indirect leadership, or leadership without formal authority, 

has enjoyed attention over time, and Gardner and Laskin (1995), for example, explain 

this by using examples of extraordinary individuals (such as Napoleon, Lincoln, Sloan 

and Meade) profoundly influencing many people through their great works.  

 

Bedeian and Day (2004, 715), more recently, note the ascendency of the idea of 

informal leadership: ‘There is an emerging appreciation of the role of informal 

leadership processes in making things happen. Anyone can participate in informal 

leadership because it doesn't require a position or a title.’  Hillier et al. (2006, 394) 

expand on an alternative notion of leadership, whose time might have arrived, 

suggesting that leadership is really not about a single leader but rather ‘an enacted 
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shared role across team members’.  This ties in well with the ideas of Ancona et al. 

(2007) who propose that leadership comprises a set of four capabilities including 

sensemaking, relating, visioning, and inventing. To be effective, leadership is likely to 

be shared in some form with others who complement the aggregate leadership skills and 

only rarely might a single individual be equally and sufficiently skilled in all four areas.  

 

Implications of distributing leadership functions go way beyond the obvious benefits of 

having a variety of individuals being able to complement one another in delivering 

strong and complete leadership. Core to the traditional perspective of leadership is its 

conceptualisation as an indivisible thing (Jago 1982) or property (Jago 1982; Wood 

2005). Traditionally, leadership was conceptualised as an indivisible role or position. If 

shared, it is passed, like a parcel, to the new leader and, perhaps later, might pass back 

to the leader who earlier relinquished it. The notion of distributing leadership – in some 

way dispersing it amongst members who would ordinarily have been cast as followers – 

represents a profound shift of perspective. It not only challenges the dominant research 

perspective of the past century, but also the popular view of leadership that has been 

observed for millennia.  

 

Moving to an alternative view of leadership 

Challenged by the limitations of extant leadership theory, there is a growing view that a 

leader-centred approach is only one perspective of leadership (Day, Gronn and Salas 

2006; Harris 2007b). Organisations would benefit not only from there being no 

distinction between leaders and managers (because all in those positions were equally 

good at both roles), but also from eliminating the distinction between leaders and 

followers. People need to lead or follow depending on the prevailing situation (Isaac, 

Zerbe and Pitt 2001). 
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Jago (1982) points out that followership is the complement to leadership, and that the 

follower determines whether or not they are influenced.  He also highlights, as a key 

implication of his definition, that leadership is not restricted to a single, formal leader in 

a team. Leadership and followership, he observes, can be interchangeable. However, his 

review of leadership theory and research also reveals that most studies focus on 

managers and subordinates have restricted perspectives. 

 

A lack of leadership is one of the many reasons cited for purist Self Managed Teams 

(SMT’s) not delivering expected outcomes. No one person was responsible and no-one 

took responsibility. Even though Manz and Sims (1995) suggest that SMT’s can do 

away with bosses—an unpleasant form of management—they do reiterate that SMT’s 

need leaders, a sentiment echoed by others (Yeatts and Hyten 1998; Thompson 2004). 

 

In an interview focussing on changing leadership needs in post-industrial Western 

societies, leadership scholar Joseph Rost highlighted four key considerations 

(Volckmann 2005). First, new organisational problems have evolved that are not 

adequately being addressed through industrial era thinking and approaches. Second, 

because people are no longer willing to always be submissive and play an unquestioning 

follower role, the single-leader approach has less appeal. Third, there is a general shift 

in individuals and societal values, reflecting a desire for more holistic and sustainable 

approaches to solving complex societal problems. Finally, old paradigms and old 

assumptions are inadequate and outdated and many different disciplines, including 

leadership, are facing similar problems and developing new approaches.  
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Responding to Volckmann (2005, online) recounting that Rost had defined leadership as 

‘an influence relationship among leaders and collaborators who intend real changes 

that reflect their mutual purposes’, Rost observed that conceptualisation was ‘directly 

the opposite of all popular definitions of leadership from the 20th century’, which are 

centred around power, control and a single leader. Collaborative leadership has four 

essential components: it involves influencing rather than coercing; it involves a 

relationship between people; it incorporates change; and it involves pursuing shared 

purposes rather than desires of a single leader individual. Rost added his conviction that, 

due to people power, ‘collaborative leadership is the wave of the future’, even if not 

realised in his lifetime.  

 

Gordon (2002) echoes the sentiments around collaborative leadership, commenting how 

the changing nature of power in organisations, with power increasingly being shared by 

more individuals, calls into question the traditional focus on the single leader and has 

led to a greying of the once clear boundaries between leader and follower. Raelin (2005) 

promotes the inclusive notion of leaderful, rather than leadership, practice. In leaderful 

organisations, leadership is shared by many and is concurrent, collective, collaborative, 

and compassionate. Distributed leadership encompasses these attributes and is discussed 

in the next section. 

 

1.2 Distributed leadership – An alternative to the leader-centric 
approach 

A more inclusive view of leadership suggests that, rather than being vested in a single 

individual, in a position, or owing to results-based performance, leadership is a process 

involving interaction  of leader(s) and followers (Harris 2003) within a context (Bratton 

et al. 2005). Yukl (2006) notes increasing support for the view that leadership is a 

shared process which acknowledges the major, but often under-stated, role that 
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followers (Kelley 1988) play in achieving team outcomes (Owen, Hodgson and Gazzard 

2004), including sharing leadership (Ensley, Hmieleski and Pearce 2006).  

 

The distributed functions approach appears increasingly to be the most attractive 

alternative to the individual hero-leader approach, riding a growing wave of acceptance 

(Story and Mangham 2004). Elements of this relatively new (Lowe and Gardner 2000; 

Bennett et al. 2003; Nelson et al. 2006), even embryonic (Lashway 2003), approach to 

leadership are introduced in the context of the rich research opportunities that would be 

expected to arise from green fields thinking.  

 

Research Opportunities 

Exactly what constitutes a distributed approach to leadership is unclear, as this is still a 

very young field. Key areas, highlighted in the literature as opportunities where 

additional research is needed to enhance understanding of the field, include the 

following topics:  

� a focus on emergent leadership in the context of a distributed leadership 

perspective (Day et al. 2004; Spillane and Camburn 2006);  

� an investigation of functions and processes, including leadership behaviours, 

associated with distributed leadership (Zaccaro and Klimoski 2002; Martinez 

et al. 2005);  

� a closer examination of the workings of distributed leadership in situ, rather 

than in theory (Barry 1991; Harris and Spillane 2008); and  

� a greater focus on distributed leadership within a team setting, particularly 

teams in the field (Salas, Stagl and Burke 2004; Day et al. 2006). 

This research focuses on all four of these highlighted areas, and each is discussed 

below. 
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A focus on emergent leadership 

A particularly needed focus for leadership research is how distributed leadership 

emerges within teams and other entities. Day et al. (2004) note, in the context of 

increased use of temporary work teams without formally appointed leaders, that there 

are unanswered questions around how leadership occurs where there is no formal 

leader. Similarly, Balkundi and Kilduff (2005) observe that we currently know little 

about how formally appointed leaders in organisations interact within the much larger 

network of highly influential informal leaders, often who have lower if any formal rank 

at all. Thus while we know a lot about ‘formal leadership’ (management?), we seem to 

know less about ‘informal leadership’ (leadership?). Further, with few exceptions, 

‘relatively little is known about what happens when teams have more than one leader’, 

leading simultaneously (Mehra et al. 2006, 232-233). 

 

Emergent leadership is closely linked with distributed leadership because it deals with 

non-appointed leaders assuming leadership. It can be viewed as leadership attributed to 

one or more individuals in a group comprised initially of members of equal rank/status 

(Berdahl 1996).  Baruch (1998) does not impose the requirement of equal status, 

pointing out that emergent leadership occurs when individuals are ready and willing to 

be influenced by another individual. Thus, any team member who contributes to the 

leadership functions in the team, regardless of whether there is, or they are, a formally 

appointed leader, exercises leadership (Hackman 2004). The paradigm-shifting 

acknowledgement that multiple team members are able to assume leadership is, 

however, usually associated with a caveat that only one person at a time can be the 

leader.   
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Large discrepancies between lists of formal leaders and lists of emergent leaders have 

been identified in the workplace. For example, sampling 52 principals and 2400 staff in 

their schools, Spillane and Camburn (2006b) found that less than 50% of math leaders 

and only 36% of reading leaders who held formally appointed positions were identified 

through social network data as emergent leaders. The flip-side of this finding, which 

surprised researchers, is the extent of informal or emergent leadership / management in 

schools - more than 50% in math and 64% in reading. They concluded that adopting a 

top-down approach to assessing distributed leadership, taking the school-as-it-is 

(organisational structure), likely under-estimates the role of non-formal leadership in 

schools. The results indicate a clear need for future research to focus on leader 

emergence in distributed leadership contexts. 

 

What behaviours and processes are associated with distributed leadership? 

Another specific area requiring more research relates to the leadership tasks 

encountered in a distributed leadership environment (Martinez et al. 2005). In the 

leadership field more generally, relatively few theoretical efforts have been made to 

specify the functional requirements of team leaders, even though teams have 

increasingly become the primary building-blocks of organizations (Bell and Kozlowski 

2002). Although few would dispute their importance, surprisingly little is known about 

team functions and there is a general paucity of studies looking at team leadership 

(Staniforth and West 1995) and team leadership tasks generally (Komaki and Minnich 

2002). There is also limited research on ‘how leaders create and direct team processes 

to achieve collective success’ (Zaccaro and Klimoski 2002, 5). It is reasonable to 

assume, if leadership is about influencing others, that knowledge about the influencing 

behaviours involved in creating and directing team processes to achieve collective 

success is also limited.  
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The traditional focus in team leadership research has been on the influence of an 

individual leader on the team, while little consideration has been given to the influence 

of the team members on leader effectiveness (Day et al. 2004). Yet, suggest Day et al. 

(2004), at a complex level, ‘leadership happens as an outcome of team processes’. 

However, most conceptualisations of leadership, which have focussed mainly on 

formally appointed leaders (Baruch 1998), make little, if any, provision for leadership in 

these circumstances.  

 

The lack of attention to the specific tasks of leadership in a team, coupled with the 

failure to recognise the reciprocal influence of team members on leaders, has resulted in 

an incomplete understanding of team leadership functions.  This could help explain why 

distributed leadership, although alluded to over 50 years ago (see, for example, 

French,(1956)) and readily observable in real life particularly in organisations (Story 

2004), hasn’t received much research attention in the past (Gronn 2002). Research into 

leadership functions and influencing behaviours within a distributed environment would 

appear both needed and timely. 

 

How might distributed leadership work in situ? 

Spillane (2004) suggests the important focus is no longer whether leadership is 

distributed, but rather how it is distributed. Related questions ponder how distributed 

leadership works, the nature of co-leadership (where two or more leaders lead 

simultaneously), and the extent to which this mode occurs (Spillane et al. 2006b; Harris 

and Spillane 2008). Leaders, followers and situation or context are the essential 

components in this consideration. 
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Team leadership needs revolve around the development of group processes and conflict 

resolution relating to task and process issues (Barry 1991). Contrary to reducing the 

need for leadership when the formal manager is removed, teams require more 

leadership. Despite ‘bossless’ self-managed teams being used in unprecedented 

numbers, Barry (1991) notes the question of how leadership should be exercised in 

leaderless teams have gone unanswered.  

 

Martinez et al. (2005) found that leadership alignment and power, on which they had 

not focussed, emerged as important dimensions in determining outcomes of distributed 

leadership models in five schools.  They suggested that both dimensions receive closer 

scrutiny in future research. Researching leadership alignment and power would give 

some insights as to how distributed leadership actually worked in practise. This links 

closely with observations by Bailey and Burr (2005, 14) that distributed leadership 

facilitates new forms of organisation: 

[The] idea of collective and distributed leadership is closely associated with 
the emergence and special requirements of “new” organisational forms 
generally, promoting devolved decision-making, empowerment of the 
frontline, decentralisation [and] inclusion. 

 

More recently, with a new focus on followers also contributing to team leadership, 

Howell and Mendez (2008, 38) have called for a research focus on shifting roles:  

Viewing followership from a shifting role orientation has also received little 
attention by followership researchers...and effective rotation between leader 
and follower roles deserves more efforts by leadership and followership 
scholars. 

 

Researching distributed leadership in the field 

Reviewing 25 years of team effectiveness research, Salas et al. (2004) identified seven 

team-focused research needs including the need for:  

� development of a functional perspective of team leadership;  
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� team research outside of labs (‘in the wild’ [p.68]) ; and  

� looking at distributed teamwork. 

 

Restated, this amounts to a call for research into team leadership, in real teams where 

teamwork is distributed, in their everyday contexts rather in the experimentally 

contrived setting of laboratories. Zaccaro et al. (2008) questioned specifically how team 

roles changed as expertise in shared leadership changed. Each of these elements was 

addressed in the research undertaken for this study. 

 

Day et al. (2006, 212) comment that the discipline of team leadership ‘appears to be on 

the cusp of some truly significant breakthroughs’, driven by advances in work on teams 

and leadership. They also suggest that notions of collective leadership have made the 

largest strides, pointing out that, while scholarly research has not ignored team 

leadership, most of the focus has been on a formally appointed team leader. In contrast, 

there has been far less attention paid to ‘informal and emergent leaders in team 

settings’, and this is probably suggestive of a need for a flexible view of leadership that 

recognises both ‘focused and distributed’ (p. 214) leadership. 

 

1.3 Researching Distributed Leadership 

Focussing on research into distributed leadership is timely.  Gronn (2002, 445) posits 

that the lack of research in this area ‘offers an exciting window of opportunity for 

qualitative, longitudinal field studies’ into areas such as forms, frequency, and 

properties of distributed leadership at various levels across the organisation. Increased 

efforts to develop theory are warranted, particularly as an individual-centred, distributed 

approach to leadership differs so profoundly from the leader-centred approach which 

has dominated leadership thinking. Far from being a mature field of research (Hunt and 

Dodge 2001), distributed leadership renders the field under- rather than over-researched.  
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Non-empirical forms of research, which have dominated early literature in the field, 

have failed to adequately account for distributed leadership in real situations (Story 

2004). Even empirically-based leadership research is often not easily transferable to real 

world settings (House and Aditya 1997; Alvesson and Sveningsson 2003; Zaccaro and 

Horn 2003) because in meeting acceptable standards imposed by research frameworks, 

many investigations ended up with empirically defensible findings so specific that any 

application in real world settings is limited if relevant at all. For this reason, it is 

essential to ground distributed leadership in empirical research in order to ‘chart the 

territory’ and uncover inadequacies to avoid it becoming a ‘faulty conceptualization’ 

that is surpassed by newer ideas (Story 2004, 418). 

 

The remaining parts of this introductory chapter outline the context of the study, 

including its aims and purpose and justification, briefly discuss the research 

methodology, provide an overview of the structure of the thesis and conclude with an 

outline of the contribution that this research makes to the field. 

  

Research Aims and Purpose 

The primary aim of this study is to investigate the paradoxical question, ‘How do 

followers exercise leadership’? The question is paradoxical because the prevailing 

leader-centric approach to leadership acknowledges only a single leader in a team, with 

the remainder of members automatically being assigned as followers. As a result of this 

perspective, most of our understanding of leadership (and the little we know about 

followership) is framed from a leader-centric perspective.  

 



1 Introduction 

-30- 

The question of how followers exercise leadership in a team simultaneously raises 

questions such as ‘what happens to a leader when another member assumes 

leadership?’, and ‘can more than one member be leader simultaneously’? Answering 

these questions will provide insights into how multiple team members might exercise 

leadership and constitutes a substantial departure from the sole-leader paradigm.  

 

Justification for the study 

An investigation of multiple leaders in a team constitutes a distributed leadership 

approach to leadership, a young and growing perspective (Hunt 2005). Distributed 

leadership could have a profound influence on the way leadership is perceived in 

general, and how leadership development is tackled in particular. Mintzberg (2006, 

online) suggests that there is a ‘need for more of what has been called “distributed 

leadership”’, and that the term leadership ‘isolates an individual while treating 

everyone else as a follower’. An investigation of distributed leadership would contribute 

to the body of knowledge relating to follower-focused theories, such as that of 

Kelley(1988), and the leader-behaviour theories like that of Yukl et al. (2002), both of 

which, however, were conceived from a leader-centric perspective.  

 

The research could have a profound impact on how followers are perceived and how 

leaders and followers are developed in the future. Knowing how followers influence and 

exercise leadership from a non-designated leader position will assist both leaders and 

followers to maximise inputs from all individuals in a group or team and therefore 

possibly achieve greater productivity, satisfaction and desire to stay in the team. 
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Research context 

The research is associated with an outdoor adventure type leadership development 

program for Year 11 learners (16-17 yr old), run annually for the past 17 years. All 

course participants attend a traditional, large (around 1200 pupils), all-boys high school 

in Durban, South Africa. Participants seek different outcomes from the program 

including leadership development, enhancing team and personal skills, enjoying the 

outdoors, and having fun. They operate in randomly allocated teams for the duration of 

the course, with frequent assessment and feedback of leadership and team behaviours 

amongst team members, from a team observer who accompanies the team on all 

activities, and base observers at each of the adventure challenge stations. 

 

Research Approach 

This study is qualitative in nature, which is suited to examining interactions between 

individuals (Conger 1998) and also the leadership process (Bryman 2004). Quantitative 

methods have been unable to adequately capture and convey the complexities associated 

with the multi-level nature of leadership, tending to produce descriptors stripped of rich 

detail (Conger 1998). From a practitioner’s perspective, a quantitative approach 

provides limited value as details of processes are often missing from generalised 

descriptors. Given the ripeness for change, Conger and Pearce (2003) are advocates for 

developing new models of leadership rather than relying on the old. The focus on 

transformational or ‘new leadership’ (Hunt 1999, p.137) has led to an increased use of 

qualitative techniques in leadership research, with specific methods including 

observation, interviews and case-studies. This qualitative study employs a grounded 

theory research methodology approach. 
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Grounded theory (Glaser and Strauss 1967) provides a methodology that is well suited 

to developing new theory in areas where little exists (Strauss and Corbin 1998). 

Grounded theory methodology also provides guidance and procedures to prevent 

existing theory from constraining theory development in emerging areas. A qualitative 

grounded theory approach, using observation—including video recording—and semi-

structured interviews in a multiple case study research design, is well suited to 

developing a grounded theory which discovers and explains complex concepts and their 

inter-relationships. Observation (in situ and of video recordings) provided a very useful 

means of triangulating interview data which were the key data source.  

 

Grounded theory constitutes ‘a compromise between extreme empiricism and complete 

relativism’, by attending to actors’ perceptions of reality, and is better suited to 

researching interpretations of reality than pursuing objective reality (Suddaby 2006, 

634). Easterby-Smith (2002) observes that generally people invest lots of time making 

sense of their experiences. In contrast, researchers often focus more on quantification 

and description, ‘at the expense of understanding why things are happening’ (Easterby-

Smith et al. 2002, 3).  

 

Leadership constitutes ‘an imprecise, inexact exploration into the causes and 

consequences of complex human interactions’ (Jago 1982, 315). Team leadership takes 

place in social contexts that are often complex (Day et al. 2006), largely because the 

situations faced by teams are so varied (Hooijberg, Hunt and Dodge 1997). As a 

process, leadership occurs between leader and follower, and includes any member who 

might exercise leadership (Kan and Parry 2004). Parry (1998) suggests that leadership is 

comprised of a complex set of variables that are interrelated, asserting that a grounded 

theory approach is an appropriate method for making sense of the complexity. 
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Parry (1998) also proposes that grounded theory is particularly appropriate for studying 

social processes in leadership, and Barry (1991) used a grounded theory approach to 

discover the essence of team-centred leadership. One of the strengths of the grounded 

theory methodology is that insights generated by a theory can be used by actors in the 

field from which it was drawn.  

 

This research adopts a behaviouralist perspective of leadership, focusing on leadership 

behaviours. It seeks to make sense of the experience of a particular set of people with a 

focus on understanding how leadership happens in their teams. Examining ‘concepts 

which are subordinate to the overarching concept of leadership’ but closely related, as 

suggested by Parry (1998, 93), is congruent with a grounded theory approach and 

proved useful. For example, informants were asked in various ways about who 

exercised influence, how this was achieved and what impact it had on team members.  

 

The study involved investigating team-wide leadership behaviour, examining how 

multiple members in the team exercise leadership (Pescosolido 2002). Team 

performance and team behaviours were also sampled under a wide range of different 

conditions and varying situations, addressing Salas et al.’s (2005) caution that, because 

team behaviour is so complex, single snapshots should be avoided. Observation, 

including the use of multiple video recording stations (some where the researcher was 

not present at time of recording due to observation at another location), contributed to 

moving the study beyond single snapshots of data and deepened understanding of 

distributed leadership, similar to that described by Mascall (2007).  
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Structure of thesis 

The structure of this thesis follows the conventional style of reporting scientific research 

(e.g. Introduction, Review of Literature, Research Methodology etc.), as if findings 

were uncovered through a deductive approach. The grounded theory approach, which is 

largely inductive in nature, does not follow this sequence. The major difference is that 

the literature review is only conducted after the research has been completed. Other than 

necessarily checking to see the extent of research around followers and followership 

prior to conducting this doctoral study, the literature review and integration occurred 

only after formulation of the substantive grounded theory. 

 

Three broad areas cover literature review and method, data analysis, and location of the 

findings with the extant literature. Chapter One provides an introduction to the research, 

Chapter Two presents a review of the literature and Chapter Three addresses research 

methodology. The next section develops the substantive grounded theory. It includes 

substantial quotes from the informants, all cited and acknowledged with an R identifier 

(e.g. R1 for Informant 1 and R22 referring to Informant 22). Chapter Four outlines the 

eight influencing behaviours that emerged during the study and focuses on the core 

influencing behaviours. Chapter Five examines the key influencing behaviours 

identified in this study and Chapter Six covers the situational influencing behaviours 

that emerged. Chapter Seven examines influencing and team roles. In the final section, 

Chapter Eight presents a grounded theory of distributed team leadership and discusses 

the research findings in the context of the extant literature. Chapter Nine concludes the 

thesis with an examination of contribution to theory, relevance to practitioners, 

limitations and recommendations for future research.   
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1.4 Contribution 

Distributed leadership is an alternative to the well established single leader approach. 

The field of distributed leadership is still in its infancy, and this research study 

contributes a theory of how followers exercise leadership in the substantive field of 

seven- to nine-person teams during a four day leadership program. 

 

Although there are many definitions of leadership, most agree that influencing others is 

a fundamental component of leading. The influencing behaviours that emerged from 

this study add insights into how specifically team members exercise distributed 

leadership. 

 

This study focussed on distributed leadership within a team context and, accordingly, 

contributes simultaneously to the quite separate body of literature on teams. The 

mechanism whereby team members switch between leading, following and sometimes 

nominal member roles, enhances understanding of the processes associated with role 

distribution.  

 

Importantly, this mechanism for switching roles also contributes to the sparse body of 

literature on followership. In particular it provides insights of how individuals in a team 

may, for a period of time, occupy a leading role and then, at other times, occupy a 

following role. Occupying these roles is not related to formal assignment of roles. 

 

Contributing and belonging emerged as two important and inter-connected 

considerations for all team members, varying according to team role being occupied. 

The interplay of these elements, apparently unlinked in prior literature, is a further 

contribution to the leadership, followership and team literatures.  
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In practise, leadership, followership and teams are inexorably interconnected. In the 

literature to date, however, each of these topic areas have been researched largely 

independently of the others. This research contributes theoretical propositions to each of 

the fields and, due to the connectedness of those propositions within the substantive 

grounded theory, promotes theoretical convergence, within the substantive field at 

minimum, that more closely mirrors practice.     

 

1.5 Summary 

This chapter has provided an overview of the research study. The study is situated in the 

field of leadership, and more particularly in the new field of distributed leadership, a 

paradigm which challenges the leader-centric perspective that has dominated for the 

entire century that leadership has been researched. A key justification for this study is to 

develop and extend theory according to this new paradigm. The study will use a 

qualitative approach, and in particular will employ a grounded theory methodology. The 

substantive area of the research study is an outdoor leadership development program, 

and it expected that the primary outcome of the research is a substantive grounded 

theory that provides insights into how followers in the study exercise leadership as well 

as more general insights into the new field of distributed leadership in teams. 
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Chapter 2 
Review of Literature on Distributed Leadership 

 

2.1 Introduction 

The notion of leadership is complex (Hunt and Dodge 2001; Connell, Cross and Parry 

2002),  and a number of authors have sought to explain it in terms of an equation or 

formula (Pagonis 2001; Nye and Nye 2002; Dvir and Shamir 2003). This 

conceptualisation recognises that a comprehensive view of leadership requires 

recognition of elements other than the leader alone. The three key elements in the 

leadership equation include the leader, the followers, and the context (or situation) in 

which the interaction occurs (Nye and Nye 2002; Antonakis 2006) .  

 

The leadership equation provides a useful framework for examining the topic of 

leadership, and provides the basis for organising this chapter. The chapter is divided 

into three main parts. In the first section, each of the three key elements of the 

leadership equation is discussed, namely, the leader or leadership; followers or 

followership; and finally, the team as context within which leaders and followers 

interface. In the second section, the adequacy of the current leader-centred perspectives 

is examined. Finally, finding that both leader-centred and team-centred approaches 

render only an incomplete understanding of the complex and multi-dimensional social 

phenomenon that is leadership, an alternative individual-centred, distributed notion of 

leadership is examined. A distributed approach provides a fresh alternative, viewing the 

leadership function as divisible and allowing for multiple individuals in a team to 

engage in leadership, sometimes sequentially and sometimes simultaneously.  

Distributed leadership involves individuals, who ordinarily would have been regarded 

as followers, exercising leadership at some time.  
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2.2 Perspectives of Leadership 

This section focuses on the first key element of the leadership equation, leadership. A 

variety of definitions of the topic, which has been scientifically examined for just over a 

century, are presented. This is followed by a discussion of the important issue 

concerning the difference between leadership and management, highlighting that the 

two terms represent quite different concepts. Finally, there is a brief summary and 

analysis of the four distinct, historical approaches to leadership including (1) the trait 

approach, (2) the behavioural approach, (3) the contingency approach and (4) the ‘new 

leadership’ or relational approach which includes transformational leadership. 

 

Definitions of Leadership 

 
Leadership is easy to identify in situ; however, it is difficult to define precisely. 
Given the complex nature of leadership, a specific and widely accepted 
definition of leadership does not exist and might never be found. (Antonakis et 
al. 2004, 5)  

 

The definitions of leadership are many and varied (Stogdill 1974; Jago 1982) and, 

although studied for millennia (Segal 2004; Bratton et al. 2005), the elusive (Wood 

2005) and complex phenomenon (Lewin, Lippitt and White 1939; Bennis 1959; House 

and Aditya 1997; Senge 1997; Hunt and Dodge 2001; Osborn, Hunt and Jauch 2002; 

Zaccaro and Horn 2003; Antonakis et al. 2004; Day et al. 2004) is still giving rise to 

new definitions (Yukl 2006). In fact this ongoing diversity of views and apparent lack 

of progress in the leadership field, despite decades of research, has frustrated many 

(Hunt and Dodge 2001), leading some to question whether there is such a construct as 

leadership (Washbush 2005).  
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Jago (1982, 315) proposed that leadership can be viewed as a property, affected by 

individual’s characteristics and qualities,  and also a process, where influence is central:  

Leadership is both a process and a property.  The process of leadership is the 
use of noncoercive influence to direct and coordinate the activities of the 
members of an organized group towards the accomplishment of group 
objectives. As a property, leadership is the set of qualities or characteristics 
attributed to those who are perceived to successfully employ such influence.  

 

By contrast, and more than  two decades later, Wood (2005, 1103) suggested that 

‘leadership is best understood as a process rather than a property or thing’, reflecting a 

definite trend away from viewing leadership as arising from characteristics of a single 

leader individual. Agashae (2001, 94) captures the relational element of leadership, 

describing it from the perspective of a person who has responsibility for others in the 

context of a work setting as ‘a process whereby an individual uses his/her power 

relationship to influence others to achieve specified goals’. In similar vein, and 

emphasising the influencing theme, Osborn et al. (2002, 805) suggest that it is ‘a 

subjectively identifiable pattern of influence attempts’ and Parry (2002, 180) sees it as a 

‘social process of influence’. Lord et al. (1999) suggest that there is a broad recognition 

that leadership is a social process involving leaders and followers.  

 

Bowers and Seashore (1966, 240) propose that ‘leadership is organizationally useful 

behavior by one member of an organizational family toward another member or 

members of that same organizational family’. They suggest that leadership might result 

from either formal appointment or informally, based on group support needs.  

 

In the context of self-managed teams, Stewart and Manz (1995, 750) defined leadership 

‘as guidance and direction provided to a team by someone functioning in a role 

constituting formal authority to influence the team’. They note that an additional 
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element of complexity is introduced around the question of how to lead others 

supposedly leading themselves.  

 

Although there are varied definitions of leadership, exertion of non-coercive influence 

towards a common goal is the recurring theme reflected in most definitions (Bratton et 

al. 2005; Yukl 2006). Alvesson and Sveningsson (2003) qualify that the nature of the 

influence should be intentional so that, for example, a poor manager who influenced 

others to take action through personal inaction would not be seen as taking the lead. For 

the purposes of this research, leadership is defined as intentionally influencing others 

towards a common goal. It is further assumed that the influence is non-coercive. 

 

Leadership and Management – Paradox or Nexus? 

The distinction between leadership and management is an important consideration 

(Bedeian and Day 2004) and one which is increasingly being made (Rost 1995). An 

appointment to a management position provides an individual with the basis for a 

formal, authority-based relationship with any subordinates who might fall within the 

scope of the manager’s role description. The extent to which an influence-based 

relationship develops will determine whether or not that manager could also be 

regarded as a leader (Gronn 2002). Although this conceptualisation is apparently 

uncomplicated, the reality is quite different. One consistent theme in the leadership 

literature is not, as one might expect, a common definition facilitating the understanding 

of leadership but rather a ‘lack of effort toward integration’ (Muczyk and Adler 2002, 

2). A key area demonstrating this lack of consensus relates to the lack of clarity around 

the appropriate use the terms leadership and management. 
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Disposition and roles of managing and leading 

The second major consideration is whether leaders and managers are different(Zaleznik 

1977; Harvard Business Review 2001). Zalznik (1977, 74) suggested that managers act 

as ‘conservators and regulators’, while leaders seek change opportunities. Managers 

sought to narrow options, compromising amongst conflicting values to arrive at 

acceptable solutions.  Leaders, on the other hand, sought different approaches to 

problems, generating fresh solutions via excitement in the workplace through the 

images (vision) they projected.  While managers are more conservative, leaders adopt 

high risk positions. Managers relate to people in a more process-oriented manner, in 

contrast to leaders who relate more intuitively and empathetically. Essentially, managers 

focus on process while leaders focus on meaning.  Thus for deep-seated personality 

reasons, the two behaviours of leading and managing, and those who exhibited them, 

are quite different.  While the notions he proposed were rather vague, Zaleznik (1977) 

played a vital role in the field by challenging the prevailing perspective that leadership 

and management are the same. 

 

Classic management theorist, Fayol, proposed in his 1916 work published in French that 

management comprised of five functions:  planning, organising, commanding, 

coordinating and controlling (Luthans 1988; Richardson 1994).  Planning encompasses 

a consideration of the future, what needs accomplishing, and an articulated means of 

getting there.  Organising provides the resources and structure to tackle the plans. 

Commanding is personnel focused, aimed at deriving optimal returns in the 

organisational interest. Coordinating seeks unity and harmony of the different 

operations of the organisation to achieve the end goals and controlling monitors to 

ensure activities are proceeding according to plan. In this conceptualisation, leadership 

was not highlighted as a specific function.   
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Mintzberg (1975) outlined ten managerial roles which he divided into three categories. 

The first relates to interpersonal concerns and includes the figurehead role (ceremonial), 

the leader role (being in charge), and liaison (networking). The second category focuses 

on information and comprises the monitor role (scanning), disseminator role (sharing 

information) and spokesman role (informing outside unit). Finally, in utilising the 

information, mangers perform roles around decision making. These roles are 

entrepreneur (develop business unit), disturbance handler (trouble-shooter), resource 

allocator, and negotiator. In terms of the leadership versus management issue, 

Mintzberg (1975, 55), implicitly acknowledges a difference by identifying a leader role 

amongst his ten managerial roles. He points out that formal authority of a manager vests 

‘great potential power’ and that leadership determines the extent to which that power is 

realised.  

 

Kotter (1990, 103) also purported that leadership differs from management.  He 

suggested that each is a distinctive but complimentary system of action, with ‘its own 

function and characteristic activities’: neither is more important than the other, nor its 

replacement, and some people are better at one than the other. Management, he 

suggested, relates to practices and procedures that deal with complexity. Management 

delivers order and consistency, avoiding chaos. Leadership, on the other hand, is about 

dealing with change. In pursuit of their respective ends, managers plan and budget as a 

first step while leaders set direction. Managers then organise and staff, according to 

their budgets and plans, while leaders align their people for the changes. Overall, 

management controls and engages in problem solving to achieve outcomes while 

leaders motivate and inspire people to realise change. 
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More specifically, Kotter (1990) noted that managers plan, schedule, delegate, develop 

controls, monitor and remediate if needed. Leaders develop a vision and strategy, 

communicate for alignment, and motivate and inspire. He notes that alignment delivers 

empowerment rarely achieved by planning and organising. Controlling and problem 

solving seeks to deliver ‘fail-safe and risk-free’ processes, while leadership inspires and 

energizes by appealing to basic human needs, including the need to belong, a sense of 

self-worth, and the perception of having control over one's own life. 

   

Major Approaches to Conceptualising Leadership 

An overview of leadership research, from the early 1930s through to the present day, 

suggests that thinking has turned full circle. Having commenced with a focus on leader 

traits, the wheel turned further as each successive avenue of exploration failed to deliver 

a sufficiently satisfactory explanation of leadership.  However, following a major 

review of leadership theory and research, Jago (1982) suggests that little is to be gained 

from seeing the paradigms as competing. He notes that despite their lack of an 

unequivocal explanation of leadership and their limitations, each approach nevertheless 

enjoys some empirical support, and all contribute to a better understanding of a complex 

subject (Cacioppe 1997) that still has many unanswered questions. 

 

With this advice in mind, each of the four major approaches to leadership identified by 

various in-depth reviews of the field (Jago 1982; House and Aditya 1997) will be 

examined. They are the trait approach, the behavioural approach, the contingency 

approach, and ‘new leadership’ approach (Parisi-Carew et al. 2000), which focuses on 

transformational rather than transactional leadership and is relationally oriented. These 

four categorisations regularly feature in widely used leadership texts (cf) (Bratton et al. 

2005; Daft 2005; Nahavandi 2006; Yukl 2006).   
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Trait approach 

The trait approach assumes that leaders possess a certain constellation of personal 

attributes that differentiates them from non-leaders (Jago 1982). Research focuses on 

measuring and quantifying traits associated with leadership, and also establishing their 

relationship to leader effectiveness. In a comprehensive study of the field in 1948, 

Stogdill (1948, 66) concluded that effective leader traits include intelligence, awareness 

of others, and ‘insight into situations’, further supported by ‘responsibility, initiative, 

persistence, and self-confidence’. These traits are enablers of good relationships and 

also an individual’s capacity to acquire status within a group. 

 

The trait approach focuses strongly on the individual and is reliant on both personality 

theory and test-measurement theory. However, neither field was sufficiently developed 

at the time to support the type of research required (House and Aditya 1997). A second 

problem was the inter-relationship between traits and situation, that is, some were 

situationally dependent (Jago 1982). Jago (1982) also points out that most studies 

compared formally appointed leaders against followers, assuming that the best leader 

had been appointed in the first instance. All of these limitations, still present, probably 

led Stogdill (1948, 66) to conclude that ‘leadership is not a matter of passive status, or 

of the mere possession of some combination of traits’.   

 

Although the search for a universal trait of leadership was abandoned (Jago 1982; 

Johnson and Bechler 1998), more contemporary studies of trait theory have been 

conducted (House and Aditya 1997). Some of this research has identified traits that 

might be exhibited by leaders, though there is no explanation of how these traits 

translate into leader effectiveness.  House et al. (1997, 417) suggest that a number of 

traits have emerged, with conditional empirical support, as differentiators of leaders and 



2 Review of Literature on Distributed Leadership   

-45- 

non-leaders. These include: energy; greater intelligence than the average intelligence of 

those being led; self-confidence; motivation to achieve; adjustment; high power 

motivation; high concern for exercising power morally; and lower affiliative than power 

motivation.  

 

Connell et al. (2002, 140) also note that ‘particular traits and competencies associated 

with leadership have emerged’ and identify a list from recent research. These are 

compared, in Table , with a list of universal positives found in the GLOBE study 

(House 2004a) of leadership in 62 societies.  The comprehensive study of culture, 

leadership and organisations concluded that many leadership attributes are culturally 

contingent but highlighted a small list of attributes considered universal positives and 

another short list of attributes considered universal negatives (House 2004a). 

 

Connell, Cross & Parry (2002) GLOBE Study (House et al., 2004) 
integrity inventiveness trustworthy dynamic effective bargainer 
confidence conscientiousness just motive arouser win-win problem 

solver 
extroversion readiness to face 

uncertainty 
honest confidence 

builder 
administratively 
skilled 

determination innovativeness foresight motivational communicative 
resilience adaptability plans ahead dependable informed 
relentless pursuit 
of goals 

knowledge of 
market 

encouraging intelligent coordinator 

ability to take 
risks 

 positive decisive team builder 

ability to learn 
from adversity 

 excellence 
oriented 

  

Table 2-1 List of positive leadership traits [Source: Connell, Cross & Parry (2002); House et al. 
(2004)] 

 

The trait approach to leadership is committed to a search for universal leader traits and, 

accordingly, has a clear and exclusive focus on the leader. It does not consider those 

being led or the situation in which leadership might occur and this is a key reason why, 

as the first of the schools of leadership thought, it became regarded as incomplete. 
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Behavioural Approach 

After the trait approach, a behavioural approach dominated the next wave of leadership 

research (House and Aditya 1997). These studies of leadership looked not at leader 

attributes but rather at leader actions or behaviours.  Leadership ‘can be something that 

one does’ (Jago 1982, 316). House and Aditya (1997) suggest that two major 

contributions emerged from this line of research. Firstly, there was identification of 

people-focused and task-focused dimensions of leader behaviour. Secondly, the 

behavioural school developed well-refined and detailed lists of behaviours in each 

dimension. 

 

Identifying that the focus of leadership behaviour could be either task- or people-

oriented represented a major step towards determining what leaders might do to be 

effective, rather than the qualities they required. Task-focused behaviour, also known as 

‘initiating structure’ (Jago 1982, 319), includes behaviours like defining and organising 

relationships among team members and creating clearly defined channels for 

communication and methods for completing the task. ‘Consideration’ (Jago 1982, 319), 

or people-focused behaviour, includes consultation and communication, trust, respect, 

and concern for team members. Bowers and Seashore (1966) provide a useful 

comparison of behavioural models, implicitly confirming that leader behaviours could 

be categorised into two dimensions, either people- or task-oriented.    

 

Twenty five years later, Ekvall and Arvonen (1991) were surprised to find in their 

leadership research that change emerged as a third major dimension, alongside the 

classic people- and task-dimensions.  They rejected their initial idea that the change 

dimension had been previously been missed, suggesting rather that it is a new style of 

leadership, precipitated by rapidly changing technologies and competition associated 
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with globalisation. Exploratory research by Yukl (1999b) supported assertions by 

Ekvall and Arvonen (1991), that change was a separate category of leadership 

behaviour, finding that the addition of a change-oriented dimension to a two-factor 

model slightly enhanced its account of variance. Consequently, Yukl et al. (2002) added 

change behaviour as a third metacategory in their leadership taxonomy. 

 

Yukl et al. (2002) considered each of the three metacategories of behaviour, namely 

task, relations and change independent, but not mutually exclusive, allowing some 

behaviours to appear in all three metacategories. The behaviours, divided into the three 

meta-categories, include:  

� task behaviour – planning short-term activities, clarifying objectives and role 

expectations, monitoring operations and performance;  

� relations behaviour – supports and encourages, recognises achievements and 

contributions, develops member skill and confidence, consults when making 

decisions, and empowers members to take initiative in problem solving; and 

� change behaviour – monitors external environment, proposes innovative 

strategy or new vision, encourages innovative thinking, and takes risks to 

promote necessary change.  

 

Prior to this recent interest, the early wave of behavioural research was confronted by 

problems very similar in nature to those which confounded the trait theorists (House and 

Aditya 1997). A major obstacle to finding a universal set of leader behaviours was the 

reality, initially overlooked, that situational variations exert a major influence on team 

behaviours (Jago 1982). Secondly, although difficult to measure, it was acknowledged 

that leader and follower dispositions are another important determinant of leader 

behaviour (House and Aditya 1997). Finally, the approach was also hampered by under-

developed theory and measurement methods, including the widespread use of 

questionnaires that relied on informant recall.  
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The behavioural approach, with its focus on what leaders do (including processes used 

to exercise leadership), rather than what they are, allowed researchers to determine a 

range of behaviours that leaders might exercise to be more effective. Apparent again in 

this research approach is the focus on the leader, with little mention of any of the other 

team members or the context. In this regard, Antonakis et al. (2004, 7) comment that, 

‘this line of research focused on the behaviours that leaders enacted and how they 

treated followers’. Recognition that situation or context plays a major role in 

determining leadership behaviour, but had been overlooked, caused the focus to shift to 

those factors on which leadership might be contingent. 

 

Contingency Approach 

The contingency approach was developed in a bid to overcome the problem that, just as 

in the search for a single leader type, a single set of leadership behaviours that fitted all 

situations could not be found (Gordon 2002; Lussier and Achua 2004).  

 

Fiedler’s Contingency Theory evolved from the trait approach, focusing on whether the 

leader’s disposition for either task- or relationship-motivation matched the situation 

type (Ayman, Chemers and Fiedler 1995). Jago (1982, 323) noted that Fiedler’s 

Contingency Theory, despite its limitations, advanced the understanding of leadership 

by challenging assumptions that there was ‘a one-best-way-to-lead’.  Although 

disputed, there is nevertheless substantial empirical support for major parts of the theory 

(House and Aditya 1997). Fiedler proposes that managers are either task- or people-

oriented, and that, depending on situational favourableness (degree of control leader has 

over situation), they act in particular ways; House and Aditya (1997) cite a personal 

communication with Fiedler, in which the latter clarified his hypothesis that situations 
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of high and low control best suit task-motivated leaders and moderate control situations 

most suit relationship-motivated leaders. 

 

An alternate perspective of contingency grew from behavioural roots, considering the 

interaction between leader behaviour and situation (Jago 1982). The Path Goal Theory 

developed by House (1971) is one example. He proposed that subordinates will consider 

leader behaviour satisfying and motivating if it delivers immediate satisfaction, or the 

likelihood of satisfaction in the future. The leader needs to provide the necessary 

conditions and support for followers to achieve goals and objectives that are compatible 

with those of the group (Jago 1982). When tasks are not structured, initiating structure 

by the leader contributes to satisfaction. On the other hand, when task are structured, 

initiating structure behaviours are demotivating but consideration behaviour would 

motivate. House and Aditya (1997, 422) acknowledged ‘mixed and disappointing’ 

results of the theory, attributing these to the complexity of the theory, a lack of suitable 

measurement tools, and the ‘strong rationality bias’ of the theory.    

 

House and Aditya (1997) examined a number of other Contingency theories, including 

the Life Cycle Theory (Hersey and Blanchard 1969, 1993) – commonly known as 

Situational Leadership Theory, the Cognitive Resource Theory and Decision Process 

theory, concluding that most were not well supported by empirical testing. Situational 

leadership theory, in particular, has a popular following in management training though 

research has repeatedly failed to find clear support for the theory (Vecchio, Bullis and 

Brazil 2006). In contrast, there is considerable empirical support for the Cognitive 

Resource Theory (House and Aditya 1997). Even without empirical support, the Path 

Goal theory is nevertheless acknowledged as having contributed to the development of 

subsequent theories that stand up well to empirical testing. 
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In the contingency approach, while there is strong emphasis on non-leader factors, the 

purpose of focussing on other variables is solely to enhance the effectiveness of the 

leader-individual (Meindl 1995) in a wider variety of situations. Just as in the two 

approaches which preceded it, the leader remains the main focus in the contingency 

approach.  

 

‘New leadership’ – Transformational leadership and relational approach 

Following diminished interest in early contingency theories, researchers focussed on 

other elements of the leadership phenomenon (House and Aditya 1997). Many of these 

new theories reflect an interest in relational aspects of leadership, including a greater 

consideration of followers.  

 

Transformational leadership focuses on how leaders might use ‘charisma, inspiration, 

intellectual stimulation, or individualized consideration’ to move followers beyond self-

interest (Bass 1999, 11). The Multifactor Leadership Questionnaire (MLQ) measures 

the extent to which leaders employ transactional and transformational factors, with 

effective leadership found to be more transformational than transactional (Judge and 

Piccolo 2004).  

 

 In a recent review of relationship-oriented leadership theory, Uhl-Bien (2006 654-655) 

points out that though relation-orientation is one of the two classic dimensions of 

leadership behaviour, ‘relational leadership’ is a relatively new term. Relational 

leadership approaches developed from an ‘entity perspective’, focusing on inter-

personal relationships between individuals. An alternative, and less well known, 

approach is the relational or ‘multiple-realities’ approach which adopts a constructionist 
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perspective. The relational approach contends that social reality is constructed in the 

context of relationships. Both approaches constitute a notable shift in thinking about 

leadership and, as more contemporary approaches, are worthy of further consideration. 

 

The Leader-Member Exchange Theory (LMX) is a prominent relationship-based theory 

(Uhl-Bien 2006), having evolved over time, sometimes with insufficient theoretical 

explanation, since its conceptualisation in 1972 (Schriesheim, Castro and Cogliser 

1999). The LMX is concerned with the outcome of the leadership process which is 

affected by the quality of relationship between leader and followers (Graen and Uhl-

Bien 1995, 225). Benefits will be enjoyed by all parties when the ‘relationships 

(partnerships)’ are mature. 

 

Hollander’s Relational Theory is regarded as one of the earliest relational approaches 

(Uhl-Bien 2006). Hollander (1995, 55) considers leadership a process in which the 

‘leader is not the sole voyager’. Followers, who are also affected by what the leaders 

does or does not do, share the journey and, during the exchanges or transactions, exert 

their own influence within the relationship, though the leader’s role is still ‘preeminent’ 

(p. 56).  

 

An example of a recent relational study, where the leader is still the focus, was 

conducted by Alimo-Metcalfe and Alban-Metcalfe (2005, 56).  It was a large, grounded 

theory study, undertaken in the UK, with over 2000 informants. A special effort was 

made to ensure that the study was gender and ethnic-minority inclusive. Six key 

leadership factors emerged including:  

� ‘valuing individuals - concern for development and well-being of others;  

� networking and achieving - inspirational communicator, networker, and achiever; 

� enabling – empowers, delegates, develops potential;  
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� acting with integrity - integrity, consistency, honest and open; 

� being accessible - accessible, approachable, and in-touch; and being decisive - 

decisive, risk-taking; and 

� being decisive – decisive, risk taking.’ 

 

Alimo-Metcalfe and Alban-Metcalfe (2005, 62) noted that their UK research identified 

the factor ‘genuine concern for others’ well-being and development’ (p. 62) as the most 

important factor, accounting for more variance than the combined variances of all other 

factors. This contrasted with US research in that a characteristic of transformational 

leadership, charisma/inspiration, was not even identified as a separate factor in their UK 

research. One reason offered for this difference is the notion that UK leaders are more 

oriented towards servant-leadership than hero leadership. Additionally, concepts of 

connectedness and inclusiveness emerged much more strongly in their UK study than 

previously noted in US studies. 

 

Uhl-Bien (2006) points out that most relational theories focus on reality at an  

individual level, and this realist ontology perpetuates individually oriented perspectives 

of leadership that have focused largely on leader-follower dyads. In contrast, she 

suggests that some theories have adopted a constructivist ontology, examining processes 

involved in leading and following as emergent and fluid.  She contends that 

organisations are ‘elaborate relational networks of changing persons, moving forward 

together through space and time, in a complex interplay of effects between individual 

organizational members and the system in which they enter’ (Uhl-Bien 2006, 661).   

 

The relational perspective which Uhl-Bien (2006) outlines has communication between 

the parties, rather than individuals, as its unit of analysis. Also, the main focus is on 

communications which facilitate influencing relationships, rather than on leader 
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attributes or behaviours. The relational framework, from which future research and 

theory might be developed, includes:  

� adopting the view that leadership is not limited to hierarchical position or 

role;  

� viewing leadership relationships as emergent, and connected with processes 

that contribute to action and social order;  

� taking a ‘collective’, whole-systems, and socially constructed view of 

leadership; and finally,  

� taking much closer account of the context in which leadership relationships 

occur.  

 

Viewing leadership as an emergent process that might be distributed collectively 

between individuals within an entity represents a fundamental shift away from the idea 

of the leader-individual which has dominated leadership thinking (Hillier et al. 2006). 

 

Conclusion 

A key insight from a review of the literature is that none of the approaches, each 

building on prior research and changing focus to overcome extant limitations, 

satisfactorily explains leadership. However, each of the successive paradigms offer 

additional insights that enhance understanding of the field and the cumulative efforts 

provide impetus for researchers to continue the search for a more complete 

understanding. Additionally, there have been quite substantial shifts in philosophical 

approach over time, accompanied by corresponding changes in research approach. 

 

What emerges most clearly from the brief review of a variety of theories and broad 

paradigms into which they have been classified is that there are still gaps. The theories 

are almost all leader-centred, focussing on the leader-individual. However, to become a 
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leader one must have followers, and followers are the next major consideration in the 

leadership equation. 

 

2.3 Perspectives of Followership 

Leaders may be important but there are whole rafts of other elements that are 
also important and it is often these that make the difference between success 
and failure. Perhaps the least understood or evaluated of these other elements 
is the role of followers, without whom leaders cannot exist (Grint 2005, 46). 

 

A study of followers, followership, collaborators, or even collaborator-ship 
indicates an initiative to finally look at the enigmatic masses that sit in the 
dark shadows of organizations (Adair 2008, 139). 

 

Having examined leadership, it is now appropriate to consider the next element in the 

equation, followers. Definitions of the term follower are discussed, followed by a 

reflection on the difference between the terms follower and subordinate. There is brief 

consideration of how the follower and leader roles are seen in relation to each other, and 

then a more in-depth account of the follower role. This section ends with the assertion 

that, in some cases in theory and in practice, behaviours have been labelled as follower 

behaviours when they may just as correctly have been attributed as leadership. 

‘Followers’ have thus been exercising leadership, even if not acknowledged due to a 

lack of models which entertain that possibility. 

 

Conceptualisation and definition 

A chicken-or-egg type dilemma has hindered research into followers and followership 

and limited understanding and clarity of the field. Preoccupation with leadership has 

resulted in insufficient attention being afforded to followers and followership and 

leader-follower interrelationships (Dixon and Westbrook 2003). Additionally, the 

concept of follower is not well defined for scientific purposes (Foti and Miner 2003) 

and this undermines research as the concept carried over is a broad one, borrowed from 
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lay terminology. Without research into the area there is little chance of enhanced 

definition and understanding; but an ill-defined, little understood and apparently less 

respected field is unlikely to offer an attractive avenue of investigation.   

 

Followers and leaders 

In a leader-centred world, followership is often seen as being less attractive than 

leadership (Fairholm 2003; Kellerman 2008a). Chaleff (1995, 1) comments that many 

‘experience visceral discomfort with the term “follower”’. Language associated with 

followers and followership conveys a sense of subservience, tameness, compliance and 

even weakness on the part of the follower (Chaleff 1995). Brown and  Thornborrow 

(1996, 5) posit that the term follower is associated with ‘unfavourable images of 

passive, low status underlings, unable or unwilling to assume responsibility and 

unlikely to achieve anything significant’. 

 

Dixon and Westbrook (2003) point out that managers who don’t understand 

followership adopt a transactional style which devalues the subordinates. In a study of 

299 individuals, at various levels from top to bottom of the hierarchy, they found 

effective followership present at all levels. Interestingly, executives achieved the highest 

effective follower scores, followed by middle managers and supervisors, with the lowest 

scores being recorded by operational level people. One reason cited for these findings is 

that those promoted to leadership roles recognise that in order to lead there is also a 

requirement to follow. Those remaining at operational level had either not yet learned 

that (if new), or did not display it (and consequently were unlikely to be promoted).    

 

Not all researchers have seen followers as weak. On the contrary, Offermann (2004, 55) 

cautions leaders that they might be susceptible to followers influence and advises 
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leaders that, ‘a good set of values, some trusted friends, and a little paranoia can 

prevent them from being led astray’. Though it recognises that followers have influence, 

this view seems to equate follower influence with a virulent strain of debilitating 

influenza to be avoided and it retains negative connotations. 

 

However, as has been pointed out, followers must choose to willingly follow and 

simultaneously attribute leadership to another in order for that individual to be a leader 

(Fairholm 2003). A key idea, neglected as a result of the leader-centric view of 

leadership (and of followership), is the essential role that followers play in influencing 

leadership outcomes. Follower behaviour plays a major part in determining how 

effective a leader may be judged (Bedeian and Day 2004). Followers also add 

legitimacy to the leader role (Antonakis 2006). 

 

Meindl (1985; 1995) proposed that leadership could be considered a notion constructed 

by  followers to help them make sense of their organizational experiences, having 

conducted both content analysis of media and research literature and repeated 

experiments into attribution of leadership with various large groups of students. 

Although criticised as anti-leadership in sentiment, Meindl (1995) emphasised that it 

constituted an alternative, follower-centric view of leadership. As serious limitations of 

the leader-centric approach are increasingly exposed this concern for follower 

perspectives is gaining acceptance since first proposed. 

 

Follower or subordinate 

Part of the lack of clarity around the term follower stems from the lack of clarity around 

the related terms management and leadership discussed earlier. Where these terms are 

used interchangeably, then the terms follower and subordinate are also used as similes 
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for one another. In this research a distinction is made between leadership and 

management and, consequently, subordinate and follower are also regarded as different 

roles. Followers have freedom to choose their actions while subordinates, in a formal 

relationship with a superior, follow orders to gain rewards, avoid punishment, or 

execute contractual expectations (Baker 2007). 

 

Subordinate: The term subordinate denotes a formal line (reporting) relationship 

between an individual and a superior (Bedeian and Day 2004). Subordinates and 

managers might be thought of as being conceptually on flip sides of the same coin.  

 

Follower: The leader-follower relationship is not formal and a follower chooses to be 

influenced by another to whom they attribute leadership (Bedeian and Day 2004). Just 

as subordinate and manager are conceptualised as being on reverse sides of the same 

coin, so are follower and leader. Adair (2008, 139) also uses a coin analogy, adding that 

researchers ‘have stared so long and hard at the leadership side that most have no idea 

what sits on the other side of that coin’.  

 

For the purposes of this study, only research that used the term follower was examined. 

However, as a consequence of the interchangeable use of the terms subordinate and 

follower in the literature, much of the research into followers is in fact research on 

subordinates rather than followers or followership. This raises two issues for the current 

research study. First, the author concludes that researchers that use the term follower (as 

well as subordinate) either implicitly or expressly recognise that power in the 

relationship does not reside exclusively with the leader/manager. Arguably, this 

represents an acknowledgement of the potential fluidity of roles: shifting between leader 

and manager and subordinate and follower respectively (Dixon and Westbrook 2003). 
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Secondly, when the already scarce body of research on followers is reclassified to 

exclude research that is about subordinates relating to appointmentships, only a limited 

amount of research remains on followers and followership. Even the seminal works on 

followership by Kelley (1988) and Chaleff (1995; 2003) related primarily to managers 

and subordinates in the context of the workplace. Consequently, there is abundant 

opportunity for research into virtually all aspects of followers and followership. 

 

The follower role 

Conceptualising leadership and followership as roles that individuals can fulfil, rather 

than as permanent dispositions, helped advance the understanding of followers (Baker 

2007). Thinking in this way means that individuals might at some time be leaders yet at 

other times are followers. It also means that the breadth of the follower role can be 

explored from a follower, rather than leader, orientation instead of being constrained by 

a long list of negative and immutable personality characteristics associated with 

followers. Insights have been generated as to why followers follow, different types of 

followers, and ultimately that certain types of follower behaviour is essentially 

leadership behaviour. 

 

Influencing followers – why followers may follow 

The act of following simultaneously attributes the act of leading on the person who is 

being followed. A key question then is, ‘Why do people choose to follow?’ Barbuto 

(2000) proposed that, in the context of leader-follower relationships, follower 

compliance could be attributed to one of ten influence triggers, grouped in three 

categories namely, power-derived, relations-derived, and values-derived. Influence 

triggers are the follower’s perception of, and response to, the leader’s attempt to 

influence and do not necessarily reflect the leader’s intent. While providing a useful 
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perspective on non-leader perspectives of influence, due the context and positioning of 

the thought piece it is of greater relevance to manager-subordinate than leader-follower 

relationships.   

 

Valikangas and Okumura (1997), also taking a follower perspective and updating earlier 

work by Kelman (1961), proposed that followers choose to follow for any of three 

reasons: utility, identity, and values. Utility involves follower belief there will be 

gratification or rewards/avoidance of punishment through following the leader. Another 

reason for following is to identify with a leader or a social group - the motive is identity, 

associated with self-image. Finally, an individual may choose to follow someone whose 

leadership behaviour is congruent with their own values – thought there might be some 

utility, and even identity, they are motivated by perceived congruence of values. Closely 

related to reasons for following are follower mindset and type. 

 

Follower mindsets and follower types 

Kets de Vries (2001) calls for an examination of follower mindsets, expectations and 

the power dynamics between them and the leader when considering leadership. He 

juxtaposed the power of the leader and power of the follower to derive four categories: 

drifting (low,low); strong guidance (high,low); self-managed teams (low, high); and 

balance (high,high). Balance implies a high influence position for both leader and 

follower but unfortunately the ideas are not developed further.  

 

Kelley(1988) uses two dimensions, active vs. passive and dependent/uncritical thinkers 

vs.   independent/critical thinkers, to derive five follower types: sheep, who are passive 

and dependent uncritical thinkers; yes people who are active but dependent and 

uncritical thinkers; alienated followers who are critical independent thinkers but 
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passive; survivors who are only partially active and partially independent, critical 

thinkers; and effective followers who are active and independent critical thinkers. From 

the preceding discussion on perceptions of followers in the literature, it is be reasonable 

to assert that followers have mostly been typecast as sheep, rather than any of the other 

four other types that Kelley (1988) outlines. 

 

Effective or Active followers 

One would expect Kelley’s (1988) effective follower type to operate in the ‘balanced 

quadrant’ of shared high leader and follower influence outlined by Kets de Vries 

(2001). Baker (2007) acknowledged, in a detailed study of the antecedents of the 

concept of active (or effective) follower, that Kelley (1988) and Chaleff (1995) have 

played a key role in advancing understanding of the topic. 

 

Effective followers exhibit self management, unselfish commitment to the organisation 

and others, develop their potential, and are trustworthy and courageous (Kelley 1988). 

Brown and Thornborrow (1996, 7) note that this theory ‘has considerable face validity 

and intuitive plausibility’ and also highlight the inherent paradox associated with the 

effective follower category – that many of the characteristics of effective leaders are 

characteristics of effective followers.   

 

Similar inferences about the importance of follower influence/ follower leadership 

behaviour apply to Chaleff’s (1995) courageous followers. He suggests that courageous 

followers operate on five dimensions: they assume responsibility; they commit to hard 

work and service; they challenge the leader and group according to their sense of what 

is right; they champion and support change; and, when the behaviour of the leader, 
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group or organisation are grossly incompatible with their own and they are unable to 

effect a change, they leave. 

 

Alcorn (1992) found, after completing the first phase of a three year research project 

involving 10,000 respondents, that cooperation, flexibility, integrity, initiative and 

problem solving were critical skills of dynamic followers. Dynamic followers are team 

members who, in the work place, assume greater responsibilities than determined by 

their job descriptions. This links closely with the ideas of  Authentic Leadership 

Development (Avolio and Gardner 2005) which embraces the notion that followers 

could come to act like leaders over time as a result role modelling by the leader. If these 

followers are exercising leadership then, at that time, they are leaders rather than only 

acting like them. 

    

Conclusion - A new conceptualisation of followers 

Followers are the largest constituent part of teams yet their role and contribution 

relating to team influence has been overlooked or ignored by researchers until very 

recently. The scarcity of extant research delivers rich and abundant opportunities for 

study in a field. Some members do change roles, from following to leading or leading to 

following, so a key question is how might that occur? Just how do effective or 

courageous followers come to exercise leadership? As leaders and followers mostly 

interact in the context of teams, understanding team context is crucial and is discussed 

in the next section. 

  

2.4 Perspectives of Context – Leadership in a Team 

The third element of the leadership equation is context. So important is context, that 

Osborn and Hunt (2002, 797) commented, ‘change the context and leadership changes’. 
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Small groups, including teams, provide the context for a substantial portion of human 

interaction (McGrath, Arrow and Berdahl 2000) and it is helpful when examining 

leadership in teams to take a closer look at the issues relating to teams and teamwork 

(Day et al. 2004). The team is the context for this research study and constitutes the first 

part of the discussion in this section.  

 

The next key area for discussion is team roles and team processes. Leading is one of 

two complementary roles found in teams, the other being following (Deiss and Sullivan 

1998). Leading is also a key component of effective teamwork (Zaccaro, Rittman and 

Marks 2001; Salas et al. 2004). Xiao et al. (2004) observe that most leadership studies 

have not accounted for the processes of how leaders exert influence in situ, as they 

occur in the context of dynamic situations.  

 

A focus on how, and how many, team members become leaders is the final area of 

focus. Emergent leadership research has, like leadership studies in general and studies 

of charismatic and transformational leadership in particular, focussed on leader-follower 

dyadic relationships (Yukl 1999a) and also largely on single leaders (Berdahl 1996), 

many of whom were appointed rather than emergent (Baruch 1998). Researchers have, 

only recently, begun to investigate the role and behaviours of emergent leaders 

(Pescosolido 2002), and the concept of emergent leadership is ripe for closer research 

scrutiny.  

 

A team context for team leadership 

Context is plays an important role in determining leader behaviour and outcomes 

(McGrath et al. 2000; Zaccaro et al. 2001; Zaccaro and Klimoski 2002; Antonakis 

2006). Mowday and Sutton (1993, 209) assert that context exerts influence on 
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individuals and that context itself ‘is a consequence of individual or group behaviour’. 

Context includes situational influences such as tools, practices and routines which are 

not all simply accessories of leadership but powerful constituents that help shape and 

define it (Spillane 2004). 

 

Organisations are using teams more extensively (Callanan 2004) and for more important 

activities (Yukl 2006) than previous. Such is the profundity of the philosophical shift in 

management thinking over the past decade (Callanan 2004), that Meindl (2004, 463) 

described the period as the ‘glory days of the ideology of teams’.  

 

An important parallel between research into groups (teams) and research into leadership 

can be found in the research paradigm selected for each. Like leadership research, the 

past century of small group research has been conducted largely in the positivist 

tradition (McGrath et al. 2000, 98). The positivist perspective views groups as generic, 

static, simple, and isolated entities. In contrast, recent research utilising alternative 

research approaches has tended to regard groups as ‘complex, adaptive, dynamic 

systems’.  A relationship approach is far more considerate of a network of interactions 

that adapt and grow over time. McGrath et al. (2000, 95) suggest that, going forward, 

research might be regrounded in ‘the reality of group life as it occurs in the world’, in 

comparison, for example, to the volume of theoretical research on hypothetical groups 

in laboratory settings. Despite limitations and constraints associated with prior research, 

the findings nevertheless provide valuable insights for future research.  

 

What is a team/group? 

A team is a particular type of group (Allen and Hecht 2004a). Katzenbach and Smith 

(2003) suggest that teams comprise members whose skills are complementary and who 
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pursue a shared purpose for which they accept mutual accountability. Three features, 

member interdependence, capacity to dynamically exchange information 

(communicate), and finite lifespan, distinguish teams from groups (Salas, Burke and 

Cannon-Bowers 2000). One cannot assume of a group (but might not exclude the 

possibility) that members operate interdependently, that there is a mechanism to 

exchange information between members, or that the group forms and disbands 

according to a specific timeframe. 

 

Teams are more likely to be effective if five conditions (Hackman 2004), broadly 

structural and logistical in nature, are fulfilled. Firstly, they should be real teams (rather 

than a happenstance collection of individuals), clearly bounded, having stable 

membership over time, and with members operating interdependently. Secondly, teams 

need a clear purpose, where the focus of efforts is on ends, rather than the means of 

achieving them.  Thirdly, team structure – composition, task, and norms – should 

facilitate, rather than obstruct teamwork. Fourth, members should have ready access to 

resources and support through the social system context. Finally, teams ought to have 

access to team coaching to overcome obstacles and exploit opportunities. Groups that 

met these conditions would be redefined as teams. 

 

A systems view of groups and teams 

Researchers have recently adopted a more complex, systems view of teams (Ilgen et al. 

2005), similar to recent approaches developed to better explain groups. Teams are 

complex, open systems with fuzzy boundaries that are comprised of smaller, embedded 

systems (members) and, in turn, form part of larger systems (e.g. organisations) 

(McGrath et al. 2000). Salas et al. (2005, 562) observe that increased research interest in 

the field has resulted in a wide variety of ‘labels of convenience’ that have diffused, 
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rather than clarified, understanding. In considering research relating to groups and 

teams, Paulus and Van Der Zee (2004) point out that theory about groups has been 

derived from research in laboratory settings while most work on teams has been 

conducted in the field with ‘real’ teams. 

 

The major reason for organising teams is the belief that members will operate more 

effectively as a collective than each individual operating independently. Team roles and 

team processes play a major role in determining whether the benefit of organising as a 

team is realised (Marks, Mathieu and Zaccaro 2001).     

 

Team Roles and Team Processes 

Team roles and team processes are vital to team functioning yet, like the many 

definitions of leadership which have caused uncertainty, the literature reveals little 

congruence amongst authors on either of these concepts (Senior 1997; Marks et al. 

2001). The problem appears to arise from a lack of definition as to what constitutes a 

role and what constitutes a process. To prevent similar uncertainty in this study, each of 

these terms is defined as they will be used in this research in the two sections following.  

 

Team Roles 

Individual behaviours that are organised and associated with a position in a team are 

known collectively as roles (Mintzberg 1975). Most leadership theories incorporate the 

concept of roles (Bass 1990) though, despite  being widely used, they suffer a paucity of 

research, largely due to measurement difficulties, that has tested them. 

 

For the purposes of this research, a role is viewed as ‘a pattern of expectations which 

apply to a particular social position and which normally persist independently of the 
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personalities occupying the position’ (Sieber 1974, 569). A role is socially- rather than 

personality-oriented; occupiers are expected to behave in a particular manner; and a role 

is enduring. Although not expressly stated, a role may be occupied by different people, 

including the possibility that multiple people might occupy a particular role 

simultaneously. This perspective is one of a variety of perspectives on team roles found 

in the literature and discussed below. 

 

Over nine years Belbin (1981, 161 ) conducted one of the most comprehensive studies 

of team roles  using hundreds of four- and six-person teams competing in executive 

business simulations called teamopoly. He defined a ‘team-role’ as ‘a pattern of 

behaviour characteristic of the way in which one team member interacts with another 

where his (sic) performance serves to facilitate the progress of the team as a whole’. 

This approach suggests that individuals are predisposed to particular roles which are, 

like personality, rather static in composition. Another view suggests that although the 

social position of a role may be enduring (Sieber 1974), role content can be fluid and 

changeable (Goffman, 1959).  

 

Many researchers identify two primary team roles, leader and follower. Leaders and 

followers occupy complementary roles, and as ‘integral parts of a whole’, they 

constitute ‘the ebb and flow of the organization’ (Deiss and Sullivan 1998, 3). 

Antonakis (2006) points out that by following, team members legitimise and influence 

leaders.  

 

In contrast to a two role-approach, Holmes (1980, 6) identified three team roles (leader, 

follower, or isolate), each based on a distinct personality type. Leaders engage in 

participating, organising and motivating and tend to be extraverted and impulsive. 
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Followers offer ideas and promote group cohesiveness, and are less extraverted and 

‘more reflective, conservative and pragmatic’. Finally, isolates contribute little to group 

task or relations, and either withdraw or antagonise the group. Isolates are largely 

introverted, with a strong sense of independence. Looking beyond the judgements about 

personality type, a valuable insight from this research is the notion that not all team 

members contribute all of the time. In the detached role of isolate, members are neither 

leaders nor followers yet nevertheless occupy a social position. Thus it is useful to re-

conceptualise teams as having three possible primary roles, assigned on the basis of 

member contribution. 

 

While many authors refer to two primary team roles, Senior (1997) points out that the 

literature identifies quite a variation in number of roles identified, suggesting as did 

Stogdill (1974) about the many and varied definitions of leadership, that the list of team 

roles differs according to author.  A major reason for the large variation in number and 

type of team roles is due to the term role being used to denote different activities in 

team or groups, rather than a social position. 

 

Of particular interest is the very recent view that leaders and followers can change roles. 

Unlike the idea that roles are static, according to personality (Holmes 1980), Antonakis 

(2006) suggests roles are dynamic. Leaders and followers change roles when the 

direction of influence changes. Thus leaders become followers and followers become 

leaders, a concept little recognised by the extant body of leadership literature. One 

recent exception is the view by Adair (2008, 153) that, ‘whether we define followership 

as a role or a behaviour, employees can occupy both follower and leader roles 

simultaneously’. 
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Team Processes 

Perspectives on process are of particular importance if leadership is perceived as a 

process, or processes, which occur and/or arise within teams (Agashae 2001; Hillier et 

al. 2006). Team processes have a crucial impact on team effectiveness (Zaccaro et al. 

2001) and, consequently, have occupied a central position in research and efforts to 

develop team effectiveness models and theory (Marks et al. 2001). Yet, Marks et al. 

(2001, 75) review of the literature found ‘surprisingly few’, and mostly very broad, 

definitions of team processes, noting these referred to interactions between team 

members occurring in some pattern. 

 

Team processes might be thought of as ‘members' interdependent acts that convert 

inputs to outcomes through cognitive, verbal, and behavioral activities directed toward 

organizing taskwork to achieve collective goals’ (Marks et al. 2001, 357). Team 

processes are responsible for maintaining the social components of the team and also for 

directing, aligning and monitoring the taskwork of the team.  

 

As with roles, a wide variety of team processes (sometimes labelled roles by their 

authors) have been proposed by different researchers. For purposes of reference, 

processes from three studies selected for convenience, each from a different decade 

(though the original Belbin study is updated), are presented in Table. While some of the 

terms may differ (including some unusual phrases), many of the fundamental elements 

are quite similar, and some virtually identical. It is suggested that Belbin’s (1993) range 

of roles are clusters of interdependent actions which align more closely with the 

definition of team processes than team roles.   
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Belbin (1993) Stevens and Campion 
(1994) 

Sheard and Kakabadse 
(2002) 

plant 
imaginative problem solving 

conflict resolution defining goals 

resource investigator 
explores opportunities 

collaborative problem 
solving 

prioritising 

coordinator 
clarifying goals, promoting 
decision making 

communicating allocating  

shaper 
driving task completion 

goal setting leading 

monitor-evaluator 
monitoring and evaluating 

managing performance maximising coherence 

teamworker 
cooperating for completion 

planning and coordinating communicating 

implementer 
acting (ideas converted) 

 focussing on task 

completer-finisher 
following through on detail 

 securing resources 

specialist 
specialised contributing 

 self-awareness 

Table 2-2 Team processes  (Adapted for this research from Belbin (1993), Stevens and 
Campion (1994) and Sheard and Kakabadse (2002)) 

 

Approaches to team process 

Much of the empirical research on teams in the past few decades has been heavily 

influenced by a classic systems approach. In a linear conceptualisation, Inputs (I) give 

rise to Processes (P) which in turn generate particular Outputs (O) (Ilgen et al. 2005). 

However, Ilgen et al. (2005) note that the I-P-O (Inputs-Process-Outputs) model is 

limited for a number of reasons including: that teams are complex, rather than simple 

systems and do not follow a simple linear path from inputs through to outputs; that 

many of the elements previously considered team processes are instead mediating 

factors (e.g. emergent cognitive or affective states); an inability to account for 

interactivity between combinations of inputs, processes, and emergent states.  

 

Ilgen et al. (2005) proposed an updated Input-Mediator-Output-Input (IMOI) model. 

The model substitutes Mediators for Processes, acknowledging that a broader range of 

influencers act on and in the team system. It includes a second ‘I’ representing a 
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feedback loop that allows emergent influences to impact on the system. Removal of the 

dash between each letter represents an acceptance of non-linearity in the system.   

 

Team processes and process interdependence 

Team members usually undertake various functions within the team, in an 

interdependent manner, to achieve team objectives (Allen and Hecht 2004b). Team 

work, executed through team processes, can be characterised by ‘process loss’ or 

‘process gain’(Hackman and Wageman 2005, 273). Despite engaging in similar 

processes, team effectiveness varies quite considerably, and not all teams are successful 

or meet expectations. Kerr and Tindale (2004) observe that persistent research findings 

indicate that groups usually fail to reach their expected performance baseline, and a key 

reason for under-performance may be that less effective teams suffer from process 

losses (Steiner 1972).  

 

Teams may fail for a variety of reasons including poor planning, lack of sponsor 

support, or a breakdown of team processes (Salas et al. 2005),  and process failure 

usually arises from less than effective communication or coordination (Edmondson, 

Roberto and Watkins 2003). Day et al. (2004, 863) suggest that despite much research 

attention, teamwork remains ‘a dynamic and elusive phenomenon’.   

 

Teamwork processes and team effectiveness 

Taggar et al. (1999)  researched 94 work teams of five or six undergraduate students 

that met together as ‘real teams’ (Hackman 2004, online) for at least an hour over a 13 

week period to complete various tasks. Teams scored best when both the emergent team 

leader (individual most often recognised as leader) and other team members scored high 

in leadership behaviours. Teams performed less well, despite team members having 
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capabilities similar to those in the better performing teams, when the emergent leader 

was a less capable leader. However, where the leadership ability of members was 

generally low, even though an emergent leader’s ability might be high, the leader had 

little effect on usually low team performance. A lack of leadership skills in general 

appears to neutralise effects of the team leader on performance – a ‘good’ leader may 

not be able to help a ‘bad’ team. Thus, although the individual who demonstrated most 

leadership ability was specifically identified, researchers nevertheless recognised that all 

members in the team might have leadership attributes that, depending on situational 

variables, could make a shared contribution to team leadership and ultimately to team 

performance. 

 

Salas et al. (2005) attempted to address the lack of clarity around the concept of 

teamwork by conducting a review of two decades of literature on the topic, identifying 

five core components – ‘the Big Five’ - that contribute to team effectiveness.  These 

include:  team leadership -directing and coordinating member activities, assessing 

performance, assigning tasks, developing member capabilities, and fostering a positive 

environment; mutual performance monitoring-accurately monitoring member 

performance based on common understanding; backup behaviour-anticipation of 

member needs through understanding of everyone's responsibilities, and shifting 

workload if required; adaptability-capacity to redirect team activities and resources in 

response to changing conditions; and team orientation – primacy of team goals, and 

inclination to consider members’ behaviour during team interaction.  

 

Support and coordination mechanisms are necessary to ‘meld together’ the different 

factors and include shared mental models, mutual trust, and closed loop 

communications.  Salas et al. (2005, 562) make the point that ‘teams do more than 
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simply interact with tools’, and don't only engage in taskwork.  Coordination and a 

capacity to interact collaboratively are required to develop a common understanding of 

team objectives, team resources and constraints.  

 

Interestingly, the team leadership factor in the Big Five describes largely coordinating 

behaviours performed by a single leader. Yet the four remaining factors, which could be 

the province of any/all team members, require a variety of influencing behaviours to be 

fulfilled.  For example, backup behaviour involves members recognizing and shifting 

work responsibilities to cope with team requirements.  Viewed through an ‘influencing’ 

(as constituting leadership) lens, it is implicit that successful teams engage in a 

distribution of leadership functions.    

 

Team Leadership 

A team leader’s basic tasks are to secure sound conditions for performance and then 

assist members in delivering their best possible outputs (Hackman 2004). Despite its 

strong association with team effectiveness (Salas et al. 2005), Staniforth and West 

(1995, 28) note that ‘surprisingly little has been written about leadership in the 

particular context of teams’. Avolio and Gardner (2005, 317) also comment on the lack 

of attention to processes associated with leadership, observing that ‘most leadership 

theories have been originated without a focus on the essential core processes that result 

in the development of leadership’ 

 

Most leadership research has focussed on formal managers with little research being 

conducted into processes that lead to informal leadership (Jago 1982). Yet, in formal 

settings, informal leaders may be able to exercise greater influence than the formally 

appointed leader. (Jago 1982, 319) also pointed out that research by Hollander and 
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Julian (1969) was a ‘notable exception’ to the absence of work on emergent leaders. 

Limited research in the area of leader emergence would suggest that this is an avenue 

for worthwhile research and extant research is discussed later in this section. 

 

Leadership as a systems Input 

A contemporary view of leadership is as a process, rather than an individual (Wood 

2005). Concepts of leadership and teams are closely connected and it is no surprise that 

the Input-Process-Output (I-P-O) model which influenced research into teams (Ilgen et 

al. 2005) also influenced research into leadership behaviour. The I-P-O model 

considered leadership as one of the Inputs into the team system. Leader behaviours 

contribute to team processes and, ultimately, to team outputs (Fleishman et al. 1991). 

Leaders need to ensure that all the functions (system inputs) that facilitate task 

completion and team maintenance occur.  

 

Leadership as both a systems Input and an Output 

Traditional models of leadership propose that causality flows from leader to members 

yet there is little research support for this widely-held view, and some evidence 

suggesting a contra-flow – members impact on leader style (Clements and Washbush 

1999; Yukl 1999a; Ilgen et al. 2005). Leadership behaviour can be viewed not only as 

an input but, once influenced by team members and team processes, also an outcome 

(Day et al. 2004).  

 

Komaki and Minnich (2002) highlighted the complex and temporal nature of leadership 

tasks (inputs) in an 18 month longitudinal study of leader functions on racing yachts 

that used detailed videotaped time-series data. Their findings demonstrate that both the 

amount and type of leadership behaviours required varied notably over time (during the 
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course of a race), depending on the situation. The Input-Mediating-Input-Output (IMIO) 

model (Ilgen et al. 2005), also outlined previously, facilitates the adoption of a more 

complex view of leadership behaviour by individual leaders, including providing an 

explanation of how leader behaviour might change over time in response to the 

influence of other team members and changing conditions. Feedback from various 

system components plays a substantial role in facilitating adapted behaviour (future 

inputs and outputs).  

 

Leadership as a social property of the collective 

An alternative view of leadership, proposed at the time of the Ohio Studies but rather 

overlooked, is that leadership might also be viewed as a ‘property’ of social groups 

(Fleishman et al. 1991, 280). Yukl (1999b, 40) suggests that, in addition to the heroic 

perspective of the sole leader who influences followers, it is possible that leadership is, 

instead, a more collective process: ‘Different people may perform a particular 

leadership function at different times, and different functions may be performed by 

different people’. By implication, people who lead will sometimes follow. Pearce (2004, 

48) reflects on evidence from teams in a variety of industries where all members in the 

team ‘are not hesitant to influence and guide’ other team members, as needed, to 

achieve maximum potential. 

 

Zaccaro and Klimoski (2002, 5) point out that a lack of research into team leadership 

has resulted in little being known about ‘about how leaders create and direct team 

processes to achieve collective success’. Yukl (1999b, 40) notes, with regret, that 

although increasingly important, ‘few researchers seem interested in studying shared 

leadership processes in groups and organizations’.  
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Emergent Leadership 

If leadership in teams is a phenomenon that warrants and requires further exploration, 

then a key question to be answered is, ‘How do people become leaders?’ This would 

serve as a starting point to act on the observation by Hollander and Julian (1969, 389) 

that ‘comparatively little attention was directed to followers, especially in terms of the 

phenomenon of emergent leadership’.  

 

Emergent versus appointed leaders 

By definition, an individual appointed (designated) to a position is an appointee rather 

than a leader whose status is attributed by followers (Baruch 1998). Though often an 

assumption, appointment alone does not confer leader status (Gronn 2002). This does 

not discount that an appointed leader might actually exercise some leadership 

behaviours and qualify as both a leader and an appointee (Hackman 2004). Indeed, 

formally appointed leaders could ‘benefit from being informal leaders as well’, drawing 

on informal sources of power such as referent or expert power in addition to their 

formally bestowed positional power (Balkundi and Harrison 2006, 56). When 

leadership is viewed from an individualist perspective the focus is on one person which 

obscures, and may even preclude, an alternative approach where leaders are ‘emergent 

phenomena within leaderful situations’ (Wood 2005, 1103).  

 

Another perspective of emergent leadership views it is a socially constructed 

phenomena, occurring when group members ‘interpret their relationship as having a 

leadership-followership dimension’ (Meindl 1995, 332). Meindl (1995, 332) highlights 

that this social construction of leadership is quite different from ‘formal positions of 

leadership’.  
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Baruch (1998) points out that to draw an analogy between appointmentship (which 

includes management) and emergent leadership is not easy and may even be misleading; 

worse still is to refer to the two different phenomena as if they were the same. The 

failure by much research to recognise this distinction has contributed little towards 

understanding how people actually become leaders (Jago 1982). For example, when 

developing a taxonomy of leadership behaviour in the workplace, Fleishman et al. 

(1991) chose explicitly to ignore phenomena such as emergent leadership both because 

leaders at work are mostly appointed and because most of the research has focussed on 

appointed rather than emergent leaders. These observations suggest a requirement for 

further research into how non-appointed individuals emerge as leaders. 

 

Single versus multiple leaders 

Despite the definition of emergent leadership encompassing the notion of more than one 

leader, research into leader emergence has, for theoretical and methodological reasons, 

focussed largely on single team leaders (Berdahl 1996). Even recent research into 

virtual teams, examining emergent leadership in the virtual context, has perpetuated the 

search for single leaders (Misiolek 2005). Misiolek (2005) considers this focus on single 

leaders a limiting factor in leadership research. 

 

The well established single leader perspective (Day et al. 2004) associates emergent 

leadership with notions of hierarchy, competition and elimination (Johnson and Bechler 

1998): members compete metaphorically, in knock-out style, until the one who becomes 

‘the leader’, is left standing. Under these conditions leader emergence is associated with 

conflict and a sense of win-lose amongst some members. Mehra et al. (2006) suggest 

the possibility of conflict for leadership tearing the group apart. Inherent in this 
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conceptualisation of leadership is a higher level of status ascribed to the leader role than 

to other group members (Berdahl 1996).  

 

Focus of extant emergent leadership research 

Research into emergent leaders and emergent leadership has examined conditions 

contributing to leader emergence and also the effects of emergent leader behaviour on 

outputs of groups (Pescosolido 2002).  

 

Kickul and Neuman (2000) explored elements of the teamwork taxonomy of Stevens 

and Campion (1994), seeking particularly to identify abilities and personalities that 

accounted for effective teamwork and also emergent leadership. Their study involved 67 

four to six person, mixed-gender teams of volunteer undergraduate university students 

who completed a winter survival simulation. They found that cognitive ability, openness 

to experience, and extraversion were the best differentiators of leaders and followers, 

and predicted emergent leadership. However, personality factors rather than cognitive 

ability accounted for much of the variance in the key skills and abilities (KSAs) of 

teamwork. The researchers concluded that personality factors impacted on personal 

competencies required both to enhance interpersonal relations and also to solicit 

interdependent functioning of the self-management elements of teamwork such as 

planning and coordinating and performance management. The research seems to 

indicate that leaders might engage in behaviours that mitigate personality differences 

present in the team, probably surfaced according to changing context. 

 

Erez et al. (2002) posit that emergent leadership has its downside which includes: 

members transferring responsibilities they should carry to the emergent leader; the 

emergent leader feeling there is a diminished level of responsibility because there is no 
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formal appointment, and thus no formal accountability; and potentially reduced effort 

from all members. Their study proposed that rotated leadership may moderate problems 

that might arise from emergent leadership because the leadership is shared equally 

amongst members. They also hypothesized that rotated leadership will make clear at 

any time who the leader is, rather than leaving that to emergence. Using 48 three-person 

teams of undergraduate volunteers, they did not find that leader rotation led to a greater 

degree of workload sharing or higher satisfaction, but that this design did lead to 

increased cooperation and individual expression in the three assignments completed by 

the teams. Researchers concluded that there was support for rotated leadership as a 

viable option for team structuring, but conceded that the research had limitations, 

including a small sample size and exposure to a limited range of team processes. Three 

members per team might also limit generalisability. It should also be noted that formal 

rotation of leadership is appointmentship and not leadership. 

 

Even though leadership might be one of the classic functions of management, the 

appointment to the position of manager does not, and cannot, confer the status of leader 

on the individual. Sorrentino and Boutillier (1975) conducted research with 16 groups 

of four male student members, finding support for earlier research that quantity, rather 

than quality, of communication affected attribution of leadership. However, groups only 

formed for a one-off task which did not permit examination of whether, over time, 

members would reconsider their attributions. Riggio et al. (2003) also examined the role 

of communication in leader emergence and noted that the quality of communications 

became a key factor in teams whose lifespan was greater than one-off tasks lasting a 

couple of hours (as commonly found in research studies). Mullen et al. (1989) found, in 

theoretical research, that emergent leaders usually have the highest participation rates in 

the team and, arising out of this, also usually rated as being highly prominent. This 
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suggests that quantity and quality of communications are both factors in determining 

leader emergence. 

 

In another study highlighting the role of communication in leader emergence, Sudweeks 

and Simoff (2005) explored emergent leadership online, via computer mediated 

communication, in two different contexts. In the first case study, 143 volunteer 

researchers around the globe collaborated asynchronously on a research project over 

two years. In the second case study, 18 students collaborated synchronously in nine 

online workshops over 10 weeks. In both cases there were appointed 

leaders/moderators. Analysing utterances (number of communications), total number of 

words used, average length of utterances and number of task-related utterances for each 

participant, they found that, in both synchronous and asynchronous environments, 

several individuals emerged as leaders in addition to the appointed leaders. Emergent 

leaders were found to have sent more messages than other participants, and notably also 

a greater number of task-related messages. Thus emergent leaders contributed content-

related messages, not only volume.  

 

A substantial proportion of work teams (at least a third) have been described as being 

‘fast acting, temporary project teams’, an increasing number of which comprise 

members of a similar rank and/or without a formal leader (Day et al. 2004, 859).  The 

traditional perspective posits that one or two individuals might emerge as leaders, but 

Day et al. (2004) suggest that instead, leadership might be shared or distributed by all 

that team members. Berdahl (1996) notes that some groups might have centralised 

influence and one leader, whereas other groups might exhibit a more distributed form of 

influence allowing more than one member to exercise leadership.  The perspective 

adopted by team members when the team is forming is likely to influence the type of 



2 Review of Literature on Distributed Leadership   

-80- 

leadership that will subsequently emerge. If the dominant model is that of individual 

leader (Day 2000), then it is likely that this form of leadership will prevail (Day et al. 

2004). However, if team members adopt a more collective perspective, then alternative 

modes of leadership are possible (Day 2000).  

 

A number of themes are observable from the extant research into emergent leadership. 

The studies indicate that particular types of team contribution, which are context-

related, determine who is considered a leader. Communicating (in the form of 

behaviours and actions), in particular, was identified as a pivotal area of contribution in 

a number of studies.  Importantly, the research provides support for the notion that in 

many cases more than one member in a team is capable of exercising leadership. 

Further, even where leaders are appointed, non-appointed leaders emerge. However, 

even though conceptualising the possibility that more than one person in a team might 

exercise leadership constitutes a profound paradigm-shift, many studies maintained the 

constraining perspective that only one person can lead at any time.  

 

Conclusion – Leadership in a team context 

The increasing importance of teams in the workplace, coupled with the ubiquity of 

teams and groups in wider society, provides strong grounds for research efforts that will 

contribute to a better understanding of how they function (McGrath et al. 2000). Team 

leadership is among many topics which might further that end, particularly since studies 

of dyads have largely neglected the reality that leaders and the followers are members of 

a larger team (Pescosolido 2002). 

 

Like the study of leadership, research into teams has been dominated by positivist 

paradigm. While a lot of ground has been covered in the field, until recently key 
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questions, such as those relating to team effectiveness, have remained incompletely 

answered. The recently proposed IMIO model of team signals a new understanding of 

teams and team context, viewing both as being more dynamic and subject to emergent 

influences created by the team itself. In relation to leadership, the symbiotic relationship 

between team research and leadership research has seen a hero or sole leader view of 

leadership dominate yet, although a hardly-explored idea almost a half-century ago, 

there is growing interest in the idea of leadership being in some way a collective 

function of teams. The source of leadership has consistently emerged as a theme in each 

of the three elements of the leadership equation and warrants closer examination. 

 

2.5 The Value of an Alternative Paradigm of Leadership 

Having examined the three key components of the leadership equation (leaders, 

followers, and context) it is apparent that researchers have either intentionally or 

unintentionally allowed one of the components to predominate. Leadership research can 

be alternatively classified as leader-centred (leader component), team-centred (context 

component), or individual-centred (follower component) instead of the traditional 

‘schools’ approach (qualitative, behavioural etc.). 

 

Leader-centred theories concentrate on leadership by the leader-individual. Team-

centred theories focus on leadership shared by the collective that constitutes the team or 

organisational unit. The so-called ‘followers’ are the final entity: individuals in the team 

who are not the designated leaders but who are nevertheless important in the leadership 

formula (Kets de Vries 2001). An individual-centred perspective (distinct from a leader-

centred or a team-centred approach) focuses on how these individuals exercise influence 

which, by definition, constitutes leadership. (Figure 2-1) 

 



2 Review of Literature on Distributed Leadership   

-82- 

 

 

 

 

 

 

Leader-Centred Leadership  

Nahavandi (2006) notes that most definitions of leadership contain three elements. 

Firstly, leadership is a group phenomenon involving influence over followers—hence 

the leader needs followers. Secondly, leader influence is directed at facilitating group 

goals.  Finally, leadership is synonymous with a hierarchy which may be more or less 

flexible.  

 

As has been evidenced in this literature review, much of the previous leadership 

research has focussed on the leader-individual (Kelley 1988; Agashae 2001; Dixon and 

Westbrook 2003; Grint 2005) whose role it is to effect influence over the followers. 

House et al. (1997) reflect that 98% of empirical studies into leadership are individualist 

in orientation, where follower obligations rather than rights are stressed.  

 

Executing the leader role elevates the member’s status in the leader-follower hierarchy 

and, by implication, diminishes that of the followers. Fairholm (2003, 4) captures this 

popular, hierarchical, leader-centric perspective of leadership and leaders:   

The careful observer of leadership must conclude that the leader’s role is 
different from that of other group members. Leaders are set apart from 
followers by a personal appeal or the allure of their programmes, ideas and 
ideals. 

 

Figure 2-1: Locus of Leadership 
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Even the ‘new (charismatic and transformational) theories’ of leadership, while more 

aware of followers’ impact, continued to view followers as dependant, rather than 

independent, variables (Dvir and Shamir 2003) and little new was learned about the 

follower side of the equation (Ehrhart and Klein 2001). 

 

Team-Centred Leadership 

Despite being rather short-lived as a popular phenomenon, team-centred leadership 

gained support as an alternative to, and even vaccination against, the failed leader-

centric leadership approach  (Manz and Sims 1995). In their most team-centred form, 

and true to their primary purpose of eliminating individual leaders, Self Managed 

Teams (SMT) comprise a group of highly trained employees who share the 

responsibility for delivery of a well-defined, holistic end-product (Burke et al. 2006b).  

 

The leadership role is shared equally and simultaneously by team members (Orsburn et 

al. 1990). By design there is no leader and no followers. Everyone is simultaneously 

both a leader and follower to all others in the team. In the SMT, leadership resides with 

‘the team’: an organisational construct providing a context for people to work together. 

Instead of leadership being leader-centred, focussing on one leader-individual, it 

became team-centred and the domain of the collective (Orsburn et al. 1990). SMTs were 

expected to deliver leadership by the team.  

 

Though leaders might threaten teamwork, teams often require leaders in order to 

function effectively (Thompson 2004). Leadership is about people who influence and 

people who are influenced and teams are not people, but a context within which people 

interact. Kets de Vries (2001) points out that, like automobiles, organisations don’t run 



2 Review of Literature on Distributed Leadership   

-84- 

themselves – people are needed. As an approach, team-centred leadership proved to be 

unsustainable as a general practice. 

 

Individual-Centred Leadership 

Neither a leader-centred nor a team-centred approach has provided a satisfactory 

account of leadership. The one entity in the leadership formula that remains largely 

unexamined is the individual, mostly referred to as followers. Although a heroic view of 

leadership—person, position or results orientation—has dominated leadership theory 

(Gronn 2002; Binney, Wilke and Williams 2005) and consequently led to issues relating 

to followers (Kelley 1988; Chaleff 1995; Grint 2005) and shared leadership being 

under-researched, theories advocating distribution of the leadership function amongst 

individuals are now emerging (Hunt 2005) and gaining adherents (Yukl 2006). 

Distributed leadership is an individual-centred view of leadership that recognises that 

multiple individuals in a team exercise leadership.  

 

2.6 Perspectives of Distributed Leadership 

In contrast to the sole-leader approach to leadership, Quinn (2004, 12) suggests that 

leadership is a temporary condition, arising when an individual chooses to implement 

certain keys skills. He asserts that thinking about leadership in this way amounts to ‘a 

radical redefinition’ of leadership, where everyone could be a leader and recognised 

leaders (and others) are for most of the time not actually engaged in leading.  Such a 

distributed approach to leadership (Barry 1991), which views leadership as a set of 

readily divisible functions (Tyson 1998), has the potential to provide new insights into 

the nature and exercise of leadership. Highlighting its perceived importance, the topic 

was flagged as the focus of  a special-issue of Leadership Quarterly in 2006 (Hunt 

2005).  
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This section will commence with a review of definitions of the concept of distributed 

leadership and a brief consideration of its development for purposes of providing some 

positioning within the broader field of leadership. Thereafter the properties and forms of 

distributed leadership will be explored in greater depth. The section concludes with a 

consideration of implications of the current position of the field and an examination of 

opportunities for further research.  

 

Definitions of Distributed Leadership 

Leadership may be distributed among many members or concentrated in a 
few; the pattern of leadership is a distribution which describes the whole 
group rather than an attribute of single individuals (French 1956, 191). 

 

Although the notion of distributed leadership was mooted more than fifty years ago, as 

can be seen from the quote above, it has until recently remained an undeveloped 

concept (Gronn 2002). Definitional concerns, relating to the inconsistent use of the 

terms ‘shared’ and ‘distributed’ (Story 2004), illustrate the types of issue typically 

raised in the early stages of a developing field and confirms the need for further 

theoretical clarity (Yukl 2006) and associated research.  

 

There is no single, clear definition of what comprises distributed leadership (Harris and 

Spillane 2008) and extant definitions are quite disparate (Bennett et al. 2003). The 

definition problem is exacerbated by the multitude of definitions of leadership (Bennett 

et al. 2003). For example, terms such as distributed leadership and dispersed leadership 

(Nelson et al. 2006), and shared and distributed (Staniforth and West 1995; Day et al. 

2004) are often used interchangeably. These problems might be expected in a discipline 

considered to be in its infancy (Lowe and Gardner 2000; Bennett et al. 2003; Nelson et 

al. 2006), or even embryonic (Lashway 2003), and both confirm and provide the need 

for further research in the field.  
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Distributed leadership involves multiple leaders 

In its most simple form, distributed leadership ‘means more than one leader’ (Day et al. 

2004, 874). Simple as it may seem, this view represents a profound paradigm shift from 

the long- and widely-held sole leader perspective. Carson et al. (2007, 1218), who use 

the terms distributed and shared interchangeably, define shared leadership as ‘an 

emergent property that results from the distribution of leadership influence across 

multiple team members’.  

 

Distributed leadership is situational and episodic in nature 

Pearce (2004, 48) suggests that distributed leadership involves continual mutual 

influencing by team members, ‘characterized by "serial emergence" of official as well 

as unofficial leaders’. Changes in leadership would likely be frequent and continuous, 

responding to needs and circumstances. Leadership of this nature, suggests Rabey 

(2005, 215) is ‘more situational and episodic’ than constant. An example can be found 

in leadership online gaming (Reeves, Malone and O Driscoll 2008). 

 

Distributed leadership is capability (expertise) driven 

Mintzberg (2006) proposes that distributed leadership implies a role that might be 

occupied by different people in a group, depending on their capabilities. He offers the 

development of internet-based Wikipedia and the computer operating system Linux as 

examples of distributed leadership in action. 

 

Yukl’s (2006) view of shared or distributed leadership practices as a set of particular 

leadership functions links with Mintzberg’s (2006) notion of capability playing a role in 

the distribution of leadership. Suggestions that particular functions may be performed 

by different members at different times (Yukl 2006), introduces a temporal 
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consideration. Overall, the leadership actions of all members combined is more 

important than any single leadership action and, for the approach to be effective, there is 

a strong need for coordinated, complementary shared leadership activities. This 

represents a fundamental shift in perspective from leader to leadership (Ulrich and 

Smallwood 2007) – from personal qualities to methods or behaviours that achieve 

desired outcomes. 

 

Distributed leadership at the nexus of leaders, followers and context 

Spillane and Camburn (2006, 9) develop the concept beyond the notion of distributed 

leadership being more than one leader. In a school setting, they define distributed 

leadership practice as the ‘product of the interactions of school leaders, followers, and 

their situations. Practice takes shape at the intersection of these three elements’. 

Interaction is a key dimension. The three core elements relate closely with the 

leadership formula used to frame this literature review. 

 

Distributed leadership about reciprocal influence 

Definitions of distributed leadership from Elmore (2000) and Martinez et al. (2005), 

also set in the context of schools which provide the context for much of the early 

research in the field, present some insights into how Yukl’s (2006) functions might be 

shared. Distributed leadership involves guiding and directing - terms implying 

reciprocal influencing not present in controlling - from multiple sources (Elmore 2000), 

which follows ‘the contours of expertise in the organization, made coherent through a 

common culture’ (Martinez et al. 2005, 15). A common task and shared values are the 

two essential elements of the context within which distributed leadership occurs. 
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The work of Gronn (Gronn 2002), according to Bennett et al. (2003, 15), provides ‘the 

most sophisticated attempt to develop a conceptual description of distributed 

leadership’. Gronn (2002, 428) views leadership as a voluntarily ascribed status, where 

such attribution might be to any one of a variety of ‘focal units’ of leadership, from a 

single individual, through increasing aggregations of individuals, to ‘larger plural-

member organizational units’. Such attribution of influence may be experienced or 

‘reputed, presumed or imagined’. Important concepts surfaced in this definition include 

attribution (through experience or interpretation based on reputation, presumption, or 

imagination), rather than appointment, and a notion that leadership might reside within 

an aggregation of individuals rather than only in specific individuals.  

 

Towards a convergence of views 

In just a short space of time the number of researchers and commentators in the field of 

distributed leadership has mushroomed and, along with this growth, has come a broad 

and widening variety of definitions. Themes emerging from the various definitions 

include:  

� leadership being shared amongst people;  

� various leadership functions being distributed according to personal capability; 

� leadership emerging through attribution;  

� the effect of context on who assumes leadership; and  

� the role of time.  

 

These different perspectives of distributed leadership mirror the multitude and variety of 

views about leadership itself. Most definitions of leadership differ in form according to 

their context but concur that leadership is about influence.  Similarly, definitions of 

distributed leadership place accent on different contextual aspects of the phenomenon 

but all contain the principle that it involves more than one person exercising leadership. 
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After an extensive review of the extant literature,  Bennett et al. (2003, 7) offer their 

own definition of distributed leadership. They suggest that distributed leadership 

comprises three distinctive elements. First, it is ‘an emergent property of a group or 

network of interacting individuals’. Second, boundaries of leadership are open to allow 

a wider ‘net of leaders’ than the traditional sole-leader perspective. Finally, distributed 

leadership recognises that ‘expertise is distributed amongst the many, not the few’. Of 

these three elements, it is the concertive nature (Gronn 2002) of this form of leadership 

that distinguishes it as quite different from other leadership perspectives (Bennett et al. 

2003). 

 

A definition of distributed leadership for this research 

The definition of leadership adopted earlier, which encapsulates the commonly accepted 

view that leadership involves influencing, can be adapted to include the one commonly 

accepted notion that distributed leadership is being exercised by more than one person. 

For the purposes of this thesis, distributed team leadership is ‘intentional influencing of 

others that is exercised by multiple members, towards a common goal, through a range 

of influencing behaviours that emerge over time according to context and member 

capability’. Shared leadership may imply distributed leadership, but not necessarily so. 

A single leader can share leadership by handing over to another single leader. 

Distributed leadership, on the other hand, implies that the leadership functions in the 

team are distributed in some form amongst at least some team members.  

 

Development of Distributed Leadership  

Despite only recently receiving serious research attention, Timperley (2005, 418) points 

out that ‘leadership has always been distributed within organizations’, and expresses 

surprise at how long it has been overlooked. One reason may be that leadership has 
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become more complex because the social context in which it is exercised has become 

more complex (Osborn et al. 2002; Rabey 2005), and there is greater awareness that 

more people need to be involved in leadership (Harris and Spillane 2008).  

 

The changing nature of work in knowledge economies includes finding methods 

whereby smarter people can share their knowledge. The increased complexity of 

challenges (Fisher 1998), and the unlikelihood that single team members will possess all 

the knowledge required to make correct decisions (Nelson et al. 2006), usually means 

that individuals are not capable of addressing them alone.  

 

Simply put, the new type of work requires a distributed approach. With changes in how 

work is organised come changes in the dispersal of power, and dispersed forms of 

leadership have emerged as a result of these shifts in power (Gordon 2002). Avery et al. 

(2004) suggest that increased distribution coupled with networking blurs the distinction 

between leaders and followers. In organic leadership, many rather than only a few lead, 

depending on capability and context. With challenges relating to work and knowledge, 

it is understandable that distributed leadership been most researched in the contexts of 

business and education (Day et al. 2004). 

 

Distributed leadership has garnered sufficient interest for some scholars to regard it as a 

new paradigm of leadership (Gordon 2002). Yukl (1999b, 301) believes that an 

alternate to the hero view of leadership, one which places ‘greater emphasis on the 

reciprocal influencing processes’, has scope. He suggests further that ‘all of the 

[leadership] theories would be improved by a more explicit description of the 

implications for distributed and shared leadership in groups and organizations’(Yukl 

1999b, 293).  
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A numerical or additive approach accommodates the perspective that any, or even all, 

members of an organisation may at some time exercise leadership (Gronn 2002). In this 

context, acts of leadership do not carry special privilege and exercising leadership does 

not imply elevated status (Gronn 2002). Questions that arise include the extent to which 

leadership might be distributed within organisations, who determines the nature and 

extent of distribution, and the nature of distributed tasks and roles (Story 2004).  

 

Gronn (2002) proposes that leadership might be seen more holistically as a ‘leadership 

complex’ (Gibb 1958, 215). Though individuals might ultimately perform particular 

behaviours, these are ‘concertive’(Gronn 2002, 429) in nature, rather than simply an 

aggregation behaviours of multiple individuals. Essentially, individual leadership 

behaviours are interdependent rather than independent behaviours, forged through 

dynamic, interactive, interdependent relationships. Concertive action can take the form 

of spontaneous collaboration, ‘intuitive understanding’ arising out of a close working 

relationship, and more formalised structures aimed at institutionalising distributed 

action. 

 

Properties of Distributed Leadership 

A number of properties of distributed leadership may be distilled out of the various 

forms of the phenomenon described above. Properties include shared, emergent, 

attributed, interdependent, collaborative, and coordinated. While most of the properties 

would also be useful descriptors of good teamwork, it should be highlighted that in this 

context their association is with team leadership. This congruence between descriptors 

of distributed leadership and teamwork nevertheless provides evidence that distributed 

leadership is oriented towards inclusiveness. Each of the properties is discussed below 

from a leadership, rather than teamwork, perspective. 
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Shared: Most definitions acknowledge that distributed leadership is a ‘shared influence 

process’ (Nelson et al. 2006, 4), just as influence is the one property that most 

definitions of leadership include (Yukl 2006). 

 

Emergent: A second core property of distributed leadership is that it emerges, in 

context, from the interaction between group members (Nelson et al. 2006), rather than 

formal appointment. 

 

Attributed: Attribution is a vital element of distributed leadership. Followers choose to 

be influenced and attribute leadership to another and followership to themselves. 

Leadership and management are thus very different concepts (Gronn 2002). 

 

Interdependent: Interdependence, between the leader and those who choose to follow, 

is another key property of distributed leadership (Gronn 2002). Leader and follower 

roles are both essential to effective performance. Role overlap results in 

‘dedifferentiation’, or a blurring of leader/follower boundaries (Gordon 2002, 159), and 

enhances the opportunity for shared leadership and shared followership behaviours if 

parties are prepared to operate in this mode. It may also lead to additional, potentially 

reinforcing, levels of particular behaviours. Potential weaknesses in leadership might be 

minimised as a result of complementarity derived through differing skills of the parties 

(Gronn 2002).  

 

Collaborative: Mutual reliance leads to some degree of collaborative power sharing 

between leaders and followers (Gordon 2002), and collaboration serves as an enabler 

for forms of role sharing.  



2 Review of Literature on Distributed Leadership   

-93- 

Coordinated:  Distributed leadership involves coordination and, depending on the 

context, may include such activities as scheduling, planning, standardising, consulting 

and communicating (Gronn 2002).  

 

Implications of a Distributed Leadership approach 

The difference between sole-leader and distributed leadership properties necessarily 

result in quite distinct manifestations and experiences of leadership and followership. 

Some of the major implications of a distributed leadership approach are discussed 

below. 

 

Questions around accountability: A distributed approach to leadership implies a 

blurring of the traditional hierarchical distinction associated with the leader-follower 

dualism (Gronn 2002), and formal accountability also becomes unclear.  In the context 

of schools, Harris (2003, 319) suggest that distributed leadership requires that formally 

appointed leaders ‘relinquish power to others’. Within the education context, much of 

the early discussion around distributed leadership appears to have focussed on 

distributing management and authority (Spillane et al. 2006b) rather than dispersing 

leadership (Youngs 2007). These concerns arise because leadership is not being 

attributed and managers are being called leaders regardless of whether they are actually 

being followed. 

 

Enhanced inclusivity: Distributed leadership permits members to involve themselves in 

interpreting the nature, values and identity of the business, resulting in a more keen 

sense of position of the business within the competitive environment (Torpman 2004).  
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Social and cultural context: Distributed leadership is inexorably intertwined with the 

social and cultural context within which it operates (Bennett et al. 2003). It can be 

expected that distributed leadership is not compatible with all forms of social and 

cultural contexts and implementation would pose substantial challenges in some 

contexts. Findings from the most recent GLOBE study on leadership and culture (House 

2004a) would support the notion that cultures which exhibit high power distance will 

less easily share leadership, let alone divide and distribute it.  

 

Impact on team dynamics: The context in which leadership is exercised has, for the 

purposes of this research, been linked closely to teams. The literature suggests that most 

work teams are comprised of members in superior-subordinate relationships.  

Consequently, as most people have been socialised in teams that have a sole-leader, it is 

expected that moving to a distributed form of leadership would require some, if not 

quite substantial, amounts of support and facilitation in the early stages of such a change 

(Pearce 2004) as processes are reengineered to suit the new leadership format.  

 

2.7 Conclusion 

Leadership is a complex social phenomenon. The century of research in the field has 

been mostly dominated by a positivist approach and attempts to identify, isolate, and 

measure specific constructs using largely quantitative methods. Leadership studies have 

focussed on the notion of a sole leader, and usually examined dyadic behaviour between 

leader and follower as the most convenient means of isolating and measuring elements 

of the construct. Even though often considered part of the leadership equation, follower 

perspectives have hardly been received attention.  More importantly, many studies of 

leadership, in particular those conducted in an organisational context, were really 
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studies of appointmentship and provide insights about management rather than 

leadership. 

 

Leadership is often exercised within a team context and the review of literature suggests 

that there are opportunities to expand understanding of team leadership in the field, in 

particular to account for leadership behaviours that would be readily recognisable by 

leaders in a practical setting. Further, as organisations are increasingly affected by the 

knowledge economy, it is probable that both the composition and leadership of teams 

will be quite different from that during the industrial epoch and it is also likely that 

leadership will be distributed amongst team members.  Providing insights into the 

question, ‘How do followers exercise leadership?’, and outlining specific influencing 

behaviours that individuals might exercise when leading teams, will contribute to more 

effective team leadership and ultimately more effective teams.  
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CHAPTER 3 
RESEARCH METHOD 

 

3.1 Overview 

This research study followed a Grounded Theory Methodology approach to examine the 

question, ‘How do followers exercise leadership?’  Consequently, although this research 

study uses a conventional scientific reporting format (i.e. literature review, research 

methodology, results etc.), almost all of the literature review was conducted only after 

data analysis had been completed, according to Grounded Theory Methodology (Glaser 

and Strauss 1967).  

 

The primary focus of this research was to develop a substantive grounded theory of how 

followers exercise leadership, as experienced by teams of eight to ten members 

participating in a four day outdoor leadership development program.  In 2004 

approximately 120 learners attended the program, and were divided into 14 teams of 

nine members. In 2005 there were around 100 attendees, allocated to one of 12 similarly 

sized teams.  

 

Observations and insights were captured by the researcher in the applied field setting of 

the program in both 2004 and 2005 and these were supplemented by video recordings 

with high quality audio. Some video was available from the 2004 program, with a much 

more comprehensive set of video recordings that captured every team from the 2005 

program – in all, 28x60min video tapes. Video recordings assisted some informants 

with recall during interviews and were also analysed by the researcher to test the fit of 

the emerging grounded theory. Documented researcher field notes and written 

participant observations also contributed data and research insights.  
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The major data source was 37 interviews (of 80 minutes average duration) involving 49 

informants, which were conducted and transcribed by the researcher.  The semi-

structured interviews, with a mix of 31 individual and 6 group interviews, examined the 

research question from a variety of perspectives, according to the role that informants 

had played on the course. These included leadership course participant, team observer 

(who accompanied and observed the team for most of the four day leadership course), 

base observer (who watched all of the teams at a particular base) and course observer 

(researcher and course organiser).  Informants who formed part of the interview sample 

were purposively rather than randomly selected using sampling techniques which are 

discussed in depth later in this chapter. 

 

Using the grounded theory methodology detailed in this chapter, a theory of how 

followers in this substantive field exercise leadership was emerged. In the interpretive 

approach it is essential that ‘the perspectives and voices of the people’ (Strauss and 

Corbin 1994, 274) are included and substantial use is made of thick description, a key 

element in grounded theory developing and testing. Thick description uses ‘detailed, 

rich descriptions’ (Morrow 2005, 252) of both how participants experience phenomena 

and the context of those experiences. Accordingly, informant quotes are used frequently 

in the results chapters of this thesis. Unless otherwise indicated, all emphasis in the 

quoted was added by the researcher. 

 

In the sections that follow, the choice of research methodology will be outlined, along 

with a more detailed account of the research procedures that were followed. 
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3.2 Introduction 

Three key research issues confront a researcher and were relevant to this study. First, in 

which scientific paradigm is the researcher operating? Secondly, which research 

methodology might, congruent to the scientific paradigm, appropriately answer the 

research question? Finally, what methodologically consistent methods will be used to 

gather, interpret and then analyse data, delivering a trustworthy outcome? Each of these 

issues is discussed and the chapter concludes with a brief overview of the ethics 

procedures followed in this study.  

 

3.3 Justification of Paradigm 

Issues relating to the philosophy of theory have been debated for centuries and are core 

considerations in research design (Easterby-Smith et al. 2002). Three research benefits 

arise from an understanding of relevant philosophical issues including: (1) selecting an 

appropriate research design that guides data collection and interpretation to address the 

research question; (2) discerning between different designs; and (3) conferring a 

capacity to work outside previous experience and adapt research designs when needed.  

 

A paradigm is a conceptual framework providing a particular view of the world. 

Through a collection of basic concepts and ideas, a paradigm models how a discipline is 

understood (Hesse-Biber and Leavy 2006). Three major concepts are associated with 

two overarching research paradigms, the positivist and critical/interpretivist paradigms 

respectively. 
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Components of a paradigm 

Lincoln and Denzin (2000, 157) point out that paradigms are ‘a basic set of beliefs that 

guide action’. Three components, viz. ontology, epistemology and methodology guide 

research, and examination of each in turn provides the basis for a more detailed analysis 

of particular paradigms. 

 

Ontological considerations 

The debate around absolute or interpreted reality is the first key philosophical issue a 

researcher needs to consider when selecting a research paradigm. Ontology considers 

how individuals see themselves in relation to the world around them (Whitehead and 

McNiff 2006). Ontology also influences how others are seen, and will have a bearing on 

whether the researcher can be an independent observer or an involved actor (Whitehead 

and McNiff 2006). Questions that might be asked to probe ontology include (Reece 

2004, 144): 

� ‘What is the nature of reality? 

� What is already known about this reality? 

� What is already known about the real world? 

� Is this how things really work?’ 

 

Chia (1999) suggests that adopting a view of reality that is ever-changing, which is the 

position adopted for this research, embraces ontological reality. The dynamic social 

nature of teams means that reality is changing continuously. Reviewing extant literature 

provides perspectives of how others perceive reality, real world and how things are 

perceived to work.  Chia (1999) points out further that a continually changing reality 

poses challenges for epistemological reality which are discussed next.  
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Epistemological considerations 

Epistemology, another key paradigmatic consideration, contemplates ‘the nature, extent 

and justification of knowledge’ (Rosenberg 2000, 4). This ‘theory of knowledge’ 

(Whitehead and McNiff 2006, 23) encompasses both ‘what is known’ and how that 

knowledge is acquired. Questions that the researcher may ask include (Reece 2004, 

144): 

� ‘What is the relationship between the researcher and the researcher’s perceptions 

of reality? 

� Is the reality shared by the researcher only, or also by others? 

� What impact has the research had on its portrayal – is it researcher shaped or is it 

‘true’ reality’?’ 

 

Chia (1999) asserts that adopting a metaphysics of change (promoting movement, 

change and transformation), rather than the more traditional metaphysics of substance 

(promoting stability, permanence and order) acknowledges ontological reality. Our 

understanding of ontological reality (epistemology) is constructed because we use static 

representations of an ever-changing reality.     

 

This research is positioned in the context of the epistemological questions the researcher 

considered, and which influenced the selection of research methodology. A view was 

formed that people have a perceived sense of reality, formed through a personal 

interpretation of the world they experience (Whiteley 2004). A researcher can thus 

never be a completely detached, neutral processor of facts - human data processing is an 

interpretative rather than absolute act. If knowledge is categorised and framed in a 

similar way, then understanding of a particular phenomenon might be highly aligned, 

apparently common and even shared. 
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Methodological considerations 

The third consideration is research methodology, ‘a study of how we do things’ 

(Whitehead and McNiff 2006, 23), as distinct from methods or techniques used to 

generate knowledge. Ontological and epistemological perspectives impact on the 

selection of methods chosen to study phenomena  (Ponterotto 2005), as  the researcher 

contemplates the question, ‘Which research approach/methods will be congruent with 

ontological and epistemological perspectives?’ (Reece 2004, 144). 

 

This research adopted a critical/interpretive approach (Ponterotto 2005) and, congruent 

with that paradigm, a qualitatively oriented Grounded Theory Research Methodology. 

Reasons for paradigm and research method selection are presented in sections that 

follow. 

 

Research Paradigms 

Adherents of a particular paradigm hold particular views relating to ontology and 

epistemology and choose research methodologies congruent with those perspectives 

(Walliman and Walliman 2006). Two core research paradigms, positivist and 

critical/interpretive, have been identified (Veal 2005). The essential elements of both of 

these major paradigms are discussed below.  

 

Positivist Paradigm 

The ‘scientific or positive’ (Whiteley 2004, 11) tradition was developed in the 19th 

century (Ponterotto 2005). The main principles of positivist research (Easterby-Smith et 

al. 2002) are listed below:  

� independence - observer independent of the research situation 

� value-freedom -  the researcher’s choice of study topic and research methods are 

determined objectively 
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� causality – research aims to identify causal explanations and laws explaining social 

behaviour 

� hypothetico-deductive – research uses a process of hypothesizing using fundamental 

laws and deducing what will demonstrate truth/falsity of hypotheses 

� operationalisation - concepts are defined to allow quantitative measurement 

� reductionism - problems are best understood when reduced to simplest elements 

� generalisation - samples of sufficient size are needed to allow generalisation 

� cross-sectional analysis - regularities are most easily identified when comparing 

variations across samples   

 

The positivist approach has dominated social science research (and also studies of 

leadership) for a least a century, but a sufficiently large number of researchers have 

challenged, and rejected the approach in favour of the phenomenological or interpretive 

approach. The scientific revolution and the ongoing critique of the positivist approach 

has resulted in a wide array of different, but related, methodologies (Easterby-Smith et 

al. 2002) that have ‘changed the research landscape’ (Dunne, Pryor and Yates 2005, 

81). 

 

Critical/Interpretive Paradigm  

The early name of the alternate approach, phenomenology, reflects the major 

philosophical difference between the old and new research paradigms.  Positivists 

would assert that they were studying things in themselves or the raw reality. However, 

Gomm (2004) asserts that most social scientists would say they study only phenomena 

or perceptions of reality – the thing as it appears. This alternative approach has become 

better known as the critical/interpretive paradigm (Veal 2005), acknowledging the role 

of interpretation of social phenomena by both informants and researchers.  
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Key paradigmatic differences summarised 

Research conducted within a particular paradigm will necessarily adhere to the broad 

ontological, epistemological, and methodological tenets of that paradigm, framed in 

Table -1, which follows as researcher choices. Methodology and methods associated 

with a particular approach also determine the nature and form of research 

trustworthiness (validity, reliability, and generalisability). 

 

Table 3-1, adapted from work by Chia (1999), Easterby-Smith et al. (2002) and Veal 

(2005), highlights key differences between the two paradigmatic alternatives - positivist 

and critical/interpretive – that the researcher considered when choosing between the 

approaches for this study.  

Element Positivist approach Critical/Interpretive approach 
Researcher 
Choices 

Objective / detached 
 
Views world from perspective of 
metaphysics of substance (stability, 
permanence and order) 
 
 
 
 
investigates external world 
testing theory 
often deductive – quantitative 
begins with hypothesis 
 
large samples 
seeks generalisability 
experimental design 

Subjective interpretation/ detached or 
involved 
Views world from perspective of 
metaphysics of change (external fluxing 
reality BUT because ever-changing cannot 
accurately represent with static symbols, 
concepts, categories – all only abstractions 
at point in time) 
 
engages with research subjects 
generating theory 
often inductive – qualitative 
 interrogates data to discover 
 meaning 
smaller numbers 
limited generalisability 
real world / fieldwork  methods 

Trustworthiness 
 
validity 
 
reliability 
 
generalisability 

 
 
Does it measure what it claims? 
Same results at different time? 
 
Probability patterns represent 
population 

 
 
Full access to knowledge and meanings of 
informants 
Similar observations at different times? 
Will ideas/theories be applicable in other 
settings? 

 

Table 3-1: Paradigmatic differences between research approaches (Source: Adapted from 
Chia 1999, Easterby-Smith et al. 2002 and Veal 2005 for this research) 
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Patton (2002, 13) suggests that decision making about research methods should be 

pragmatic, noting simply that ‘some questions lend themselves to numerical answers; 

some don't’. The question, ‘How do followers exercise leadership?’, deals with 

leadership, a social phenomenon (Kouzmin and Korac-Kakabadse 2000; Mumford et al. 

2000).  Pettigrew (1997) notes that social reality is not a static state, and thus leadership, 

as a component of social reality, constitutes a perceived reality, and a continuously 

changing mix of social dynamics and processes. Pragmatically, the topic can 

appropriately be researched through: engagement with the research subjects; using 

inductive inquiry; interrogation of data to discover meaning; using smaller numbers of 

informants from a specific population, with limits on generalisability; and conducting 

investigation in the field.  These choices align with the interpretivist research paradigm, 

and the research was pursued under that paradigmatic umbrella. 

 

Qualitative Methodology 

Interpretive inquiry is sometimes alternatively known as qualitative inquiry (Gomm 

2004). ‘Qualitative methods facilitate studies of issues in depth and detail’ (Patton 

2002, 14), and the end-goal is description (Glaser and Holton 2004). Essentially, they 

involve a search for depth, openness, and detail. Approaches are substantially less 

constrained than the more structured designs of quantitative methods which, broadly, 

have as an end-goal a numerical outcome from a set of predetermined categories 

derived from standardised measures (Patton 2002). Qualitative research has surfaced in 

the leadership field to explore elements pertaining to leadership processes that 

quantitative research would probably not have tackled (Conger 1998). Furthermore, 

qualitative researchers have also responded quickly to new ideas in leadership, such as 

the sharing of leadership (Bryman 2004).  
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One of the primary aims of quantitative research is to achieve generalisability and this 

requires a large, random sample.  Alternatively, qualitative research seeks insights from 

data which have depth, detail, and richness. Researchers focus on collecting rich and 

detailed data from a smaller sample not considered significant or random.  Qualitative 

researchers focus on ensuring that the final output, containing insights extracted from 

rich data, constitutes an accurate representation of the sample rather than achieving 

generalisability (Patton 2002). The research methods and sample in this study were 

selected to deliver rich data rather than randomness and statistical significance and a 

resultant limitation is limited generalisability of the research findings. 

 

The qualitative study is, however, no less scientific because it is qualitative. Berg (2006 

,4) comments that quantitative research, with its foundation on numbers, is 

‘erroneously’ regarded as being more scientific than qualitative approaches based 

instead on ‘words, images, and descriptions’.  One possible reason relates to the 

‘vestiges of scientific method’ (Dunne et al. 2005, 83) which dominated all research 

philosophy and practice for so long.   

 

In qualitative research the focus is on the ‘skill, competence, and rigor’ of the researcher 

in the field (Patton 2002, 14) and this is discussed in more detail at an appropriate point 

in the chapter.  Quantitative research  instead relies on prescribed, standardised, 

administration of precise instruments for validity (Patton 2002). Each approach has its 

own strengths and weaknesses and can be viewed as alternative, rather than mutually 

exclusive, option for research (Patton 2002).    

 

Grounded Theory Research Methodology is one of many qualitative research methods. 

Importantly, grounded theory has played a major role in legitimising the qualitative 



3 Research Method   

-106- 

approach to research and is one of the most influential approaches for generating new 

theory (Thomas and James 2006). Grounded theory is widely used for PhD theses, 

where  the important consideration is that the research question matches the 

methodology (Glaser 1998).  

 

3.4 Grounded Theory Research Methodology 

Grounded theory is a general methodology for developing theory that is 
grounded in data systematically gathered and analysed.  Theory evolves 
during actual research, and it does this through continuous interplay between 
analysis and data collection  (Strauss and Corbin 1994, 273).  

 

Grounded Theory Research Methodology was developed by sociologists Glaser and 

Strauss (1967) as a pragmatic means of exploring empirical reality through observation 

and analysis of actors in their real settings (Suddaby 2006). Importantly, they argued 

that social and natural sciences do not deal with the same subject matter and challenged 

the applicability of positivist ontology and traditions of the natural sciences (Whiteley 

2004) pervasive in social science research. They adopted a constructivist approach, 

maintaining that in social science scientific truth emerges via observation and consensus 

of meaning of the community of observers, after analysis and interpretation (Suddaby 

2006). Empirical reality is derived from ongoing observation and interpretation 

(Suddaby 2006), and the essence of grounded theory has not changed from inception 

(Corbin and Strauss 1990). 

 

Grounded theory is widely accepted, not only in its founding discipline of sociology. As 

a research method, grounded theory methodology has had major impact on legitimising 

the use of qualitative research methods in applied research in the social sciences 

(Thomas and James 2006).  However, widespread adoption of a method raises ‘the risk 

of becoming fashionable’ (Strauss and Corbin 1994, 277), where it is used and modified 
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by researchers not cognisant of its fundamental elements. To avoid making this type of 

error in this research study, the methodology chapter and research methods focused 

largely on the work of the original authors of grounded theory and their close associates.  

 

Grounded theory justified in leadership research 

Researchers (such as (Conger 1998)) advocate the use of qualitative research methods to 

study leadership, To date, the field has been dominated by quantitative researchers 

(Parry 1998), mostly from the field of behavioural psychology (Gronn 2003). Grounded 

theory has been used in leadership studies for some time (Parry 1998). It appears as if 

Parry (1998) was amongst the first to argue for the use of grounded theory to study the 

process of leadership, largely because leadership is so closely associated with change. 

He provides four reasons why grounded theory methodology is an appropriate research 

approach for leadership studies: 

1. a lack of progress (cf (Hunt and Dodge 2001)) towards an ‘enduring and 

integrative study of leadership’ (Parry 1998, 85) in a field dominated largely by 

psychologically oriented, quantitative studies; 

2. the requirement for a methodology that reflects the longitudinal nature of change 

incidents (which constitute leadership processes); 

3. the requirement to be able to examine leadership in the form that it manifests, as 

social influence processes, and the identification of basic social processes as part 

of the grounded theory method (Zaccaro and Horn 2003); and 

4. the capability to deal with a wide variety and range of data and variables, and to 

generate theory  (Thomas and James 2006) rather than test it. 

 

Chia (1999) provides an additional reason that supports a grounded theory approach 

to the study of leadership. He argues that organisational studies, of which leadership 

is part, needs to be much more process-centred to be able to capture the essence of an 

ever-changing social reality. Process thinking is driven by the assumption that social 

reality is always in flux (Pettigrew 1997). 
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Grounded theory is used in many disciplines including business (Whiteley 2004) 

because it is a methodology best suited to answer questions about processes ‘by which 

actors construct meaning out of intersubjective experience’ and how they ‘interpret 

reality’ (Suddaby 2006, 634). Grounded theory methodology  is also used  to develop 

leadership in substantive fields (see for example Alimo-Metcalfe and Alban-Metcalfe 

(2005); Komives et al. (2005)); Larsson et al. (2001). The grounded theory study by 

Klau (2006), for example, sought to understand the theory and practise of youth 

leadership and youth leadership education specifically.   

 

Overall, there is strong justification for the use of grounded theory to study the complex 

social phenomenon of leadership, in pursuit of answers to the research question, ‘How 

do followers exercise leadership?’  

 

Overview of grounded theory methodology 

In  grounded theory, ‘research must not start with a theory to prove, disprove or extend’ 

(Fernandez 2004, 84). Rather, the researcher aims to generate a theory grounded in the 

data collected that relates to the substantive field of investigation. Researching the 

question, ‘How do followers exercise leadership’, focused on generating a theory of 

how followers in the substantive field of study exercised leadership. Specifically, how 

did followers in teams on the leadership development program exercise leadership? In 

answering the research question the study emerged an understanding of leading, 

following and related teamwork issues associated with the substantive field. 

 

A key reason researchers choose grounded theory is because it induces substantive 

theory from everyday realities (Strauss and Corbin 1994). This was the main reason for 

employing grounded theory in this study.  It is also why the literature review was 
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conducted, as espoused by the originators, only after data collection and analysis were 

essentially complete (Glaser and Holton 2004).  

 

Grounded theory works because it involves a systematic cycle of coding, analysing, and 

then recoding until the hypotheses reflect the substance of the data (Glaser 1998). The 

paradox of the methodology is that while systematic procedures deliver rigour they also 

permit creativity in a manner not available in forcing methodologies. Glaser (1998) uses 

the term forcing, critical of the practise of positivist researchers who, he claims, 

massage (or ignore) data to create a fit with extant theories developed by respected 

leaders in the field.  

 

Key methodological departures from positivist methodology 

Grounded theory researchers face scrutiny because the two main methodological tenets, 

constant comparison and theoretical sampling, violate core principles of the positivist 

tradition (Suddaby 2006): clean separation between data collection and analysis and 

hypothesis testing, and random sampling (Glaser 1998). Positivists assume that data will 

be collected first and then analysed, that sampling will be random, and that hypotheses, 

formulated prior to data collection, will only then be tested against the data. Each of 

these issues is discussed in more depth in sections which follow. 

 

Developing grounded theory 

The iterative process commences by sorting or open coding data into concepts and 

categories that might be relevant. Through constant comparison (described in a 

subsequent section) the importance of particular codes becomes apparent and the 

researcher samples more purposively (Boeije 2002) using theoretical sampling (also 

described in a following section), until a stage where nothing new is being learned about 
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the concepts. At this point of theoretical saturation (Glaser 1998), the researcher focuses 

on enunciating the relationships between the concepts and developing the substantive 

theory becomes the primary focus (Fernandez 2004). The process outlined here was 

followed in this research study. 

 

Berg (2006, 19) suggests that ‘in an applied context, theories can be understood as 

interrelated ideas about various patterns, concepts, processes, relationships, or events’. 

Concepts are smaller components of theories, and can usually be identified in clusters, 

or propositions. Propositions outline how concepts are related. 

 

Conceptualisation ‘cannot be ad hoc or impressionistic’ (Glaser 1998, 134). Grounded 

theory has many conceptual levels, organised hierarchically: 

� a concept is an idea 

� concepts becomes properties when they relate to a category 

� categories chart properties which are inter-linked 

� sub-core categories relate predominantly to core categories 

� core categories reside at the highest conceptual level and are related to all 

other categories 

� substantive codes relate to activities of participants in the substantive area 

� theoretical codes reflect the relationship between substantive codes 

� substantive theory integrates all theoretical codes 

 

Conceptual levels varied over time, as Glaser (1998) suggested they would.  Following 

his advice, not too much significance or sentimentality was attached to any particular 

code: some higher order codes ended only as properties of other codes as the theory 

developed. Some of what initially seemed important emerged, in light of other data 

from the substantive field, as quite peripheral. A substantive theory is often grounded in 

a particular setting, based on the choice of initial participants and generalised when the 
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initial theory is exposed to new data from other sets of participants (Glaser 1998). The 

scope of this PhD research was a grounded theory of the substantive field only. 

 

Misconceptions about grounded theory methodology 

Suddaby (2006, 634) identified ‘six common misconceptions about grounded theory’ 

that were given attention for the duration of the study:  

1. ‘grounded theory is not an excuse to ignore the literature’ – the extant literature is 

vital and was conducted once analysis was nearly complete 

2. ‘grounded theory is not presentation of raw data’ – the major contributions of this 

study are the result of theoretical coding 

3. ‘grounded theory is not theory testing, content analysis or word counts’ 

4. ‘grounded theory is not perfect’ – raised awareness to limitations of the method 

5. ‘grounded theory is not easy’ –the researcher was alert to possible periods of 

uncertainty and the time consuming nature of qualitative research 

6. ‘grounded theory is not an excuse for the absence of a methodology’ – essential 

principles of grounded theory methodology were closely followed in this study, 

including use of constant comparison 

 

Misconceptions about applying creative thinking to the process of inquiry in grounded 

theory lead to basic processes bring uncovered but not developed any further (Suddaby 

2006).  Incomplete use of the methodology fails to realise its capacity to generate 

conceptually rich theory (Strauss and Corbin 1994, 276). Techniques (including concept 

mapping, post-it notes and software package NVivo 7) were used to facilitate creative 

thinking. 

 

Trusting grounded theory research 

Other key issues associated with qualitative studies include ‘accuracy, truth, 

trustworthiness or objectivity’ (Glaser and Holton 2004, 1), coupled with procedure and 
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rigour. Glaser (1998, 11) claims that, although different from other research approaches, 

the methodology is nevertheless rigorous and, by implication, also trustworthy:  

 
The rigour of grounded theory is as stringent as it is in the more forcing or 
quantitative methods of survey and control oriented research.  In grounded 
theory interpretations of hypotheses are constantly checked by the constant 
comparative method.  They are as much a part of the theory and as grounded 
in it, as the main concern and its continual resolving. 

 

Corbin and Strauss (1990, 16) suggest four criteria against which research that lays 

claim to generating, elaborating or testing theory should be judged:  

� ‘validity, reliability and credibility 

� plausibility and value 

� adequacy of research process 

� empirical grounding of emergent theory’ 

 

The criteria are substantially similar to the original criteria of Glaser and Strauss (1967) 

and also the more recent criteria (credibility, auditability and fittingness) of Chiovitti 

and Piran (2003). The sections which follows examine the four criteria proposed by 

Corbin and Strauss (1990) and outlines how the researcher ensured trustworthiness in 

this study. 

 

Validity, Reliability and Credibility 

Specific threats to validity, reliability and credibility emanate largely from the observer 

(researcher) (Douglas 2003) and include:  constrained data collection; interpretation 

bias; and intellectual factors which might impede the researcher’s capacity to ‘prevent 

the statements of actors being taken at face value’ (Douglas 2003, 53).  
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These potential threats can be addressed through:  

� drawing on multiple data sources collected in different ways; 

� substantial time being spent in the field (to gain a good understanding of the 

substantive area); and 

� researchers regularly reflecting on their own potential impact on outcomes 

(Douglas 2003).  Patton (2002, 1) offers researchers advice in this regard: 

‘When in doubt, observe and ask questions.  When certain, observe at length 

and ask many more questions’. 

 

Each of these threats, and ways of mitigating them, is discussed below. 

 

Multiple sources of data and triangulation 

Rigour, validity and credibility in grounded theory methodology is achieved through a 

formal and systematic approach (Parry 1998) to each stage of research (data collection, 

data analysis and theory development) (Douglas 2003; Fernandez 2004). This study 

closely followed the systematic procedures of the grounded theory methodology as 

outlined in this chapter. 

 

Using multiple sources of data enhances validity, reliability and credibility (Parry 1998; 

Bommer, Rubin and Baldwin 2004) and this study used multiple sources as outlined. 

Presenting results that incorporate thick description (Morrow 2005), as has occurred in 

this research, also contributes to credibility  as the reader is provided with a view of 

actual informant contributions.  

 

The use of multiple sources of data is one kind of triangulation. Triangulation  may be 

thought of as ‘multiple lines of sight’ (Berg 2006, 5). In land surveying triangulation 

pinpoints a location based on its reference to two landmarks to construct maps.  In 

research triangulation tests for consistency, rather than proving that different approaches 
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or sources of data deliver similar results (Patton 2002). Indeed, Patton (2002, 556) 

stresses that ‘somewhat different results’ may be found as a result of different 

perspectives and should contribute to deepened insights into the interrelationship 

between phenomena being studied and the inquiry approach being used, rather than  

impinge on the credibility of the research. 

 

Patton (2002, 556) proposes four different kinds of triangulation: (1) methods 

triangulation, (2) triangulation of sources, (3) analyst triangulation, and (4) 

theory/perspective triangulation. Due to constraints associated with PhD research, this 

study employed triangulation of sources and analyst triangulation. 

  

The benefits of multiple sources of data, as described by Patton (2002), include: 

reconciling observations and interviews; comparing statements made in public versus 

those made privately; comparing the views of the different parties linked with the 

research situation; and comparing interviewer responses with documentation associated 

with the research situation. All of these techniques were used and contributed to this 

research study. 

 

Triangulation through analysis was also possible, even though there was only a single 

researcher. Analyst triangulation was conducted by having course participants and an 

expert audience review the emerged theory. Patton (2002) points out that triangulation 

may be achieved if participants/experts review the outcomes of the study and find them 

accurate, complete, and fair. ‘Face validity’ (Patton 2002, 561) is bestowed. 

 

In this study, the emergent theory was presented formally to two different groups of 

about twenty participants (including some informants), and also to three individual 
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informants during debrief feedback sessions.  The theory was also discussed informally 

with a variety of course participants who had not been interviewed. Feedback 

consistently confirmed that the substantive theory represents an accurate and fair 

account of both informant input and course experience. As an example, an informant 

(with code R34) agreed with the influencing behaviours identified but also suggested 

that initiative was an important factor that had not been included: ‘What about, on the 

leadership course, he has to take initiative?’ (R34).  In terms of completeness, this was 

the only instance where an additional major concept, originally noted in interviews but 

not developed, was added to the substantive theory once it had been presented, to make 

it more complete. 

 

A detailed outline of the substantive theory was delivered to a special seminar convened 

specifically to report the research. A large group of teachers (around 80), who had 

expertise in the substantive field that was studied, including extensive experience in 

outdoor team leadership programs of the type used in this research study, provided 

feedback that was supportive of the substantive theory. 

 

Researcher experience and time in the field to enhance credibility 

Qualitative research methodology heightens scrutiny of the researcher who does not 

enjoy the same strict and clear degree of separation from the research as in the positivist 

tradition (Patton 2002).  The researcher has previously participated in these courses both 

as staff member (on the school staff) and, in recent years, has visited a few of these 

courses as an observer/pro bono consultant. Prior experience of the researcher might 

pose a risk to qualitative research but, paradoxically, it also provides a great opportunity 

to enhance research credibility (Strauss and Corbin 1994; Glaser 1998). Prior research, 

training, and reading may all be useful if compared systematically against research data 
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and emerging theory. The researcher’s current and past experiences contributed to the 

continual questioning of the data in the field during the advanced stages of theoretical 

coding and during the literature review.  

 

Researcher predisposition 

Another major concern relating to any research process is the effect of researcher 

predisposition or bias on the results (Morrow 2005). Patton (2002, 553) points out that 

this might occur, ‘unconsciously, inadvertently, or intentionally’ and suggested this is 

addressed by the researcher explicitly acknowledging any potential bias or 

predispositions which may be present, including those which might accompany the 

methodology, method, or technique chosen as part of the research design. Researcher 

factors that may impact on the research include: a long-standing interest in leadership; a 

long association with the leadership program that was studied; holding a leader-centric 

view of leadership; extensive training as an interviewer and observer of groups and 

teams; and wide experience as a sports coach of individuals and teams of varying levels 

of ability up to national level. 

 

The first way in which the researcher addressed issues of predisposition was to 

explicitly note all of the potential sources of bias, how they may manifest, and the 

impact each would have on the process. The constant comparison technique of the 

grounded theory methodology continually reminded the researcher to compare the 

emerging theory against any new data. Included in that continuous regime were 

questions such as ‘How does this data fit?’, and ‘Can this be explained in any other 

way?’   
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The development of the emerging theory was continually grounded in participant data 

(including the audio recordings and transcripts of interviews and the video recordings of 

the teams). This practice reduces the risk of bias. Another way of reducing the risk of 

bias was to delay reading literature that related specifically to distributed leadership 

until a time when the data had been largely collected and analysed. This reduced the risk 

of forcing (Glaser 1998), or shaping the data, to fit preconceived ideas. 

 

Plausibility and value 

Even if grounded theory research is reliable, valid and credible it will be worth little if it 

is not also plausible and of value in explaining actions in the substantive area (Glaser 

1998). For a grounded theory to be workable its concepts and their inter-relationships 

should largely and accurately account for situations within the substantive scope of the 

study and also be readily modifiable to incorporate new data that emerges (Glaser 

1998). Grounded theory methodology places a particular emphasis on the value of 

research to the participants in the substantive area and Glaser (1998) notes that when 

research directly addresses issues relevant to the participants then instant grab (or strong 

identification) occurs.  

 

As outlined previously, participants and experts in the field showed strong identification 

with the substantive grounded theory generated in this study. In the case of the experts, 

this occurred during seminar discussions where the theory was presented. In the case of 

participants, feedback was both informal, during presentations of the substantive theory, 

and formal, during the last few interviews.  Interviewees were presented with the main 

elements of the substantive theory that had emerged and were able to comment on the 

extent to which they felt it described their experiences.  
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Adequacy of the research process 

The research process should be adequate and a variety of questions, raised by Corbin 

and Strauss (1990, 17) and listed below, are addressed in this and the remaining 

chapters of the thesis. 

� ‘How was the sample selected?’ 

� ‘What major categories emerged’ 

� ‘What events, incidents, actions gave rise to these categories?’ 

� ‘How did theoretical sampling guide data collection? How did this line of 

research support the categories?’ 

� ‘What relationships between categories were hypothesised and how were they 

formulated and tested?’ 

� ‘Where there instances when the hypotheses did not hold up? What of 

discrepancies – how did they affect the hypotheses and how were they 

accounted for?’ 

� ‘How and why was the core category selected? How were final analytic 

decisions made? How extensively did the theory account for situations in the 

substantive area?’  

 

Empirical grounding of emergent theory 

Once the research process has been considered, a further means of assessing the 

credibility of grounded theory methodology research is to examine the extent to which 

the substantive theory accounts for situations in the substantive field. Empirical reality 

is derived through ‘ongoing interpretation of meaning produced by individuals engaged 

in a common project of observation’ (Suddaby 2006, 633). During this grounded theory 

research study the researcher continually compared emerging theory with data from the 

field until a plausible and adequate theory emerged.  

 

Chapters 4-7 outline in detail the dense concepts that were discovered and developed 

during this research. The chapters also demonstrate how the concepts relate to one 
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another in the grounded theory and outline variations that were detected. The extensive 

use of informant quotes reveals the substantive field through the informants’ voice and 

also provides transparency relating to the grounding from which the substantive theory 

was developed. 

 

Choosing a Grounded Theory Approach – Glaserian (Classic) Approach 

Over time, grounded theory methodology has split into two camps, the Glaserian or 

‘classic’ (Glaser and Holton 2004, online) approach and the Straussian approach. Glaser 

(1998) and Strauss (joined by Corbin) (1990) share the same epistemology and ontology 

(Heath and Cowley 2004), but adopt sufficiently disparate methodological differences 

that warrant researchers needing to declare the approach they follow (Mehmetoglu and 

Altinay 2006). Without engaging in a debate about the differences (Heath and Cowley 

2004), the essence of the Straussian approach (Strauss and Corbin 1990) is outlined.  

 

The Straussian approach to Grounded Theory Research Methodology 

Strauss and Corbin (1990) address concerns relating to rigour around coding and 

analysis by proposing a more formalised process for analysis than is found in the classic 

approach (Heath and Cowley 2004), outlined in sections which follow. Partington 

(2000, 94) describes the work of Strauss and Corbin (1990) as the ‘proceduralization of 

grounded theory’, capturing the essential difference between the two approaches: the 

classical approach is less structured, which may bring a range of possible problems due 

to a lack of a standard framework; and the Straussian approach is proceduralised [with 

the attendant criticisms of over-formalisation and rigidity (Thomas and James 2006)].   

 

The role of induction and deduction is the key difference between the classic and 

Straussian approaches to grounded theory methodology (Heath and Cowley 2004). 
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While both subscribe to theory emergence and the role of induction in that process, in 

the Straussian approach ‘deduction and verification dominate’ the analytical process 

with enhanced theoretical sensitivity as the end goal (Heath and Cowley 2004, 144). 

Outlining reasons for the variation in approach, Strauss and Corbin (1994, 277) 

suggested that ‘Glaser and Strauss overplayed the inductive aspects’. They also noted 

that the classic approach had underplayed the influencing role of extant theory on the 

researcher, suggesting it should play a greater role in emergent theory formulation. 

Glaser and Holton (2004) believe that directly related extant theory is best explored late 

in the research process.  

 

The deductive processes of Strauss and Corbin (1990) probe the data for consistency 

and the early phase fragments data into its component bits. While this delivers the 

benefit of deeper understanding, it results in a ‘proliferation of codes’ (Heath and 

Cowley 2004, 146). An additional level of coding (axial coding) is needed to 

reconstruct the data in a structured manner, according to the Straussian model 

(Partington 2000), and to reduce the number of codes (Heath and Cowley 2004).  

 

The model seeks elucidation of relationships between a category and its subcategories 

and focuses on causal conditions, phenomenon, context, intervening conditions, action 

or interaction strategies and consequences (Corbin and Strauss 1990). An analytical 

tool, the conditional matrix, identifies relationships between context, consequences, 

strategies and conditions at every one of the eight levels of scale, from macro to micro. 

These relationships are integrated into theory (Strauss and Corbin 1994).  The 

conditional matrix might be conceptualised as ‘a set of circles, one inside the other, 

each [level] corresponding to different aspects of the world’, with international focus at 
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the most macro level through to action at the most micro level (Strauss and Corbin 

1994, 275).  

 

Adding structure may overcome concerns surrounding exactly what research steps to 

follow, but it simultaneously expunges the level of researcher spontaneity espoused by 

the classic approach.  This alternative approach provides, even imposes, a framework 

which critics argue dilute the value of the original induction-centred approach. In the 

classic approach, the focus is on ‘data, rather than technique’  (Heath and Cowley 

2004, 148).  

 

Jones and Noble (2007) point out in a comprehensive comparison of the two schools 

that, in contrast to the Glaserian approach, the Straussian school has undergone a 

number of changes to suggested  methods, some of which have been contradictory of 

earlier positions. Jones and Noble (2007) also found that many studies claiming to use 

the Straussian approach actually omitted core components of the grounded theory 

method. The smorgasbord offering of the Straussian school may have resulted in greater 

rather than reduced methodological inconsistency.  

 

Approach taken in this research study 

Although the cost of the classic approach is confusion and uncertainty at some points 

during the research process (Fernandez 2004), the benefit is a technique that emerges a 

theory grounded in a substantive area.  

 

The framework prescribed by Strauss and Corbin (1990) delivers a grounded theory but 

it is more rigid and formalised (Whiteley 2004) which, to some extent, results in forcing 

data to fit a grand theory (Glaser 1998). Yet the key reason grounded theory 
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methodology was developed in the first instance was to avoid forcing.  Over time, the 

Straussian approach has come to offer sometimes inconsistent changes to its framework 

(Jones and Noble 2007) and the smorgasbord approach may have resulted in increased 

methodological inconsistency. From the study by Jones and Noble (2007), it seems as if 

researchers may have become so embroiled in the set procedures around coding that 

they overlook core elements of the grounded theory methodology. This over-emphasis 

on procedure, at the expense of extracting meaning from the data, re-creates a climate 

that prompted the development of grounded theory in the first place.   

 

Good practice associated with extracting meaning from a natural setting avoids reducing 

data excessively (Langley 1999). As a social process, distributed leadership is 

chameleon-like, with complex perspectives – ‘it means different things to different 

people’ (Harris 2007a, 338). Choosing the Straussian approach risks reducing data 

excessively and succumbing to one of the key challenges grounded theory originally 

sought to overcome when it was devised. For the purposes of this study, techniques of 

the original or classic Glaserian approach were adopted. 

 

Constant Comparison 

Constant comparison (Glaser and Strauss 1967), also known as theoretical comparison 

(Strauss and Corbin 1998), requires that the researcher simultaneously collect and 

analyse data to foster emergence and verification of a theory grounded in that data 

(Glaser and Strauss 1965). Constant comparison addresses the biggest criticism 

founders of the grounded theory approach have against positivist perspectives: that 

hypotheses are fixed prior to data collection, which can lead to data being forced to fit 

preconceived notions (hypotheses) instead of allowing them to speak for themselves and 

let theory emerge through demonstrated connections between concepts (Glaser 1998). 
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Constant comparison seeks to ferret out the subtle nuances of a situation (for example, 

elements such as mood or positioning or texture) to achieve conceptual density through 

accuracy and completeness of description. 

The data is reviewed over and over to generate a theory for exactly what is 
going on.  There is no time for preconceptions or deduction.  After it is 
discovered what is going on, then research may be done to test some of the 
hypotheses.  (Glaser 1998, 11) 

 

Conceptual density is the ‘richness of concept development and relationships’ 

developed through a thorough awareness and systematic scrutiny of the data (Strauss 

and Corbin 1994, 274).  

 

During constant comparison, ongoing analysis is in the forefront of the researcher’s 

mind as hypotheses are developed and reworked, and written analytical memos, usually 

drafted during reflective time away from direct observation, serve to formalise the 

implicit coding that the researcher uses to make increasing sense of the data (Glaser and 

Strauss 1965).  

 

Constant comparison occurred from the start of data collection and continued 

throughout this study, for example, to analyse:  

� video material that was available for review early in the study, and from which 

concepts were developed for exploration during the first interviews;  

� concepts developing during and after the first batch of interviews with course 

participants and team observers;  

� concepts emerging during observations in the field; 

� second round interviews where concepts were very much more dense; and  

� contributions to the emerging theory comprising the different perspectives including 

2004 participants, 2005 participants, 2005 base observers, and 2005 team observers 

and the researcher’s own rapidly expanding bank of research memo’s.  
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Constant comparison is closely tied to theoretical sampling (Glaser and Holton 2004), 

used to enhance understanding and promote conceptual density.  

 

Theoretical Sampling 

Theoretical sampling is a hallmark of grounded theory methodology (Fassinger 2005), 

occurring with the purpose of probing and deepening understanding around the 

emerging categories and their properties, the inter-relationship between categories and, 

ultimately, conceptualisation of the core category (Glaser 1998; Glaser 2002).  

 

Developing and explaining conceptual connections is in itself a major contribution of 

social research (Glaser 1998),  although it is only the start of the process which ends 

when theoretical saturation is reached. At that point the theory will consist of dense 

concepts, considered complete, which have been integrated, usually through an 

extended bank of memos, in a manner that ‘accounts for most of the action in the 

substantive area’ (Glaser 1998, 134).  

 

Douglas (2003, 51) describes theoretical sampling as the ‘the process of sampling 

events, situations, populations, and responses, making comparisons between the 

samples of responses, descriptions, and behaviours in inductively generating theory’. 

Theoretical sampling, like the comparisons being made, is purposive and a variety of 

purposive sampling techniques were used, based on phase of the research. 

 

It is important for the researcher to use purposeful comparison based on the research 

questions and to note that not everything needs to be compared with everything else 

Boeije (2002, 393).  
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In this study theoretical sampling process commenced very soon after research started, 

following the techniques described in the paragraphs above. The researcher found it 

useful and essential to be continuously aware of the level of development of all of the 

emerging concepts and their categories, and extended periods of immersion in the study 

played an important role helping keep concepts front-of-mind and developing 

theoretical connections. 

 

Sampling Techniques 

Sampling logic is a key differentiator between quantitative and qualitative methods 

(Patton 2002) and qualitative studies derive their power from purposefully selected 

samples, usually smaller in size. A non-probability sampling approach was used in this 

research as randomness is not sought in qualitative studies. Interviews continued until 

conceptual saturation was achieved, where additional interviews did not contribute any 

new information (Glaser 2002). 

 

A variety of Patton’s (2002) sixteen variations (not necessarily mutually exclusive) of 

purposeful sampling, each with its own value and limitations, were employed in this 

study. Sampling technique varied according to the timing of interviews, conducted in 

three phases before and after the 2005 course. Phase 1 occurred prior to the 2005 course 

and included informants who had taken part in the 2004 course. Phase 2 interviews 

involved informants who had been involved with the 2005 program. Phase 3 occurred a 

month after the 2005 program.  The sampling methods and processes used in this 

research study align closely with a stepped-process, constant comparative method that 

was developed, documented and then recommended by Boeije (2002). Characteristics of 

the informant sample are provided in the Table overleaf. 
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Category Number of informants Number of interviews 
2004 program only 
2005 program only 
2004 and 2005 program 
Course participant only 
Participant (04) Base observer (05) 
Participant (04) Team observer (05) 
Teaching staff member (team observer) 
TOTAL 

6 
35 
8 
40 
4 
3 
4 
49 

6 
24 
7 
27 
3 
3 
4 
39 

Note: 16 different teams were represented by informants who spent an entire course with a single team  

Table 3-2 Sample Characteristics 

 

Informants were individuals who participated in interviews. These individuals were 

categorised according to their participation in the leadership courses: 

� most of the informants were students, and some informants were members of the 

teaching staff 

� some informants were team member participants only on the course; others, who 

had been on the course in 2004, were also either base observers at the different 

stations where challenges were completed or team observers who tagged along with 

the teams and provided feedback at various points in 2005 

 

Phase 1: Convenience sample of informants interviewed early on (pre-2005 course) 

Interviews commenced prior to the 2005 course with a convenience sample of five 

informants who, along with their teams, had been captured on video for a reasonable 

duration during the 2004 leadership course or had been a team observer of a team 

captured on video. During their interviews informants watched these segments of video 

which were useful memory prompts. 

 

Phase 2: Criterion and homogenous sampling (immediately post-2005 course) 

Phase two interviews focused on participants from the 2005 course and commenced on 

the day after the course. Participants were chosen purposefully for a variety of reasons. 

Firstly, there was an element of criterion sampling of informants from teams that had 

performed well (in the competition between teams) and teams that had not performed 
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well. This allowed the opportunity to probe potential reasons for differences in team 

performance which proved important in the final theory. Homogenous sampling 

involved interviews with a large proportion of some teams, with the intention of 

reducing between-group variation and examining the nature and variation of individual 

contributions to the collective.  

 

Phase 3: Theoretical, chain and opportunistic sampling (one month after 2005 course) 

Phase three interviews were conducted a month after completing phase two interviews 

and towards the end of the interview process. In the month between phases a lot of work 

was done, first on refining substantive coding and then on emerging the patterns and 

connection between those codes using theoretical coding. Informants who had the 

potential to elaborate on specific emerging concepts were selected using theoretical 

sampling. Some concepts emerged from the first two rounds of interviews that required 

further exploration. For example, it appeared as if some teams had very limited 

leadership. This concept was checked and explored more deeply in phase 3 interviews 

with other members in the team.  

 

As informants were identified through the interview content of earlier informants, this is 

a form of chain sampling and also opportunistic sampling because the researcher 

followed emerging leads in a flexible manner (Patton 2002). For example, an informant 

in phase 3 suggested that the researcher interview a particular team member who might 

able to provide more insight into a particular concept. 

 

Sources of data and data collection 

Glaser’s (1998, 8) statement that ‘all is data’ was a key consideration when selecting 

data sources for this study. This study made use of observation and video recording in 
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the field, documentary evidence generated by course participants and observers and 

semi-structured interviews (and interview transcripts), which contributed the largest and 

most vital source of data in this research study.   

 

Observation 

Distributed leadership analysis ought to examine the actual leadership activity, 

associated artefacts, and relationships, and observation in-situ is an important research 

method (Timperley 2005). The researcher was present, as a non-participant observer, for 

both of the four-day leadership programs that form part of this research study.  

 

In 2004 the researcher gathered extensive video footage of program. The video provided 

a broad overview and observation of course activities and a record.  

 

During the 2005 program, the researcher took notes and gathered data for the duration 

of the course.  The grounded theory technique of memoing during course events 

facilitated constant comparison of new data against the emerging theory (initially 

developed from observation and analysis of the 2004 video record and interviews with 

participants of the 2004 program).  

 

The researcher moved between the various activity stations or bases, where teams 

completed tasks or challenges, observing whichever team happened to be completing 

the activity at the time. This sampling approach resulted in not all teams being seen at 

all times by the researcher.  The video record, however, included all teams at two bases 

and was a satisfactory substitute for personal observation. Douglas (2003) suggests that 

experience and length of time in the field is likely to enhance research rigour and 

validity. It should be noted that the researcher played a key role in initiating the first 
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leadership program at the school more than fifteen years previously so was very familiar 

with the key points in team problem solving and when video elements were most 

needed. 

 

Video Recording 

Four video cameras, at different locations, captured recorded material onto a total of 

twenty-eight 60 minute video tapes. Video recordings of the program are a useful form 

of data that is easily revisited, allowing constant comparison of the emerging theory 

with actual events. Andersen and Adamsen (2001) note that video recordings contain 

precise factual data which may later be analysed from a variety of perspectives. They 

found analysing video footage provided insights not readily observed in situ. On the flip 

side of the abundant source of rich data is the time-consuming analysis that is needed. 

Xiao et al. (2004) used video successfully as part of a grounded theory study of medical 

teams in casualty department of hospital.  

 

Amateur video recordings are regularly made during the leadership courses and used for 

training and publicity purposes. Consent was also gained according to accepted 

protocols, outlined at the end of this chapter. Video recordings helped the researcher to 

gather video data in situ that could subsequently be used to compare against accounts of 

events provided during interviews. Two experienced team observers, teaching staff 

members who had also been team observers on numerous programs previously, agreed 

to video their teams during the entire 2005 program. All members of those teams 

provided express verbal consent to being videotaped in this way along with their team, 

in addition to the written consent they had provided earlier.  Cameras were also set up at 

two of the activity stations and captured every team on the program, which helped 

between-team comparison.  
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Due to time and resource constraints, the video record was used in a supporting role, 

largely for verification purposes. Consequently not all the video material was analysed 

and no transcripts were compiled. Once analysis of the interview transcripts reached a 

state of theoretical saturation, video segments of informants that had been interviewed 

were analysed with a view to assessing the extent to which the emergent theory 

accounted for observed behaviour. Segments of team activities that were analysed were 

viewed multiple times, including replays in slow motion or for the purpose of picking 

up audio comments of particular team members. For example, members of one team 

described various incidents they had completed and their accounts were compared with 

actual video footage. Their recollection some days after the event could be tested 

against what was observed in the video material. 

 

The analysis of video data served as a useful form of validation of the emergent theory, 

developed through field observation and interviews and refined through the analysis of 

interview transcripts, field notes and the bank of research memos.  

 

Documents 

Course participants, team observers and base observers on the 2005 course completed a 

Leadership Recognition Feedback Form after each activity to promote reflection. The 

simple table captured perceptions about team leadership in situ by posing three 

questions: ‘Who exercised leadership?’, ‘Why do you say this?’, and ‘How did this 

impact you?’ A fourth column allowed informants to rank the leaders they identified. 

Teams and team observers also completed an Interpersonal Feedback Form mid-way 

and at the end of each day that prompted informants to consider, for each member in the 

team, what was the ‘Behaviour in team during the last session?’ and ‘How do you see 
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this team member in relation to leadership in the team?’ A copy of both forms is 

attached (Appendix 4). 

 

The feedback forms were used for reflection and discussion by teams in situ. 

Participants were invited to submit those forms to the researcher after adding their own 

confidential unique code. The forms enabled the researcher to determine what 

behaviours and roles members believed they had performed and how they had perceived 

others’ team behaviours and roles. The quantity and quality of the comments provided 

by team members declined as they grew more tired or rushed to get to the next activity 

but all forms contained some information pertaining to team leadership. Team- and 

base-observers provided consistently detailed data for the duration of the program. The 

documentation provided a source of triangulation with participant perceptions at the 

time during interviews.  

 

Field notes, transcripts, and researcher memos developed using the constant 

comparative method, were other documents available to the researcher.  

 

Interviews 

In-depth interviewing is the most fundamental qualitative research method and is an 

appropriate instrument to gain insights into opinions and beliefs about a matter or 

situation and even a deeper understanding of an informant’s world (Easterby-Smith et 

al. 2002). This research used semi-structured interviews in order not to be too 

prescriptive on one hand and totally unfocussed on the other. Weinberg and McDermott 

(2002) have previously used this method to explore notions of leader effectiveness in 

sports and business contexts. 
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Informants were interviewed by the researcher in a private room with minimal 

distractions. An interview protocol guided the general format of the interviews 

(Appendix 2). In every interview, care was taken to ensure consistency; first consent 

procedures were covered and the researcher tried to establish a rapport with informants 

by assuring them that their account was confidential and that it was an important and 

valuable contribution to the study.   

 

Interviews were audio recorded, transcribed, and content-analysed. Glaser (1998) 

advocates strongly against recording, arguing that it slows the solo researcher’s capacity 

to formulate emergent theory, only captures words, and might compromise 

confidentiality. After considering the caution and potential negative impacts, the 

researcher decided, for a number of reasons, that the interviews would be audio 

recorded, taking steps to address Glaser’s (1998) original concerns. Firstly, notes were 

taken during interviews and used in constant comparison and the formulation of memos 

to emerge concepts. Secondly, transcribing the interviews personally proved a valuable 

source of comparison (and source of triangulation) between emerged concepts and 

theory that had been reached by the end of the interview process. Thirdly, by using a 

convergent style of interviewing informants, interview questions later in the process 

were focused on concepts that had not yet reached theoretical saturation so that the 

interviews were increasingly time efficient and effective. All informants were also 

offered the opportunity of raising any additional issues, allowing new concepts to be 

identified if they arose. 

 

Interviews needn’t be only one-on-one configurations, and some investigations lend 

themselves to group interviews (Easterby-Smith et al. 2002). In this study there was a 

mix of one-on-one interviews (31 in total), and group interviews with two to five 
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informants (6 in total). Having members from the same group in an interview 

constituted a group interview rather than a focus group comprising unrelated parties 

(Berg 2006). Group interviews are being used more frequently, particularly in 

educational research (Watts and Ebbutt 1987). Interviews are also used in leadership 

research, and Larsson et al. (2001) used group interviews as a follow-up in their 

grounded theory study on leadership under severe stress.  

 

To maximise benefits from all interviews, initiating and facilitating skills are 

particularly useful interviewer skills (Easterby-Smith et al. 2002). Benefits from 

interviewing in groups (Watts and Ebbutt 1987) include: cost effectiveness (not a 

benefit sought from group interviews in this research);  obtaining perspectives from 

collectives or from a particular combination of individual. This was helpful in this 

research to find out more about teams and to maximise by triangulating team member’s 

accounts. It also provided prompts from multiple recollections and perceptions of an 

incident; and reduced concerns about being recorded in a group interview situation. No 

participants voiced any concerns about being recorded. 

 

As suggested by Watts and Ebbutt (1987), the sessions were recorded and subsequently 

transcribed to help gather data accurately. They recommended keeping group interviews 

small (five or fewer informants) and, through the interviewer (researcher) personally 

transcribing the interviews, reliable analysis can be obtained. Another potential problem 

is domination by single members and, where this did occasionally occur, it was 

overcome through interview techniques which sought contributions from all 

participants. Watts and Ebbutt (1987) also warn that in group interviews individuals 

might be reluctant to get into detail. This was not a problem in this study as members 
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had become comfortable in engaging in continuous and very detailed personal analyses 

of elements of team membership during team exercises on the course. 

 

Informants who had participated in the 2004 course were shown video footage of 

themselves participating in the program to assist their recall. This also allowed the 

researcher to test early coding and interpretation of some of that video data. Video 

footage was also shown to some of the 2005 informants as they had only recently 

attended the program. It became apparent that informants’ recall was largely accurate 

and supporting video was used less, particularly as subsequent informants integrated 

their commentary with that already made earlier in the process by other informants.  

 

As recognised in grounded theory, conceptual saturation occurs where further data does 

not add to understanding (Glaser 2002). This was achieved after 39 interviews involving 

a total of 49 informants and it was felt that additional interviews were not necessary. In 

the final few interviews the content was confirmatory of concepts raised previously and 

did not offer any new insights that added to the theory. The final few informants were 

also presented with elements of the theory that had emerged and invited to assess how 

accurately it fitted with their perceptions, providing an opportunity for rebuttal or 

modification. Informants were also encouraged to offer any additional insights that 

might have been missed. In one of these interviews an informant felt that one of the 

concepts was worthy of greater importance than had been previously afforded it, but this 

was the only such instance.  

 

Analysis of the research data 

Berg (2006) suggests that, just as many people enjoy building complex jigsaw puzzles, 

many researchers enjoy the coding and analysis processes, particularly as a complete 
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picture emerges from the parts. The ultimate aim of research is a successfully completed 

analysis and resulting grounding theory of the substantive field.  

 

Data analysis involved coding and analysing the interviews, developing research 

memos, and reviewing selected segments of video to compare how the emerging theory 

fitted with the events captured on tape.  

 

Data Coding 

All of the data collection methods described previously yielded abundant data that is 

only of any use if organised in some manner that allows comparison and grounded 

theory methodology requires constant comparison. Even the first observation of video 

material indicated a number of themes and a number of ways data might be viewed. For 

example, a single behaviour of a team member could be viewed from multiple 

perspectives including the member’s own perspective, the perspectives of other team 

members, and relative to antecedent or subsequent behaviours. 

  

In order to make sense of  data collected early in the research (in the form of field notes, 

interview notes and research memos), it was categorised and coded by the researcher in 

the open coding phase using substantive codes (Glaser and Holton 2004), which are 

essentially descriptions  of the empirical data. The computer software package, NVivio 

Version 7, assisted during the coding process. Using the classic grounded theory 

approach, codes were assigned to chunks of text (rather than single lines) that conveyed 

a particular concept (Miles and Huberman 1994). As an example, informants usually 

described behaviours, such as communicating, in at the very least a few sentences. This 

amounted to one or more paragraphs in the transcript rather than a single line.  
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Once categories were compared with other categories and other data, in a process called 

theoretical coding (Glaser and Holton 2004), relationships between the categories began 

to emerge. Thematic analysis is another term describing the method of emerging central 

ideas from data (Willis 2006). 

 

All of the research was conducted by the author. Informants were able to verify that 

their contribution and experience was accurately represented in the final substantive 

theory. Additionally, rich data (Fernandez, Lehmann and Underwood 2002) using thick 

description (Morrow 2005), as recounted directly by the informants, was used to report 

findings. Concerns about multiple coders are reduced when the reader is provided with 

increased levels of transparency around processes and emergent thinking of the 

informants (Nicol 2005).  

 

During theoretical coding, when concepts originating from informants comments were 

mapped and compared against each other, some codes emerged more important than 

originally detected during interviews and others were less important than originally 

perceived. By the time interviews were transcribed by the researcher, and together with 

the research memos were formally coded, concepts were already reasonably advanced 

compared with the set of concepts originally determined when the first interviews were 

held. Memoing (discussed in the next section) played a vital role in the development of 

theoretical codes (Glaser 1998). 

 

Computer software to help the researcher deal with large amounts of data is 

recommended, and results in enhanced precision and rigour when analysing data (Parry 

1998). As indicated earlier, NVivio 7, developed for efficient coding and analysis of 

qualitative data and one of the most widely used qualitative data analysis packages, was 
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used to code all of interview transcripts and also those research memos developed after 

interviews were transcribed.  NVivo was used in a largely organising role (Welsh 2002), 

with the responsibility for developing and assigning codes resting solely with the 

researcher. NVivo was also helpful in quickly organising and reorganising chunks of 

coded text for further analysis. 

 

Fernandez (2004) found that a package similar to NVivo provided an efficient way to 

check and compare data and codes but also recommended the use of more traditional 

creative tools such as mapping ideas on butchers paper or the white board. This 

recommendation was used to map broad categories of data and supplemented the 

computer-based coding process with more diagrammatic and graphic oriented methods 

during the many iterations of open (drawing concepts directly from informant data) and 

theoretical (mapping emerged concepts against one another) coding. The researcher 

developed concept maps (information maps) on large sheets of paper which served as a 

very accessible and creatively engaging means of organising data. Post-it notes were 

also really helpful. Notes containing concepts/ideas were stuck on a large wall and then 

organised and reorganised over time in search of a deeper understanding of the concepts 

and their inter-relationships. These codes are represented in the code list in Appendix 5. 

 

Each method of data organisation, including coding and recoding at various stages, 

constitutes a recontextualisation of data (Dunne et al. 2005). Recontextualisation also 

occurs at various phases of the research study when moving from field to initial 

analysis, and then again when that analysis is presented. Recontextualisation is 

congruent with grounded theory research methods which seek abstraction from initial 

bits of data to the final emergent theory that is presented (Miles and Huberman 1994). 
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This process reinforces the notion that ‘all is data’ (Glaser and Holton 2004) and also 

the core and ever-present role of the constant comparative method. 

 

Memoing 

Memoing is another core analytical tool of grounded theory analysis (Miles and 

Huberman 1994),  and building a bank of research memos which convert ideas into 

concepts and ultimately into substantive theory is fundamental to the approach (Glaser 

1998). During memoing the researcher develops and captures in writing thoughts, ideas 

and questions about the data in general and often concepts and codes in particular. The 

memos become increasingly focused and complex over time as codes become more 

dense until theoretical saturation is achieved.  

 

Memoing was used extensively throughout the study, commencing immediately once 

the research study had started. Memoing served as a formal process through which 

concepts were developed and research issues surfaced and also provided direction for 

theoretical sampling. The most recent memos at any time provided a useful repository 

of concepts that was easily accessible. The growing bank of memos also served as an 

ideas trail and a history of how concepts developed and a further source against which 

emerging ideas could be contrasted. An example of a memo is included in Appendix 3. 

 

Negative Case Analysis 

Negative cases can provide useful insights and during the research process the 

researcher scanned the data for contrary explanations. In the early stages of theory 

development the exceptions were usually new ideas that complemented the emerging 

theory. In the latter stages, where the theory had reached conceptual density, there were 

no further exceptions. Only a single instance arose where one individual tried to 
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exercise sole authority (in dictatorial fashion) and, as documented in the findings 

section, did not succeed for very long.   

 

3.5 Ethics Considerations 

The researcher obtained the necessary ethics clearance which satisfied Human Research 

Ethics Committee (HREC) requirements associated with the ethics considerations 

linked to this research. The researcher was aware of the specific ethical considerations 

associated with conducting research with young people under 18, and also the use of 

video and audio technologies. Ethical clearance from the HREC involved the researcher 

submitting: a valid personal police clearance; a letter of permission from the principal of 

the school involved in the research; a detailed outline of the research proposal; and an 

outline of research methods.  

 

Written consent of the school and participants and their parents (letter in Appendix) was 

obtained in advance of the course and there were no objections or concerns about the 

research in general or the video-taping in particular.  Written parental/legal guardian 

consent for participation was obtained by the school, and all staff and learners 

participate voluntarily. Furthermore, giving and receiving feedback about individual and 

team activities is expected and provided. 

 

Informants were advised in writing and reminded verbally that participation in the 

interview could be withdrawn at any time. They were also advised that, if this occurred, 

their data would be disregarded: interview transcripts and audio recordings destroyed 

and reference to their behaviours excised from the transcription/observation records. No 

one withdrew consent so there was no need to enact these procedures.  
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Data was aggregated during the analysis process and it was not be possible to identify 

individuals from any of the published material. The video recordings, like the running 

of the course, proceeded according to the practise the school usually employs. Audio 

recordings of interviews were obtained for this research, were confidential, and have 

been stored securely, in accordance with accepted ethics standards. Audio recordings 

and/or transcripts would only be released following expressly written authorisation from 

the informants and their parents.  

 

Findings from the data analysis are presented in the next four chapters. 
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Chapter 4 
Findings: Core Influencing Behaviours 

 

4.1 Introduction 

The first part of this chapter provides an overview of results from this grounded theory 

study which are presented in the next four chapters, supported by the data obtained from 

the videos and interviews. All statements are propositions relating to distributed 

leadership in the substantive field of study. Consistent with the grounded theory 

approach, little reference was made to the extant literature while compiling the results. 

All but one definition was developed from the data. Leadership, defined as intentionally 

influencing others towards a common goal, is the exception and was drawn from a 

review of the term as used in the literature (Bratton et al. 2005; Yukl 2006).  

 

Seeking to answer the research question, ‘How do followers exercise leadership?’, this 

study found that team members exercised intentional influence by taking charge or 

initiating action through the use of influencing behaviours. Very early in the research it 

became apparent that influence is a complex social process, exercised by multiple team 

members rather than any single individual. All members in the team are likely to 

exercise influence over other members at some time, even if minimal or momentary. 

Further, some team members wield much stronger influence than other members, or 

exercise influence more frequently, or both. 

 

A key contribution of this research is the identification of eight broad influencing 

behaviours that were used by team members in the substantive field including 

communicating, listening, coordinating, motivating, anchoring, risking, mediating and 

channelling. During the theoretical coding phase it emerged that the influencing 

behaviours fell into one of three categories, namely core, key or situational, according to 
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the importance of the action. More important influencing behaviours were exercised 

with greater frequency than less important behaviours.   

 

4.2 Overview of the Eight Influencing Behaviours 

A summary of the eight influencing behaviours that emerged from this research is 

provided in the table below. In the chapters which follow, the behaviours are examined 

in depth including a discussion on definition, protocols used to deploy each behaviour 

in the context of the team, impact of the behaviour on team performance and 

influencing, and finally consideration of inter-relationships with other influencing 

behaviours.  

 

Influencing Behaviour Description of Influencing Behaviour 
Communicating Initiating or taking charge of information exchange processes of the 

team where the end goal is to influence the service and facilitation of 
team functions, processes and goals. 

Listening Actively paying attention to the communication of another 
Coordinating Marshalling team resources, human and non-human, towards the 

fulfilment of team goals. Coordinating facilitates completion of team 
tasks. 

Motivating Raising or sustaining individual performance levels which contribute 
positively to team outcomes. Motivating also seeks to enhance team 
members’ sense of belonging. 

Anchoring Demonstrating total commitment to team outcomes and all team 
members - worthy of emulation and also a source of inspiration. 

Risking Willingness to take actions, on behalf of the team, under conditions of 
uncertainty where failure is possible and sometimes, in more extreme 
cases, a likely outcome.  

Mediating Reducing or eliminating conflict between members and restoring 
relationships.   

Channelling Facilitating the contribution of ideas of characteristically quieter 
members in a team.  

Table 4-1 Description of Influencing Behaviours 

 
 
4.3 Hierarchy of Influencing Behaviours 

Not all of the eight influencing behaviours identified in this study were demonstrated in 

equal measure. The influencing behaviours can be assigned to one of three categories in 

terms of their relative importance to influencing and, as components of a complex social 

process, are interlinked (Fernandez 2004): 
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� Core influencing behaviours: these played a major role in other influencing 

behaviours and were essential in most, if not all team situations; team could not be 

sustained without these influencing behaviours. 

� Key influencing behaviours: these were important in most team situations and, in 

their absence, teams functioned less efficiently or effectively; 

� Situational influencing behaviours: these were situation dependent, emerging as 

important in certain contexts but not in others. 

 

 

 

 

 

 

 

 

Figure 4-1: Hierarchy of Influencing Behaviours 

 

4.4 Core Influencing Behaviours 

Communicating and listening emerged as the two most important influencing 

behaviours and, during theoretical coding, it became obvious that they were core 

behaviours upon which all other influencing behaviours and all team processes relied. 

Communicating and listening might be thought of as the oil that lubricates the use of the 

other six influencing behaviours and also team processes more generally.  

 

Team member, R31, observes, ‘communication is a big thing, and listening as well is 

very important.  To get the task done you have to understand what is going on and you 

have to question people about how it should be done as well.’  This sentiment is 
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confirmed by R26, a team member on the first course and a team observer on the next: 

‘I think that's probably one of the most important things, you know. Communicating.’ 

 

4.5 Key Influencing Behaviours 

Coordinating and motivating emerged as the next most frequently and widely exercised 

influencing behaviours in teams. Along with communicating and listening, coordinating 

and motivating were usually among the first examples informants gave when asked for 

examples of influencing behaviours (e.g. “Who was influencing and what were they 

doing that you consider to be influencing?”).  

 

Chapter 7 discusses the discovery of two primary aims of team members in this study: 

to be able to make a contribution to the team, and to derive a sense of belonging from 

their contribution to the team and association with other team members. Coordinating 

facilitated the contribution of team members in pursuit of team goals while motivating 

promoted team members’ sense of belonging. Although teams sometimes functioned 

without coordinating or motivating, they were not effective or efficient and, in the 

longer term, a lack of coordinating and motivating would probably have made the team 

unsustainable. Almost all situations required teams to have coordinating and motivating 

and for this reason it is categorised as a key influencing behaviour.  

 

4.6 Situational Influencing Behaviours 

Risking, anchoring, mediating and channelling, in comparison with core and key 

behaviours, emerged largely through descriptions than by label (i.e. most informants did 

not readily have a succinct label for the behaviour but were able to describe it). These 

behaviours were exercised less often (not always present) and, from theoretical coding 

insights, were more situation dependent. For example, mediating arose on in team 
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conflict situations and, similarly, channelling was only required if the team had very 

introverted members who were unwilling to contribute spontaneously.  

 

4.7 Team Roles and Role Switching 

Influencing behaviours were exercised in the context of the team and in this study three 

team roles were identified. Members occupying a leading role initiated or took charge of 

activities to complete team tasks or maintain or build the team. Members in a following 

role participated in completing team tasks. A third role, nominal member, was also 

identified in this study. The small number of individuals who sometimes occupied this 

role in some teams characteristically withdrew themselves from team activities, either 

periodically or on an ongoing basis. Although nominal members made little or no 

contribution, they were nevertheless still notionally a part of the team up until the point 

they left it. Each of these roles is discussed in greater depth in Chapter 7.  

 

In this study multiple members in the teams occupied the leading role and, over time, 

most team members in all teams exercised some influence. Similarly, all team members 

occupied the following role for some time. Team members engaged in role switching, 

where they stepped up to exercise influence and subsequently stepped back to a 

following role. In cases of a leadership struggle, the loser would either step down to a 

following role or step out to become a detached nominal member. This role switching 

mechanism is explored in greater depth in Chapter 7. Overall, teams used distributed 

leadership and number of characteristics of distributed leadership, as it was exercised in 

the substantive field, emerged.  
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As noted previously, members in the substantive field used one or more of eight 

influencing behaviours to exercise influence. In the remaining part of this chapter the 

two core influencing behaviours, communicating and listening, are discussed. 

 

4.8 Communicating: Overview 

Communicating emerged as the most important core influencing behaviour, acting 

mostly as a catalyst for other team processes. This section discusses the influencing 

behaviour that is communicating, covering elements that emerged during the study as 

indicated by the figure below.  

 

 

 

 

 

 

Figure 4-2 Outline of section on Communicating 

 

Discussion commences by distinguishing between the terms communication and 

communicating and establishing a definition of communicating in the context of this 

study.  This is followed by a discussion of communicating protocols used by team 

members. The section also considers how communicating impacts on influencing and 

then examines the impact of communicating on team performance. Finally there is a 

discussion on how communicating is linked to the other seven influencing behaviours.  

 

4.9 Definition of Communicating 

Communication underpinned the ability of team members to contribute to the team, 

whether influencing team processes or working to complete a team task. Thus not all 
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communication was aimed at influencing, though every member who exercised 

influence used the vehicle of communicating to sow and to propagate their influence.  

 

For the purposes of achieving clarity, this research uses the term communicating to 

specifically denote one of the influencing behaviours while the term communication 

represents other communication behaviours that are not aimed at influencing. For 

example, a team member who suggests the team choose a particular option is 

communicating but when relating what was for breakfast (with no intent or relevance to 

influence) then this is communication. 

 

Communicating, as used by the informants and defined through the data from this study, 

is a core influencing behaviour that involves initiating or taking charge of information 

exchange processes of the team. The purpose is to influence the service and facilitation 

of team functions, processes and goals. Despite searching for synonyms that might 

represent informants’ conceptualisations of communicating but avoid confusion arising 

from more specific uses of the term communicating in other literature, none could be 

found. The term connecting probably came closest, but still fell short. Communicating 

was at the core of all other influencing behaviours. None of the remaining seven 

influencing behaviours were possible without communicating taking place both on the 

part of the initiator of the communication exchange and on the part of those who 

communicate in response.  

 

4.10 Communicating Protocols 

Teams in this study were constellations of members working together and 

communicating was often described by team members as being conversational. R26 

captures the informality of conversational-style communicating exchanges, which 
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engaged (and included) all team members whose reciprocal obligation was to listen if 

they are not communicating: ‘I think mainly we just chatted about it and, if anyone had 

anything to say, they said it.  And everybody listened’ (R26). R4 explains 

communicating in his team in a similar manner: 

We'd sit down and sort of like have a conversation...Like everyone would 
have, like maybe if I’d have an input then, maybe it won't be relevant. Then 
someone would say, ‘Rather, let’s do that. Maybe we could improve on what 
you are saying by doing this’, type of thing. (R4) 

 

Most informants judged communicating to be very important. Those in successful teams 

commented on how communicating, in a give-and-take shared conversational style, had 

allowed everyone to feel part of the team. Members from teams with poor 

communicating were usually more acutely aware of the value of communicating: 

That might be another thing [why the team fared poorly]. We didn't briefly 
explain what's supposed to be done.  We just did, the overall, it was too brief.  
So we didn't actually get very far. (R31) 

 

4.11 Communicating and Influencing 

As identified earlier, individuals may engage both in communicating (the influencing 

behaviour) and communication (non-influencing). Two observations arise from 

individual communicating: first, not all communicating achieves its intended influence; 

and second, all influence is linked to communicating.   

 

Communication not always influential 

Not all vocal members in a team were influential, highlighting that communication and 

communicating are different.  Some members had a need to fill the ‘space’ in 

conversation because they are uncomfortable with silence (R26). It was proposed that 

these members lacked confidence and thought that communicating more would increase 

their chances of acceptance. However, their abundant communications (rather than 

communicating) lacked substance and, consequently, also lacked influence. A member 
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describes how another team member talked a lot but often said nothing of substance: ‘I 

mean, it kind of, didn't really add any meaning to anything, but it was something there.’ 

(R26) 

 

Some members seemed a little unsure of their ideas, apparently unwilling to risk 

offering them directly as potential solutions. However, they were comfortable 

vocalising ideas as suggestions or comments, when the team was not focussed on 

decision-making or problem-solving, in a manner implying no expectation of a 

response. R1 explains how ideas not of value to the team were simply ignored though 

not explicitly rejected; if accepted then confidence was boosted: 

I’ve developed the idea that leaders that aren't confident enough to impose an 
idea, or to suggest something strongly to the group, will operate in that 
manner...vocalising thoughts in the hope that, you know, with the idea that, ‘If 
they shoot me down, well then I've lost nothing because it's just, you know, 
something flippant that I mentioned. But in the event that they do listen to me, 
I've gained something.  (R1) 

 

Finally, some would-be influencers possessed a keen sense of when they were not 

carrying influence and recognised that communicating is essential in the influencing 

process. Instead of tacitly implying support for ideas of others through participation, 

they ceased communicating and temporarily withdrew from the team. Sometimes 

withdrawing their participation, to highlight their lack of willingness to follow ideas 

which superseded their own, moved them from the role of would-be influencer to 

uninvolved nominal member. However, when they subsequently perceived even a 

remote chance of regaining influence, they quickly re-engaged with the team, adopting a 

style of communicating which sought to gain influence by limiting the communicating 

of competitors: 

 If his way wasn't the right way he would sulk about it.  Be like [in a resigned 
tone], ‘Aah, you know, whatever’.  He would give up sometimes, and like not 
really worry.  But, as soon as his idea came out, then he would try and speak 
over the rest of them and say ‘No, this is right guys. Let's try it. (R13) 
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Influence always linked to communicating 

While not all communicating was influential, no influence in the team was exercised 

without communicating. Furthermore, those who exercised most influence were also 

identified as being highly communicative: 

He was by far, possibly the most, the most confident, and definitely the most 
vocal and communicative out of all of the guys in the team. And, as a result, 
he seemed to dominate quite a bit more. (R2) 

 

Members who were communicative, confident and who offered solutions to team 

challenges were also perceived as being trustworthy and dependable: ‘...he also had a 

lot of ideas, and sort of like spoke. He spoke about what was on his mind...he was like a 

dependable character.’ (R13) 

 

Constantly communicating ideas that others considered valuable raised the level of 

personal influence. Additionally, regularly communicating in this way lead to a virtuous 

cycle of increasing influence. Team members came to believe that frequent 

communicating of ideas also implies raised levels of commitment to the team, not 

demonstrated by the quieter members who speak less frequently: 

He probably gave the most ideas, out of everyone and...Ja, they were good.  
We didn't use all of them though, I don't think.  But he always, he always had 
something to say about.  He was never quiet, like some of the other guys 
were.  He was always talking, always thinking about what was, what we had 
to do and ways to make the plan better or stuff like that. (R25) 

 

Communicating as a vehicle for influence 

Communicating was essential to team functioning – without it, members were unable to 

establish a shared sense of what was required to progress towards achieving team goals, 

or coordinate their personal contributions. In addition to serving an information 
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exchange role, communicating provided the vehicle for individuals’ influence in the 

team. 

 

One individual, recognised by team members as having been very influential, used the 

broadcast analogy of ‘airtime’ (R13) when referring to problem-solving discussions 

amongst team members. He described competition between more influential members 

(himself included) for attention, and how he (and other members) sometimes had to be 

quite assertive to secure a chance to speak: 

...you get them to stop, and then you start talking. And then he [a dominant 
member] starts talking like right over that. And you just say, ‘Hang on, I'm 
still talking’, or, you just don't get a chance to fit it in.  Because like, I go like, 
‘Uh, uh, uh’, and like I get my, my airtime gets nabbed up. But, and [another 
member] was doing the same thing as well.  He would say, ‘Okay, just listen 
to me now.  You’re not listening’. (R8) 

 

 
This competition for team attention and influence by the more vocal team members 

contrasts with comments in a focus group about quieter team members. These members 

had ideas but did not feel able to express them to the whole team and, consequently, we 

perceived as having less influence:  

[R192] ...he tried like his best to shine.  Like he would say, undercover like, 
‘Guys, I think we should, wadda wadda’, and everyone is like. 
[R191] He wouldn’t speak out. 
[R192] He wouldn't speak up...He was a bit shy. 
[R191] Like he held back. 

 

4.12 Communicating and other Influencing Behaviours 

Communicating facilitated the flow of ideas and information around the team, playing a 

role in all of the influencing behaviours and many team processes. Other than providing 

some examples at this point for illustration, the role of communicating in each of the 

influencing behaviours is left until the particular influencing behaviour is discussed in 

depth.  



4 Findings: Core Influencing Behaviours  

-152- 

 

For example, the influencing behaviour coordinating was particularly reliant on good 

communicating to identify and schedule team resources. Communicating also played a 

major role in informing and engaging all members in team activities: 

Well, obviously communicating falls in with planning...You've got to make 
sure that everyone in your group knows what's happening. (R26) 

 

Another example is feedback, a form of communicating that encouraged the exchange 

of information between members. Feedback helped members confirm their perceptions 

of what needed to be done for the team to reach its objectives, and also assisted them 

ascertain how their efforts contributed overall to team progress:  

And also feedback, by giving people feedback they are going to know what 
they have done, what they have done right, they haven't done so well, and so 
they will try and better on what they have done.(R12) 

 

Negative communicating was avoided or minimised to ensure members felt able to 

contribute to the team without the fear of rejection or ridicule. Mostly this occurred 

without any formal agreement, though all teams would have reflected at some point 

during the program on the unhelpful consequences of such behaviour. While part of the 

reason for giving positive feedback was humanistic, ensuring optimised contributions 

by avoiding negative feedback was also utilitarian. Careful provision of negative 

information ensured that a member’s confidence in their own ability was not affected, 

simultaneously minimising the chance of diminishing the member’s contribution to the 

team: 

I think it depends on how you actually give your feedback.  Because, it could 
be negative feedback, and some guys would feel they have been maybe 
exposed, or brought up for what they haven't done. And that would bring their 
self-esteem down and you are trying to actually build their self-esteem so 
they can actually contribute positively.  And so, you can't always make 
everyone happy. But, what you can do, is always just try and just give a 
positive thing.  If you don't have the best of the comments, then you could just 
say, you could use something else. Not trying to bring them down and really 
make them feel like they are worthless, or that they haven't contributed. 
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Because then, after that, it will take time for them to actually build that up 
again, and you will need them for other tasks.  You don't need to now, to try 
rebuild up their confidence or feel their belonging in the group (R12) 

  

The examples show that communicating played a catalytic role in other influencing 

behaviours and team processes. This notion is developed further by examining how 

informants link communication with team performance. 

  

4.13 Communicating and team performance 

Team success in the substantive field in this study was determined on two dimensions. 

First, teams competed against each other to collect the most number of points, gained by 

successfully completing various forms of team challenges. Thus success in both 

completing team challenges and collecting points associated with each challenge was 

one dimension of success. The second measure of team success was an assessment by 

participants, team observers and base observers of how well the team had been able to 

work together during the course.  

 

Communicating and team success 

Successful teams reported higher levels of communicating by, and amongst, members 

than teams performing less well. Team members and observers alike noted that, in 

successful teams, more members engaged in communicating, more frequently. An 

informant from a successful team, regarded by many of his team and team observers as 

quiet, commented, ‘We all said a lot.’ (R5), when asked why the team was successful. 

An informant from one of the most successful teams outlined that, from very early on, 

the team would take the time – even though they were racing to meet challenges – to 

engage in communicating: ‘...we decided to speak about it so that we could sort of, you 

know, distribute the luggage and the weight and sort of make it easier for everyone 

else.’ (R4). R241, also from a successful team, intimates that quality communicating 
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leads to best options being selected: ‘through this [good quality] communication, we 

were able to sort of pick out the best option’ (R241). 

 

Members in successful teams maximised the impact of communicating by reciprocating 

with listening (also a core influencing behaviour, discussed next). While this strategy 

might appear immediately and obviously beneficial to the reader, in the context of 

having to complete a challenging task in a limited time the benefits of this convention 

were not always apparent to teams in the field. A team member describes how his team 

generated many ideas through alternating communicating and listening:   

 If someone was going to speak, there would always be, everyone would give 
silence.  Everybody would also keep quiet, ‘It's his turn to speak.’...and there 
would always be ideas flowing in the group. (R13) 

 

Communicating was not confined to single team members, and the extent to which it 

was shared was determined by the situation. Members of successful teams showed 

discipline in allowing and encouraging others to speak and the resultant team climate 

meant everyone in the team felt able to share ideas without feeling intimidated. In 

general, communicating became more efficient and effective as teams spent more time 

together, as they got to know each other better and also learned how critical 

communicating was to successful team outcomes. However, not all teams improved at 

the same rate, nor did they all reach the same level of efficiency and effectiveness. 

 

As an influencing behaviour critical and central to team functions and processes, 

communicating provided individual team members with the most accessible means of 

influencing other team members and simultaneously increased the overall sense of 

inclusion. However, as communicating played such a primary role in team functioning 

and in building team cohesion, failures in team communication often lead to immediate, 

and sometimes substantial, negative outcomes. 
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Communicating and diminished team performance 

Communicating played a central role in team processes and teams with minimal 

communicating had their effectiveness restricted. As an example, informants report that 

a lack of communication usually resulted in a lack of effective planning which also 

overlooked members’ contributions. Without an agreed plan or common focus for their 

efforts, team communicating was further thwarted.  

 

An individual explained how sometimes he was unable to communicate his ideas to the 

group. This led to personal frustration and impacted negatively on subsequent 

communicating, on the task at hand, and probably also on other team functions and 

processes: ‘I mean we actually, we broke down in communication, and we couldn't 

actually communicate with each other because everyone was sort of getting uptight.’ 

(R4). There also seemed to be potential for a vicious or virtual communicating cycle to 

develop: ‘I also noticed that, particularly when things weren't going well, 

communication got worse.  Particularly on the first day.’ (R35). R161 provides richer 

detail on how poor communication unfolded and how it affected his team: 

“In the beginning there was just friction, you know. It was like, ‘Ja, I’ve got 
the best idea’, and everyone would talk at once and then say [member] has an 
idea, and [another member] has an idea, and [a third member] has an idea, 
and then you get the first bit of [member], the second bit of [ second 
member’s], and then the last bit of [a third member’s].  And then, it's like, 
‘What's going on?’ Like quite a few times [member] says, ‘Hey, I have no idea 
what's going on’.  And then you think, you just say, ‘Aah’, you get cross. ‘Aah, 
it's that simple.’  And then you can't talk because like ‘Aah, what's going 
on?’  You don't know, yourself.  And then, the first day was just talking and 
shouting, but then, you know, these guys they had been in the same school as 
you, but you don't know them.” (R161) 

 

Problems with communicating in the team had a direct, negative impact on individuals’ 

sense of inclusion which, in turn, impacted on confidence and willingness to contribute 

ideas, during the planning phase in particular. R242 described the effects of poor 
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communicating he noted as a base observer: ‘there was a lot of people sort of like 

lurking in the background, and not giving their own input, and I think that this was due 

to the fact that there was no effective communication’. (R242) 

 

Poor communication also increased frustration.  Sometimes there was a feeling that 

everyone was talking at the same time, often over one another. This was particularly 

noticeable earlier in the leadership course. Some individuals impaired the 

communication function by talking incessantly.  One member continually talked out 

aloud while he was thinking, occupying the communications bandwidth of the team to a 

point of annoyance. Other members who kept giving their own ideas also consumed 

bandwidth available for communicating. R163 describes the impact of no agreed 

communication protocols: ‘Ideas were just flying all over the place and then, when we 

did pick out an idea, others were confused.  They didn't know what was going on’. 

(R163) 

 
Many teams reported that time pressure led to reduced and poorer quality 

communicating and, as a direct result of less communicating, also poorer performance. 

All activities had a time limit and teams, trying to save time by communicating less 

effectively, engaged in false economies: ‘There was no time.  And the place was not the 

right place to, sort of, re-evaluate ‘cause everyone was shouting.’ (R4).   

 
In addition to reducing the opportunity for further team processes, such as the option for 

re-evaluation noted by R4 above, communicating can become panicked. Instead of 

being including it became blaming, with the potential (and tendency) to isolate and 

exclude. R13 outlines the impact of poor communicating: 

If they couldn't come up with an idea, then they would start panicking, in a 
sense, you know.  Worry, you know: ‘Guys we are not going to complete this 
task, come on.’  And then you get that shouting over each other and, you 
know, maybe a bit of belittling in a sense, you know. Like talking down in a 
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sense to someone.  Like, ‘Come on, you messed it up for us now’, you know?  
That attitude. (R13) 

 

4.14 Communicating and leadership 

A strong link emerged between communicating and leadership. Communicating 

allowed the influencers to express their ideas in a confident manner, deemed essential 

for leadership. Less confident communicating, by quieter members in the team, tended 

to minimise their ability to influence while simultaneously enhancing perceptions about 

the influence of the more communicative members:  

Ja, you see with the leaders, they have a lot to say.  A lot of thoughts.  And 
they will say, ‘Right!’ There's no such thing as being, there's no such thing as 
a lack of confidence, or shyness, or whatever it may be.  Whereas the other 
quiet oaks will have something to say, they would say it very, very quietly.  
And then, maybe while they were talking, someone might just picked on, 
picked up on it. (R2) 

 

Members who engaged in frequent communicating, rather than only in communication, 

gave the perception of taking charge and other team members became willing followers: 

From the beginning, [member] was like very talkative, so he like started 
taking charge. And we saw that, and we never objected. So we had him as 
leader. (R11) 

 

Whether by instinct or by intent, those who exercised leadership ensured that they were 

heard in the team, sometimes against competition. R13 describes one such situation: 

‘There was too many people trying to be the leader. Trying to take control, basically. 

Trying to be heard, you know.’ (R13) 

 

Leaders also generated and communicated ideas about situations arising within the 

team. These ideas were more relevant to the state of the team itself than the team 

challenge. For example, an informant described a leader’s reframing of the social 

climate in a team which had grown a little combative: 
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I remember this one time when, I think we lost a couple of shekels and 
everyone was arguing and all that. And he was like, ‘No, don't worry about 
the shekels, it's not about the shekels’.  Tempers were just high.  Everyone 
was just shouting at everybody else.  So, it calmed everyone down. (R7) 

 

Sometimes members fulfilling a leading role were not communicating their own ideas at 

all. One informant described a team member as a leader and a conduit for external 

information. However, this member did not replicate the received information but rather 

repackaged it to be more easily understood by team members, and also offered 

suggestions about how the task might be achieved: 

He would make stuff possible for us.  Like, if he was given instructions, he 
could convey them over to us, easily.  And he could tell us what to do.  
Explain to us, and also show us at the same time what to do.  It was very easy 
for him. (R11) 

 

In similar vein, leader communicating also involved the internal transmission and 

dissemination of ideas originating from team members. Those seen as leaders did not 

always have their own problem solving ideas, and certainly did not always have the best 

idea. However, they used communicating to marshal the ideas of others: ‘If you are a 

good leader, you should have good communicating skills...you can communicate with 

your group, and take information, bring together information.’ (R13) 

 

Leaders also initiated and facilitated conversation in teams, in search of solutions to the 

team’s challenges and recognising the need for communicating to accomplish this: 

‘They would like initiate the conversation, but they won't necessarily give the ideas.’  

(R26) 

 

4.15 Communicating: Summary 

In this study communicating was a core influencing behaviour. Through initiating and 

taking charge of the information exchange processes in the team, communicating was 
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an enabler of all other influencing behaviours and most team processes. While not all 

communication was influential, all influence was linked to communicating – 

communicating was the vehicle for influence within teams. Team performance was 

closely linked to the nature of communicating within the team and this provided 

evidence of the impact on communicating on influencing team outcomes. Finally, as 

leadership involved the exercise of influence and communicating emerged as being 

inexorably linked with influencing, without communicating leadership would not have 

been possible. 

 

It also emerged that the impact of communicating is closely linked with listening, to the 

extent that the two core behaviours might be considered as being on the opposite sides 

of the same coin. Listening is accordingly the influencing behaviour which is 

considered next. 

 

4.16 Listening:  Overview  

Listening is a core influencing behaviour which determined the extent to which 

individual team members were able to exchange their ideas. This section will first 

consider the definition of listening that emerged from this study. The protocols used to 

exercise listening are discussed next, followed by consideration of how listening 

impacts on influencing and then how it in turn impacts on team performance. The 

section concludes with an examination of the inter-relationship of listening with the 

other Influencing Behaviours and how it relates to leadership.   
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Figure 4-3: Outline of section on Listening 

 

4.17 Definition of Listening 

In this study listening involved actively paying attention to the communication of 

another. It is closely linked with communicating, and the relationship with 

communicating is not unlike two sides of the same coin. R12 describes his perspective 

of listening:  

By listening, you are not just using your own ideas, and so you are getting a 
broader view of what other guys are thinking. What they are feeling. And it's 
almost like the communication, because it works hand in hand I think.  
Because when you listen, you are starting to get exposed to different ideas, 
different ways of doing things. So you are not just on your own, with your own 
ideas, where it could be limited because not, not everybody thinks the same. 
(R12) 

 

R11 outlined the role that listening played in the influencing dynamics of the team. He 

observes that one of the more dominant members of the team switched between 

presenting their own ideas and listening to ideas of others. He notes also that the team 

started to argue when there was insufficient listening and, ultimately, that a lack of 

listening had caused the team to fail one of its challenges:  

‘He came up with a few ideas and he listened.  Like, if I knew something, he 
would listen to me and then I would say something about the task and he 
would like listen and then think about and then plan it. Then, if somebody else 
had something to say, he would listen to them. And then, say if I knew 
something, and someone would tell me, I would also. Yeah, the whole team did 
that basically. And, a few times we had a bit of fighting.  We didn't listen.  I 
remember one time, [member] had something to say. And he knew what was 
going on. But we never listened to him.  That's why we failed that one.’ 
(R11) 
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Some informants felt listening is the most important influencing behaviour: ‘You have 

to listen.  That's the most important one [leadership function] of all’ (R8). Another of 

the informants, a participant in 2004 and a team observer in 2005, observed that 

although important, the role of listening is often understated:  ‘I think listening is 

underestimated in a lot, by a lot of people.’ (R26) 

 

Participants from both successful and unsuccessful teams alluded to a reasonably formal 

speaking and listening protocol that ensured as many members of the team as possible 

were able to contribute.  

 

4.18 Listening protocols 

Many teams implemented reasonably formal listening and speaking protocols that often 

involved turn-taking. Usually, one or two individuals took overall control of this 

process, determining the turn-taking, length of time allocated to each speaker, and the 

level of credence attached to the emergent ideas. R13 explains how a small group of 

team members facilitated the process in his team, similar to that described as occurring 

in many other teams:  

You know, if someone had an idea, a hand was put up.  And we [small group 
controlling listening] would say, ‘okay, you can speak now’, and we would 
just sit there and we would listen.  And we would analyse what he has got to 
say. So, if everybody had an idea, everybody’s hand would be up and we 
would go around in a circle. (R13) 

 

Another informant reinforced the systematised nature of listening and communicating, 

adding further insights about how listening and communicating led to the team 

developing ideas: 

Earlier, when I said when people like, before each task we sort of 
brainstormed, it wasn't everybody shouting at the same time.  We had a system 
where like one person talks at a time and everybody else listens and actually 
takes into consideration everything about that sort of information.  And, if 
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somebody else has got something better, or something with a different view, 
then they go on and everybody listens to that.’ (R241) 

 

R4 describes how his team dealt with pressure situations where members were a little 

tense. One member, from a smaller sub-group in the team, would get the members to sit 

down, relax, and then adopt a conversational style protocol to promote listening and 

idea sharing. He also outlined how, in a relatively subtle manner, contributions were 

aired (listened to) but discarded in favour of more suitable alternative ideas: 

It was just sort of, ‘Hey guys, calm down!’ Relax a little bit firstly, and then 
you evaluate and sort of come up with ideas what you are going to do.  Then 
everyone would have their say... or we'd sit down and sort of like have a 
conversation.  Sort of, you know, like everyone would have, like maybe if I’d 
have an input then, maybe it won't be relevant, then someone would say, 
‘Rather, let’s do that. Maybe we could improve on what are you saying by 
doing this?’, type of thing. (R4)   

 

R26, participant in 2004 and team observer in 2005, commented on how certain 

members in the 2005 team he was observing used a listening protocol to extract ideas 

from one of the very quiet, but very intellectually capable team members. Instead of 

sharing ideas with the whole team, the member felt most comfortable telling one or two 

members who ‘channelled’ his ideas to the others. Although a form of listening protocol 

which needs mentioning at this point, channelling is identified as sufficiently specialist, 

influential, and distinct to warrant inclusion and discussion as a separate influencing 

behaviour in its own right, arising in specific circumstances: 

I remember [member] and [another member] just saying, ‘Hey listen, well 
let's go to [a third member]’, as he was, he's also like fifth in the grade or 
second in his grade.  And they went to him and they said, ‘Okay, what you 
think we should do?’  And they all just kept quiet, he was quite soft-spoken 
sort of guy...they were like, ja, channelling him.  And, everyone else kept quiet 
because he was quite soft-spoken, and no one spoke over him.  They listened 
to what he said.  And then they took his ideas, the three of them [three who 
exercised leadership]. Kind of threw the ideas between each other.’  (R26) 
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Purpose of protocols 

Listening and communicating protocols helped ensure that everyone in the team felt 

they had a fair opportunity to contribute: ‘We sort of had like that system that I spoke 

about earlier, that everybody comes up with an idea and we sort of brainstorm and 

everybody has a fair input.’ (R241) However, even in one of the most successful teams 

in the study, this protocol did not always mean that everyone had to be listened to. 

Often, when the team was under time pressure, the protocol was altered slightly 

allowing everyone a chance to speak up if they wished but without canvassing the 

opinion of every member on a rotational basis: 

There was not a lot of, ‘Well, what do you think?’ It was, you either speak up, 
or it moves on because we didn't have a lot of time.  And we were trying to 
save time.  If there was more time we could have gone around and said, ‘Well, 
what do you think?’ (R8) 

 

Lack of listening / lack of protocols 

Finally, although the lack of listening is discussed in depth in its own section, one team 

observer informant describes how the listening-communicating protocol was adapted 

slightly when members realised that a lack of listening resulted in diminished team 

performance: 

A couple of times...when I think [member] started to kind of dominate a bit 
again, or there was a bit of argument, somebody would pipe up and say, ‘Hey 
guys, we are not listening.’ And then they would all back off and let whoever 
was trying to talk do the talking.(R28) 

 

By adopting listening and communicating protocols, usually informally established 

through trial and error, members acknowledged one another’s need to be heard and also 

the need to hear others. 
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4.19 Listening and influencing 

The extent to which a team member is listened to in general, and by the more influential 

team members in particular, provided that member and others with an informal measure 

of their ability to influence the team. Being listened to provided individuals with a sense 

of contributing to the team, even if their ideas were ultimately not adopted. R13 

explains how being listened to contributed to individual team members feeling valued 

and comfortable as part of the team: 

They feel more part of the team.  They feel that they are actually playing an 
important role; that they are contributing valuable information. Otherwise, if 
you don't really take notice of the people around you, then they are not going 
to feel too comfortable around you. (R13) 

 

R242 emphasises the importance of every member feeling able to contribute if they 

wished, even if they were unsure how their contributions might add value:  

‘Each and everybody was able to contribute, to contribute effectively, and 
although we didn't have a dominant leader, everybody was able to take into 
account what everybody said.  And, from my point of view, I felt that 
everybody was able to speak and give their opinions even though they might 
not have known anything about that task - about that particular task that we 
were undertaking. And everybody, including the most quietest of guys, wanted 
to contribute positively to the group.’ (R242) 

 

One of the staff observers of teams on both courses commented how being listened to 

affects motivation and increased self-worth and confidence of team members:  

In the event that they do listen to me [as a team member], I've gained 
something.  You know, I'm gaining strength and confidence and that following 
my ideas and developing a sense of self-worth as well of belief in one's 
abilities. (R1) 

 

Participant, R12, confirms that being listened to is motivating and describes how he felt 

empowered and motivated to contribute even more when others listened to him: 

Well, I would feel that what I'm contributing, which is actually valuable, and 
that you are actually taking time out to listen to me.  You are not just, maybe 
pushing it aside, or trying to get all that you can say in.  But, you are actually, 
it will give you like, I would start thinking, ‘Ja, my contribution is valuable.  It 
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can make a difference.’ And, so it will encourage me to, sort of thing, offer 
even more things and contribute it to whoever is listening. (R12) 

 

Listening to others in the team, as a show of support, is particularly important for the 

more extraverted members who ordinarily have their own ideas and also exercise 

leadership. R12 reflects that listening to others helped them feel included: ‘You are 

showing that their contribution is actually valuable.  You are not just shooting it down.’ 

(R12) Being listened to allowed others to feel they had some stake in influencing the 

team without needing to challenge for leadership: ‘And, sort of, everyone else, sort of, 

everyone, but, had influence, ja.’ (R4) One of the followers, who felt he was able to 

contribute because he was listened to, perceived the leader as balanced: ‘He was like a 

balanced leader, spread over the team. Because of the ideas - if anyone had a good idea 

you know, we would use it’ (R10).  

 

Some members were so quiet that they never need to be listened to, creating an 

impression of themselves as non-influential followers. These much quieter individuals 

ran the risk of not being acknowledged at a time when they do want to contribute. 

[Member] was very quiet.  He didn't make a suggestion once, at all...He's 
always just been like that.  He's always a stand at the back, listening type. He 
doesn't, he didn't come up with [ideas].  Maybe, on the whole thing, two times 
he did. (R8) 

 

This condition of seldom offering an idea, and perhaps not being listened to on the rare 

occasion of wanting to be heard, sits in stark contrast to team members who did 

contribute and make sure they are listened to: ‘He is very confident and so he comes 

across as a strong guy anyway.  If you didn't hear his idea he'd make sure you heard it 

anyway.’ (R5) Some communicative members needed to be conscious of the importance 

of listening to others or risk being rejected themselves. 
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4.20 Listening and team performance 

Listening, or lack of the influencing behaviour, played a role in determining whether or 

not teams were successful.  

   

Listening and team success 

On one hand, listening provided members with the opportunity of being heard. 

Listening also afforded team members the opportunity to hear others in the team. 

Being listened to gave team members the opportunity to influence others and contribute 

to the team. Additionally listening was used, by some members more than others, to 

exercise influence even when they themselves were not speaking. Listening to members 

who were speaking provided the team with a chance of drawing on different ideas and 

developing a clearer understanding of team-related issues. 

 

Idea dispersal and information exchange 

Listening played a key role in facilitating the dispersal of ideas amongst the team. R13 

observes how an inclusive listening protocol stimulates the flow of ideas in his team: 

And, if someone was going to speak, there would always be, everyone would 
give silence.  Everybody would also, ‘Keep quiet, it's his turn to speak’...And 
you would have someone always having ideas, and there would always be 
ideas flowing in the group, no matter who it was.  It was always ideas flowing 
in the group.’ (R13) 

 

R5, in another team, adds that not only was there a flow of ideas in his team, but that 

members of the team assimilated the ideas of others, attempting to improve them to 

maximise the benefits for the team: ‘Because we all would allow ideas...Oh, well, we'd 

listened to their ideas and try and improve them... When one ou [person] had an idea he 

just put it in and we'd all work on it.’ (R5) 
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Many who were identified as leaders in their teams discussed how they used listening to 

elicit ideas from team members, clarify and check the plans that other members were 

proposing, and even use a lack of listening to reduce the influence of some team 

members. 

 

Idea collection and learning 

Perhaps one of the most powerful lessons that influencers needed to learn is that the 

other seven or eight team members probably held highly relevant ideas. R4 describes 

how he learned that he needed input from others in the team and would listen to their 

suggestions: 

Sort of, I learnt, you know, that in different situations you can never ever be a 
hundred percent. Never ever.  Even if you can do something, you won't be one 
hundred percent. And you must value the input of other people... You know, 
you have to listen to what everyone has to say.  And you have to take that sort 
of, the most valuable one. (R4) 

 

 This highlights a more general role that interpretation played in determining 

influencing effectiveness. In the context of idea collection, team members needed to 

interpret what they were hearing and decide which options were most suitable. 

Listening improved over time, reinforced largely by the learning that not listening often 

lead to sub-optimal outcomes. 

 

Team observer, R1, noticed how a quieter yet reasonably influential individual in the 

team he was observing would listen to the ideas of others and then attempt to progress 

ideas by experimenting with conceptual solutions through further questioning and 

listening. 
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Idea shaping and influence 

Listening also played an important role in ensuring members knew what was happening 

and is particularly relevant for those trying to exercise influence in the team. 

Commenting on a member of his team he considered to be a leader, R25 pointed out 

that leaders were more aware of what is happening in the team when they engaged in 

listening: 

I think it is because, if you are a leader, then you need to know what’s going 
on.  You need to, you need to be able to listen, not to talk all the time.  
[Member] had a bit of a problem talking all the time, but sometimes he would 
listen and then he would know what's going on and he would be able to tell the 
rest of the group what's going on and help clarify it properly.  Otherwise you 
end up communicating the wrong idea and all that stuff. (R25) 

 

R8, identified as influential by his team, preferred others to speak first. This allowed 

them to be heard and gave him the opportunity to assess their ideas. He was also able to 

decide if he needed to influence the direction of the ideas and at which he would 

intervene:   

I never spoke first.  I let people speak a bit more and then find out which way 
it's going [the plan] and then, if you don't think that's the right way, try and 
divert it's a bit to what you think might be a better way...If everyone is not 
throwing ideas in, then it leaves some space for someone else to maybe throw 
in some ideas. (R8) 

 

R21 used listening as a mechanism to slow down one of the more impulsive members in 

his team while simultaneously checking idea quality and ensuring that all team 

members had an opportunity to hear what was being suggested: 

If I knew it was going to fail, I would say to him, ‘You know, [member], let's 
just hang on a minute and stop’.  I think I, you know, I stopped him a few 
times.  Or, you know, you sort of said to him, ‘Just wait.  What is your idea?  
Tell us in full what you are actually going to be doing so we can maybe, 
instead of having to go halfway and then stop, and then come all the way back, 
think it all the way through to the end and make sure that we save time in 
instances’. (R21) 
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R12, like many of those who exercised leadership, notes that when members listened 

frequently to certain individuals, and then followed through on their suggestions, that 

indicated influence and power: ‘He felt that, because they were listening, he had them 

on his side.’ (R12) A team observer on both courses provided insights into how an 

individual in one team used a lack of listening in a calculating manner to effectively 

exclude another member with whom he was having a leadership struggle:   

He actually, they were talking, and [member] was trying to talk and I think 
that [another member] just spoke over him and [member] just muttered.  
[Member] said ‘You guys just aren't listening’, and he got so angry he 
actually sat back and withdrew. And the rest of them didn't even seem to 
notice... They didn't side with [another member], but I think they just 
recognised his leadership more than they did [members] (R28) 

 

R28 expanded on the subtle influence that one member exercised through appearing not 

to listen. R28 concluded that this was probably a well considered tactic, similar to 

others that this individual used at various times: 

That's where [another member] was weak. He is not a good listener.  And yet, 
at the same time, he made odd comments where I realised that, although he 
doesn't appear to be listening, and he doesn't appear to be giving credence to 
what others are saying, he is actually fully aware.  I think, well more aware 
than, you know, he gave the appearance of being. (R28)  

 

Whether by design or chance, most teams quickly learned that a lack of listening often 

lead to diminished performance and even team failure. The consequences for team 

functioning resulting from a lack of listening are examined more closely in the next 

section.  

 

Listening and diminished team performance 

A lack of listening impacted on individual team members and also on team 

performance. When members were not listened to they were likely to suffer from a loss 

of confidence and/or increased frustration levels. At a team level, non-listening raised 

inter-member tensions, reduced the scope and quality of ideas, and information was 
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overlooked. Leaders who experienced a loss of listeners also essentially temporarily lost 

their ability to influence those particular members. 

 

Comparing outcomes of listening and non-listening  

R242, a team member in 2004 and a base leader in 2005, compared his own team 

experience with his observations of teams in 2005. He felt that, overall, 2005 teams had 

listened far less to members, causing a loss of individual confidence and concomitant 

willingness to share ideas with the team. Various sources, including other informants 

and video evidence, confirm that R242’s team in 2004 was particularly good at listening 

to all members: 

It [listening] gave people more confidence.  In contrast to this year, people 
didn't have, as I said, everybody talked at the same time.  People didn't have 
the confidence to put in their input.  I saw in many groups there was a lot of 
people sort of like lurking in the background and not giving their own input 
and I think that this was due to the fact that there was no effective 
communication.’ (R242) 

 

Raised level of tension 

A raised level of tension in the team was regularly the first symptom of a lack of 

effective listening in a team. R8 describes an incident where his team experienced its 

most substantial argument. He commented that everyone was arguing and, while they 

could physically hear each other, they didn’t listen as each tried to assert his own idea: 

‘We had a big argument because of the food... we could hear each other, but everyone 

had their own ideas’(R8). R21, who was observing a team, noted that members became 

embroiled in conflict when they ignored each other’s ideas during a problem solving 

challenge: ‘We sat watching the group puzzle over the, that word problem.  And they 

were all just shouting over each other instead of, you know, talking logically and going 

through it.’ (R21) 
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Reduced scope and quality of ideas 

When teams did not engage in effective listening, possible solutions to challenges were 

often mentioned but overlooked or ignored. Team members more interested in sharing 

their own ideas than listening to others seemed, suggested R11, to be like a horse with 

blinkers. This narrow view reduced the team’s capacity to consider more, and possibly 

better, options:  

And you have to listen to other people.  You can't just go ahead, and my idea, 
just like a horse [with blinkers]. You have to listen to everyone and see what 
they say. (R11) 

 

R241 provided similar insights (using tunnel vision in the same way R11 used the 

blinkers metaphor), reiterating that effective listening also involves consciously 

processing the worth of the ideas presented: 

Now, if a person or a leader doesn't listen, then they only, they've only got 
tunnel vision. They are only going to one specific point  and, irrespective of 
whether it is the wrong or right way to go about it, they are still going to go 
with that.  So, in listening, you need to be able to listen effectively in that you 
actually paying attention to what the person is saying and actually taking into 
account the sort of pros and cons about it. (R241) 

 

Team observer, R2, relates how a lack of listening stifled idea generation: 

If the leaders paid more attention to the followers...then, I'm sure that there 
would be much more ideas coming through from these so-called followers.  
Definitely. As I told you, each, there was someone always stronger than the 
other person at certain bases. (R2) 

 

R33 provided insights into why listening is sometimes sub-standard. He suggested that 

the pressure of time played a major role in prompting some to select the first proposal 

offered rather than listening to a range of ideas and then choosing the best option. After 

suffering failure or diminished performance using this approach, his team finally 

learned that it was better to take a little longer to hear from all who wished to contribute 

and then to weigh up the best options. Overall, performance improved over time. 



4 Findings: Core Influencing Behaviours  

-172- 

[Listening] was good at stages.  It could have been better from time to time... 
sometimes we would want to get the task done over quickly, so listen to one 
idea.  And, not all the time it would be the right idea.  So then, we would have 
to go back and, I think that was also, cost us a bit.  We found that, when we 
did stop and listen to other people’s ideas, it helped.  And, those are the tasks 
that we ended up succeeding at. Guys started having their input. (R33) 

 

Ironically, at times success at a previous task lead to failure after members disregarded 

and abandoned listening protocols that had previously contributed to successful 

outcomes. For example, prior success underpinned by inclusive listening and 

communicating protocols during planning lead to complacency and less listening during 

planning: 

We are all puffed up and saying,’ we can do this’.  But you can't get too much 
of a big head. You have to carry on keeping the same, and listen to everyone 
in the team.  There were a lot of people to listen to. Nine. That's why we have 
time to plan. (R11) 

 

Control and dominance 

Another reason some people failed to listen is because they wanted to be in control. 

Team observer, R13, believed that some tried to exercise influence in the team at the 

expense of other team members: 

They didn't listen to each other...Like I found guys saying excellent ideas...and 
somebody else would shout over that person and say ‘no, but let's try this 
instead’.  Instead of listening and planning...there was too many people trying 
to be the leader, trying to take control. Basically trying to be heard, you know.  
That they are the one to be in control of the group. (R13) 

 

R242 noticed attempts by some members to dominate without any regard for the other 

members. He provided an example where two dominant individuals tried to complete 

the team task by directing others but did not allow them to participate in solution 

generation:   

It was very, very evident that they were just, there was at least two dominant 
people in that group who were able to just, not as in do everything by 
themselves, but they were, they were able to know what was going on. And 
they didn't, I felt that they didn't want to consider other people's inputs.  And 
they just carried on as if they wanted to complete the task again. (R242)  
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Team observer, R28, noted that one team member simply ignored the contribution of 

others by speaking over them and pushing his own ideas instead: 

Somebody would start to talk and he would, would dismiss that idea before 
they had had a chance to explain it fully. And he would kind of start talking 
over, ‘No, no, no! We are going to’, you know, ‘do it this way’, or whatever. 
(R28) 

 

R13 refers to a dominant individual who behaved in a similar way to a dictator, initially 

mostly ignoring his team: 

He was the dominant [leader].  He didn't really take notice of other peoples 
points, you know.  He spoke over everyone else.  He, he felt that he was in 
control, you know, like the President in a sense. (R13)   

 

A number of participants made reference to the same individual after observing him and 

his team in action. One informant suggested that, although the individual was ordinarily 

a likeable person and considered a good leader, a lack of listening had played a major 

role in him being rejected by his team for a period of time:  

If you don't listen, then you are going to turn up like [member]. Swak [bad] 
for [member] though [laughs]. I mean, he's such a nice guy.  He just went the 
wrong way about it. (R27) 

 

Most members wanting to exercise influence came to realise that despite having good 

ideas they needed to allow others a reasonable opportunity to share their ideas too. R11 

reflected how team leadership and performance increased when listening protocols 

fostered inclusivity: 

I think after we, after everyone started thinking, ‘Okay, we are not planning 
this enough and we are not speaking enough to everyone’, he would quieten 
down and actually stop other guys from doing it as well.  So he would, ‘Come, 
let's listen to everyone first and see what we can do’. (R11) 

 

A key realisation for many wishing to exercise influence in the team was the need to 

signal and demonstrate that others have equal rights to be heard. Effective influencers 
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often adopted a style that entailed switching between communicating their own ideas 

and active listening which encouraged others to participate and contribute.  

 

4.21 Listening and other influencing behaviours 

Listening behaviour was influential both from the perspective of an individual’s own 

ideas being heard by the rest of the team and also facilitating the same opportunity for 

the others. Listening and communicating were by far the most frequently used 

influencing behaviours in teams and the incidence and consistency with which each was 

deployed had a major impact on team effectiveness and team performance. As core 

influencing behaviours which facilitated normative team behaviour, they provided the 

foundation upon which all of the other influencing behaviours were built. The 

complementary nature of this pair of influencing behaviours, as exercised by the various 

individuals in the team, played a major role in determining perceptions of inclusivity. 

Crucially, these two behaviours also contributed substantially to the ability of 

individuals in the team to sustain their influence.  Successful influencers were able to 

skilfully switch between the communicating and listening behaviours, just as at a more 

macro level they often switched between leading and following roles. 

 

4.22 Listening and leadership 

R13, a participant in 2004 and a base observer in 2005, believes that listening is a 

leadership function, pointing out that it fostered participation of others and increased 

influence. R13 also mentions how the leader who listened ‘steps down’ as he hears 

others, implying that the speaker is then able to step up and exercise a more overt form 

of influence. This represents a switching of influencing behaviour for both parties – the 

‘leader’ switches to listening and the other party switches, either from a non-influencing 

mode or a different influencing behaviour to one of communicating:   
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[Listening] is a leadership function.  Because, if you don't listen, you are not 
going to really perform to the best of what, to the best of your ability. And 
your group isn't really going to want to participate either, because they are 
not getting their word through to you in a sense, you know. And if you, you as 
a leader, if you listen, you show better leadership skills...it encourages them, 
motivates them to, you know, put forward the ideas and actually see that the 
leader actually steps down so that they can speak. (R13) 

 

The idea of key influencers switching between listening and communicating was also 

explained by R26, a participant in 2004 and team observer in 2005. He noted that a 

couple of key influencers in the team would use switching to get ideas and facilitate 

action to solve team challenges: 

But, ja [yes], I think 90% of the time they would, they would step back and, 
they would like pull themselves out of it and let whoever was going to say it, 
say it [listening].  And then they would say, ‘Okay great, that's the right thing 
to do!’...they didn't necessarily have the ideas, but they knew how to use the 
ideas almost. (R26) 

 

A team member, R164, himself amongst the four members identified as most 

influential, explained how the switching of another influencer in the team contributed to 

a sense of inclusion: 

My interpretation of the leader is not one that shows that he is dominating the 
group.  It's one that brings himself down to our level...By bringing himself 
down to our level, and achieving something, he is showing us that we too can 
achieve that.  See, because he is on our same level. And so listening is 
important because everyone has ideas.  Everybody wants to be heard.  And 
so, by listening to it, analysing it, and giving feedback, then we are able to 
improve it. (R164) 

 

Further insights into how leaders adopted switching were contributed by a team 

observer. R2 explained how one of the influencers would make an extra effort to switch 

to listening when a member who had not had a chance to speak wanted to add 

something, just as he switched into the communicating role when more stimulation was 

needed: ‘When he saw guys talking, guys that never knew, that never spoke previously, 

then he pulled back a bit, listened, and then when things were a bit quiet, then he came 

in. (R2) 
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R26 describes how the three main influencers in the team he was observing were able to 

use switching to encourage other members to participate and yet still maintain overall 

control of the team. He qualifies that switching enabled members to function more as 

coordinators than autocrats: 

They were three, like coordinators, almost.  They weren’t in charge of 
everything, but they, when they did something, everyone would be happy to do 
what they did. And, if they stood back to listen to somebody else, everyone else 
would step back to listen, as well.  So they, kind of like, dictated what was 
happening. (R26) 

 

R26 suggested also that sometimes when the team faced a complex problem it was 

important for the leader to listen and reflect rather than just give his own ideas. In 

addition to hearing from others, switching to listening allowed more time for processing 

and reflection. This permitted others to assume the communicating behaviour and the 

leader could step up again if, after deeper consideration of the issues at hand, the need 

was perceived: 

I think you need somebody who is going to listen to what's happening, without, 
you need to consciously listen.  Say I need to actually listen to what's 
happening.  I need to think about what's happening.  And then they need to 
pull out of the group situation, almost,  think about it, and that would be like 
pulling out as a leader. And then, go back into the situation and, if they found 
something’s wrong, then say, ‘Something is wrong’, almost.  And I think, you 
don’t even get to listen to what is being said.  But then that leader would have 
to communicate his skills back again, if there is a problem. (R26) 

 

Team members identified as leaders exercised influence both through actively listening 

– stepping back and encouraging others to speak – and also through communicating 

their ideas. R4 explains how an influential member in his team operated: ‘He was there, 

as a leader.  He was very influential but sometimes he actually, he drew back a little bit.  

You know, sort of to listen to what guys had to say.’ (R4)  Less influential team 

members, reluctantly described as followers, were portrayed differently:  
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Most of the guys, other guys, just worked well.  They would listen, they would 
put in some of the advice as well, otherwise they would listen, do what they 
needed to do. I don't want to say followers, but, they worked as a team type 
of thing...if they had something to say, they were put it in and then we all use 
the information and then we would do it better. (R11) 

 

4.23 Listening: Summary 

Listening, like communicating, emerged in this study as a core influencing behaviour 

which played a role in facilitating the exercise of all other influencing behaviours. In the 

substantive field, listening involved actively attending to the communicating of others. 

Being listened to provided those communicating with an influencing platform which 

was denied if listening was absent.  Being listened to signalled that a member’s 

contribution was worthy of consideration and contributed to a sense of belonging, even 

if the ideas were not implemented. Listening to others was closely associated with team 

performance, in major part due to the role that listening plays in exchanging, developing 

and dispersing information and solutions to team challenges. The next chapter focuses 

on the two key influencing behaviours, coordinating and motivating.  
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Chapter 5   
Findings: Key Influencing Behaviours 

 

5.1 Introduction 

The next two influencing behaviours in the hierarchy of influencing behaviours are 

coordinating and motivating. Both of these influencing behaviours were widely 

exercised in teams and consequently were frequently identified early in interviews in 

response to the opening question about who exercised influence in the team and how 

that was achieved. Interestingly these two influencing behaviours address the two core 

concerns of team membership, namely contributing and belonging (discussed in Chapter 

7).  Team performance was closely linked with the exercise of these two key 

behaviours, each of which is discussed in the next sections of this chapter.  

 

5.2 Coordinating: Overview 

As one of the frequently practised influencing behaviours, required most of the time, 

coordinating was a key influencing behaviour and a ‘vital leadership skill’ (R28).   In 

this section coordinating is defined, following which the protocols for implementation 

within a team context are examined. Team performance is then examined in relation to 

the four phases of the Team Task Execution Cycle, each with its own component 

behaviours. The section concludes with an analysis of the inter-relationships between 

coordinating and the other influencing behaviours and a consideration of how 

coordinating and leadership interface.  
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Figure 5-1: Outline of section on Coordinating 

 

5.3 Definition of Coordinating 

Coordinating aims to marshal team resources, human and non-human, towards the 

fulfilment of the team goals. In this study coordinating involved taking charge for a 

period of time, identifying resources available to the group, putting them to best use 

through a suitable plan of action, and monitoring until task completion. Coordinating 

enhanced a sense of inclusion through involving team members in task planning and 

execution, a practice which also increased the likelihood of team success. 

 

R21, a participant in 2004 and team observer in 2005, noted that of all the influencing 

behaviours, coordinating is central to getting things done in a team. ‘Coordinating is 

key, you know, because you can't not coordinate.  Because I don't think the task will go 

smoothly and you'll end up failing. [R21] 

 

Although coordinating was identified as a distinct influencing behaviour, exercised to 

marshal team resources to achieve team goals, it comprises a range of behaviours 

(discussed in detail later in this chapter) required at different times, depending on the 

progress of the task. For example, focusing the team was usually required earlier but 

evaluating task progress was only required later. Using this example, coordinating 

involved initiating or taking charge of planning in the early stages of task execution and 
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evaluating task progress in the later stages. The component behaviours that marshal 

team resources and apply them to task execution collectively constitute coordinating.  

R13, a participant in 2004 and base observer in 2005, demonstrates the complexity of 

coordinating and captures many elements of this influencing behaviour:   

If you can communicate with your group and take information, to gather 
information they have...you can give the lead to others...So let him give 
instructions you know, on how the task is going to be run, and how it is going 
to be planned.  Because, normally the person with the ideas of what's going 
on in that...situation, knows and knows what plan he is going to be having to 
give out to the rest of the group...He knows how to coordinate basically the 
group, you know.  Let's use the resources properly, let's use the right guys for 
the right means of the situation. [R13] 

 

To exercise coordinating effectively, and ensure that appropriate component behaviours 

occur at the right time, teams devised informal coordinating protocols. 

 

5.4 Coordinating protocols 

All teams adopted informal coordinating protocols, heavily reliant on the two core 

influencing behaviours, communicating and listening. The core behaviours function like 

hubs, linking the other component behaviours. Moving to an appropriate physical 

position (location) within the group was essential to facilitate effective communicating 

and listening and was also a vitally important element in the coordinating protocol. 

 

When team members propose competing solutions, communicating played a critical role 

in the coordinating protocols to facilitate the selection from the available alternatives. 

R21 provides a sense of this competition in the group he was observing: 

There were obviously ego clashes, you know, where you had one person 
wanting to be dominating in the group.  And you’d have another person, who 
perhaps didn't like that person, or also wanted to be dominating.  So, there 
was conflict caused there. [R21] 
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An essential difference between highly successful and less successful teams was the 

extent of coordination of available resources from the planning phase through to task 

completion and evaluation. R13, a member of a highly successful team, outlines the 

protocols his team followed to maximise coordination: 

 When it came to challenging tasks, we sat down for about 15 minutes of our 
task. And we sat down and we actually discussed the situation, the resources 
we have, the time, the amount, time management. And then we decided, you 
know, we've got so much time to do it, so we got more than enough time to 
plan.  And then we estimated times to finish the task and we always 
acknowledged the ones who were weaker in certain areas. [R13] 

 

From the description by R13, it can be deduced that the overall coordinating process is 

very team-centred. This presents two issues: first, there is a need to allow all members 

to have their say, within time constraints; and second, a requirement to decide on a 

solution from a range of options. R8 describes how a member in his team influenced 

coordinating by strategically-timed contributions, particularly when things were not 

going well: 

[Member] lead, but without talking the whole time.  He would come in like, at 
the critical points, when things were going wrong. And he would come in and 
people would always listen to him...He didn't do a lot of talking. He came in 
occasionally and he would, okay he would talk, but he would let everyone 
talk first.  And then, when we were doing something, or about to go and do it, 
he would just say, ‘I think we should do this’, or, if it was like a big change, if 
his idea was very, if it changed the whole plan, then he would tell us more 
in, when we were into the planning stages.  We were all giving our ideas. 
[R8] 

 

Once teams have canvassed various possible approaches to their challenge, a decision 

needs to be taken about the specific plan of action to follow. R241 provides an account 

of how his team voted on the preferred option following the team brainstorm: 

[Coordinating] was joined with the planning in that, especially with the 
brainstorm whatever. At the end of that we would be like as a group which we 
would, sort of like, vote on which one, which sort of plan we were going to go 
with. How it's going to be done, and which people would get to do the specific 
things which needed to be done. [R241] 
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Observation by the researcher, both in the field and of video recordings, suggests that 

the physical position of the would-be coordinator is vital. Those attempting to 

influence a team of eight or nine people need to assume a position as central as possible 

to the team or to the members they are trying to influence. R8 highlights this with his 

explanation of a video segment where he was seen moving around the team at a 

challenge, trying to get into a suitable position: 

I couldn't get in enough.  And everyone wanted to talk at the same time...I got 
up and moved a couple of times.  Moved here, and there were ants [biting], so 
I had to move again...see I couldn't get in [refers to video], so I looked for a 
way and tried to move.  Tried to stand up ... I think I got a good spot 
eventually, but I gave it up so someone else could get a [place required to 
work on the task] [R8] 

 

R27, along with another of the team members, assumed a coordinating role for the 

cooking of the evening meal where the team was to prepare a three-course meal and 

entertain guests. He explains how he moved between the sub-groups working on various 

tasks, ensuring that all were doing what was needed to complete the challenge 

successfully: 

And then I, jus I was running that night.. I was running in between to make 
sure everyone is like doing the job properly, because some guys, sometimes 
they were just slacking. And jus, it was a mission, because the guys just went 
and, you know, tired after a long day... I wanted them to show that we really 
are a good group. So I was like running between everyone, jussy, I was tired 
that night. [R27] 

 

5.5 Coordinating and team performance 

 Coordinating was the influencing behaviour that focused most heavily and frequently 

on task completion and consequently was crucial to team performance. It emerged in 

this study that coordinating is a complex, multi-faceted influencing behaviour, 

comprising a variety of component behaviours linked to the team’s task execution cycle 

that was also indentified in this study (see Figure 5-2).  
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Figure 5-2: Task Execution Cycle 

 

The four stages of the Task Execution Cycle that were identified included (1) focussing, 

(2) planning, (3) implementing, and (4) monitoring and evaluating. Component 

behaviours at each of the stages were necessary but, in isolation, not sufficient to 

accomplish team goals.  

Table 5-1 Component behaviours of Task Execution Cycle 

Stage in 
Execution 
Cycle 

Component 
Behaviour  

Description 

Focusing Focusing Concentrating efforts of members with diverse capabilities on the 
work of the team. 

Influencing 
Planning 

Generating 
ideas 

Based on task objectives, providing ideas for a possible plan and 
listening to the ideas of others as multiple members in the team 
influence the planning process. 

Filtering or 
evaluating ideas 

Converging focus from many different ideas plan to a few likely 
options 

Deciding Choosing a course of action from the variety of options proposed.  
Allocating Sub-tasks are allocated for members to complete individually or 

in smaller groups to achieve the best possible outcome overall for 
the team.  

Implementing Initiating Taking action lead by example, initiating work on the task they 
undertake to complete. Particular members usually initiate task 
implementation and others follow. 

Controlling Overseeing the task that is being completed.  
Directing Telling team members what they need to do. 
Instructing Informing others how to achieve a particular task and then 

completed another sub-task, according to the division of labour.   
Monitoring & 
Evaluating 

Monitoring Determining whether execution is progressing according to 
earlier planning.  

Evaluating Assessing actual versus expected progress, along with an analysis 
of how task execution needs to change to achieve the desired 
outcomes. Determining completion and lessons learned. 

Focussing

Planning

Implementing

Monitoring &
Evaluating

Focussing

Planning

Implementing

Monitoring &
Evaluating
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Collectively the component behaviours comprised the coordinating influencing 

behaviour which had task fulfilment as its end goal. Each of the four stages of the Task 

Execution Cycle is discussed, with a brief description of the eleven component 

behaviours provided in Table 5-1 above.  

Focussing  

An important coordinating behaviour was focussing members with diverse capabilities 

on the work of the team. Focussing was particularly important in the early stage of team 

problem-solving where a solution was being sought and sometimes later in situations 

where members became excited and risked losing sight of the task focus (objectives).  

 

Influencing Planning 

The need for planning is amongst the more important lessons teams learned during the 

course. During planning, members of the team worked out, from their diverse skill sets, 

who possessed capabilities to address the problem at hand and then used that knowledge 

to devise a plan of action and allocate task responsibilities. Planning occurred in four 

phases including generating ideas, filtering those ideas, deciding on which option to 

pursue, and then allocating resources according to the plan. 

 

Implementing 

Implementing plans occurred after initial planning was complete. In addition to 

initiating the task, implementing also involved controlling, directing, and instructing if 

needed.  Members with knowledge of particular tasks usually exercised influence in 

situations where their knowledge was required.  
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Monitoring and Evaluating 

Monitoring plans (and member contributions) and evaluating progress was also needed 

for successful outcomes and both were usually communicated through feedback 

mechanisms. This also determined when a task was complete and what was learned. 

 

5.6 Coordinating and Influencing 

In this study situation played a major role in determining what components of 

coordinating behaviour emerged as most important and how members were able to 

exercise influence through coordinating. Coordinating influenced, and was in turn 

influenced by, contributions that team members made.  

 

Coordinating, situation and influence 

Situation played an important role in determining which members might influence the 

team through coordinating behaviours. In the context of the two leadership courses, 

teams found themselves in conditions of varying certainty/uncertainty. Informants 

report that knowledge of a situation was a major reason why some team members step 

up or step back from coordinating, and also why other team members choose whether or 

not to follow. However, some members step up even when they have minimal or no 

knowledge of the situation and are uncertain what to do. They reportedly possessed an 

appetite for accepting risks associated with uncertainty and displayed skills that made 

sense of a situation, and were able to convey that to the other team members.  

 
One of the more influential and astute members in a team in 2005 posed a rhetorical 

question about the effect of situational knowledge and skills to coordinate during his 

interview. He suggests that influencers either possesses an ability to harness talent and 
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influence regardless of the situation or alternatively influenced because they have 

situational expertise: 

So the question could be, ‘Is the leader the person who was able to harness 
the skills and talents of the people within the team...or is it the person who 
has the majority of those skills that then exhibits the most influence over the 
group?’ [R27] 

 

Coordinating through situational knowledge 

Situational knowledge was most frequently cited, by team members, team observers and 

base observers alike, as the reason why a team member might assume some or all of the 

coordinating functions. R13 comments how, in his team, there were ‘different tasks, 

different coordinators, you know’ (R13). R9 uses an anecdote to describe how 

coordination changed according to the task at hand:   

Well, everyone was doing that [coordinating] because you had a certain time 
when someone does the task and they would, all of a sudden, take charge out 
of nowhere. Because they think they have the idea. They know the idea, 
what's going on. So, they take charge of the, what, how to do it, and tell 
people like which way you can do this certain task and everything. [R9] 

 

R11 provides a description, similar to accounts of others in different teams, of how the 

situation typically affected his own coordinating inputs. He assumed coordinating 

functions in certain situations where he had ideas but would not step up if he didn’t 

have anything to add: 

I would like, I told them, ‘Okay guys, I think for the water we would have to do 
this, and how we would link in that and throw it over the tree and take it 
across’. Otherwise, if I didn't have any other information that worked, I just 
wouldn't say it.  Because in some of the stuff I knew, like sort of, what to do.  
Otherwise, if I didn't, I would just sit there.[R11] 

 

Another of R11’s team members, R25, comments: ‘He didn't have that many ideas, but 

when you heard the ideas, he knew what was going on and he directed, or coordinated, 

coordinated the situation and everything’. 
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It would seem, from the comments by R11, R25 and R182 (which follow), as if those 

who willingly coordinated when they felt they had a contribution probably evaluated 

their own ideas against those already expressed. If they sensed they had something to 

add, they stepped up. If they had nothing new to add then they contributed as a willing 

team member: 

 I would wait and listen to what everybody else had, and I would sit back and 
listen.  And from then, think of something, not better, but maybe that can help 
us to achieve something more...evaluate what they say...I think to some degree 
people did listen to me.  I don't think they just ignored what I had to say. 
[R182] 

 

Coordinating through ability to harness skills and talents 

Members with little or no idea of what to do in situations were also reported as being 

involved in coordinating. These members possessed the skill of extracting information 

from other team members in an orderly and useful manner. R13 explains: 

If you are a good leader you should have good communicating skills. Because, 
if you can communicate with your group, and take in information, gather 
information they have, and basically say, ‘Okay, since you brought up that 
idea, what would you like us to do?’...He knows how to coordinate basically, 
the group, you know.  Use the resources properly. Use the right guys for the 
right means of the situation. [R13] 

 
 

R26 provides further insights as to how three influential members, without specific 

knowledge, were able to influence through coordinating the input of others: They didn't 

necessarily have the ideas, but they knew how to use the ideas almost, if that makes 

sense?[R26] 

 

Whether situational, due to personal skills, or perhaps a combination of both, all teams 

had multiple members who influenced their team through various elements of 

coordinating. The next section examines how various team members were able to 

assume influence. 
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Multiple Coordinators and Switching 

In some cases members with situation-specific knowledge step up and coordinate while 

in other cases, contributions are coordinated by members skilled at eliciting and 

organising ideas and resources. Sometimes individuals have a combination of both 

situational knowledge and strong coordinating and influencing skills. In some situations 

a single individual will undertake the coordinating while, at other times, two or more 

members coordinate simultaneously. Coordinating is thus shared between team 

members over time.  

 

Team observer, R26, noted that three members in the team he was observing were most 

influential. He commented that they willingly allowed other members to influence as 

long as they felt those members were able to make a positive contribution to team 

outcomes: 

There were three like coordinators, almost.  They weren’t in charge of 
everything, but they, when they did something, everyone would be happy to do 
what they did. And, if they stood back to listen to somebody else, everyone else 
would step back to listen as well.  So they kind of like dictated what was 
happening.[R26] 

 

R26 went on to describe how the three most influential members interacted with one 

another: 

They are also comfortable with each other being there.  Like [member] didn't 
say, ‘Oh, actually I am the strongest and, well, I can do this better so I am 
going to just push the other two out, almost. And keep control.’  They were all 
content to kind of sit back or join in. And that kind of stuff was quite 
interesting to watch. Coordinating, definitely. [R26] 

 

These descriptions by R26 of multiple coordinators and the dynamic switching of who 

exercised coordinating were echoed by many informants. Although there were sporadic 

accounts of single individuals adopting an autocratic style of coordinating (which did 
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not endure), there are many more accounts of coordinating being exercised in a much 

less assertive, even subtle manner.  

 

5.7 Coordinating and other Influencing Behaviours 

Coordinating does not exist in isolation. It is closely linked with other influencing 

behaviours including communicating, listening, motivating and sometimes, channelling 

(described later). Through setting a personal example while coordinating, there is also a 

link to anchoring and, when there is conflict, the astute coordinator may need to engage 

mediating behaviour.     

 

R21 points out the link between coordinating and other influencing behaviours: ‘I think 

all of those [influencing behaviours] would actually be linked to those.  Because, if you 

think about the planning [element of coordinating], you've got to listen, you've got to 

mediate, you've got to channel’ [R21].  

 

R33 demonstrates how coordinating related to the communicating: 

Coordinating, I'd say definitely [member], he was coordinating quite well.  
Because we would have something heavy to carry and then he would like tell 
the strong guy, or one of the strong guys, he'd have to do that job.  And then 
also we would have weaker guys in the team and he would like try and give 
them the lighter job, but also to try and get them communicating and talking.  
[R33] 

 

Commenting on his team’s failure to complete a challenge, R4 notes that initially there 

was good team communication and coordination. However, under time pressure and 

faced with a very challenging physical task, coordinating ceased: ‘Everyone wanted to 

do their own thing.  I mean guys, sort of, lost control’ [R4]. Coordinating plays a major 

role in consistent team success by marshalling and maximising available resources. 
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Team observer, R28, suggests that coordinating is closely related to the notion of 

management, further highlighting that listening and other influencing behaviours are 

also essential for good management (not just leadership): 

I was sort of thinking kind of managerial, but I think that's kind of a 
coordination...I think it's just my own sort of concepts of, to me, managing is a 
kind of a, you know all of the sort of functions that you've listed. Kind of 
listening and coordinating, and all that sort of thing. I think that a good 
manager should have all of those qualities. [R28] 

 

5.8 Coordinating and leadership 

In this study it emerged that taking a subtle approach was a key means by which 

members were able to exercise influence, and therefore leadership, within the team, 

particular with regards achieving task outcomes through coordinating. Further, team 

processes were also enhanced when coordinating was exercised in such a way that 

helped members feel included. 

 

Coordinating is subtle 

In addition to having multiple team members exercise elements of coordinating, many 

informants also noted that influencing is often rather subtle, as compared with the 

traditional, ‘knight on a white charger’ hero leader. R31 comments how a quieter 

member in the team being observed would influence each team member individually: 

‘Subtle, and one-on-one...Subtle and personal.’[R31]. Team observer, R1, describes 

how, in another team, a member approached team problem solving in a more indirect 

style, using questioning: 

He would listen to the possible solutions and think about it and I think he 
tried to, from what I can remember, experiment.  He said, ‘Well, if we do it 
that way, what is going to happen?’ Pose possible solutions and then 
question to see if it would work or not.  It wasn't nearly in as overt a way of 
trying to lead the group as the way in which [member] would. [R1] 
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R26 provides a detailed account of how one team members coordinated other team 

members in a direct though rather subtle manner. The member had situational 

knowledge but, rather than instructing other members what to do, made suggestions in 

the form of questions. Having repeated this process a couple of times, the rest of the 

team soon willing followed his suggestions. 

[Member] saw the Jenga blocks, and he said, ‘Ah, I play this all the time’, sort 
of thing. But no one kind of picked it up as like, ‘Okay, well he's going to be in 
charge, whatever’... and then, after the first three or four moves, then 
[member], kind of, he didn't say, ‘Okay. Listen, wait! I know what I'm doing.  
Listen, we should do this one’.  He said, ‘Hey, why don’t you do this one 
here?’, like to the guy whose turn it was to do it.  And then he would say, 
‘Fine. Okay. Great’. And the next guy he would say, ‘Oh, why don't you just 
do this one here?’. And then those two think, ‘Okay, well he knows what he's 
doing, sort of thing’.  And then they tell the third guy, ‘Hey, this is what 
[member] thinks’. And the third guy would actually ask [member], ‘What do I 
do?’  And so then he would be the leader.  He would influence in what to do. 
[R26] 

 

R28 observed similar instances of a subtle style of influencing, commenting that this 

change is possibly reflective of a general move in South African society away from a 

more hierarchical, domineering style of control that previously characterised colonial 

rule and subsequently the apartheid era:  

You know society has changed. And we have come out of a time where society 
has been far more patriarchal. And it is now less so, and with the patriarchal 
system comes a sort of controlling function, as opposed to a coordinating, 
encouraging, bringing the best. [R28] 

 

Commenting on the team he had observed, R26 outlines how a quiet-natured team 

member used humour to give his approach a softer edge: 

Half the time he was just joking around and then he would like, ‘Oh, wait a 
minute. That's not going to work. Let's do this’. He'd say it with a little joke in 
before or afterwards and then it would be done.  And the group would say, 
‘Fine, let's do it’, and they would do it.  I mean, Ja, as I said, very influential 
despite being quiet. [R26] 

 

R26 also mentions how any one of a group of three influencers in the team might subtly 

influence the team by initiating the task needing completion after the team had decided 
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on a course of action. Team members usually followed that lead and also start working 

on the task:   

He would say, ‘Okay, great, let's do it’.  Or, not ‘Let's do it’. He would just 
say, ‘Great’, and walk, and then get there. And everyone else would just like 
come around and they would start doing it. [R26] 

 

Many informants were quite deliberate in wishing to avoid the label of being a forceful 

or dictatorial-type leader. R27 points out that he did not want to appear as if he was 

forcing issues: ‘I was coordinating.  Like I was making sure that they do the job, not so 

that it looks like I'm forcing them to do a job’. [R27] Another more subtle method that 

influencers adopt involves waiting for the appropriate moment to exercise influence:  

I never spoke first.  I let people speak a bit more and then find out which way 
it's going. And then, if you don't think that's the right way, try and divert it a 
bit to what you think might be a better way. [R8] 

 

The subtle approach is often consciously adopted, in preference to a more autocratic 

style, to increase the likelihood that other team members experience a greater sense of 

inclusion. 

 

Coordinating and including 

It emerged that all the coordinating sub-functions contain influencing behaviour that 

promotes a sense of inclusivity. R13 suggests that influencers adopt a style that helps 

members feel more confident through feeling part of the team: 

If you speak nicely, and listen to them, and hear what they have to say, they 
may feel more secure in an environment as well.  In that group, they feel more 
secure, and confident. [R13] 

 

On a few occasions members tried to influence the team to carry out activities using a 

dictatorial style and every informant who discussed this commented that a dictatorial 

manner was not conducive to a productive team environment. In contrast, informants 
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regularly praised coordinating behaviour which helped members feel they were 

contributing to the success of the team. 

 

R10 explains how he saw a member in his team as a balanced leader because while 

coordinating input he listened to and included the ideas of others: ‘He was like a 

balanced leader, spread over the team. Because of the ideas.  If anyone had a good 

idea, you know, we would use it’. [R10].  

 

A team observer in 2005 comments that maximum contribution by team members can 

be attributed to members who coordinate and motivate others to feel included and 

become fully involved in the team:  

There were no passengers, everyone contributed as much as they could, and I 
think that was a tribute to the coordinator...and motivators, that they were 
able to draw out and motivate them.  Not to just sit back and watch everyone 
else and do as they were told.  But to actually put in their ideas and help. 
[R21] 

 

5.9 Coordinating: Summary 

Coordinating is a key influencing behaviour that impacts heavily on execution of the 

team tasks. Coordinating behaviour varies according to a four phase task execution 

cycle, commencing with focussing of the team and followed by task planning, 

implementing of plans, and concluding with monitoring and evaluating of progress. 

Situation thus plays a vital role in determining which coordinating behaviour is required 

and the manner in which it is exercised. Overall, coordinating is more subtle than 

autocratic and is closely related to situation specific knowledge or process skills.  
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5.10 Motivating: Overview 

Motivating is the second key influencing behaviour. Motivation was required by teams 

in this study because of differences in levels of ability, volition, and resilience amongst 

team members who needed to work together to achieve a shared outcome. This section 

commences with a definition of the motivating influencing behaviour, examines 

motivating protocols and how motivating is linked to influencing. A discussion of 

motivating and team performance follows, and the section concludes with an 

examination of how motivating relates to leadership.  

 

 

 

 

 

Figure 5-3: Outline of section on Motivating 

 

5.11 Definition of Motivating 

Motivating aims to raise or sustain individual performance levels which contribute 

positively to team outcomes. Motivating was something that one team member did in 

relation to another or others, and was achieved through a variety of techniques, some 

of which were aimed at the team as a whole and some aimed at particular individuals. 

R21 points out that motivating, in a team context, lead to individuals feeling they were 

worthy team members: 

Motivating is also one of the key things to do.  Make sure that you motivate, 
and make sure that each person feels that he is worthy of being in the group.  
So, you make them all feel equal.  That they, that no one is more special than 
the other, so that when they give the input, they’d give their input and not what 
they think would be the right input. [R21] 
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One individual, repeatedly acclaimed as a skilled and successful motivator by team 

members, other participants, and observers, indicated that motivating is an important 

influencing behaviour. Continuous motivating, regardless of whether circumstances 

were favourable or adverse, is valuable: 

I think everyone needs motivation.  You can't just say because this person is 
struggling on this thing he will need motivation.  Everyone needs motivation 
in order not to ever get to that rock bottom or, just keep them going. So it 
could be myself. I could be having the best day but I will still need motivation,  
just to keep up.  So you can't really say, ‘Aah, he's having a bad day, we need 
to motivate him’. [R12] 

 

5.12 Motivating protocols 

Motivating served two purposes in teams in the substantive field - it either raised or 

sustained levels of performance. Protocols for motivating, as identified in this research, 

fell into one of two categories namely reframing or positive regard.  Motivating was 

used by individuals in the study to try and influencing the motivation levels of fellow 

team members. 

 

Reframing 

Reframing aimed to alter perceptions of the situation from negative to neutral or, 

ideally, even positive. A shift in frame of reference was achieved through verbal 

suggestion and exhortation, or by using humour or singing.  

 

Verbal reframing 

Members in the teams found themselves in very similar circumstances, yet some 

engaged in motivating others while some did little or no motivating. Having and sharing 

a can-do, positive frame of mind characterised many who engaged in motivating. Team 

member, R10, describes his experience of a motivator:  ‘I feel he also kept us going, like 
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motivated, and told us we can do things’ (R10). Another of the team members captured 

both the can-do attitude and the positive frame of mind: 

He was like the motivational person, always telling us to do this and that.  And 
make us do our best, whatever...he would just cheer us, and if we can't go on 
he would say, ‘You can do it!’ And, like he was always thinking positive, 
even though he couldn't like do the stuff himself, but he tried to motivate us. 
[R31] 

 

Team observer, R1, detected this type of can-do, affirming approach in the team he was 

observing: 

He would just say, ‘come on, let's get up and let's do it.  Okay, come on guys, 
we can do it.’ You know that, a motivator. Cheer. Praise. All those sort of 
things. Very lively, affable type. (R1) 

 

Humour 

Perhaps the most commonly recognised, or certainly remembered, form of motivating 

was the use of humour. Informants relayed accounts of humour being used to lighten the 

mood. R9 describes the comedic approach, and its effects, of one of the motivators in 

his team: 

He was like keeping everyone's spirits up with his jokes and he was like a 
comedian, sort of, and everything.  Like with the one-liners and everything, 
keeping the group happy and everything, while we were losing patience and 
stuff like that.  Brings us back up.[R9] 

 

Injecting humour into a team, particularly when under pressure, also helped re-frame the 

situation. R10 comments that one motivator would make left-of-field comments which 

had the effect, momentarily at least, of placing the focus on the humour, shifting it from 

the challenging task at hand:  

[Member], I feel he, like he would come up with something and it would just 
be so funny.  You know, like out of the blue.  You know, you wouldn't expect 
him to say stuff like that.  You know, like what his favourite animal was. [R10] 

 

In another team, R26 explains how motivating he had found a team member’s 

unexpected but humorous comments, including the allocation of nick-names: 
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He is just really, really nice to talk to and is always cracking little jokes and 
looking for you to smile at him, sort of thing.  I mean, like he makes up funny 
names for everybody...It doesn't mean anything. It's really nice. It keeps the 
mood, everybody happy and excited about everything. [R26] 

 

R2 observes the effect of a member’s humorous motivating on the team. The motivator 

distracted members from thinking about their long and challenging walk, even though 

they had become disoriented: 

He's also got the other part to him, a lot of humour.  He, especially that long 
walk. I think he, we got lost as well, and the guys heads were down. And he 
kept on chirping and making jokes, just to get the guys going.  So that they 
don't feel the actual long walk.  Because they knew it was going to be a long 
walk, according to the map. [R2] 

 

Singing 

Singing was another motivating technique some teams employed. Often these teams had 

at least one member who enjoyed singing and is also quite a good at it. R12 provides 

some insights into how a team member, and his team in general, used singing to 

generate motivation. He also describes why he thinks singing is such a powerful 

motivator: 

He was keeping us going and I think, by singing songs, really it helped...I 
think music is very inspirational...once your mind is right, I think that as the 
people say, ‘it's mind over matter’, and I think that is the key because someone 
might not be physically strong, or they might not think that they have the 
capability, but once they are motivated into doing it then they can actually 
do it. [R12] 

 

R193’s team used singing as a source of motivation: ‘I think it was the singing that kept 

us going.  Because we sang for everything. In the fitness we sang.  On the walk.  On the 

obstacle course.’ [R193] Another team member explains how singing is associated with 

increased effort and resilience: 

We didn't say, ‘Okay guys, when we sing the song everyone must work hard’.  
It's just something that automatically happened.  Everyone had in their head 
like, when they hear these words, when they hear the song, I mean it's time 
to like work hard.  We started singing it. Everyone just got up and, it was at 
the halfway stage. I don't know if you remember, [member]?  When we got 
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there at the halfway, when we sat down and the time came to go, everyone was 
just tired you know.  We were just demoralised, you know. Everyone was just 
quiet.  And then someone started the song, and then things just happened.  
We started moving and caught up to the other teams and it was good.[R192] 

 

Singing provided teams with an activity to which they could collectively contribute 

while completing a primary task. It also diverted attention away from more challenging 

realities of the moment which resulted in renewed drive. 

    

Positive regard and encouragement 

Expressing positive regard and encouragement for the team and its members is a further 

motivating technique that was frequently used in the substantive field. Positive regard 

involved providing generally positive communication, for example, ‘it’s good to have 

you on the team’. Encouragement, containing positive affirmations, focused on 

capability, performance, or well being, for example, ‘You can do it’, or ‘That’s really 

great’, or ‘You’ll be okay’. In the more challenging conditions of the leadership course, 

the value and effect of this type of motivating was readily apparent. 

 

R12 suggests that positive motivation is really important. He adds that it is particularly 

important also to avoid negative feedback. If it is not possible to find something positive 

to say then, he proposes, it is better not to say anything. R12 links the nature of any 

exchange between influencer and team member with subsequent behaviour of the 

affected member: 

I think it depends on how you actually give your feedback.  Because, it could 
be negative feedback and some guys would feel they have been maybe exposed 
or brought up for what they haven't done. And that would bring their self-
esteem down, and you are trying to actually build their self-esteem so they can 
actually contribute positively.  And, so you can't always make everyone 
happy, but what you can do is always just try and give a positive thing.  If you 
don't have the best of the comments, then you could just say, you could use 
something else. But not trying to bring them down and really make them feel 
like worthless, or they haven't contributed. Because then, after that, it will 
take time for them to actually build their confidence up again and you will 
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need them for other task.  You don't need them to now try rebuild up their 
confidence or feel their belonging in the group. [R12] 

 

While it has been suggested earlier that frequent motivating was useful, even in positive 

situations, motivating is particularly important when teams or individuals lose their 

volition or commitment, often in the face of what seems to them to be unrelenting 

pressures. R27 points out how a team member motivated the team when it was under 

pressure: ‘Like, whenever we felt down and stuff, he like, ‘Come on guys, you can do 

it.’, you know.  Like he would shout out loud and start the applause always and stuff. 

[R27]  

 

R13 shares what he had observed while a team was completing a challenging obstacle. 

He recalled how a couple of the influential members showed regard for other who were 

struggling, particularly physically. 

He was really trying to show the guys, you know, you should always help your 
weakest link and always show that some of the guys aren't all physically 
prepared to the rest of them, you know.  They have to consider for the 
rest...They all ran ahead and then, while [member] was struggling on the 
monkey bars, we had [another member] and [other member], motivating him, 
saying ‘Come on, you can do it’, you know. Always helping.  Even when he 
felt that he [member] couldn't do it, you know. [R13] 

 

Positive regard was motivating even when a team was coping well. R21 describes how 

one of his team members motivated others through encouragement while they were 

attempting the task and then, once completed, also through praise and thanks to 

everyone for their efforts.  

Somebody would get across the balance beam or something and he'd say, 
‘Well done, well done. That was good.’,  you know.  And then he would 
continue to say, ‘Come on guys, let's go. Let's get through this.’, you know. I 
think he, he just, if somebody talks it makes you feel, it makes you get the 
task over and done with, you know...He was definitely was the guy who, you 
know, just motivated the guys as they get through the task. And, you know,  
one of the main things he did was thanked the team when we'd finished the 
task.  You know, say, ‘Well done. Thanks for giving your best’. [R21]  
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In similar vein, R27 notes that a fellow team members exercised motivating through 

clapping and encouraging comments to support, even though he was really tired 

himself. Giving this positive feedback to others, without regard for own condition, was 

a further source of motivation: 

He always [claps like member did] gave support and like, ‘Well done 
guys’...He also didn't care that much about himself. Like when he was tired, 
he didn't complain or anything.  It wasn't only about him.  It was about the 
team as well.  He was like a team player. [R27] 

 

‘Pushing’ or ‘driving’ behaviour 

Another method of motivating was pushing or driving team members to achieve. Linked 

closely with the concept of personal example discussed previously, pushing or driving 

behaviour went further than setting an example to wilfully setting demanding standards. 

On the leadership course, this occurred most often in the context of completing the 

physical elements of challenges such as walking between bases or giving maximum 

effort on the assault course. However, some teams came to discover that there is a fine 

line between setting an exceptionally demanding but motivating pace and driving a pace 

that becomes de-motivating because it seems unsustainable. 

 

R12 describes how a stronger team member set a physically challenging pace for the 

team. The member was a fit elite athlete and set a personal example of giving maximum 

effort by taking responsibility for carrying a 2m pole which was heavy and awkward to 

carry. Team members commented how this action alone was motivating but that the 

effect was heightened when he was still able to encourage others with less of a load to 

give of their best. 

He was like carrying the pole some of the time, most of, more than the others, 
and by him showing that you know, ‘I am carrying the pole and you guys are 
walking with your bags whatever, and it's possible you can get through this 
here’.  And he was setting the pace so that motivated us to just keep up.  He 
wasn't putting pressure on us to say, ‘If you don't come, I'm going to leave 
you’, or, ‘If you don't come, you guys are useless’. [R12]  
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Pushing or driving had a negative effect in this study, particularly when applied with a 

lack of sensitivity as to how far individuals can be pushed. One member recounts how 

his team was pushed too far: 

Well, a few of us couldn’t make the walk.  They were a bit weak. Couldn't 
handle it. But, [member] showed,  he supported the guys.  He motivated them.  
Tell them to carry on, that eventually we will reach camp.  But he did push 
too much, and then some guys got over-exhausted.  Couldn't carry on. 
[R164] 

 

Although the driving behaviour mentioned above eventually became de-motivating 

because it went on for too long, most team members noted some benefit of the driving 

but only recognised this the following day. The type of vocabulary that drivers used 

sometimes risked alienating all team members who simply complied with the demands 

rather than participate willingly. However, from another perspective, this driving also 

had the effect of helping individuals overcome self-imposed limitations and improve 

their performance: 

Well, with [member], the first day we were pushed, okay. And we did it.  But 
he kept on pushing and we all got irritated with that. But geez, it was actually 
very good what he was doing because the next, the next day it was the eco-
centre and we kept on being pushed and we, you actually get used to it.  You 
actually say to yourself, ‘Ja, I'm going to get pushed, so I might as well 
push’.  So, on the, it was on the Sunday when we did that walking from the 
bases to bases and everything. That walk alone was actually longer than the 
first day and we didn't complain much.  And we just did it, because we were 
pushed and we had just, we were driven to do it.  We did complain now and 
then, but...our limits were kind of broken.  [R161] 

 

5.13 Motivating and Influencing 

Influencing was achieved through two distinct types of motivating observed in this 

study. The first, a more generic almost broadcast type of motivating, focused on the 

whole team. Other motivating was individual-focussed and a lot more personalised. 

Some doing the motivating favoured a team focus while others focused predominantly 

on individuals. 
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Team focus 

Team-focused motivating involved general comments aimed at all team members. 

Adopting a team focus raised the sense of common destiny that members shared. R12 

explains his preference for focussing on the team. He notes that ultimately individuals 

are motivated through a sense of belonging and contribution to a cause greater than 

themselves: 

With motivating, you can't just motivate the individual.  So, it's always 
trying to motivate something that is common, with the whole group, where 
you can get them...By getting something common and motivating them, then 
they are all working towards the same goal at the end. And then it is no more 
like so much individual, but more of a group thing. I mean when guys are in 
a group you tend to find that they will work better together. [R12] 

 

In the context of this study, informants noted how motivators issued comments like 

‘come on guys’, or other positive affirmations of the team’s ability to achieve a 

particular outcome, while working towards completion of that task. Sometimes 

members simply used clapping or similar gesturing with the intention of raising energy 

levels and effort. Often, but not always, these gestures were aimed at motivating all 

team members rather than any one individual. Humour and song were additional 

techniques particularly well suited to a broadcast style of motivating of more than one 

member. R27 describes how humour boosted team morale: ‘He kept the morale up with 

his dumb jokes and sayings and stuff. So, he like, he made it more fun.  Ja, it just 

wouldn't have been the same without him.’ [R27] 

 

R28 observes how an entire team became motivated after individuals started singing to 

motivate their team mates: ‘It was like walking around with the barbershop quartet, you 

know. You know, sort of harmonisers, and they were singing all the way around. And 

the others just kind of got drawn into this.’ (R28). R193, in another team, explained 
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how he was initially sceptical when one of the influencers started singing during a 

difficult challenge: 

My arms were like killing, and then [member] started singing.  It was just like 
a small thing, like singing, could actually, like motivate you to just finish 
quickly...We started singing and I was, ‘Okay’, like, ‘Look at this clown’.  And 
I didn't think, like, just by him singing, he got all the others to start singing 
and then I was singing and actually it would help you.  So I didn't think that 
singing would really motivate you, but now if I look back, it's true. [R193] 

 

R13, like other members in the same team, mentioned that many of his team members 

were motivators for other members at various times. Members reminded individuals and 

the team as a whole how well they had all performed up to that point and team 

expectations of future success were raised: 

 We depended on each other more than depending on one person because we 
understood each other well and, because we understood, we knew each other's 
weaknesses... If we could see the guy wasn’t doing too well, everybody said, 
you know, ‘You can do it, you know what you can do, you can do it’...There 
was always positive contribution.  There was never any negative, you know, 
feedback. And we would always analyse like the day's work when we got to 
camp, you know. And we say, ‘Jus guys, it was a good day’, you know, ‘we did 
very well.  We can keep on doing that the next day’.  You know, we were 
always fired up for the very next day.  Even though it was a tiring course, we 
were always fired up.  There was never like a down moment. [R13]  

 

R25 explains how members in the team motivated the team as a whole during the long 

walk on the first day. He emphasises that there was always someone saying something 

that was motivating to the other members. To maintain an elevated mood, there was 

never silence: 

Especially on a walk.  Our first walk.  Everyone was, everyone was like just 
keeping the group alive and, I don't know, we were never dead on the walk.  
We were never not speaking or anything, or just quiet, or anything.  Always 
talking and always joking around and everything.  Probably keep our morale 
up and everything. [R25] 

 

Individual focus 

Although team motivation played an important role in raising the general level of 

motivation, in part due to an increased sense of common destiny, informants report that 
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some circumstances required a more individual-oriented motivating approach. This 

usually occurred in situations where individuals felt under greater pressure than usual. 

In these instances a general clap for the team or an encouraging, ‘come on guys’ cheer 

did not provide the level of personal support some individuals needed to be able to 

positively reframe an intensely challenging scenario. However, not all individually-

oriented motivating emanated from severe conditions. Some individuals preferred a 

more personal style of motivating, irrespective of level or personal or team pressure. 

 

R25 provides a sense of this personalised focus, describing how one team member 

always seemed to be motivating other members individually, particularly when they 

were under pressure: 

He was also always encouraging ous[sic], motivating them...Depending on 
what the situation was, who was, who he thought was struggling probably. 
And, if he saw someone struggling, he wouldn't direct his motivation at the 
team. He would direct it at the guy he thought was struggling. [R25] 

 

One participant recalls how he received personal motivation from a team member who 

not only motivated him to get into a river when he was afraid of water but, as a result, 

helped him towards overcoming his fear of water more generally: 

I have a fear of water.  Water, I am petrified of it.  And, when we had to go in 
that river, I didn't want to do it, but I kept it in. And then [member] went in 
first. And then he was in and I was, like, ‘I don't know’.  Because, I'm just 
scared.  Even the ocean.  I'm scared of any water.  And he went in, and he 
said, ‘Don't worry, it's just water’.  He said, ‘It can't bite you’.  And I was 
like, ‘You know what, that’s so true’.  And I think I’ve lost like fifty percent of 
that fear because I went in. And I was like this deep [show neck height] and 
what had happened to me? I'm still walking here.  Ja, I've always been 
petrified, now it's like, it didn't really worry me that much any more. [R161] 

 

When teams were doing well, members were usually also at least fairly motivated. 

During the course teams quickly learned that demotivated members can easily move 

from being useful leaders or followers to becoming nominal members who exert a drag 
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on the effort of the team, and even affect overall team morale. R26 describes how two 

members in the team he was observing worked with one demotivated individual: 

And then [member] and [another member] kind of just like hung back with 
him for a bit. Just the three of them. And, I don't know what they were talking 
about, I was in the middle of the group. And all I hear is massive laughter 
and chirping each other. And he was back to smiling. So he recognised that, 
‘Hey, [one member’s] upset, can't really have that anymore’.  And they went 
back and started chirping him. ‘Ah, I told you I would get a smile out of him, 
wadda, wadda’. And then, ah, that's quite a nice thing. [R26] 

 

Informants in this study noted that motivating raised levels of energy or commitment by 

helping members to feel a worthy part of the team. Feeling valued and respected after 

giving one’s best, even if that isn’t actually enough to meet the requirements of the 

challenge or the situation, was nevertheless a powerful motivator. R183 described this 

type of unconditional positive regard as inspirational: 

It was just that, he never expected more from you than what you could 
actually give...So, from my point of view, [this member] was one of the, I 
believe one of the best leaders in all the situations. With me he was, honestly.  
Because on some, especially on the obstacle course, again, there was parts 
where I felt that ‘No. Okay, this is going to be hard’.  But then [this member] 
was behind me all the time telling me to, ‘Go, go, go!’, and he wasn't pushing. 
He was more of a motivational, inspirational thing. [R183] 

 

Finally, though individual motivating played an important role in supporting individuals 

at, and through, challenging times its value in general team building ought not to be 

overlooked. R26 explains the value of individual motivation to him as a team member: 

Personally, for me, I got much more out of it in actually making jokes about 
my name, and about what I had done, and that type of stuff.  Sounds stupid, 
making jokes about my name but, I mean, it helped me like pull into the 
group and feel part of the group. And feel part of, like, involved and, like, I 
don't know. Ja, together almost.  And I think, because he was, because he was 
motivating each person individually, and making jokes about the person, or 
not about the person, with the person, and that made the person feel part of 
the team. And then, by him focusing on the individuals, he's focusing on the 
team. Ja, I think, well he did motivate the team by motivating the individual. 
[R26] 
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Motivating both individual and team 

Some individuals employed both team- and individual-focused motivating, possessing a 

keen awareness of the techniques and impact associated with each style.    

 

 A video clip of a team completing a mini-obstacle course allowed detailed observation 

of the team in action. One influencer stands out as switching between motivating the 

team as a whole and, separately, individuals as they confront each obstacle. 

Additionally, the motivator positions himself almost in the middle of the team, between 

those out in front and the others completing the obstacles last. In both situations the 

style of motivating was of a very supportive nature: 

One individual appears to assume the widest range of roles, from encouraging 
individuals, including making a personally supportive comment to reposition 
a few comments from a few individuals that one individual expressed loudly 
that was not helpful. Immediately the individual appeared sensitive to those 
comments and the reaction and made a conciliatory, supportive gesture which 
seemed to be appreciated. This individual also seems to make general team 
support type of comments which appears to evoke a positive reaction from 
others. Usually, they seem encouraged/supported/more energised for those 
moments which follow. This individual is in the middle of the team - not first 
over obstacles but not last either. [Research Memo 24 July 2005] 

 

Motivation contagion 

Motivation contagion describes how motivation took hold in the highly enthused teams 

and indicates that in those teams multiple members played an active role in motivating 

others in a virtuous cycle. Motivation played an important role in energising and 

sustaining behaviour that allowed teams to complete their challenges. Although 

important to team outcomes, team observers and team members described how 

motivation levels varied quite widely between teams. A few teams reached high levels 

of motivation which they sustained almost continuously over the four days: all, or 

almost all, members were committed and involved. Most teams, on the other hand, 

exhibited variable levels of motivation – at times they were buoyant and enthused 
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though, less frequently, there were times when most members were fairly negative and 

pessimistic about their current situation. Finally, one or two teams reported they were 

unmotivated fairly often, with overall performance reflecting the low levels of collective 

enthusiasm.  

 

R13 explains contagion, noting that motivating is often initiated through a motivating 

‘outburst’ from one individual which is quickly mirrored by others in the team. The 

initial motivating is like a spark which spreads and grows in energy and reach, much 

like a bushfire: 

You would have [motivating] outbursts from everyone. I mean, okay, you have 
like one guy will start. [Member] would start, then maybe [another member] 
would say something, then [third member], and then...would pick up from 
there and if he drops it down then someone else would take it up and say, you 
know, ‘Come on. Yes! Let's go!’ [R13] 

 

R5 felt that many team members participated in the motivating, ‘We all did our fair 

share of motivating’. R193 also describes how various members engaged in motivating, 

with the function moving from one person to another, like a chain-reaction, to keep the 

overall level of motivation high: 

So, I think that's why we did so well, because [member] would like motivated 
me. And I'd motivate [second member].  [Second member] would motivate 
[third member].  And everyone gets motivated, and we stayed motivated for 
the whole day.  Like, for the whole time. [R193] 

 

R13 described the general mood and levels of motivation in his team, mentioning how 

under-performing individuals were motivated and how, in general, members fed off an 

atmosphere of enthusiasm that was maintained at high levels. He used words like 

‘happy’, ‘jiving’, ‘excited’, and ‘enjoyment’ to describe team mood and also pointed out 

that the team used a war-cry ritual (which video evidence shows was also sometimes 

used before tackling challenging tasks): 
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If someone wasn't really motivated we would motivate him and say, you know, 
‘We can do it, we can do it’. If it wasn't a day for that guy, and he didn't do the 
task too great...then everybody would say, ‘It doesn't matter guys. We have got 
enough time. We can do it’...We were always happy you know... Jiving, you 
know. We were always ready for the next task. I mean we were running, 
singing along the beach...We were always excited to get to the certain point.  
As soon as that task was completed we were excited. We had a little war-cry 
after every single task that was completed.  The motivation in the group was 
very good...even though it was raining and miserable, we never really got 
into a bad mood. [R13] 

 

5.14 Motivating and team performance 

In the section above, many examples have been provided which show that motivating 

plays an important role in contributing to positive team performance. However, it is 

useful also to consider the impact of a lack of motivating on teams. A useful way of 

achieving this is to contrast the effects of motivating with the effect of limited or no 

motivating in a team.  

 

A few teams were reported as having a lack of motivating during the course. These 

teams performed most poorly in the various team challenges – their poorer performance 

was sustained throughout the four days. Although members reported that they found the 

leadership course experience personally worthwhile, they had little enthusiasm for their 

team and its performance. Further exploration of this type of outcome revealed an 

absence or short supply of a number of influencing behaviours, including motivating, in 

affected teams. Team spirit proved a useful indicator of the extent to which motivating 

behaviours were present within a team. 

 

R4 explains how his team, which he felt performed adequately but might have done a 

lot better, lacked anybody who could be identified as a motivator. Compared with other 

teams he had seen during the course, he felt the team had simply drifted along, not 

realising its full potential: 
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We didn't really have a motivator in our group.  Our group wasn't, sort of, 
motivated.  I think we were just going with the flow.  You know, cause some 
of the groups, you know, you'd see that those groups were motivated.  And us, 
with us, I think we just went with the flow.  [R4] 

 

R31 was certain that, amongst other influencing behaviours that were absent, a lack of 

motivating played a major role in the lack-lustre performance of his team. Instead of 

seeking to maximise their efforts, the team collectively sought out options requiring the 

least effort: 

We could have done a bit more if we had more motivation.  It was more like, 
‘Okay, this is our minimum, and we should just get this and then it will be all 
right’. [R31] 

 

Taking a minimal involvement, low engagement approach resulted in members in teams 

feeling relieved when their tasks were completed but instantly daunted by the next 

challenge they faced. This is in contrast to teams that felt motivated and inspired after 

completing challenges, and looked forward to their next challenge. R21 outlines that a 

lack of motivating impacted negatively on the very perceptions of being a team: ‘You 

won't, you know, sustain a unified group mood [without some motivating], if I can say 

that.’ [R21] 

 

5.15 Motivating and leadership 

At a meta-level, motivating conveyed to the individual that they are a valued part of the 

team and also reinforced that sentiment. Helping members feel a sense of belonging was 

an important team-oriented responsibility of those playing a leading role in teams. Even 

if purely utilitarian, members willingly sustained or increased efforts if they knew that 

others benefitted from their contribution. In the early stages of team development, 

particularly where members did not know each other well, or even at all, motivating 

revolved around getting members to do what the team needs done. As the team 

developed, and interpersonal bonds formed between individuals, motivating switched 
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from being purely utilitarian to being more personal, in a genuine effort to help each 

member experience a sense of achievement and personal triumph, not only, but 

particularly, in the face of adversity and challenge.  

 

From an individual perspective, some members who were regarded as leading 

motivational efforts in teams reported drawing personal strength from their acts of 

motivating when the response from other members was positive. This often led to a 

virtuous motivating cycle. R12 believes that one of his major contributions to his team 

was motivating and team members and team observers corroborated that view. R12 

described how the act of motivating others, and their response, motivated him 

personally: 

I think it [motivating] was my main function.  It's not just like on the camp, 
because obviously if you like motivating it's because, even in life, I think, it's 
the same.  Ja, motivation because always, like, may be trying to encourage 
other guys to like keep going at it, and not to put their heads down. And, by 
doing that, it also helps me get through the things...Helps me as well, ja, quite 
a bit...Like if I see other guys are down, it's not going to help me also being 
down. And then it's not going to end up helping anyone, so by trying to 
encourage and motivate I will draw inspiration from them. And, by doing that 
...because they are responding to me, and then they will, they probably just 
think they are getting inspiration from me, but in fact I am actually probably 
getting even more inspiration from them. By seeing that what I am doing is 
actually helping them, and so makes me feel better and can make me go for 
longer with whatever I am doing.[R12] 

 

R181 also described how he derived motivation from motivating other team members: 

‘he kept me going just from me keeping him going.’   

 

5.16 Motivating: Summary 

Motivating was a key influencing behaviour aimed at raising or sustaining member 

contributions, ultimately through increasing members’ sense of belonging. Motivating 

was achieved through a variety of techniques which focussed on individuals, the team, 

or both simultaneously. A key benefit for an influencer doing the motivating was 
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personal motivation derived through the positive impact on other team members. 

Benefits for those being motivated included an increased sense of belonging, a core 

purpose for being part of a team. Teams which exhibited motivating increased 

performance while teams where motivating was scarce or absent performed less well 

and, ultimately, would have been unsustainable. 

 

Having discussed the core and key influencing behaviours, present in most situations, 

the focus now turns to the situational influencing behaviours namely anchoring, risking, 

mediating and channelling which are discussed in the next chapter.   
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Chapter 6    

Findings: Situational Influencing Behaviours 
 

6.1 Introduction 

In this chapter the four situational influencing behaviours are discussed. These 

influencing behaviours were used less often in teams, depending on the situation or 

context. Anchoring is discussed first, followed by risking, mediating and finally 

channelling. 

 

6.2 Anchoring: Overview 

Motivating played a major role in increasing individual and team output but it was not 

always the only source influence.  Another driver of increased output was inspiration, 

derived from the influencing behaviour anchoring which is discussed in this section. A 

definition of anchoring is followed by a discussion of how anchoring was exercised in 

teams. This is followed by an examination of how anchoring influences and its inter-

relationship with the other influencing behaviours. Finally, anchoring’s role in team 

performance and leadership in this study is reviewed. 

 

 

 

 

 

Figure 6-1: Outline of section on Anchoring 

 

6.3 Definition of Anchoring 

During research, inspiration arising from personal example and sacrifice emerged as 

source of influence that was different from of motivation. Drawing on terminology 
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supplied by an informant, this influencing behaviour is labelled anchoring (R26).  

Anchoring is an influencing behaviour affected through total commitment to team 

members and team outcomes.  

 

Origins of the term anchoring 

R26 identified and labelled the anchoring behaviour during a program staff meeting at 

the 2005 course, and the idea drew general acceptance as a form of influencing from the 

thirty or so staff present. He noted, in the team he was observing, that one member was 

both totally committed to the team tasks and challenges, and also offered members 

enormous support through genuine concern and positive regard. R26 drew a parallel 

with behaviour a member in his own team the previous year had displayed. He 

commented that these members had, in effect, anchored their teams.  

 

Alerted to the idea of anchoring as an influencing behaviour early in the research, it was 

possible to examine the concept and its relevance through direct observation in the field 

and also in subsequent interviews with many informants. Data supported the notion that 

anchoring was indeed a behaviour used to exercise influence in teams.  

 

In the substantive field anchors often literally placed their bodies on the line for the 

team by carrying heavy objects despite being tired and already carrying other items. 

Many became their team’s uncomplaining packhorse or tireless worker bee, carrying 

their loads cheerfully. However, the key element was not their physical sacrifices, but 

rather the total commitment to the tasks of the team which the sacrifices represented. 

Despite their own load, they also made time to interact with other members, 

encouraging and motivating them through difficult periods. In these instances, personal 

example proved inspirational to those they are encouraging. 
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It soon emerged, through subsequent theoretical sampling in the field and from the 

interviews that, like motivating, anchoring is a very powerful influencing behaviour. 

Anchoring is also quite different from motivating. Informants note that motivating is 

practised on others whereas anchoring, which has the effect of inspiring team members, 

is exemplary in nature. Those who are anchoring do not urge others to follow their 

example or to be like them yet their example inspires others to raise levels of 

contribution and even to feel they are partially emulating the admirable efforts of the 

anchor. Usually only one member in a team was identified as anchoring, though 

occasionally two might have used the behaviour. In a number of teams no-one was 

identified as engaging in anchoring. 

 

Although informants immediately recognised the anchoring behaviour when asked 

whether it or not it had been present in their team, they often found it very difficult to 

describe. They recognised that anchoring is a powerful influence but had never taken 

time to consider exactly how the team member had achieved the anchoring effect. When 

asked to try and explain the influence of an anchor he had identified, like others, R7 also 

battled to describe anchoring: ‘But he was like, I can't help it. He was always. I can't 

like explain it. He was, how can I say?’ 

 

In attempting to describe the effect that anchoring had on him, R183 rather awkwardly 

expresses the deep sense of attachment that it elicited in him as similar to being in love 

with what it represented: 

Ah, with all due respect.  I hate to sound gay, but to a certain extent I fell in 
love with the idea of [member], if I may say...I think he was an anchor, in a 
sense, because we were, he was comfortable.  You know, when he said 
something you would listen. [R183] 
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Personal example and sacrifice 

When some of these individuals demonstrated anchoring by taking on additional loads 

unexpectedly, usually without complaint and even with cheer, this proved to be a 

powerful influence on the rest of the team. Some personal example was particularly 

inspirational in relation to completing the physical demands of the course. Participants 

realised that elements of the program were really challenging for everyone, even if some 

members showed less evidence of stress or fatigue, perhaps due to better prior physical 

conditioning or previous experience of difficult environmental conditions. One 

participant, for example, decided to travel light, taking only minimal possessions. 

Despite this foresight, he motivated his team by willingly sharing and lightening the 

load of others, to his own discomfort: 

Then [member] helped. He ran to the back.  He helped us carrying other 
people's luggage, which he wasn't even his half the time.  That was also a 
good thing.  He helped a lot with that. [R181]   

 

During a group interview, R183 shared with some of his team members, also in the 

interview, that he found the experience personally beneficial because it helped him form 

bonds with team members: ‘But I enjoyed that very much.  Very, very much. Carrying 

other people's luggage.  Because, you know, you know you got that bond with the 

group.’ [R183]  

 

Other teams also provided accounts of members influencing through personal examples 

of courage and determination. While members generally expressed feelings of 

discomfort or tiredness, some members pressed ahead without complaining, and often 

only encouragement for others. 

He honestly tried hard.  You know, he didn't want to, he didn't want to fake it.  
He really pushed and motivated.  And I believed, if he could do it, no one 



6 Findings: Situational Influencing Behaviours  

-216- 

could stop me from doing that as well.  And that was that was the motivator, 
the motivational aspect of the whole leadership. [R183] 

 

Anchoring as an influencing behaviour  

Those to whom the anchoring behaviour is attributed not only continuously worked 

hard to complete the team task, but also continually demonstrated a strong and sincere 

concern for team members. The net effect of this behaviour is the portrayal of total team 

commitment to which other members aspire. In the research context, anchoring 

behaviour associates strongly physical elements, such as literally carrying a load for the 

team. 

 

R26, who coined the term, captures the gist of anchoring in his description of how he 

experienced it both as a team member (in 2004) and also as an observer of a team (in 

2005) where it was displayed. He also portrays the sense of enigma associated with the 

behaviour - anchoring is easy to detect, but much less easy to describe:  

It's a bit of security almost.  I mean, you know. ‘Okay, well listen. He is big 
and strong. He's not going to stuff up here.  I can trust him doing that. Now, 
it's my turn to do my part.  I've got him. He's like guaranteed almost. He is, 
ja, a bit of security.  He's like a definite. A constant’.  I mean, like in families. 
I know they talk about parents have to be constant so that the children can 
change...This year, [member] did the same thing on the obstacle course.  He 
took the tyre a lot of time.  And he, ja, anchored the team.  Like, he would be, 
he would always be a, he would always be doing it right.  Everyone knew he 
would do it right.  They would watch him. They would follow him. They would 
let him go behind and be confident that he would be able to do his thing.  I 
mean, like, if they were battling and they knew they wouldn't, like almost like 
they would pull on him, sort of thing. Ja, they could see he was doing it.  I 
don't know how to like put it into proper words...[Member] was very 
physical. He wasn't necessarily, more higher order sort of skills.  He was very 
physical. Like on the obstacle course, that's where I like, saw like, an anchor 
role.  Everyone kind of like went around him, and he was like strength. They 
all pulled off of him.  He like held them together and kept them going. [R26] 

 

Informants reported two major forms of influence. The first relates to exemplary hard 

work which inspires increased personal levels of commitment to the work of the team. 

The second influence relates to perceptions around psychological bonds with the team 
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and its members – simply, anchoring behaviour inspires other team members to feel, 

and want to feel, a greater affinity or association with their team. 

 

6.4 Protocols of anchoring 

It emerged from the study that anchoring consists of two major elements: total 

commitment to team task; and total commitment to team members, demonstrated 

through positive regard for members. 

 

Total commitment to team task 

When describing anchoring behaviour, informants noted how the anchor commits 

totally to the tasks and challenges of the team, usually expending enormous amounts of 

energy. This extraordinary commitment is often first noticed as an example others wish 

to emulate:   

 [Member] was just a workhorse.  He was, I think, while [another member] 
motivated us, [member] was our inspiration because he worked so hard.  I 
mean, from the start, I think for about three kilometres along the beach, he 
carried that pole by himself. He was just so strong in everything.  So, like, he 
was inspiring I'd say. [R5] 

 

R21 explains how the anchor set the example for others to follow. The anchor did not 

ask anything of members that he would not have willingly undertaken himself, and 

usually committed himself to far higher levels than he expected of others. Contributing 

to the task and challenges of the team was also an important element of anchoring 

behaviour: 

I think that's sort of leading by example, where you, you obviously don't stand 
back and say, ‘Well do this. Do that’. You don't give instructions. But you say, 
‘Help me do this’.  You show them that you are willing to do as much work as 
they are, as a specific leader in the group.  Ja, you see, constantly 
contributing in teams work.  Total commitment ...Does it inspire?  I think you 
could say yes, it would inspire...You sort of say, ‘Look at him. He is obviously 
doing the work, so let me put in my bit as well’, you know. Because he is now 
displaying all these qualities, or characteristics, as well as helping with the 
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task at hand, and perhaps I have not displayed all these qualities.  So, 
perhaps I need to step in a bit more as well. [R21] 

 

Total commitment to the team 

R12 provides additional information about anchoring. He notes that the member 

anchoring steps up to influence the team, always relating in a positive manner. The 

anchor also demonstrates humility, rather than seeking glory, even though his actions 

might entitle a claim of personal success and status. Finally, R12 highlights the 

dependable nature of the anchor, both in carrying the physical load and in addressing 

interpersonal issues within the team: 

He would always be in the front.  He would never ever say anything negative, 
that I could recall. He would never try and take the credit for himself. He 
would also, he would also motivate I feel.  He did motivate...And he, he's not 
one to give a give up.  He's always tried to stay positive, which makes you feel 
positive, and then I am, ja.  A lot of guys might have seen him before. First-
team rugby, probably. Not this biggest attitude and all that. But, in fact, he is 
very humble. And, as a leader, I think you should be humble in ways. Because, 
when your group feels that they can rely on you, or they could confide in you, 
then they are suddenly more comfortable in the environment and that makes 
you better. [R12] 

 

6.5 Anchoring and influencing 

While it is beyond the scope of this study to link personal traits with particular 

influencing behaviours, it is helpful to examine these with respect to anchoring because 

the influence of anchoring is affected through personal example. Another key reason for 

looking at personality characteristics of the person exercising influence through 

anchoring is because this is how informants made sense of anchoring. Finally, although 

reference is made to personality characteristics, these are no more than informant 

perceptions of observable behaviour.  

 

Anchors exercised influence through attributes and actions that can be grouped into 

three categories. These categories reflect, to some degree, the increasing and changing 
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nature of anchor influence. Firstly, anchors maintained maximum effort in extremely 

trying conditions, making time also to encourage others. Secondly, anchors exuded 

trustworthiness and dependability through their reliable and caring contributions and 

commitment. Finally, sustained perceptions of trustworthiness and dependability 

transcended to a higher state, inspiration. In sufficient volume, as a shared experience, 

this inspiration served as a type of glue that bonded teams together, imbuing a form of 

individual and team resilience.   

 

Resilient, enduring and perseverant 

Anchors showed resilience through sustaining high levels of contribution under 

challenging conditions. Compared with others in the team, contributions from anchors 

were often described by informants as gargantuan.  

 

R193 explains how, through his persistent efforts, a team member showed tremendous 

commitment to the team, often bearing the load of others. He suggests also that the 

member, in a way, became like a father figure to the team: 

And then [member] took over his bag, and they switched bags.  And then me 
and [member] were carrying the pole.  [Member] and I would carry the pole 
and then [member] would get tired and take a break, and I would also take a 
break. And, in all, we had like 15 minute intervals or something like that.  And 
then [member] took [another member’s] bag. But then, like, I don't know if he 
was really getting tired, but I could see that he was getting tired.  And I asked 
him for the bag and he'd be like, ‘No, no. It's kiff [okay]. I’ve got it, I've got it’. 
And then I'd leave it, and I'd come back and say, ‘No, give me the bag’.  And 
he'd say, ‘No, no, it's fine’.  And then, like after a while, he gave me the bag.  
And then, I don't know, I don't know actually what I'm trying to say, but like I 
think that [member], you did like, you tried to do a lot for the team.  Because 
it was right at the beginning, and already you like shined, right from the start.  
As we got off the bus, you are already shining, just because of [members] bag-
-.  So I think that you try to like take responsibility for the whole group.  To 
like try and be a father figure or something. [R193] 

 



6 Findings: Situational Influencing Behaviours  

-220- 

R192, also in the team and in the same group interview, sums up the efforts and effect 

of the anchor, commenting that he had demonstrated endurance, perseverance and 

resilience: 

He showed endurance and strength.  He gave the team strength. And he was 
one of the guys who was tired, but knew that he had to do something for the 
team.  He couldn't let us down. [R192] 

 

In another team, R35 observed very similar behaviour. R35 provides an example where 

the team needed to cross a stretch of sand in multiple trips:  

[Member] was Shackleton [course theme] and had to make all of trips. And 
he was broken at the end of it.  But, you know, he did it.  He definitely 
carried the load.  And the others were inspired by his ability to do so. [R35] 

 

Dependable 

Following sustained commitment to team members and team tasks, members came to 

trust and rely on the anchor for support. R13 describes this trust: 

They had perseverance you know, in that group.  He was, they pursued the 
task that was ahead, and they just put their trust in him.  You know that if his 
ideas were right then we will go on with it. [R13] 

 

R10 outlines how his team came to rely on a member’s physical strength. The manner 

used to express those sentiments implies a deep trust in the member anchoring: ‘I feel 

[member] was the strength of the team as in physical needs.  Like, if we needed to get 

someone over a wall, he would be the one to pick them up.’ [R10] R33, in different 

team, notes how an anchor consistently contributed: ‘He'd be involved in each, every 

task that we did, and he is, so, we rely on him a lot, to pull through for us’. [R33] In a 

third group, R182 describes the demeanour of the anchor in his team: Very attached to 

the group.  He came across a very friendly.  Very appreciative.  Very open to everybody.  

He helped where people were falling down...He was there for the group. [R182] 

Finally, a member who performed some anchoring in his team explains how he took the 
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load from others when he felt they were unable to continue: We saw that the others 

couldn't make it if we gave them it to carry, so we just took their role. [R31] 

 

Bond/glue/rock of the team 

Eventually, the one or two individuals anchoring came to be seen as the rock or 

foundation of the team. Members felt that anchors played a role in holding the team 

together. Team observer, R28, captures sentiments felt by many informants who also 

had difficulty conceptualising and verbalising their feelings around anchoring:  

Out of all of them, he was the kind of one that they looked to. The kind of 
glue that held them together.  So, in that sense, he was an anchor...I mean, 
when we were walking from base to base, his whole talk and his whole aim 
and his whole, you know, he was sort of in many senses the driving force. 
[R28] 

 

6.6 Anchoring and other Influencing Behaviours 

As with all the other influencing behaviours, communication and listening are at the 

core of the anchoring influencing behaviour. Listening and communicating particularly 

affected the individual level, motivational exchanges between anchor and team 

members. As these exchanges were also often motivational in nature, the motivating 

influencing behaviour is also associated with anchoring. Finally, anchoring also 

involved elements of coordinating as the anchor also influenced how the load was 

shared, usually taking on a heavier personal burden on behalf of others and the team.  

 

6.7 Anchoring and team performance 

Interestingly, teams that readily identified having anchors were also noted to be 

generally more successful than teams where the behaviour was not identified. All of the 

high performing teams had at least one member who engaged in the anchoring 

behaviour while the lowest performing teams had no identified anchoring occur in those 

teams. 
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The anchor’s contribution to the team was always far greater than the average 

performance and this contributed to enhanced team performance. Additionally, the 

anchor inspired others to contribute at levels and in ways they might not have if it were 

not for the anchor’s inspirational example. Anchors lifted team performance well above 

levels that would have been reached if they had not been inspired.  

 

R7 described the type of impact the anchor in his team had on team performance. In 

addition to his physical strength to complete tasks, the anchor also contributed ideas and 

showed enthusiasm for taking action: 

I think we all sort of depended on [member] because he was quite the big guy.  
Big, and he carried the tyre most of the way. Percy [the tyre], most of the way.  
And, well. He, what else?  He also contributed. Came up with good ideas...  
Like he didn't argue against anything.  He wanted to try everything out. [R7] 

 

R242 provides a sense of how the anchor inspired him and other members in the team to 

enhanced performance through dependability and humility. A key source of that 

inspiration to extra effort came from the realisation that the anchor did what was 

expected of him and then some: 

[Member] was able to be the very physical person, and be the ox in the group, 
but also give his input which was effective at the end of the day because  his 
strength is what, sort of boosted all of us in a sense to, to work...We all sort of 
wanted to keep up with him, and with that it, I guess it motivated each and 
every one of us because we, we had such a strong person who was able to do 
what was required of himself and more.  Also to motivate others. And the fact 
that he was quite humble about it. [R242] 

 

6.8 Anchoring and leadership 

From the examples already provided in this section, it is clear that anchoring 

undoubtedly contributed to influencing others towards a common goal, the basic 

definition of leadership. With a focus on the team, team task and team members as 

individuals in the team (as already demonstrated in the section above), this particular 
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influencing behaviour is possibly the most encompassing team leadership behaviour of 

all which is perhaps why informants felt it has such a powerful influencing effect.  

 

However, despite its potential to have a great overall impact the influencing behaviour 

was not observed in all teams along with the most other behaviours. Further, it is also 

acknowledged that regular reference was made to physical strength, resilience and 

endurance, requirement in the substantive field but possibly not important, if needed at 

all, in other settings. For this reason it was considered only situational, rather than core 

or key.      

 

6.9 Anchoring: Summary 

Anchoring is an influencing behaviour that is affected through total commitment to both 

the team task and the team itself. Anchoring is a driver of team performance but, unlike 

motivating which is carried out on team members, anchoring is exemplary – team 

members draw inspiration from the commitment of the member performing the 

anchoring behaviours. Anchors are characterised as resilient, perseverant, enduring, 

trustworthy and dependable. They are considered the foundation or rock of the team and 

the glue which binds it together. Although anchoring occurred under all conditions it 

was particularly noticeable and eminently more valuable in adverse or trying conditions, 

which is why it is considered a situational influencing behaviour. The next situational 

influencing behaviour to be discussed is risking.  

 

6.10 Risking: Overview 

In the context of a challenging outdoor course, filled with uncertainty and risk, risking 

behaviour emerged as an important influencing behaviour. During field observation and 

interviews it became apparent that individual appetite for risk varies widely. To 
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understand more about risking, this section commences with a definition of risking and 

then considers the link between risk and failure. The differences between risking and 

risky behaviour are examined in more detail and this is followed by closer scrutiny of 

those who undertake risking behaviour. Finally, there is an examination of how risking 

behaviour promotes inclusion (see Figure below). 

 

 

 

 

 

 

 

 

Figure 6-2: Outline of section on Risking 

 

6.11 Definition of Risking 

In this study, risking involved a willingness to take actions, on behalf of the team, under 

conditions of uncertainty where failure is possible and sometimes, in more extreme 

cases, a likely outcome and the consequences can have a detrimental, even harmful, 

effect on the team or team members. Though individual action might eventually be 

required, risking was team-centred. The risk, borne on behalf of the team, was only 

undertaken after team agreement, ordinarily following due consideration of options and 

likely outcomes. Risky behaviour, by contrast, was individual-centred. The individual 

undertook a risky action, usually quite impulsively, independently and without mandate, 

which might have negatively affected the team. While risking was appreciated and even 

revered, risky behaviour was viewed as irresponsible, sometimes foolish, and always 

self-centred or selfish, even if successful. 
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Members were either prepared to take risks or were more risk averse and avoided it. 

Most teams had only one or two members willing to take calculated but necessary risks.  

Team observer, R35, describes how two members stood out as individuals willing to 

take risks and confront failure, in contrast to other members who were notably risk-

averse: 

If they were not sure whether an idea would work, the rest of the group were 
afraid of failure, and they would sit back and say, ‘Oh no, oh no! I don't know 
if this is going to work’. Those two were the ones who would always say, ‘Ah, 
you know what, I will go first.  And, if it doesn't work, then tough luck.  So 
what!  It doesn't matter.  I am willing to deal with the failure’.  And, maybe it 
was a, it struck me as a question of maturity.  I'm not sure if this is true, but 
with, for my relationship with the group, those two were also the most mature 
members of the group, in a sense of having an adult understanding of the 
world and, a sort of correct, more correct is the right word, but a more down 
to earth understanding of failure and success...Those two were the risk 
takers and, at the same time, willing to take responsibility for the failure.  
Whereas, other members of the group, weren’t. They were happy participants.  
If there was a solid plan, they would do their part...In other words, [the risk 
takers] weren't scared of any kind of repercussions.  They understood, 
perhaps, that there weren't really any repercussions, except not completing 
the task. And heck, if you don't complete the task, the sun still comes up 
tomorrow. [R35]  

 

6.12 Risk and Team Performance 

Failure was a key consideration as the worst-case scenario that all team tried to avoid. 

Failure varied according to context. At its most extreme, it may have involved personal 

injury or loss, and psychological pressure arises from responsibility for harm to others 

or to property if an action failed. Most uncertainty in the context of the leadership 

course revolved around whether or not the team would complete the set tasks, with 

occasional elements of physical danger. Teams needed to perform in uncertain, and at 

times extremely physically challenging, conditions within a competitive and 

challenging environment engineered on the course  

 

R13, a base observer, observed risking behaviour in many teams. He was stationed at a 

base that was quite challenging and required members to move beyond their comfort 
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zones, where task failure was a distinct possibility. In order to succeed, the team had to 

engage in some risk and the risking influencing behaviour was crucial to progress. 

He took the risk for the group because he wanted to, you know get the task 
[completed], to show the group that he is willing to take chances for the 
group...and the group was quite pleased with the risk he took.  So, it shows 
that certain risks are positive feedback on the group, because then the group 
gets encourage and feels yes, they can overcome the task much easier and 
quicker as well. [R13] 

 

6.13 Risking protocols 

Two forms of risk-oriented influencing behaviour were uncovered from observations in 

the field and from interviews. One type is team-oriented and the other is individual-

focussed. Some individuals behaved in very risky ways with their resultant failure often 

having adverse consequences for their team. Not mandated, their actions were 

considered selfish and often also foolish. Risky behaviour contrasts with risk-laden 

actions that some members take on behalf of their teams, following due consultation. 

 

Risking behaviour 

Risking occurred when teams took action in the face of uncertainty. Risking behaviour 

increased in importance as the risk level increased, given that teams need to take the 

high risk action in order to progress. However, though many members realised that 

some action was needed to move forward, few demonstrated a willingness to assume all 

of the risk for the team. At that point risking behaviour, from one or two members at 

least, was essential if the team was to progress. R26 explains how, as a whole, teams 

were generally not willing to risk failure, but were willing for a mandated individual to 

assume that risk personally: 

The group won’t risk itself...The group would allow somebody else to risk for 
them, almost.  Like, the group didn't want to risk because then they would 
all fail.  The group would fail.  But then there would be somebody who was 
willing to take that risk so that, if he succeeded, the group would succeed.  
But if he failed, he would fail. The group wouldn’t fail. Like go off on a limb 
for the group, almost.[R26] 
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R26 discusses further the importance of group mandate and also how he felt when he 

needed to engage in some risking behaviour to move the team forward. In that instance, 

there was a reasonable risk of falling to a stone floor with task failure and some personal 

injury a likely outcome: 

We did it because it is what the group wanted to do. What the group needed 
to do to carry on...I was a bit nervous I think.  I think it took me a while to get 
the jump right. If I hadn't done it we wouldn't have carried on and we would 
have failed the task. [R26] 

 

R8 pointed out that sometimes risks needed to be taken because a particular method of 

approaching a challenge was selected. He gave an example of how he could see a lower 

risk alternative but dismissed that idea, choosing instead an option that would carry out 

the wishes of the team. He notes further that he shared the risking with another member 

who had previously risked for the team but failed twice: 

Like sometimes there aren't reasons to take risks.  The way they were picking 
up the log was their idea.  I told them my idea. They didn't like it. Okay.  But 
that was fine, because majority rule.  And then they were going to use the 
thing and then that failed twice. And then I said to them, ‘This idea has failed 
twice.  Let's try this idea’.  And then, because they had already seen a bit of an 
idea in action, they didn't want to try my idea.  So I said, ‘Okay. Anyway, then 
I'll do it, your idea’.  Because [member] had already messed it up twice...I 
didn't rush the risk.  That was the most important thing...[Member] and I we 
swapped between going last,  because we found that normally the person that 
goes last takes the most risks. [R8] 
 

 

Risky behaviour 

Risking behaviour was team-centred but risky behaviour was individual-focused. 

Members who engaged in impulsive and selfish risking behaviour often ended up 

costing the team in some way and the influence on the team was usually negative: ‘He 

went into things and like didn't really care what happened. He was a risk taker.’ [R10] 

Some members commented that risky behaviour was sometimes an attempt to hijack the 

team for personal glory or self-aggrandisement. Disregard for members who engaged in 
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risky behaviour was evident when some teams came to complete what appeared to be a 

fairly dangerous challenge. R12 explains how some teams made quite pointed 

comments about members’ prior risky behaviour:  

There was one group that I noticed where they would like, ‘Okay, he's in 11.1 
or 11.2 for science, maybe it will be best suited that he actually does the 
experiment’. And then, in the other groups, it was just, ‘Okay, you like to do 
crazy things, so you take the gloves and ...you haven't really summed up the 
situation or you haven't really...evaluated the pros and cons, you just 
thought about that, you are crazy, you do it’... It was definitely not the best 
option, because you would need someone who was more composed and more 
comfortable in the situation. [R12] 

 

6.14 Risking and Influencing 

Risking provided individuals with an opportunity to increase their influence in the team 

and also derive a sense of personal achievement and the motivation. Teams were usually 

appreciative and supportive when individuals undertake risking on behalf of the team 

and this enhanced their capacity to influence the team. 

 

R27 comments that he was happy to take risks for the team: ‘I didn't mind doing the 

risk-taking’. [R27]. He elaborates further, noting that risk is sometimes the only way to 

achieve change and is therefore necessary. He also mentions that he is able to tolerate 

the pressure if unsuccessful, including additional pressure from the team: 

I didn't mind having the pressure of, to stuff up, with the whole team pissed-off 
with you.  But the problem is that when I did stuff up, the whole team was 
pissed-off with me.  But they got over it, because, I don’t know, they’re just a 
good team. [R27] 

 

In contrasting to those willing to take risks for the group are other members who are 

more risk averse and unwilling to risk. R33 explains how he is able to absorb criticism 

attached to failure whereas other members would feel quite dejected: 

If there was like a task that could see you as costing the group, I wouldn't 
mind taking it up and taking the blame if it did go wrong...some guys would 
really be down afterwards and that. [R33] 

 



6 Findings: Situational Influencing Behaviours  

-229- 

R28 observed a team where there were two members who engaged in risking behaviour 

for the team and the team actually relied on those members to take the risks when they 

presented: 

He's, ja, sort of one of those guys who will cope well under pressure...They 
kind of were happy to follow him...In a lot of the activities, he just went first.  
He just said okay, ‘I will go first’ and then...off he went.  A few of activities 
they elected to let him go last or whatever, because he was the lightest or the 
smallest and they sort of thought it out, you know.  But Ja, I would say he 
definitely fulfilled that [risking] role.  I mean I could imagine if they were 
creeping through the bush at night he will say, ‘Okay. You stay here. I will go 
and see what is happening’.  He would have, without hesitation. [R28] 

 
A deduction that can be drawn from R28’s account is that those who were risking were 

self-confident and resilient, possibly from a level of maturity described earlier by R35. 

Describing a member from another team engaged in similar behaviour, this description 

is made more directly: 

[Member] was quite a risk taker...I think, being lightest, he was also pretty 
agile and sort of good coords and stuff....He actually went first in a lot of 
instances. And he was quite confident that he was going to manage it and do 
it. [R28] 

 

R27 acknowledges that sometimes those who are willing to risk take on too much risk, 

possibly because they enjoy having people rely on them; enjoy a hero status. In 

considering potential weaknesses, he reflects that he ought to make more effort in the 

future to draw on the talents of others and share the risking: 

Maybe I tried to be too much of a, the guy that everyone must rely on.  I 
mean, especially when I stuffed up.  When I dropped that pole. I shouldn't 
have let it be me, because I didn't exactly know what to do...I think I'm, I 
mustn't force myself to become one of those guys that everyone must rely 
on...And I mustn't just want to be the hero the whole time.  Because I know, 
from experience now, that I can't do everything. That is the one thing that I 
learned.  I can't do everything, myself. [R27] 

 

6.15 Risking and leadership 

Members who engaged in risking behaviour were definitely considered to be exercising 

leadership through those actions as R35 illustrates:  ‘leaders then coordinated... they 
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would turn to the other leader and say, “You can do that”.  Usually the most onerous or 

risk heavy-tasks.’ [R35]. Although risking was usually exercised by only one or two 

members, it is definitely a team-oriented behaviour that impacts on influencing others 

towards a common goal. R181 comments that members risking in his team did it for the 

greater good of the team: ‘They took the risk for the team. It was always done for the 

team.’ [R181].  

 

Risking behaviour delivered all team members a sense of satisfaction and an increased 

sense of team identity when completed successfully which addressed both contributing 

and belonging needs. R35 notes that the team he was observing seemed generally risk 

averse and became reliant on only two members to engage in risking behaviour. 

Undertaking the risk-laden tasks, and assuming personal responsibility for any failure, 

helped others to realise they are not being asked to engage in high-risk behaviour so 

they were able to participate and contribute without risking personal failure. The 

consequences of any failure were attributed only to the two who are risking. On the 

other hand, successes were celebrated as team successes and this contributed to an 

enhanced team experience: 

Risk-heavy, and they would take, once again, they would always take the 
greatest responsibility, the greatest risk, themselves.  Because, I don't know. 
They seemed to quickly pick up that the rest of the group were scared of 
failure. So, to take that equation, that part, that fear out of the equation, they 
assumed that as part of being leader...‘Right, I'll deal with the fear. I'll deal 
with the risk of failure. If it goes wrong, blame me.  Then you don't need to be 
scared.  And the team can still succeed and we can say, “Well I made a 
mistake”.’  And that, very quickly, it made for a very happy group. [R35] 

 

R8 was one of two who shared most of the risking in his team. He notes how he went in 

to help the other team member who had failed on three attempts to avoid him 

developing a sense of failure. His primary motive was a wish to keep team members 

productive: 
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[If you fail] you are not too confident to do it again...Ja, he did it again, and 
then the third time.  He also wanted to do it again.  But I didn't want to let 
him do it again because then, if he messed it up three times, no one would 
ever let him do anything last, like the final part, again. [R8]  

 

One of the team members in 2004 and team observers in 2005 commented how other 

team members needed to respect the commitment of those who are risking for the team. 

He notes, in contrast to what he had personally experienced the year previously, that 

some teams in 2005 were quite critical of members who were risking, even though they 

were not engaging in risky behaviour. This had a negative effect: 

...one guy willing to take the risk. That guy, he would take the risk, and then 
something would go wrong. And then the other guys would be quick to point 
fingers at him because of the fact that somebody failed. And they didn't want 
anything to go wrong, they wanted to be perfect...But in our group, I don't 
think it happened where we would actually blame somebody.  We would 
actually, you know, try and motivate him more to do better in a certain task. 
[R242] 

 

6.16 Risking: Summary 

Team members exhibited different degrees of risk adversity and, particularly under 

conditions where uncertainty and risk prevailed, the situational influencing behaviour 

risking played an important role in successful team outcomes. Risking is a team-

oriented behaviour that was exercised on mandate from the team. Risky behaviour, on 

the other hand, is individual-oriented and was pursued without regard for the team. 

Members who undertook the risking behaviour on behalf of the team were more 

resilient than other members who coped less well when confronted by setback or failure. 

Risking increased the sense of contributing and belonging as key challenges were 

confronted by those members better able to tolerate failure – if they failed they accepted 

the failure as an individual but, when they succeeded, their success was attributed to, 

and enjoyed by, the team.     
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6.17 Mediating: Overview 

Mediating is a situational influencing behaviour that was required only required by team 

members in this study when conflict arose between team members. A definition of 

mediating is provided first, followed by an examination of the root causes of conflict in 

a team which include self-centred behaviour and a breakdown in communicating and 

listening. A discussion of mediating protocols, which incorporate including, reframing, 

and avoiding alternatives, concludes this section (see Figure below). 

 

 

 

 

 

 

Figure 6-3: Outline of section on Mediating 

  

6.18 Definition of Mediating 

In the substantive field, mediating was aimed at influencing team members who are in 

conflict in order to reduce or eliminate the conflict between them and restore the 

relationship.  Ongoing conflict that related to a struggle for personal power in a team, as 

compared with trying to ensure the team had the best solution to a problem, had a 

negative effect and was counterproductive. Some members attempted to influence the 

resolution of inter-personal conflict and R21 describes how mediating contributed to 

sustaining team cohesion in times of conflict but was not needed when the team did not 

experience conflict: 

 You won't [without mediating conflict], you know, sustain a unified group 
mood, if I can say that. And obviously, if you've got a really fantastic group, 
you don't really need to mediate anyway...If you were working to, towards a 
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common goal there should be very little conflict, and no need to mediate 
between groups of people. [R21] 

 

As teams experienced different levels of conflict, there were different levels of 

requirement for mediating. R8 points out that even though it may not have been a 

frequently used influencing behaviour, mediating was nevertheless essential in the event 

of a conflict.  

It's not like extremely important, but it has, it will be there.  It's a, I think it 
would be a natural reaction to try and sort out a problem for anyone...You 
wouldn't want your team arguing amongst themselves.  You try and stop it 
straightaway.  Because it's not like, productive. [R8] 

 

6.19 Mediating and team performance 

Some types of conflict, such as finding a best option from alternate solutions, were 

helpful and even necessary for teams to effect change. This type of conflict enhanced 

rather than impeded team performance. However, person-focused rather than solution-

focused conflict was unhelpful, often destructive and always impacted negatively on 

team performance. Mediating was required in teams to help overcome negative conflict 

occurring within the team that originated from two primary sources: self-centred 

behaviour; and increased pressure (resulting in a breakdown of communicating and 

listening). 

 

Self-centred behaviour 

Self-centred behaviour was a major cause of conflict. Informants recounted instances 

where individuals held onto positions differing from other team members, becoming 

increasingly defensive of their perspective. They often also simultaneously became less 

willing to consider other positions or views, even when most or all of the remaining 

team members had settled on an agreed alternative. This conflict was more about views 
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than ideas. R9 recounts how a member conflicted on different occasions and how 

another member tried to resolve the conflict each time: 

Throughout that day, because we were thinking about this lunch thing and we 
had this time where, that [member] would fight with [another member] and 
[third member] would try and stop them and then we carried on. [Fourth 
member] will fight with [another member] and then we would carry on and 
[third member] would try and stop them again. And so on, and so on. [R9] 

 

R27 provides more detail than R9, highlighting the self-centred and negative nature of 

the member’s behaviour: 

He had a negative focus on the whole vibe. And, I don't know, I don't know if 
he was against the team or what?  Maybe he just liked the attention, you 
know?...He was always arguing and trying to get his own way.  I don't know 
why. [R27] 

 

Breakdown of communicating and listening 

Another common source of conflict, precipitated by increased pressure on the team, 

arose from deficient communicating and listening behaviours. Under pressure, some 

team members who ordinarily displayed supportive and inclusive oriented behaviours 

either expressed themselves poorly or failed to listen to other members. If others 

responded in a similar manner, a vicious downward spiral took hold as the quality of 

exchange deteriorated in successive iterations. This type of conflict had the potential to 

be divisive and reduce individual contribution and also affect sense of belonging. Once 

the team context deteriorates, standard communicating and listening behaviours were 

inadequate for resolving the situation and mediating was needed. Mediating behaviour 

attempted to influence the parties to alter their negative style of engagement to one that 

was more inclusive and encouraging of contribution. 

 

R13, commenting both as a team observer and team member, recounts how some 

individuals responded aggressively when under pressure: 
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I think under, under pressure, the team seemed to sometimes break you 
know. We got to see some of the guys getting frustrated, you know...shouting 
at the guys. And it wasn't really a good thing to do because, because the guys 
wouldn't be able to know how to approach him because of his aggressive 
sense when he is under pressure, you know. [R13] 

 

6.20 Protocols for mediating 

Including, reframing, and avoiding are three different mediating protocols or techniques 

that informants in the study used to deal with conflict. 

 

Including members 

One approach to mediating conflict that members in this study used was an increased 

effort to include affected members. Members feeling included were less likely to 

perpetuate divisiveness than those feeling they didn’t belong. R28 explains how a team 

member tried to include one member, angry with the team: [Member] was the one who 

tried to bring him back into the group, and try to kind of get him involved in 

conversation. [R28] 

 

R27, in a situation similar to R28, describes how he felt about an argumentative team 

member and how he would happily have left him excluded. However, another team 

member attempted to reduce the conflict by rather including the argumentative member: 

All of us were over him, [but one member] still, he knew he was still a team 
mate. And he knew he still had to involve him and what not. Like, I promise 
you now, I am going to be honest. I was over [argumentative member].  I was 
like, ‘Hey, if that guy wants to go and jump in a pit, if he disappeared, I 
wouldn’t be unhappy. I would be happy.’ But I would say, ‘Now that’s his 
choice’. [R27] 

 

R242, a team member in 2004 and team observer in 2005, highlights how a sense of 

inclusion reduced the potential for conflict:   

I don't think we ever did seriously have squabbles or conflict, as much as 
compared to other groups of this year.  We really worked as a team and 
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nobody was left out because everybody wanted to work and do their best. 
[R242] 

 

Reframing the situation 

Some members approached mediating by attempting to reframe volatile situations, 

shifting the focus away from the conflict. R21 explains how a member combined two 

expressions for relaxing into a phrase that acted as a trigger to other members to reframe 

their thinking and behaviour of the moment: 

He was also quite a good mediator.  I remember, by the end of it, I was sick of 
his saying which was ‘chillax’. He’d stand there and say ‘chillax’...Chill out 
and relax, ja. And, you know, if oaks started leading to a bit of a heated 
debate, he would say that and, sort of, it seemed to work. [R21]  

 

R27 recounts a reframe instance that occurred when team members were arguing after 

losing ‘currency’ they traded for benefits: 

We lost a couple of shekels and everyone was arguing and all that. And he 
was, ‘No, don't worry about the shekels. It's not about the shekels’.  
Tempers were just high.  Everyone was just shouting at everybody else.  So, it 
calmed everyone down. [R7] 

 

Avoiding the conflict 

Sometimes teams were unable to resolve the conflict immediately and members tried to 

minimise its effects through avoidance. R28 explains how one member encouraged 

another to avoid arguing with a third member who was in an argumentative frame of 

mind, having argued with all who had tried to engage him: 

[Member] is coming to the group and says ‘Um, [sulking member] is sulking.  
It's best to just leave him to sulk. He'll come around just now.’ And off he 
walked with the, sort of the group walking with him.  And just left [sulking 
member] to kind of follow. [R28] 

 

6.21 Mediating and Influencing 

In some teams there was very limited conflict and in those situations there was a limited 

requirement for influencing through the use of mediating behaviour. Team with 
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minimal conflict reported that communicating and listening were hallmarks of their 

success. Team observer, R25 commented on one of the teams: ‘there wasn't, to be quite 

honest, it was no situation that arose where mediation was necessary’ (R25). 

 

Many team experienced some conflict and most teams also reported that a number of 

members stepped up at different times to mediate. In a number of instances the conflict 

occurred over whose views would prevail. Some non-involved members stepped up to 

exercise mediating in order to resolve the conflict.   

 

6.22 Mediating and leadership 

Team members exercised leadership through mediating usually by initiating or taking 

charge of the mediating process when conflict surfaced in the team. R33 refers to an 

instance where he and another member mediated between one team member and a few 

others: ‘And then he also like lost his temper a bit.  I found that me and [member] sort 

of tried to calm everyone down...it ended up being resolved’ [R33].  

 

Usually this form of leadership behaviour also involved making decisions about the best 

course of action to follow including choosing between options if there was a dispute 

between members or deciding which protocol should be used. For example the mediator 

would decide whether to try and include a conflicted party, reframe the situation, or 

avoid the conflict at the time, particularly if there were higher team priorities. 

 

Members who exercised influence in situations where conflict arose through the 

mediating behaviour sought to avoid reduced team contributions by individuals and also 

through lost synergies of team work. Furthermore, conflict also impacted negatively on 
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a least some of the members’ sense of belonging and mediating ensured that any 

damage was minimised and even reversed.   

 

6.23 Mediating: Summary 

Mediating is a situational influencing behaviour and is only required when conflict 

arises in the team. Two primary causes of negative conflict include self-centred 

behaviour and a breakdown in communicating and listening. Members who exercise 

mediating use various protocols, according to the situation and their own capabilities, 

which include involving members, reframing the situation or avoiding the conflict. They 

engage in leadership through mediating conflict to minimise any negative impact on 

team through a loss of member contribution or sense of belonging. The final situational 

influencing behaviour, channelling, is discussed in the next section. 

 

6.24 Channelling: Overview 

Channelling provides a mechanism for increasing the contribution of team members less 

willing to spontaneously share their ideas in front of the team. The term channelling is 

defined, after which the characteristics of the channeller and channelled member are 

discussed in relation to the influencing behaviour. This is followed by a consideration of 

individual- and team-channelling, the two channelling protocols used in a team context. 

Finally, the leadership role of channelling is considered in terms of influence 

channelling has on contribution and belonging. 

 

 

 

 

 

Figure 6-4: Outline of section on Channelling 
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6.25 Definition of Channelling 

Channelling is an influencing behaviour that was usually exercised by the more 

communicative team members in this study. Channelling combines communicating and 

listening behaviours to facilitate the contribution of ideas of characteristically quieter 

members in a team. R5 described how channelling occurred in his team: 

[Member] would just like be sitting there and [other member] would go to him 
and say, like, ‘What do you think?’  And [member] would say, ‘I think we 
should do this’.  And then [other member] would say, ‘Hey guys, this is what 
[member] thinks we should do’...Towards the end, like, obviously he 
[member] started doing it...[Member] came up with the idea of how to do the 
whole thing successfully.  He didn't tell us first off.  [Other member] had to go 
to him and then like, after that, [other member] just ended up asking him 
every time. [R5] 

 

Members who were channelling became the conduit or catalyst for contributions of 

those being channelled, either by actually passing through the ideas of another to the 

team or by taking responsibility for repeatedly motivating an individual – above and 

beyond the usual communicating and motivating protocols – to personally share their 

ideas. In almost all instances the ideas channelled related to the work of the team (team 

challenges) rather than to team processes. 

 

6.26 Channelling and Influencing 

Channelling combined two different forms of expertise and influence. Members being 

channelled were usually regarded as having relevant knowledge. The channeller 

possessed good communicating skills and, after influencing a contribution from the 

channelled member, was able extend influence by broadcasting the ideas of the member 

being channelled. The personality characteristics of both parties, as displayed in the 

team, play an important role in the channelling occurring.  
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The target of channelling 

Channelling occurred when a team member, usually more communicative than other 

members, acted as a conduit or catalyst for the sharing of ideas of a quieter individual. 

In every instance where informants offered a descriptor of the person being channelled, 

it was of more reserved members noted for their quality of ideas and an apparent 

reluctance to share them without prompting. Some individuals literally only passed their 

ideas through a channeller. In other cases members shared their ideas personally, but 

only did so after prompting from a particular channeller in the team who repeatedly 

interfaced with the channelled person in an interaction different from ordinary 

communicating and motivating. There seemed to be a special channelling relationship 

between the parties. 

 

Multiple members in R26’s team noted that he was channelled quite often, particularly 

in the early stages of team development. However R26, amongst the top academic 

students in his year group, was not aware of the extent to which he had been channelled. 

He provided insights into why he might have been perceived as quieter: he generally 

spent time thinking about the team challenge but, because he believed the team expected 

him to have high quality ideas as a result of his academic prowess, he  offered the ideas 

only if he considered them to be of value. Further, he also wanted to ensure that others 

could contribute so they did not feel he was the only person who could deliver 

solutions: 

I don't think there was a need for me to say too much a lot of the time.  I 
mean, if I was there by myself, I could have done it.  Or, if I was with a group 
that was completely inept, or didn't know what was happening, I would have 
felt a greater need to say something.  But, because everybody was doing 
what needed to be done, why complicate the matter, almost?...If there is 
something to say, I think, I hope, I said it.  If there is something I thought, ‘No, 
that's not working’, or, ‘I don't want this to happen’, or, ‘I am not comfortable 
with this’, I would say it.  And, hopefully, I did say it when I needed to say it.  
But, if there is nothing to say, and I am almost not needed, then why put 
your foot in and say, ‘Okay, this is what I think’...I'm happy to give my views.  
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I'm confident people will listen to what I say, normally.  So, I think that's often, 
as well, I want to make sure what I say is good...I think a lot of times people 
would expect that of me, so when I do speak I want to sound like I know what I 
want to talk about, almost.  I don't want to just put in some random 
comment. [R26] 

 

R7 explains that members who are channelled are quiet and avoid the spotlight: 

If you are channelling, that means the person that has the idea is full of quiet. 
They don't want their idea to be heard through their own mouth.  They are not 
like a person who wants like to be in the spotlight. [R7] 

 

R183 notes that if it were not for repeated channelling by a particular team member, the 

ideas of one of the academically very talented members would not have been heard 

because that member was ordinarily very quiet: ‘Otherwise [if he had not been 

channelled], I think he would have just kept quiet...if [channelling member] hadn’t said 

anything then [channelled member] wouldn't have it said it’. [R183] 

 

Channeller 

For channelling to take place a more communicative team member, also able to 

recognise a channelling opportunity, was needed. R7 described the person channelling 

as a confident member who is also a good communicator: ‘So the person who is 

channelling obviously is a person who can talk well, is not afraid of people, and stuff 

like that’. [R7] 

 

R10 approached specific individuals to allow them to channel his ideas because he 

recognised they were competent communicators, effective in disseminating ideas: ‘They 

would, mainly the people who like to speak and like give the ideas.  That's why I would 

maybe go to them.  Because they would spread my idea.’ [R10] 
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Members who are channelling need to recognise when quieter members have ideas to 

contribute. Team observer, R26, described how a couple of members channelled a 

member who was academically very talented: 

I remember [member] and [another member] just saying, ‘Hey listen. Well 
let's go to [quiet member]’, as he was, he's also like [amongst the top in the 
grade].  And they went to him and they said, ‘Okay, what you think we should 
do?’  And they all just kept quiet. And he was quiet, soft-spoken sort of guy. 
Ja, they were like, ja, channelling him. [R26]   

 

6.27 Protocols of channelling 

Channelling, from the perspective of the channelled, took one of two forms in this 

study: team-channelled or individual-channelled. 

 

Team-Channelled 

In some cases channelled members were encouraged by the channeller to present ideas 

directly to the team. Many channelled in this way required this personal invitation and 

prompting each time, usually by the same channeller or set of channellers, before they 

shared their ideas. R26 explains how the team would listen quietly while the channelled 

member shared his ideas once invited: 

Everyone else would be quiet, because he was quite soft-spoken. And no one 
spoke over him.  They listened to what he said.  And then they took his ideas, 
the three of them, kind of threw the ideas between each other. [R26] 

 

Individual-Channelled 

In some instances channelled members only provided ideas to their channeller/s who, in 

turn, shared them with the team.  R33 explained how he and another team member were 

the channellers for some team members. He mentions how those wishing to share an 

idea with the team made the approach: 

They would come to either me or [member] and just tell us their idea, and 
then expect us to say it out.  And then I'd rather let him give his idea, because 
he's got the better understanding.  I thought was a good idea to let the whole 
group know. [R33] 
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6.28 Channelling and leadership 

Channelling contributed to increased inclusion and also impacted on contribution to the 

team task. It involved recognition by the more gregarious members in the team of the 

contribution quieter members in the team might make. Those who engaged in 

channelling assumed a leading role by initiating or taking charge of facilitating the 

contribution of the quieter members. 

Channelling was important because time pressures of the situation militated against 

contribution, particularly by quieter members. R8 explains how time pressures reduced 

opportunities for quieter members to contribute: 

There was not a lot of, ‘Well, what do you think?’  It was, you either speak 
up, or it moves on, because we didn't have a lot of time.  And we were trying 
to save time.  If there was more time we could have gone around and said, 
‘Well, what do you think?’ [R8] 

 

However, some channelling type behaviour did not result in greater inclusion for the 

channelled members. By way of example, team observer, R26, explained how one of 

the channellers would individually channel a member and then use those ideas as his 

own, without giving due credit to their source: ‘So, he would channel it through himself, 

but not always necessarily give the credit to where it came from’. [R26]. R26 also 

commented that this type of behaviour was resented by the channelled members who 

felt cheated. As a result, it affected the channeller’s capability to exercise influence over 

the affected members in the future, and in some instances, the channelled members did 

not attribute leadership to those members again.  
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6.29 Channelling: Summary 

Channelling is a situational influencing behaviour that used a combination of listening 

and communicating behaviours to maximise the contribution of ideas by the 

characteristically quieter team members.  The person channelled was usually a more 

reserved team member while the channeller was outgoing and a confident 

communicator. Team-channelling resulted in individuals sharing their ideas directly 

with the team while individual-channelling involved the channeller conveying ideas to 

the team. In terms of leadership, channelling increased team members’ sense of 

belonging through contributing, provided credit for the ideas was given to the person 

whose ideas were channelled. 



7 Findings: Influencing and Team Roles  

-245- 

Chapter 7    
Findings: Influencing and Team Roles 

 

7.1 Introduction 

The context for the influencing behaviours described in the previous chapters is the 

team and, more particularly, team roles. This chapter examines the context for the 

influencing behaviours. Influencing plays a particular part in each of three distinct team 

roles that emerged during this research. In a leading role, members directly influence 

both task and team processes using one or more of the eight influencing behaviours 

identified, depending on context and their own expertise. Leading in a team involved 

exercising: core influencing behaviours most frequently; key influencing behaviours as 

the second most used category; and situational influencing behaviours least often.  In a 

following role, members have mostly a direct influence on the task of the team and an 

indirect influence on team processes in general. Finally, in a nominal role, members 

have little or no influence on the team.  

 

This chapter commences with a brief examination of the notion of ‘team’ (as a backdrop 

for more detailed discussions of team roles) and then examines the nature and effect of 

influencing vis-a-vis each of the three team roles. The latter part of the chapter focuses 

on how leading and following roles complement each other when leadership is 

distributed among team members. 

 

7.2 Teams Roles in Context 

In the context of this research, a team comprised seven to nine members working 

together to maximise aggregate strengths and mitigate aggregate weaknesses to 

complete team challenges in the most effective and efficient way possible. To this end, a 

wide variety of task process and team process focused behaviours were required and the 
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extent to which members could deliver the necessary behaviours determined the degree 

of success of the team. R12 explains that each member contributed differently: ‘I think 

each guy is a specialist in his own field, so you have got to use that. Use his strengths 

to the best of the group’s ability’ [R12]. Noticing that different members in a team 

appeared to exercise influence, in particular, provided the initial stimulus for this 

research and was also a key focus in the early stages of the study. 

 

7.3 Contributing and belonging 

Informants repeatedly highlighted that individual team members had a primary aim of 

being able to contribute in some way to the team that is valued by other team members 

in order also to derive a sense of belonging. Team members expected members to 

contribute which, in turn, fostered a sense of belonging. Influence was one contribution 

that team members could contribute to the team. 

 

 

 

 

 

Figure 7-1 Contributing-Belonging Cycle 

 

R35 demonstrates that contributing was an important driver for team members: ‘all 

want to contribute’. R242 noted in his team that ‘everybody, including the most quietest 

of guys, wanted to contribute positively to the group’. Perceptions of the level of 

contribution were also used by individuals, often informally, to assess whether other 

members were doing their fair share. R8 equated contribution to team and wages: ‘He 

worked his wage.  Everyone contributed, as best as they could.’ [R8]. R193 uncovers, to 
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some extent, how contributing turned into a sense of connection and belonging: ‘In like 

a spiritually or mentally way we contributed to each other, and I think that we didn't fail 

at anything because of that. [R193] 

 

Constantly contributing in an interdependent manner, lead to members’ developing an 

enhanced sense of belonging. One member suggested that close teamwork in his team 

seemed almost family-like, with a strong bond developing between members: ‘Our 

team, everyone worked together...We were more like a family, I'd say, than a team’ 

[R11]. R13 observed interdependence between team members as tasks were being 

completed:  ‘I think we depended on each other more than depending on one person... 

there was always positive contribution.’ [R13]. In the same very successful team, R26 

outlines how behaviours seemed to fit together ‘smoothly’ and ‘fluidly’ to deliver the 

final team outputs: ‘The group functioned really smoothly and really fluidly and 

everybody was involved, and everybody was doing what they needed to do.’ [R26].  

 

 

 

 

 

 

 

 

Figure 7-2 Member contributions to teams 

 

To be successful, teams required two types of contributing: contribution to team task 

and contribution to team processes. This distinction between contributing to team task 
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(the immediate challenge the team faced, such as crossing a river) and contributing to 

team processes (such as raising contribution levels or coordinating the use of members 

capabilities) determined the type of role that an individual in the team filled at any 

particular time. Members exercised influence according to the roles they were fulfilling 

at the time (see Table below)). Each of the three roles is now discussed in greater detail.   
 

Table 7-1 Contribution and Belonging according to team role 

 

7.4 Leading and leaders 

The first team role is that of leading. From the definition selected for this research, 

leading is intentionally influencing others towards a common goal. This study identified 

eight influencing behaviours used when leading. Exercising influence through initiating 

action or taking charge was the particular team contribution of those occupying the 

leading role at the time. Because the role did not imply or confer any hierarchy, leaders 

also contributed to the task work of their teams. Leaders emerged within teams to fulfil 

particular team needs determined by context and, once the situational requirements had 

been met, often became followers again as other members assumed leading roles. Thus 

leadership within teams was distributed amongst team members, usually according to 

followers’ perceptions of leader expertise (either task knowledge or team process skills), 

Role  Contributing  Belonging  Type of Influence  

Leading  Influences team 
processes and team 
tasks. Contributes to 
team tasks.  

Derived from members 
responding to 
influence.  

Initiating or taking charge, 
using one or more of the 
influencing behaviours (core 
most used category, followed 
by key and then situational 
categories). 
Direct influence on team tasks 
through influencing processes 
and own contribution to tasks 
directly.  

Following  Contribution to team 
tasks.  

Derived from being 
able to contribute 
positively to team 
outcomes.  

Willingness to be influenced 
(indirect influence). 
Direct influence on team tasks 
through contribution of effort. 

Nominal 
Member  

Withdraws 
contribution.  

Diminished / no sense 
of belonging  

Not willing to be influenced. 
Not willing to contribute to 
team task.  
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rather than being vested in a single leader. At times multiple leaders operated 

simultaneously in a single team to complete a variety of sub-tasks. 

 

7.5 Leader Contributions 

Leaders, like followers, wanted to contribute to the team. Whereas follower 

contributions were mostly directed at assisting with the completion of elements of team 

tasks, leaders were additionally concerned with initiating and/or taking charge of team 

processes that facilitate the completion of team tasks. Leaders were also involved in 

initiating and/or taking charge of team processes to sustain and strengthen the team as a 

unit. When initiating or taking charge, leaders used one or more influencing behaviours, 

for example communicating, coordinating, or motivating to engage the support of team 

members. 

 

Initiating action 

One of the major differentiators to emerge between leading and following was the 

willingness to initiate action. R34, a team member, said of a leader: ‘He has to take 

initiative and, like do things’. R34 provided an example of a situation where there was 

an obvious need for someone to take action, but only a few who recognised that need 

for action. In contrast, team observer, R35, comments that one of the members in the 

team he was observing was only ever a follower (and never a leader) because he never 

took the initiative: ‘He wouldn’t take the initiative and step into a role’ [R35].  

 
Taking Charge 

The second major differentiator between leading and following was willingness to take 

charge. Team member, R9, describes how a member who took charge of the team was 

seen as leading at that time: ‘he like started taking charge and we saw that and we 

never objected so we had him as leader’ [R9]. R5 suggests that taking charge was 
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linked to having particular expertise: ‘in the raft building one, I know how to tie knots, 

because I do sailing. So, naturally, I took charge of that one’. [R5]. R9 reinforces the 

idea that expertise in a situation played a role in someone taking charge. His account 

suggested that no one member was always in charge: 

Someone does the task and they would, all of a sudden, take charge out of 
nowhere. Because they think they have the idea, they know the idea, what's 
going on.  So, they take charge of the what, how to do it, and tell people like 
which way you can do this certain task and everything. [R9] 

 

Once a member was seen as being a leader in a situation, others expected them to take 

charge, as R21 experienced: ‘they sort of looked up to you and said, “well, you know, 

you've been identified as a leader, you take charge”’ [R21]. R26 provided insights as to 

how followers responded to someone that was seen as being in charge of a task in a 

team: ‘[a follower] would actually ask [member], “What do I do?”, and so then he 

would be the leader. He would influence in what to do’ [26]. In this instance, the leader 

would exercise the coordinating influencing behaviour. 

 

7.6 Leaders Emerging – Emergent Leaders 

Popular conceptualisations of leadership, along with literature in the field, embrace the 

notion that teams usually have a single person that is ‘the leader’. R21, a team member 

in 2004 and team observer in 2005, captures this commonly held view: ‘when you think 

of a leader, you think of one person’ [R21]. R1, a very experienced leadership 

development educator who accompanied one of the teams as observer notes how, 

contrary to his own expectations that a single individual would assume a position of 

authority, none did: 

I felt a lot of the times very frustrated with the group because, because I 
wanted something dynamic to happen.  I wanted something that fitted all the 
moulds of...a hero leader. Someone charismatic. Someone, you know, taking 
care of the individual. Servant leader, whatever you want. I wanted that, an 
individual. But it never happened. [R1] 
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In the context of this study, a negative case would have comprised a single individual 

exercising leadership in a team for the entire course. This was not found and, on the 

contrary, all informants identified more than one team member they considered to have 

exercised influence. In fact, it is likely that every member exercised leadership in their 

team, even if for only a fleeting moment. R193 explains: ‘I think, like, I think everyone 

did do it [exercise leadership] at least once or twice.’[R193]. Leading was thus not 

confined to single members but was rather exercised by different team members, some 

featuring more frequently than others. Scrutiny of the social processes of exercising 

influence uncovered that most influencing behaviour is exercised by unappointed, 

emergent leaders. The emergent leaders initiated or took charge using one or more of 

the eight influencing behaviours identified. 

 

Appointed and emergent leaders 

Course organisers intended that teams appoint a different leader for each of the team 

challenges during the program, based on the idea that teams usually had one leader and 

that all participants should have a turn to practise their leadership. However, interviews 

and observation revealed that many teams chose not to formally appoint any designated 

leaders. R26 outlines how members of the team he was observing ignored his requests 

that a leader be designated: 

They were all content to be where they were. There was no like, ‘I want to be 
the leader now’, or, ‘I want to be this. I want to be this’. They said to me a 
couple of times, ‘We don't actually have a leader’, when I was asking them 
for the designated thing.  They said. ‘We don't have a leader’.  I said, ‘No? 
Well, just choose somebody’.  And, half the time they didn't. [R26] 

 

Even where teams designated leaders for activities, non-appointed members often still 

exercised influence. Influence usually stems from expert knowledge about the task or a 

capability to influence the team into action (R27, R31). Team member, R31, points out 

that in his team members did not feel precluded from also assuming leadership as 
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required, even if there was an appointed leader: ‘If someone was good at that, in a 

circumstance, then he came up and coordinated [even though another member was the 

designated leader]’. [R31] 

 

Team observer, R35, suggests that the team appeared to seek out specific leaders in 

situations of increased uncertainty, whereas a greater number of members influenced the 

team when tasks were less challenging:  

When they were unsure of exactly how to perform a task, the people that the 
group would identify as their leaders, there were the two particularly, 
[member one] and [member two], were the ones that the group mentioned. 
[R35] 

 

Situation, expertise and leader emergence 

Situation emerged repeatedly as a core factor determining who exercised influence and 

the nature of that influence, particularly impact on which influencing behaviours were 

required. R31 notes that leadership changes according to situation: ‘There were a few 

leaders, because it depended upon what situation we were in’ [R31]. A change in 

situation frequently precipitated the need for different expertise (often possessed by a 

different team member) and results in a change of leader or a change in the combination 

in which members influence. For example, one member might influence the team 

through advice on technical options, another might exercise influence by keeping the 

communication flowing and yet another by facilitating listening in the team, or drawing 

in a less involved team member. R11 comments on the role that expertise or knowledge 

plays in determining who might assume leadership in his team:  ‘If you knew it, you 

would be the leader for that little task’ [R11]. R12 provides further insights, pointing 

out that members each had their own specialist expertise:  

I think each guy is a specialist in his own field, so you have got to use that...I 
think for different tasks I was very influential in the decision-making, and 
some I wasn't so influential because maybe I didn't have a clue with what to 
do.[R12] 
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Theoretical coding highlighted that expert knowledge or expertise was the primary 

determinant of who555 team members chose to follow, even though leaders and 

followers were seldom conscious of this process. For example, R182 notes how he 

engaged in influencing although this was not necessarily a front-of-mind decision at the 

time it was being exercised: When you are doing it [influencing], you don't actually feel 

that you are giving leadership. [R182]. 

 

Successful teams very quickly realised that members possessed different skills and that, 

from a purely utilitarian perspective, all members were potentially valuable to the team. 

R4 explains how team responsibilities (and influence) were allocated by matching 

capabilities needed in the moment with perceived member capabilities: 

I mean there was a situation when this guy was a leader, ’cause he knew 
more, what to do...I mean in every situation we had, we had someone whose 
idea would stick out... I learnt, you know, that in different situations you can 
never ever be a hundred percent. Never ever. Even if you can do something, 
you won't be one hundred percent. And you must value the input of other 
people. [R4] 

 

In a group interview, team members R182 and R183 reinforced that influence was often 

situational, with R182 also highlighting how differences in physical and intellectual 

capabilities impact the team as both factors are important considerations in the team 

challenges: 

[R182] I think most of the people in the team were situational leaders.  It 
came to different tasks where it wasn't just brains or physicalness. It was a bit 
of both. So it ended up being situational, but the group more or less put in 
together as a team, not as a focus on one person. 
[R183] Depending on the task at hand. 
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7.7 Following and Followers 

The second team role that members occupied is that of following. The major 

requirement to be a follower was a willingness to make a contribution to the tasks of the 

team.  In the context of the leadership course, this contribution was ordinarily in the 

form of providing possible solutions to the challenges facing the team, followed by 

completing specific or general task-oriented duties. R7 describes a follower in his team, 

and then how he behaved as a follower. As a follower, there is an element of doing as 

asked, and also making any on-the-fly decisions required in relation to small, allocated 

parts of the task: 

He was just there, like dependable...He was a hard-working person, willing 
to contribute, like not holding back...[when] I didn't really know what was 
going on...I just sat there, and I listened and I did what I was told to do.  And 
then most of the tasks, I just did what I thought was right. (R7) 

 

Following and influence 

The key difference that emerged between the leading and following roles during 

theoretical coding revolved around influencing the social processes of the team. The 

leading role influences team social processes while the following role focuses 

specifically and directly on task completion.  

 

Indirect Influence 

Members occupying the following role exerted very limited, if any, direct influence on 

other members. However, through their contribution to the completion of the team 

tasks, they exercised indirect influence. R2, a team observer, recounts how three 

followers made a contribution to the team task but had little influence over team 

processes:  

Followers, I would say these three wouldn't influence the group largely, or a 
lot.  But they will contribute, but whatever contribution is made doesn't 
actually steer the ship kind of thing...so they won't lead, but they will be a 
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more of, for support...they are contributing in a way that the activity or task 
is done. (R2) 

 

Being a leader or follower does not, however, imply differences in either relative value 

to the team or hierarchical status. To be successful, teams needed members to perform 

different roles. R26 explained how leading and following roles are both important:  

So their role as the follower was, I’ve always thought, as equally important 
as the person telling the follower what to do.  You have to have somebody 
good following, influencing each other, to actually get the full effect of the 
influence of the main leader. (R26) 

 

An egalitarian view of team roles prevailed in most teams, arising from a general view 

that the team had tasks to perform and, within the team, had a diverse range of skills 

that could be applied to the tasks. Who fulfilled certain functions was much less 

important than whether or not the team completed its challenges. Notwithstanding the 

common view that valued all team member contributions, there was sometimes a sense 

that the term follower is not a preferred, or even positive, term. R11 was weary of using 

‘follower’ to describe solid team members who were not leaders: ‘Most of the guys, 

other guys, just worked well... I don't want to say followers [which they were], but, they 

worked as a team type of thing.’ (R11) 

 

R27, an influential member in a successful team, devised a plan to minimise chances 

that any single individual assumed sole-leader status, seeking to avoid the negative 

impact associated leadership struggles. He successfully persuaded his team that they 

should all see themselves as leaders, rather than appointing a single leader. Initially, 

when asked about team leadership, all members reported that everyone in the team had 

been a leader, even though during interviewing they identified up to four members as 

exercising leadership roles most frequently. The tactic effectively implied that no-one 
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was in the follower role: if all were leaders, then all have responsibility for both the 

team tasks and the team processes. 

 We worked as a team.  I didn't want someone...[to] be the designated leader 
because he plays first-team rugby or something...everyone else will think he's 
just getting all the credit for the hard work... That's why... I think it was a 
clever idea to say the group [was the leader], because then everyone is like 
yeah, I was like the leader, with everyone else...They believed it, and it, if it 
made them feel good, why not? (R27) 

 

Comments by R10, identified by all other team members as a follower, reflected his 

perception that there was little difference between members in terms of leadership 

influence. The comments also demonstrate that he felt good, as the leader suggested he 

would, when the tactic was employed. 

I've got to say the whole team was like amazing.  You know, we just did it. 
And we did everything till our, you know, to the best...but, I wouldn't like to 
rank people [as leaders and followers] because, it's not really like 
right...actually, the whole team is very close together [in terms of leadership 
ranking]. (R10) 

 

After further probing during the semi-structured interview, R10 acknowledged that 

some members played more of a leading role than others. However, he believed that a 

lesser leadership contribution did not imply a diminished or less valuable overall 

contribution to the team. It is possible that R10’s perceptions relating to totally and 

equally shared leadership arose from a lack of awareness relating to influence and team 

processes. 

 

Importance of followers 

Successful teams needed both good leading and good following. R26 notes the 

importance of followers: ‘My role as a follower is just as important as telling people 

what to do. So I don't need to be the person there telling people what to do. I can be 

valuable as a good follower.’ (R26)  
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Follower types 

Two major categories of follower emerged during theoretical coding.  The first type was 

typically more reserved or introverted in temperament, while the second was seen as 

being extraverted, outgoing and communicative.  

 

Quieter Followers – mostly only follower team members 

Every team had quieter or more introverted members who were followers who, 

nevertheless, played an important role by focussing mostly or entirely on the completion 

of specific task-related duties. Quiet but dependable, they were usually content taking 

direction from members in leading roles or alternatively find themselves a task that 

needed attention. R7 and R8 both describe these quiet and dependable members:  

He was like a dependable character...He didn't say much, he sort of like 
[member],[was] always there.  He did come up with a few good ideas.  But he 
is more like [another member] also, he's quiet. (R7) 

 

He just went on and did his own thing, like, but he did it quietly and it came 
up right at the end and it was done. (R8) 

 

Having a quiet disposition was the most frequently cited difference between members 

who sometimes assumed leading roles and members who were only followers. Quieter 

followers were nevertheless proud of their contributions, perceiving their following role 

as complimentary to the leading role, and equally important in team outcomes. Even 

followers who contributed ideas rather infrequently felt that their presence and 

commitment to the tasks of the team constituted a solid contribution. 

 

While some quieter followers labelled themselves as shy, and other followers were 

considered lacking in confidence, this was not always the case.  A number of quieter 

members fulfilling the following role preferred space and time to reflect on the 

suggestions of other team members and information available to the team to solve its 
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challenges.  Although contributing less frequently, their input was often more 

substantial, sometimes injected at pivotal moments in team deliberations.  Despite their 

ideas having a major impact on the task, they did not seek to influence the related social 

processes. R183 described how a quiet ideas person would pass over leadership once he 

had relayed his idea: ‘after [quiet member] got the idea, as soon as you put [quiet 

member] in that leadership position, automatically the thing he does is [hand 

leadership over]’ (R183).  

 

Quieter followers largely avoided initiating or taking charge of the team. Members 

wanting to exercise leadership needed to act in a more extraverted manner when they 

wished to exercise direct influence, although extraversion alone was not a sufficient 

guarantee of exerting influence. Sometimes situations presented themselves where 

quieter followers were able to exercise influence through one of the influencing 

behaviours, though this happened quite infrequently.   

 

Extraverted followers 

Each team had a number of members who were communicative and outgoing. Overall, 

these extraverted individuals tended to speak a lot more than the quieter members, 

approaching their following role in a much more engaging and energetic manner than 

their reserved, more pensive counterparts. Extraverted followers put forward more ideas 

to team problem solving, even if they were not always the best ideas – sometimes a case 

of the empty vessel making the most noise. However, compared with quieter follower 

who carefully mulled over their own and others’ ideas, commenting only if they feel 

their remarks would add value, extraverted followers did their own thinking through 

verbalising their ideas to the team and modifying or rejecting the ideas on-the-fly, based 

on feedback.  
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Extraverted team members were much more adept at using the communicating 

influencing behaviour than their quieter counterparts. Regular contributing of ideas by 

these communicative members allowed other team members to assess their expertise as 

it related to a particular challenge. Quieter members, on the other hand, often did not 

express sufficient ideas to showcase their expertise yet others in the team decided who 

they would follow on the basis of perceived expertise pertaining to the situation. 

Because they were more comfortable communicating, the extraverted followers also 

tended to feel more comfortable stepping up and exercising other influencing 

behaviours which were reliant on communicating, for example, coordinating, 

motivating, mediating and channelling. Members who exercised leadership at times 

tended to come from amongst the ranks of extraverted followers. 

 

In all teams it was noted that leading for some of the time did not preclude members 

from becoming followers again at other times. R26 explains that leaders were also 

followers: ‘those three were like the leaders, because they did influence the direction of 

the group, whatever.  But they were also team members [followers] (R26). Following 

when appropriate, when others were leading to the satisfaction of the team, was a 

necessary requirement to be accepted in the leading role on other occasions. R164 

explains that this role-switching, between leading and following, reinforced the 

importance of the team and equality of membership: ‘my interpretation of the leader is 

not one that shows that he is dominating the group. It's one that brings himself down to 

our level [by seeking member inputs when leading and becoming a follower when not 

leading]’ (R164). Leaders who were unwilling to step back as leader and step up as 

followers all experienced a loss of influence during the four-day course. 
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Choosing to follow 

The primary reason members chose to follow someone is because they believed those 

team members would help the team achieve its goals. Following is a means to the end 

goal of team success. Members could only decide whether or not to follow if another 

member took the initiative or attempted to take charge of a situation. The extent to 

which a potential leader showed commitment to the team, including its objectives and 

other team members, was a key consideration that followers used when deciding 

whether or not to follow. Having trust in a leader, and feeling comfortable with their 

leadership, were also important determinants of willingness to follow.  

 

Taking the initiative and/or taking charge 

When following, members allowed others to take the initiative, take charge, and make 

decisions for the team at a particular point. Some followers felt comfortable mostly 

following the lead of trusted others and accepting, rather than assigning, tasks. Others 

chose to oscillate between following and leading, sometimes initiating and taking 

charge and other times following those leading. Leaders who switch to a following role, 

allowing others to step up into a leading role, often continued to influence by supporting 

and motivating members despite their predominantly follower-oriented role of the 

moment. When this type of non-hierarchical climate prevailed in teams, and there were 

enough leaders and followers for the context, then there was also very little conflict and 

team performance increased.  

 

Followers trusting who they follow 

Would-be leaders attempted to influence fellow team members in a variety of contexts 

through initiating or taking charge of one or more of the eight influencing behaviours.  

Trust played an important role in follower decisions about who might be acceptable 
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team leaders at any particular time. In the early stages of the course, when members did 

not know each other very well, it was difficult to know who to trust. Prior reputation, 

relating either to perceived leadership capability or perceived academic ability, played 

an important part in influencing followers’ early decisions about who to trust. Some 

teams followed members who had leadership credentials while other teams choose to 

follow the suggestions of those considered to be most clever. Where reputation did not 

play a role in initially determining trust, team members made intuitive judgements 

based on first impressions. 

 

Regardless of how early leadership is attributed, decisions about who to trust in a 

leading role were based on recurring personal judgements of member performance 

during the course. Some members who influenced the team early on in the course did 

not continue to exercise the same degree of influence throughout the course, mostly 

because others also became recognised as being capable. R162 recounts how a member 

assumed a much greater leadership role on the final day of the course: 

Actually [member’s] leadership did come out on that last day.  Because,  
during the first days, he was pretty quiet. But, at the last day when he actually 
got the chance to do it, he came out and showed us what he was capable of. 
(R162) 

 

Followers feeling comfortable in the situation  

Some followers commented that trust was enhanced when the actions of the person they 

were following, or who was attempting to exercise influence, made them feel more 

comfortable. Comfort was associated with reduction of uncertainty, a condition that was 

always present to varying degree through the course. R11 provides insights into the type 

of environment he responded to as a follower, preferring one which was supportive and 

inclusive: ‘everyone must feel comfortable and they must be able to feel that they can 
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express their, what they want to say, without anyone thinking that they are stupid or 

doing silly things’ (R11). 

 

R161 describes how initially members did not know one another but, after a while, they 

started building relationships and became more comfortable with one another. He notes 

that conflict was replaced by a sense of trust which led to a greater willingness to 

participate without fear of condemnation and leading ultimately to a lot more fun and 

enjoyment. 

The first day was just talking and shouting.  But then, you know, these guys 
they had been in the same school as you, but you don't know them...you 
actually start to build a relationship with them.  Get used to them.  Get 
comfortable with them...it's like you don't feel scared to have your input. 
(R161) 

 

Being comfortable also related, in the context of a physically challenging outdoor 

leadership course, to feeling safe. R11 provides clarity: 

Make him try and feel safe. So, there was also safety in the team, like make 
everyone feel comfortable because no one works, everyone likes to work when 
they are comfortable.  You don't want to work when you are feeling 
uncomfortable, kind of.  Most people hate being pushed outside their comfort 
zone. (R11) 

 

R21 explains that, when leading, he needed to support people to achieve new limits by 

moving them beyond their comfort zones: ‘Take them out of the comfort zones...make 

them see that they are actually capable of doing a whole lot more than they expected 

capable of themselves.’(R21). That being said, R163 found comfort in a leader who 

recognised limits and never expected more of any individual then they could actually 

give: ‘he never expected more from you than what you could actually give’. (R163) 
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7.8 Nominal Member 

Various teams, it was discovered, had some members who, despite their voluntary 

participation in the leadership course, were disengaged from several of the activities of 

their team. At times, these members were not occupying leading or following roles. 

These nominal members tagged along with their team – and didn’t really have much 

choice short of leaving the course – and hardly participated in any of the team activities. 

Other than volunteering to attend the course and choosing to complete it, nominal 

members contributed little more to their team than making up numbers.  Nominal 

members preferred to stand aside, taking any opportunity to disengage from team 

activities. 

He didn't want to be included.  He was happier when he was left alone.  He 
really would rather that they didn't even notice that he was there.  I'm not sure 
why he came...[he] really had absolutely no drive or interest... I don’t know 
what he was trying to achieve, because he just did nothing.  You know, he 
was assigned tasks and then he would sort of quietly do them. But, if 
somebody else came across and started to take over his work, he was happy to 
say ‘aah no, you do it’. (R35) 

 

Nominal members’ contribution to the team was negligible, and they were effectively 

net consumers of team resources (such as receiving assistance to complete activities), 

taking and not giving much in return. One informant refers to nominal members as 

passengers, often being carried (sometimes quite literally) by the team (R1). 

 

Informants generally commented that nominal members were not really members at all.  

Negative perceptions of nominal members were exacerbated when teams failed or 

struggled because particular activities required a reasonable contribution from every 

team member for success, and this was not forthcoming. Informants noted, with 

frustration, that the disengagers mostly knew what needed to be done, realised that their 

lack of support was having a negative impact on the team, and yet were often simply 

disinterested, rather than lazy or incapable. Engaged members, understandably, felt that 
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the team would have been better off without nominal team members, who would not 

have been missed even if they had left the team. Some of teams wondered why these 

apparently disinterested individuals had even bothered to volunteer for the course.  

They didn't tell us all they didn't want to be there, but then they just, they 
just didn't fit in.  Basically, they didn't look like they wanted to be 
there...They were back there, with two bags and they were lounging around. 
And it was pretty hopeless...They did slow us down, especially when it came 
to the walk... They didn't have much of a fair share, I think, in the 
proceedings...They were actually quite passive. (R23)  

 

Nominal members who were negative 

Amongst the handful of the nominal members were a few who were described as having 

a negative impact on the team. They attempted to influence members to abandon the 

team focus on completing activities associated with the course program and pursue 

instead privately-orientated alternatives. Two members of a team, R162 and R163, 

described a nominal member who was being negative and also not making any 

contribution to the team:  

[R162] He brought like a negative attitude to the team.  He like pulled you 
down.  Whenever we had to do something he would be like, ‘aah have we got 
to do this now?’. 
[R163] He didn't contribute much towards the team. He didn't give ideas. 
[R162]He tried to convince everyone to not go and do the other tasks.  Like, 
‘we don't want to go across the water’. He was like putting like words into 
other people's minds and saying, ‘let's rather leave this out and we can go 
back and go rest at the camp’. 

 

Periodically nominal members 

Some teams reported instances where members chose to disengage from the team for a 

period of time only, rather than continuously. Periodic disengagement usually occurred 

as a result of frustration stemming from the team’s disregard of the member’s input – 

essentially a loss of influence. Quite often these periodically nominal members were the 

losers of a leadership struggle. After a period of time they re-engaged with their teams, 

fulfilling either following or leading roles again. Team members usually helped with re-
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engagement, first by allowing the affected member (and to an extent also the team) time 

to cool-off and then slowly finding ways in which they could involve them in team 

activities. R25 provided an example of how a member stepped out and then stepped up 

again a short while later. 

He had excommunicated himself and then they were talking and he couldn't 
resist passing comments and contributing. And then, before he knew where 
he was, he was in the group.  You know, cooperating, contributing again. 
[R25] 

 

7.9 Distributed Leadership 

In this study it emerged that in every single team more than one member exercised 

leadership and all members occupied the follower role for at least a period of time. In 

many teams, every single member exercised some leadership during the four day 

course. Team member, R5, confirms this assertion: ‘Oh, we all performed influencing 

functions...We were all leaders.  Because we all would allow ideas.  We all said a lot.  

We all influenced the group in the different activities we did.’ [R5]  

 

This section examines how the leadership that was both observed and reported to have 

been shared and distributed is notably different from notions of the single leader which 

predominate in the literature and in popular thinking. Further, distributed leadership 

discussed in this research is not the same as the distributed perspective of school 

management which originally used the term distributed leadership.  

 

Most team members exercised influence at some time 

Observations by the researcher, team observers, and team members, all point to the fact 

that most, if not all of the team members exercised some influence during the program. 

R27 notes that most of his team members took charge at some time: ‘Everyone, in a 

certain situation, took charge, except obviously for the one or two followers’ [R27]. 
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R193, discussing influencing in his team during a group interview that included four 

other team members, noted that up to five of his team were regular influencers and that 

all members had some influence: ‘But you know, if you actually think about it, there 

were like, okay, four of us and maybe [another member][who were leading]’. [R193] 

Thus, far from having a single leader, teams had numerous leaders.  

 

Influencing fairly, but not evenly, shared 

Overall, the nature of the influencing was not a sequential passing of the mantle or 

symbol of control from one influencer who had total control to another who assumed 

total control. Rather, influencing was shared, not necessarily equally, amongst some or 

all of the team members. Team member, R181, points out: ‘We never had like an eight 

way, people, everyone was leaders.  We never had that.  Obviously, we did have like two 

or three guys mainly leading every situation’ [R181]. At some moments, sole members 

exercised a single influencing behaviour. At other times multiple members influence the 

team simultaneously. Sometimes more than one member engaged in the same type of 

influencing behaviour as other members. At other times, multiple members 

simultaneously exercised different influencing behaviours.     

 

Team observer, R1, provides more detail on how the influencing was shared in the team 

he observed, and he also raises the point that, while he considered the sharing of 

influence fair, it was not necessarily evenly distributed amongst all members: 

There was no truly outstanding star who said, ‘I am going to take 
responsibility for this and lead you guys forward and be the leader’.  They 
were quite self-sufficient as a group... They all had a fairly equal share in 
terms of the leadership and the making of decisions...They were certainly not 
a democratic unit. There was never a case of, ‘let me listen to everyone’s 
opinion and then let’s, let us make a decision’. It wasn't team leadership. It 
was influenced quite heavily by individuals. [R1] 
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The needs of the situation played a major role in determining how many team members 

were required to exercise influence at any one time. There are times when single 

individuals were in charge and other times when multiple team members simultaneously 

engaged in a range of influencing behaviours.  Most teams seemed to have a core, even 

a sub-group, of members who exercised (and shared) influence in the team most 

frequently. In the examples immediately above, R193 refers to four of five members 

sharing the influencing; R181 mentions that there were two or three (different) main 

influencers for every task; and R1 recalls at least three main influencers in the team he 

was observing.  

 

Leadership distributed 

Various members often exercised different, rather than similar, influencing behaviours, 

effectively dispersing leadership among multiple members. Leadership was thus not 

only shared but, perhaps more importantly, it was also distributed amongst team 

members.  

 

There were differences in both the repertoire of influencing behaviours each individual 

adopted and also the frequency with which they were exercised. Some members 

regularly used only a couple of the identified influencing behaviours, while others 

employed a much wider range. Further, some members engaged in influencing a lot 

more frequently than others. Where different influencing behaviours were exercised by 

different members (rather than one leader) leadership was, in effect, distributed. Team 

observer, R35, recounts how four members in the team played a major role in 

influencing the team. His description of the team’s typical approach to a team challenge 

captured how leadership was distributed amongst multiple influencers: 

They [two ‘leader personalities’] took the plan and then assigned those roles 
to everybody. [Another member] was definitely the motivator...He really was 
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the heart of the group...While they were doing that, [a fourth member] was 
moving between each person saying, ‘Okay, what about this?’, and often 
coming up with the plan as well...[leadership distribution] was definitely 
uneven, but fair [even though the team were unable to verbalise why 
leadership was distributed as it was]. [R35]   

 

One reason that leading was distributed and shared may be because it was too complex 

an undertaking for only one individual. Team observer, R2, mentions that a combination 

of attributes of two members in the team he was observing would have produced the 

ideal single leader: ‘If I combined them, that's your top leader.  So, if you combine 

[member’s] thinking with [other member’s] physical attributes and humour then there 

is your leader.’ [R2]  

 

Distributed leadership leads to an enhanced sense of ‘team’ 

Allowing multiple members to influence the team and feel they are contributing to its 

leadership enhanced each member’s sense of belonging. In a group interview, team 

members R191, R192, and R193 explained how leadership was shared amongst team 

members and outlined the impact that this had on their team. They recognised 

leadership as quite individual, but nevertheless note that it felt almost like team work 

because there was so much of it from different individuals and it was all quite inter-

connected, congruent, and aligned. Their group interview, where members filled in and 

finished off statements for one another, probably provided a window into how the team 

seamlessly switched between leading and following roles during the course: 

[R193] Ja. I think those should make movies about our group, because like 
our group was like the ultimate group...Because we all had equal amounts of 
leadership. Or, like okay, not really equal but like, we did have like [member] 
and then like [another member]. We had, everyone was like  
[R192] In among... 
[R193] Ja. [Yes] And then, like, I think because we were like.  Okay, we didn't 
have like factors that would like collide and have major conflab or conflict.  
We didn't have like, I don't know, stuff that we couldn't bond together.  I think 
that all the, [another member] leadership bonded with [yet another]. Mine 
with [a fourth member]. Ours with [a fifth member]... And I think that we 
didn't fail at any thing because of that.  So, I reckon bring a video camera next 
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time and record us. In our group, it wasn't much of like having a leader. 
Overall it was like teamwork. 
[R191] We didn't have someone like shine out, ‘Guys I want you guys to do 
this, do that, do that’.  It's like ‘guys must we do this.’ It was more like a 
group work thing. 

 

R4, who was part of a successful team, described how leadership was intentionally 

shared, usually according to situation, with the aim of assisting members feel part of the 

team and optimising the use of team expertise: 

We wanted everyone to be part of it, because I mean when we got to different 
situations, different people became leaders. Because me and [member], we 
weren't sort of like the leaders in every situation.  I mean there was a situation 
when this guy was a leader, ‘cause he knew more what to do. [R4] 

 

Team member R181 explained that leadership in his team had been distributed in a 

manner that avoided making members feeling inferior: ‘We didn't want to push upon or 

press upon the idea that, ‘No, this is the leader here’, making the rest of the group feel 

inferior.’ [R181]   

 

Dominant leaders were not domineering – a hallmark of distributed leadership 

As noted earlier, leadership was found to have been distributed unevenly, with a core of 

dominant members in each team. However, although dominant in terms of frequency or 

magnitude of influence, members exercising distributed leadership were not 

domineering. R1 observes that a number of different individuals made major 

contributions to leadership, but other team members still have abundant opportunity to 

influence the team: 

There were about three really dominant characters...They tended to take 
responsibility for the majority of the tasks over the three, four days...There 
were numerous other opportunities for the [rest of the] guys to get involved 
and have themselves heard. [R1] 

 

Another experienced observer, commenting on a highly successful team, noted that no 

single individual leader dominated the team: ‘It didn't appear as if there was any one 
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sort of strong leader.  I think the leadership role shifted quite a lot...I really can't say 

that there was any particularly dominant leader. [R28]. R192 mentioned that in his 

team no one was seeking to be a domineering leader: ‘No one was like, “Listen to me, 

I'm the man. I know everything”, you know.’ [R192]. 

 

R21 was identified as being the dominant, but not sole leader in his team. When 

discussing his leadership, he did not associate with the label dominant, confusing the 

term with domineering: ‘I wouldn't say dominant leader, because I don't know...I 

definitely didn't dominate. [R21]. After some clarification he agreed he was one of a 

few dominant leaders, but reiterated that he was not domineering, a style more akin to 

an authoritarian mode of operating. 

 

Domineering leadership – a poor fit with distributed leadership 

A member in one of the teams adopted a forceful, domineering style that proved both 

difficult and unpleasant for the team, and also unpopular and widely criticised by many 

of the other participants who had either seen or heard about his behaviour. R8, a 

member from another team who had observed the domineering member and his team 

offered his understanding of the situation: 

He was the leader and he was like a dictator.  And he would get, he got into 
like a lot of trouble for that because everyone was like, ‘Oh, [member].  
Dictator! Do it like this.  My way!’ [R8]   

 

The domineering leader was challenged by another dominant (but not domineering) 

team member who often tried to counter-balance the effects of this autocratic style with 

a more caring and supportive approach. This led to arguments between these two strong 

characters: ‘Both of us knew that we had a big role to play in this group.  So, maybe 

leadership competition [caused arguments]?[R163] When the domineering member 
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decided to give up his attempts to dominate, the conflict in the team abated immediately 

and the individual and the team reported that they all then had a lot more fun. 

 

Distributed leadership is not leading by ‘the team’  

In contrast to having a single domineering leader, a few teams attempted to avoid 

potential conflict associated with leadership struggles by agreeing that there would be 

no leader. R13, a base observer, reports that four of the twelve teams in 2005 claimed to 

have no leader because everyone was a leader. R7, who was in one of those teams, 

outlines why his team decided to regard everyone as a leader: 

We all agreed that there was going to be no leader. We were all going to be 
leaders. But [member] was sort of like the leader .We all sort of agreed that 
we were all, because everyone is good at some things.  So we thought there 
will be no actual leader because no one, everyone will start fighting over 
that.[R7] 

 

R3 indirectly reflects a similar belief that a leadership grab by single individuals would 

lead to conflict. He commented that his team had not experienced conflict because no 

individual tried to be domineering. Instead, all team members were able to contribute to 

influencing team outcomes by sharing leadership in a distributed fashion: 

I think we blended well as a group, because there was no power struggle.  No 
one had other ulterior motives, as in, ‘No, I want to be seen as the one who 
takes charge’.  It was basically everyone put, put a hand in it. And everyone 
helped everyone else. [R183] 

 

Distributed leadership is subtle 

One reason why all members in some teams felt as if they were sharing leadership is 

because distributed leadership was quite subtle. Subtle, and various synonyms, were 

used fairly regularly by informants to describe the nature of influencing within teams. 

Team observer, R1, describes the influence as ‘subtle’ or ‘cunning’. Cunning implies 

awareness that a more forceful style is less effective, rather than suggesting the 

influence is sly or deceitful: 
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They knew that they would not get very far, I think, by just saying overtly, 
‘Hey, this is how you do it!’ They were quite subtle and cunning in a way 
that they would offer a solution or their opinion hoping that the group that 
would take it... He said, ‘Well, if we do it that way, what is going to happen?’ 
Pose possible solutions, and then question to see if it would work or not.  It 
wasn't nearly in as overt way of trying to lead the group as the way in which 
[member] would. [R1] 

 

Team observer, R35, described how a member would quietly go about influencing 

members through one-on-one exchanges: ‘A quiet coordinator, you know, the guy 

who would go quietly to each person and say one should try this, one should try that 

[whispers] that was [member]...Subtle, and one on one’ [R35]. In another team, R10 

describes one of his influencer members as being ‘an undercover leader’ [R10]. R4 

captures how one of these subtle leaders in his team appeared to him: ‘So, like he was 

inspiring, I'd say.  And he was quiet.  Like, he'd put in his ideas and stuff.  He'll have his 

say.  But for a most part he was quiet.’ [R4] 

 

Another perspective on this subtle, less overt style is provided by members who were 

themselves regarded as influencers. R27 was aware of the need to avoid being too 

assertive; that he couldn’t be so subtle that he lost influence; and that it was important to 

share credit for any success with the whole team: ‘You must be subtle, but not too subtle 

so people don't notice you.  But I mean, you must like push ous, but you mustn't want to 

take the credit.’ [R27] R8 reinforces the importance of being a subtle leader:  

See, I think the best type of leader for this type of thing is like a subtle leader.  
You know you are the leader, but you don't say ‘Ah, I'm the leader’, 
designated leader or whatever. [R8] 

 

Distributed leadership and role switching 

Having discovered that teams have multiple leaders who vary from time to time, the 

focus of the research turned to uncovering the protocols of how individuals changed 

team roles – from leader to follower and vice versa. Consideration was also given to 
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how some leaders at times adopted a nominal member role or became a leader after 

having been a nominal member. R26 explains how members in the team he was 

observing moved, fairly quickly, between leading and following roles: 

I think he realised...others were better for the job.  So he would consciously 
take a step back and say, ‘okay, they can do it’. [Member] did the same thing 
in the group I was with...Him and two of the others were almost like 
coordinators, or facilitators...They wouldn't be in charge, but soon as they 
saw something that needed to be done, or, they saw somebody was better for 
the job they would almost take a step back and everybody else would take a 
step back and let that person do what needs to be done...Everybody was kind 
of happy for everyone to do what they were supposed to do, almost. [R26] 

 

Many of the teams had between three and five members who assumed the leader role 

but this did not result in the team being left with only two or three followers. All of the 

team members who exercised influence at some time also become followers when they 

were not exercising influence. Role switching is the key mechanism by which members 

were able to assume leadership under certain conditions and become followers at other 

times.  

 

Team observer and team member of 2004, R26, explains how role switching between 

leading and following roles occurred. The member leading appears to recognise that the 

team needs a skill that the leader does not have and, in a metaphorical sense (and not 

infrequently also physically), steps back to allow someone else to step up. In some 

cases, R26 notes, the leader actually took a physical step back to create this space. R26, 

like R182 earlier in this section, notes that the leader stepping up doesn’t really think 

about stepping up, it happens much more spontaneously: 

When you are in the group, and you are together, you don't actually think 
‘Hey, well he's taking himself out, now it's my turn to come forward’.  But, by 
him taking himself out, you just come forward anyway.  And, I remember 
watching the group this year. I could actually see somebody. Okay, they 
would keep quiet and they would back away, like almost physically take a 
little step back.  And then they would leave the other person there.  And that 
person, he wouldn’t say, ‘Listen, I'm here by myself now, to talk’.  But, it's just 
‘Okay, well now I need to say something here’. [R26] 
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Team observer, R28, described role switching as very fluid, moving amongst members 

of the team according to immediate teams needs: 

It's quite a fluid thing you know, when they are sort of discussing a task and 
planning.  The sort of leadership, and the person kind of saying, ‘Well, let's do 
this’. And it moves around the group, you know.  So, I mean he had his 
moment.  They all did I think. Everyone of them had their say and had a 
moment. [R28] 

 

In some teams one or two members did not step up and were only followers for the 

duration of the course. R35, a team observer, describes a member who did not assume 

an influencing role at all during the course: 

[Member], he was a definitely, follower.  No creative input at all.  He would 
only do something if you actually told him to.  He wouldn't take the initiative 
and step into a role. [R35] 

 

As a very talented team member, R26 preferred to adopt a follower role, influencing 

only occasionally. However, during those interventions he was very influential. He 

explains that he was more comfortable in a following role and that he did not feel that 

the role of follower was in any way less important than a leading role: 

I felt a lot more comfortable being pensive and quiet and standing back 
thinking, ‘Okay, well actually my role as a follower is just as important 
telling people what to do’. [R26] 

 

Even if a member does had the capacity to influence, R8 notes that it may not have been 

exercised at a particular time because other members were making the required 

contribution and fulfilling team needs. R8 draws on the old adage of too many cooks to 

make his point: ‘You can't have everyone leading.  Otherwise it gets a bit too, like too 

many cooks spoil the broth.’ [R8] Providing that others in the team were exercising the 

influencing skills required by the situation, it was not necessary to step up. 
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R31 mentioned that, owing to the role switching between leading and following, he 

improved both his leading and following skills. He was able to step up to an influencing 

role at times and then step back and become a follower at others. 

I think it did help me a lot, because it gave me the opportunity to actually lead 
a group at some point and then other people also wanted to lead too.  I 
learned to actually be a follower as well, not only lead. [R31] 

 

Informants describe voluntarily stepping up to exercise an influencing behaviour and 

later stepping back from influencing to become a follower of other influencers, as 

shown in Figure 7-3. Sometimes, however, there is competition for the influencer role, 

in a win-lose sense. When this occurs, the loser steps down rather than back and some 

conflict is usually associated with this type of switching or even switching out. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7-3 Role Switching 
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Stepping Up 

Some informants used the term stepping to indicate role switching. When a member 

exercised one of the influencing behaviours, they were described variously as ‘stepping 

up’ [R1, R12, R33], ‘stepping in’ [R27], ‘coming in’ [R31], or ‘coming forward’. As 

mentioned earlier, the term stepping sometimes literally denoted the physical movement 

of members as they located themselves in a position within the team from where they 

might exercise influence most effectively. 

 

R12 describes how various members exercised influence by stepping up when they had 

a contribution to make to team leadership: 

I think for each different task, each guy would just step up and like take it. 
And then, the rest of the group would see that he is maybe more of a specialist 
in that, and we would give the control to him more, and we would just try 
and contribute the way we could. [R12] 

 

Team member, R33, is more explicit about the purpose of stepping up to exercise 

various influencing functions, which he associates with leadership: 

So then [member] stepped up. In the one challenge he decided to become 
leader and then we ended up winning, and he led us quite well.  Planning and 
that, listening to everyone.  Also taking control. [R33] 

 

Stepping Back 

All members who influenced team members for some of the time chose either to follow 

other team members in the leading role or become nominal members for the remainder 

of the time. When switching between leading and following was non-contested and 

accepted, members and observers speak of ‘stepping back’ [R1], ‘drawing back’ [R4], 

‘sitting back’ [R27], or ‘pulling back’ [R26]. Influencers draw back to allow others the 

space to step up. In stepping back willingly they demonstrated support for the member 

who had stepped up and the outcome is a form of win-win for both parties. The new 
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influencer was encouraged by the opportunity to exercise influence, and the former 

influencer is able to model the type of following behaviour he might prefer when he is 

influencing. 

In many other instances he also stood back.  For example, in many of those 
problem-solving activities he did stand back.  He didn't contribute as much, 
but he was still one of those individuals that, that spurred the group on 
towards achieving... He would infer, but not vocally, that it's your turn to 
now contribute.  To consider, to develop a plan.  Somewhat, possibly being 
sensitive of other people. You know, saying, ‘Okay, I'm stepping out of this 
one because I don't know how to do it’. Ja, stepping out, but saying 
somewhat indirectly, ‘Okay, now it's your turn to jump in’. The remainder of 
the group really.  [R1] 

 

R26 explains how an influencer recognised that it was both in his own and his team’s 

interest that, in certain situations, it was best if he stepped back from the influencer role 

and into a follower role: 

Although he wanted to be seen to be heard, for the group to do well he needed 
to step back on occasions and let somebody else do it.  And I think, [two other 
members], they like helped him pull back and put back in. [R26] 

 

In some cases, the more dominant influencers needed to resist monopolising the 

spotlight and allow others to step up, particularly if those wishing to step up and 

influence the team had not previously exercised that opportunity. Astute influencers 

seem to understand the impact of contribution on the teams overall performance and 

also on team cohesion. Team observer, R2, explains: 

When he saw guys talking, guys that never knew, that never spoke 
previously, then he pulled back a bit, listened, and then when things were a 
bit quiet, then he came in...It was most definitely situational. For example, 
activities that required physical strength he would have stepped back. [R2] 

 

Stepping Down 

Although the term stepping down was sometimes used to describe the term that has 

previously been labelled as stepping back, in many instances stepping down described 

what a displaced influencer might do after losing a win-lose exchange with another 



7 Findings: Influencing and Team Roles  

-278- 

team member. Hypothesising about how a leader in a hierarchical culture might act, 

R192 describes how a win-lose show-down might result in the loser stepping down, 

rather than stepping back: 

I think that, amongst the group, in the group, there would be that one, maybe 
guy, who'd be like the dictator. Who would always say, ‘I'm right, you're 
wrong! Now, step down because I know what I'm talking about.’ [R192] 

 

R162, who stepped down as team leader, describes how he changed his behaviour once 

he had lost the capability to influence his team. His reference to going down to the level 

of other team members gives some suggestion of hierarchy associated with his 

leadership: 

The next day, when they elected [member], I said, I just went like, I acted as 
one of the other guys.  I didn't like try and like do my normal thing, like to, 
like trying to like win and that. I tried to go down, like to their level.  Like try 
and stay the same as them. [R162]  

 

Stepping Out 

In very isolated incidents a member engaged in conflict with either the dominant 

influencers or the team as a whole and lost. Instead of becoming a follower by stepping 

back, or even stepping down, a very small minority of members actually stepped out, 

withdrawing from influencing and following roles and becoming only nominal 

members. 

They were talking, and he was trying to talk, and I think that [member] just 
spoke over him. And he just muttered, he said, ‘You guys just aren't listening!’ 
And he got so angry, and he actually sat back and withdrew, and the rest of 
them didn't even seem to notice. [R28] 

 

7.10 Conclusion 

Members in teams played any one of three roles, namely following, leading, or nominal 

member. Followers contributed to the team by working directly on the tasks of the team. 

Leaders contributed to the team by exercising influence on the social processes of the 

team, and achieved this by initiating or taking charge using one or more of the eight 
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influencing behaviours. The third team role of nominal member comprised members 

who contributed little or nothing to the tasks or processes of the team but who remained 

associated with the team rather than exiting it. 

 

Members switched between roles, most commonly between leading and following roles. 

All members were able, and indeed expected, to contribute to the tasks of the team, 

influenced as followers by fellow team members. Further, it was possible for any 

member to attempt to exercise influence over team social processes and occupy a 

leading role if they chose to engage in influencing behaviours. They did this through 

initiating or taking charge, even if momentarily, by using one or more of the eight 

influencing behaviours. Because leadership was emergent, based on attribution by other 

members’ assessment of situational expertise (task- and/or process- related), not all who 

attempted to influence were successful.  

 

Followers thus exercised leadership by engaging in role- switching and stepping up to a 

leading role by initiating or taking charge using one or more of the eight influencing 

behaviours identified in this study. These propositions are discussed in the context of 

the extant literature in the next chapter. 
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Chapter 8 

 
How followers exercise leadership: A Substantive Theory of 

Distributing Team Leadership 
 

8.1 Introduction 

In response to the research question, ‘How do followers exercise leadership?’, this 

chapter presents the substantive theory of distributed team leadership which emerged 

from the research study. Key elements of the theory are discussed in the context of 

extant literature, from relevant fields including emergent leadership, distributed 

leadership, followership and teams, which was reviewed after the research was 

substantially complete. The chapter concludes with properties of distributed leadership 

that emerged during the research study which are also discussed in the context of the 

existing literature.  

 

8.2 An overview of the research study 

This substantive theory (Glaser and Strauss 1967) of distributed team leadership 

proceeded from a definition of leadership as ‘influencing others towards a common 

goal’. The substantive focus of the research comprised two four-day outdoor style 

leadership development programs, where individuals worked in teams of between seven 

and nine members to accomplish a variety of team challenges. Participation in the 

program was a voluntary, extracurricular activity.  

 

Contributing and belonging emerged as the two primary purposes team members have 

for being in a team.  Contributing related either to efforts to complete the team task or 

efforts to facilitate team processes aimed at making the team an effective form of 

organising. 
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Activities in which the members engaged determined the nature of their contribution 

and the team role that they played at any particular time. Although in a few instances 

teams did appoint individuals to be ‘the leader’ for an activity, in most teams this was 

not the case. Instead, influencing behaviours (which constituted leading) emerged 

largely according to the requirements of the context and expertise of individuals, 

regardless of any formal appointment.  

 

This theoretical framework concerns leaders emerging and influencing others in the 

team towards a common goal. The ‘others’ in the team become followers when they 

choose to be influenced and attribute leadership to team members who are exercising 

influence to move the team towards achieving common goals. All leaders in this study 

became followers at some point and, in fact, most team members were more often in 

following than leading roles. Even members who were most often in the leading role 

spent a substantial amount of time following others. Followers became leaders as they 

exercised leadership through role switching.   

 

Depending on team needs derived from the context, various elements of the leadership 

role were distributed among different members of the team through the use of one or 

more of eight influencing behaviours. Leadership, therefore, was exercised by multiple 

members in all teams. This substantive theory of distributed team leadership is a theory 

of how team members, on one of the two four-day leadership development programs, 

exercised leadership.   
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Contributing, belonging and the contribution-belonging cycle 

The fundamental purposes of team membership that emerged in this study were 

deriving a sense of contributing and a sense of belonging. It also emerged that 

contribution and belonging are highly interdependent, leading to either virtuous or 

vicious cycles and corresponding increases or decreases of both elements. 

 

 

 

Figure 8-1 The Contribution-Belonging Cycle – Virtual or Vicious  

 

In the contribution-belonging cycle, team members who feel they are making a valued 

contribution experience an enhanced sense of belonging and an increased willingness to 

contribute. Members who feel they are not contributing, or perceive their contribution to 

be inappropriately valued, are likely to experience a diminished sense of belonging and 

consequently their contributing wanes. 

 

To function effectively, teams need contributions to task (allowing for contributing) and 

contributions to team process (broadly promoting belonging). Cohen and Bradford 

(2005, 62) highlight that all influencing attempts within organisations ‘simultaneously 

contain’ task and relationship components. During this research study it emerged that 
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team members expect, and are expected, to directly influence the team task – task 

contribution directly influences the state of completion of the task. On the other hand, 

not all members expect, or are expected, to directly influence team processes, though 

nevertheless indirectly influence these through willingness to follow members 

attempting to exercise influence on team processes. Jing and Avery (2008) raise the 

question of exactly how leadership is linked to performance and stimulating a virtuous 

contribution-belonging cycle provides one concrete example and explanation.   

 

The contribution-belonging relationship in teams, focusing at individual member level, 

does not appear to have been expressly enunciated in the extant literature, and is a 

contribution of this thesis. The concepts of contribution and sense of belonging do 

feature separately in the literature on teams and teamwork (Callanan 2004; Day et al. 

2004; Sheard and Kakabadse 2004), usually among lists of characteristics relating to 

teams. McGinn et al.’s (2005) qualitative account of collaborating and belonging in a 

research team places particular emphasis on the experience of individual belonging and 

collaborating, and although not expressly stated, it can be inferred that contribution 

must also have been positively affected as a result of the belonging that was experienced 

and described.  

 

A likely reason the contributing-belonging cycle has not been explored at individual 

level is because researchers have approached the field from a leader- or a team-centred 

perspective, rather than an individual-centred perspective, as discussed in Chapter 2. 

Using the contributing-belonging example, prior research has focused on and surfaced 

functions that either leaders (Yukl 1999b) or teams (Anderson and Martin 1999) need to 

fulfil in respect of contributing and belonging, but has paid much less attention to the 

individual team member level.  
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For instance Grusky (1959) identified, from a leader-centred perspective, that a leader 

should focus on instrumental (task oriented) or expressive (relations oriented) leader 

skills. From a team-centred perspective, Salas et al.’s (2007) Integrative Multilevel 

Theoretical Framework of Team Effectiveness focuses on teamwork and team 

performance constructs. Applying an individual-centred lens, individual team members 

wish to contribute (Rosener 1990) and to belong (Allen and Hecht 2004b) (see  below). 

Essentially each of the three perspectives outlined focus on very similar concepts 

relating to contribution and belonging, only from a different angle. 

 

 

 

 

Figure 8-2: Perspectives of Contributing and Belonging [Source: Adapted from Grusky 
(1959), Salas et al. (2007), Rosener (1990) and Allen & Hecht (2004b)] 

 

This is a critical observation when considering the output from this study as, unlike 

much of the extant literature on leadership which has focussed either at a single-leader 

or whole-team level, this research examined leadership as it was exercised by multiple 

individuals within the team, heavily influenced by context or situation.  

 

8.3 A substantive theory of distributed team leadership – key elements 

Key elements of the substantive theory on distributed team leadership are presented in 

this section. This provides an overview of the theory and a detailed discussion, 

including positioning of the key theoretical components (propositions) in the extant 

literature, follows.  
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Influencing was the core category in this study and five key properties of influencing 

emerged namely (1) initiating and taking charge, (2) team roles, (3) role switching, (4) 

influencing behaviours, and (5) context (see Figure 8-3 below). 

 

 

 

 

 

 

 

 

 

 

 

 

Firstly, three main team roles, namely leading, following and nominal member, were 

identified from the research and comprised a key category. A vital characteristic of the 

roles is that multiple members in the team can occupy the roles at any time, sometimes 

only very briefly and sometimes for extended periods. Further, multiple members can 

occupy a role simultaneously.  

 

In the leading role, members contribute to the team by initiating or taking charge of 

both team-oriented and task-oriented processes and experience a sense of belonging 

when they successfully influence others. Initiating and taking charge was the second 

key category of influencing. Members who occupy a following role choose to be 

influenced by one or more members in the leading role, to whom they attribute 

Figure 8-3 Properties of the core category Influencing 
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leadership. In the following role, members’ contribution is to the task of the team, and 

their sense of belonging is derived from having their contributions accepted and valued. 

Nominal members are members by association only. Disengaged and detached, their 

contribution is extremely limited, or even negative, and they do not feel a sense of 

belonging.   

   

In this study followers exercised leadership by role switching from a following role to a 

leading role. Role switching is the third key category of influencing. Followers or 

nominal members stepped up to a leading role and, when they finished leading, usually 

stepped back into a following role. In the event of a contest for leadership, the loser 

would either step down into a follower role if they wished to follow, or stepped out of 

the team into a nominal member role, making little or no contribution to the team at that 

point. If a nominal member wished to re-engage, they would step up into either a 

following or a leading role.   

 

Multiple members in the team who were in the following role assumed a leading role by 

stepping up to a leading role through initiating or taking charge of one of eight 

influencing behaviours that were identified in this study. The influencing behaviours, 

the fourth key category of influencing, themselves fall into one of three categories: (1) 

communicating and listening are core influencing behaviours, most frequently used and 

without which none of the other influencing behaviours would be possible; (2) 

coordinating, which is largely contribution focussed, and motivating, which is closely 

aligned with belonging, are two key influencing behaviours which were present in most 

situations as they impacted directly on task and team performance; (3) finally, four 

behaviours namely risking, anchoring, mediating and channelling, were found to be 
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used only in some contexts and not by all teams and, for this reason, were categorised as 

situational influencing behaviours. 

 

 Situation or context also emerged as a key category, playing a major role in 

determining which influencing behaviours were most important. Examples of 

contextual elements include nature of challenge (e.g. degree of difficulty, novelty of 

problem, and time allowed) and resources available to the team. This impacted on how 

team members contributed in general and particularly who felt capable of initiating or 

taking charge. It emerged that team members, sometimes without conscious thought, 

followed others with perceived expertise. Expertise related to knowledge of the task 

and/or team process capabilities relating to the influencing behaviours such as 

communicating, coordinating or mediating. 

  

Having discussed elements of the theory in depth in the Results chapters, the discussion 

which follows examines elements of the substantive theory in the context of the extant 

literature.  

 

8.4 The core category: Influencing 

Influencing is the core category of this grounded theory research study. Leadership, as 

discussed in depth in the review of literature, is the exercise of influence (Alvesson and 

Sveningsson 2003; Bratton et al. 2005; Yukl 2006). Zaccaro and Horn (2003) 

highlighted that understanding how leaders influence others is a real and key problem 

driving leadership research.  

 

In answering the question, ‘How do followers exercise leadership?’, informants and 

emerging data were continuously probed using constant comparison for insights as to 
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how influencing occurred. Each of the five key properties of influencing which emerged 

is discussed in turn.  

 

Property of Influencing: Initiating and Taking Charge 

Team members exercise leadership directly by influencing others in the team through 

influencing team processes. This is achieved by initiating or taking charge of an aspect 

of team processes, with the end goal of either progressing the team’s task or enhancing 

the team’s effectiveness. Some key insights which emerged during the research include 

that initiating and taking charge are vehicles for leadership; that multiple members 

engage in initiating and taking charge; and also that, over time, almost all team 

members exercise some influence. Each is discussed briefly in this section.  

 

Initiating and Taking Charge are vehicles for leadership 

The primary vehicle for exercising leadership is by either initiating (Kotter 1990) or 

taking charge of team processes (Komives et al. 2005). Both of these mechanisms are 

widely documented in the literature, which was reviewed only after the research had 

been largely completed, and provides confirmation that participant experiences about 

what constitutes leadership match generally held perspectives.  

 

What informants in this study highlighted differently, however, is that initiating or 

taking charge of a process did not imply the leader should complete that particular 

process independently, to the exclusion of others. For example, Yukl et al. (2002) list 

short-term planning as one of the twelve core leadership behaviours, distilled after a 

comprehensive review of the literature. In contrast to Yukl et al.’s (2006) theoretical 

finding that short-term planning is a leader behaviour, many team members in this study 

actually contributed to the work of planning, in conjunction with those who initiated or 
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took charge of planning via the exercise of the coordinating influencing behaviour. So, 

planning behaviour was not exclusive to leaders. Coordinating was identified as the 

influencing (leadership) behaviour but planning itself was essentially a task function. 

 

Multiple influencers equate to multiple leaders 

For the period of time that initiating or taking charge occurs, no matter how brief, 

influencers exercise leadership. Recognising multiple leaders in a team contrasts 

profoundly with the sole-leader or team-as-leader approaches. In sole-leader studies, 

even though different individuals are noted exercising leadership behaviours only the 

individual who exercised the most leadership behaviours is seen as the leader (Taggar et 

al. 1999). In contrast, informants in this study considered members exercising influence 

as occupying a leading role for the period they were exercising influence, regardless of 

how long that lasted. 

 

Most team members exercise influence at some time 

In addition to all being followers at some time, in most teams in the study every 

member exercised some influence during the life of the team. Therefore, all members 

also had some share of overall team leadership. Teams with the highest number of 

members attributed as leaders (and also higher levels of leader behaviours) also 

performed best overall. The winning team in each of the two years were also adjudged, 

anecdotally, by observers to have distributed leadership more often and more widely 

than most other teams. It was also felt that the teams that had fared really poorly did not 

display much distributed leadership and, at times, seemed to have no leadership being 

exercised at all. This supports the finding of  Taggar  et al. (1999) that teams with 

higher aggregate levels of leadership behaviours fared better than teams with lower 
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levels of leadership behaviours. Both studies demonstrated that teams perform poorly 

when the cumulative level of leadership behaviour is low.  

Three important insights arise from this finding. First, leadership is not necessarily 

continually present in a team (i.e. there is no guarantee that any team members will be 

willing to exercise any leadership). Secondly, teams fare best (assessed by aspects of 

task completion and team cohesion) when multiple members exercise leadership, and 

more is better than less. Mehra et al. (2006) found that when teams of sales people had 

multiple leaders who recognised one another they did better than teams with single 

leaders. However, they also found that teams that had multiple leaders who didn’t 

recognise the leadership of others there was no benefit from leadership distribution. 

Thirdly, members exercising influence did not do so continuously, and did so in some 

situations but not in others.  

 

In this study, multiple leaders often emerged when the task of the team was complex. 

Simply put, there was more leadership needed in a short time than could be managed by 

a single individual. Though the concept itself seems not to have been examined deeply 

in the literature, complexity has been provided as a reason why a single-leader approach 

is no longer sufficient (Senge 1997; Salas et al. 2000; Day et al. 2004; Pearce, Conger 

and Locke 2007). Level of complexity linked closely with roles the team required. 

 

Property of Influencing: Team roles 

Another point of difference from much of the literature is that the team roles of leading 

and following were non-hierarchical and mutually symbiotic. In particular, this contrasts 

with manager and subordinate roles which are mutually symbiotic but hierarchical by 

design. When the roles function appropriately, leading and following each contribute 

differently in helping members individually achieve a sense of contributing and 
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belonging.  The team’s output is also higher than might be achieved if members work 

individually. This fits well with the notion suggested by Chaleff (2003) and further 

enunciated by Dixon (2008, 175) that leaders and followers are bound by a common 

purpose where, ‘followers and leaders both orbit around the purpose and values of the 

organization; followers do not orbit around the leader’.   

 

Members who exercise influence, by initiating or taking charge, need other members to 

make the attribution of leadership and follow. When following, members need to know 

how they might contribute collaboratively and also have their contribution appreciated 

in some form to experience a sense of belonging.  The two primary team roles of 

leading and following are crucial to team functioning – one cannot succeed without the 

other, and the team will not be sustained without both roles being fulfilled. 

                

Arising from an orientation towards appointmentship rather than leadership (Baruch 

1998), much of the literature establishes team members as either ‘the leader’ or as 

followers. However, in this study a third role of nominal member was identified, where 

members did not make a contribution to the team and often did not feel a sense of 

belonging while occupying the role. Having this third role acknowledges that team 

members might occupy a different role from leading or following, so it cannot be 

assumed that when a member is not leading they are following and vice versa.  

 

The role of nominal member equates closely with the role of isolate described by 

Holmes (1980) who found in an empirical study that some members in small groups 

detached themselves from their team, occupying an isolate role. Isolates did not seem to 

have potential for leadership due to their lack of participation or antagonism. All team 

roles were considered personality-based (based, for example, on personality traits such 
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as introversion etc.) rather than behaviour-based in Holmes’ (1980) study. In the current 

research, however, roles were behaviour- rather than personality-based and a few 

members did move from leading or following roles to a nominal member role and often 

subsequently back into following or leading roles. 

 

A few members were identified as adopting the isolate role for most of the course and 

never assumed leadership and were seldom in the following role. The low number of 

members who did this is not surprising as participants self-selected to be on the course 

in the first instance. These isolates often had not anticipated the nature of the program.   

 

Leading 

Individuals who exercised influence in the team occupied the role of leading only as 

long as they were influencing. This view, which focuses on the exercise of leadership 

behaviours, is substantially different from one which assigns the title of leader to a 

member, as outlined by Gronn (2002) and many others. In the latter, which is really 

appointmentship (Baruch 1998), the focus is on title rather than behaviour. An 

appointed ‘leader’ will continue to be the titular leader, regardless of whether or not 

they are exercising influence. This study focussed on influencing behaviours and not on 

member title to determine which members were exercising leadership.   

 

As indicated, it was discovered that influencing was exercised through initiating or 

taking charge of processes within the team through the use of influencing behaviours 

(which are discussed in the next section). Furthermore, influencing is the contribution of 

the leading role in the team, and the influencers’ sense of belonging is derived when 

others are influenced, attribute leadership and follow, and team-level outcomes are 

successful. 
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The concepts of initiating and taking charge are similar to Hackman and Walton’s 

(1986) taking action to ensure team effectiveness, and also to many fundamentally 

similar, but differently labelled, notions identified by other researchers in the field. This 

current research study has highlighted how leaders might take action, that initiating and 

taking charge are particular contributions of those in the leading role, and how sense of 

belonging is derived by others following them. 

 

Leader Emergence 

A key theme that surfaced continually during the research was that team members 

emerged to occupy a leading role, and this emergence related strongly to team context at 

the time. While some teams were encouraged or directed to appoint leaders for a couple 

of their activities, most teams were not required or requested to do so at any time. In the 

absence of any formal leader appointments, coupled with members in the team sharing 

the same ‘participant’ status, the only way members became leaders was through 

emergence.  

 

Having identified emergence as the mechanism for members to assume leadership, the 

concept was probed more deeply in this research using theoretical sampling. It emerged 

that members came to occupy a leading role as a result of attributed (perceived) 

expertise. In its most direct form, this included either technical expertise that 

contributed to completion of team tasks or capabilities that contributed to team 

processes, or both. Attributed expertise corresponded closely with Martinez et al.’s 

(2005, 15) idea of distributed leadership constituting ‘contours’ of organisational 

expertise and Bennett et al.’s (2003) association of leadership with expertise.  
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French (1956) saw expertise as a source of indirect power, with formal authority 

(equating to management) as another. Interestingly, his suggestion in that paper that 

leadership might be distributed in a team (among the earliest found in the literature) 

gained no traction while the ideas on power he developed further with Raven (French 

and Raven 1959) are among ‘the most popular and widely accepted conceptualizations 

of social power’ (Podsakoff and Schriesheim 1985, 387).  

       

Karakowsky and McBey (2001) found that members with imputed expertise relating to 

team tasks contributed more than members with less imputed expertise and also 

returned higher self-perceptions of contribution. In the current study informants 

reported that a sense of being able to complete a task, where others did not have that 

same expertise, did provide confidence in self, and from others, that resulted in 

members’ initiating or taking charge and therefore assuming a leading role as a result of 

expertise.  

 

In this study, there were also a few reports of teams formally appointing ‘leaders’, 

usually to give someone a turn of being ‘the leader’. However, in all informant accounts 

of such appointments, it was also noted that non-appointed team members also emerged 

in addition to exercise influence at times. They did this either in support of the 

appointee, attributed as a leader in addition to the appointment, or essentially replaced 

the appointee regarded as not delivering leadership the team needed and not recognised 

as a leader. This evidence supports Baruch’s (1998) concerns that leadership and 

appointmentship are quite different, and also Hackman’s (2004) assertion that when 

appointees exercise leadership they are simultaneously occupying two different roles of 

leader and appointee respectively.   
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Following 

Team members who are willingly influenced by other members assume the team role of 

following. In this study following was perceived as complementary to the role of 

leading, much like two sides of the same coin. This contrasts with the literature and 

popular conceptualisations which cast followers in a largely negative light (Chaleff 

1995; Brown and Thornborrow 1996), and the role of following as less favourable than 

the role of leading (Fairholm 2003). 

  

While this study did not directly measure the amount of time members spent in different 

roles, there appears to be support for Quinn’s (2004) assertion that team members 

generally spend more time in non-leader roles. Bowers and Seashore (1966) point out 

that leadership behaviour is interpersonal in nature and different from non-interpersonal 

behaviour associated with completing primary tasks, though Dutfield (2005) highlights 

that leaders also need to play their part in completing the primary tasks of the team. In 

the current study, members who tried to exert influence, but were themselves unwilling 

to follow others, were not well regarded and, where this persisted, diminished and even 

lost their ability to influence. Thus there does appear to be some truth in the popular 

notion that, generally, good leaders also need to be good followers (Hudson 2002).    

 

Nominal Members 

In some teams in this study one, or at most two, individuals either contributed little or, 

for some period of time, chose to withdraw their contribution altogether. Individuals not 

contributing or belonging were effectively nominal members, the third primary team 

role identified in some, but not all, teams.  Other research has identified a similar third 

primary role as that of the isolate. Holmes (1980) found isolates were introverted team 
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members who generally excluded themselves from the team. It is possible, however, 

that some of these members chose to opt out because they felt they lacked capabilities. 

Karakowsky and McBey (2001) found that team members with low imputed expertise 

participated much less than those with higher imputed expertise and displayed more 

passive behaviour than other members. 

 

This study found that members occupying a nominal member role usually did so only 

for periods of time, rather than continuously. Further, they became nominal members 

for one of two reasons, linked to contributing and belonging. Firstly, there were 

members who were not interested in making a continuous contribution, or making any 

contribution at all and preferred instead to opt out. The study did not show whether 

imputed expertise affected contributions by nominal members and this would be of 

benefit in future studies as it may provide influencers with additional methods of 

involving nominal members who are passive to the point of non-contribution. 

 

Alternatively, some individuals became nominal members periodically. After 

competing for team leadership through conflict and losing, they felt that their 

contribution was not appropriately valued and withdrew from contributing for a period. 

In addition to opting out, a very small number of nominal members were also quite 

negative within the team. 

 

Property of Influencing: Role switching 

A major issue that researchers have suggested needs an explanation is how members 

become leaders (Antonakis 2006). A wide variety of suggestions have been offered 

including: Johnson and Bechler’s (1998) finding that listening played a role; Atwater  et 

al.’s (1999) suggestion that cognitive ability is important;  and Eby et al.’s (2003) 
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examination of why high self monitors became leaders. One of the two key findings of 

this research is the basic social process of role switching, the dynamic mechanism 

whereby multiple team members change between leading, following and sometimes 

nominal member team roles.  

 

To influence team processes, team leaders engage in one or more of eight influencing 

behaviours, discussed in detail in the next section. Members exercise influence by 

stepping up to effect a particular influencing behaviour and relinquish their position of 

influence by stepping back, stepping down, or stepping out (see Role Switching figure, 

p. 275). 

 

In the language of informants, stepping up occurs when a team member believes they 

are able to make a contribution to team process and steps up to initiate or take charge 

through the use of an influencing behaviour. Stepping up sometimes meant actually 

stepping into a more central position in the team. Informants also reported that stepping 

up relates to imputed expertise to contribute a particular influencing behaviour required 

by teams in the moment. Sometimes leaders stepped up only momentarily, delivering 

specific inputs, very quickly, and at other times members stepped up for longer periods.  

   

Once the member felt they had nothing further to contribute in a leading role at a 

particular time, or that someone else might make a greater contribution, then they 

stepped back. Leaders sometimes actually vacated the central position to allow others to 

step up.  Stepping back prompted other team members to assess whether they might step 

up and the complex nature of teams allowed, and sometimes even required, multiple 

leaders to be exercising several influencing behaviours simultaneously. Vitally, conflict 

levels in the team was perceived as low where members stepped up and stepped back, 
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according to expertise and team needs. However, when there was a struggle for 

leadership and one or more members did not wish to step down, then tension and 

conflict increased and the loser in the struggle either stepped down or stepped out, 

instead of just stepping back.      

 

Stepping down was one of two outcomes of a struggle for leadership. Although stepping 

down involved some conflict, it was usually short-lived. Because of continuous role 

switching, the member usually made further attempts in the future to influence when the 

context changed and an opportunity presented itself. 

 

Stepping out was the second possible outcome of a leadership struggle. The disgruntled 

member stepped out of the team and occupied the role of nominal member, often 

temporarily. A key signal was withdrawal of support for the influencers and remaining 

members who failed to follow. Sometimes disaffected members attempted to sabotage 

the influencers and the team. However, as roles were fluid, many influencers who 

stepped down did not wait too long before they stepped up either in a supportive 

following role or back into a leading role. In their study of sales teams, Mehra et al. 

(2006) found that when multiple leaders in a team recognised one another the net impact 

of distributed leadership was great than single-leader leadership, but when they were in 

conflict, distributed leadership diminished team performance. 

 

Researching group size and spatial orientation of groups, Cummings and Huber (1974) 

found that small groups arranged with members sitting equidistant (neutrally oriented) 

significantly outperformed teams, both in terms of decision quality and speed of 

decision, where one member was set apart as the leader (leader oriented). Furthermore, 

neutrally oriented teams experienced noticeably less conflict than leader oriented teams, 
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though the concept of multiple leaders was not considered.  Although informants in the 

current study were not static, their ability to move into and out of a central position, 

rather than having that position dominated by one member, created a neutrally oriented 

environment. Teams where many members stepped up as needed outperformed teams 

where fewer members stepped up and those teams also reported less conflict, although 

this was not specifically measured. In more recent research of project teams, Carson et 

al. (2007, 1229) also noted that teams which had multiple leaders outperformed teams 

where ‘internal leadership was relatively scare’. 

 

In a study of leadership in an activist collective, Dutfield (2005, 36) found that it was 

not vital for the group to hold a formally consistent view ‘of who was leading and how’  

but rather that meaning was negotiated, leadership tasks fulfilled, and leadership was 

attributed ‘by and to group members’ (p.38) as required. Informants in the current 

grounded theory study held similar perceptions, and role switching provided the means 

of distributing leadership according to the context. Reeves, Malone and O’Driscoll 

(2008) observed that leadership was temporary in online gaming scenarios, commented 

that leaders switched rapidly and between giving orders and taking orders. The role 

switching mechanism developed in the current study could explain how the activists in 

Dutfield’s (2005) study shared leadership and, in respect of the online gaming research, 

more specifically how and why leaders actually exercised and then switched leadership.  

 

This particular finding that many team members ‘switch’ their contributions between 

team processes and team task provides insights into the question by Conger and 

Pearce_(2003) as to whether leadership competence and task competence are perceived 

as different. In this study members acknowledged a distinction and responded 
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differently to perceived expertise in team processes and perceived expertise in team 

task.   

 

Property of Influencing: Influencing behaviours 

Having established the mechanism whereby members are able to switch roles, from 

following to leading and back to following again, the second major discovery of this 

research is the range of influencing behaviours used in the team to exercise influence 

during the four-day outdoor leadership program.  

 

Informants identified eight influencing behaviours exercised by members occupying the 

leading role in a team context(s). The influencing behaviours are presented in a 

hierarchy (see Table below), as not all influencing behaviours are exercised in equal 

measure, neither are they all exhibited in every team context.  

 

 

 

 

 

 

 

Two core influencing behaviours, on which all other influencing behaviours rely, are 

communicating and listening. Coordinating and motivating are two key influencing 

behaviours which, like the two core behaviours, are present in every team context. The 

remaining four influencing behaviours are context sensitive and not required all of the 

time. These situational influencing behaviours include anchoring, risking, mediating 

and channelling. 

Category Behaviours 

Core Communicating 
Listening 

Key Coordinating 
Motivating 

Situational Risking 
Anchoring 
Mediating 
Channelling 

Table 8-1 Hierarchy of Influencing Behaviours 



 8 How followers exercise leadership: A Substantive Theory of Distributing Team Leadership  

-301- 

 

The influencing behaviours are an aggregation of influencing behaviours exhibited by 

the variety of team members who occupy the leading role, rather than behaviours that 

are exercised by the sole leader. Research from a single leader paradigm has essentially 

measured manager-subordinate or appointee-member role pairings (Baruch 1998).  For 

example, Yukl et al.’s (2002) comprehensive taxonomy of leadership behaviours 

usefully sorts and aggregates reported leadership behaviours from the decades of 

literature that has focused almost exclusively on single leaders.  

 

The influencing behaviours identified in this study are grounded in the context of 

leading and following roles within teams in the substantive field. They represent the 

behaviours of emergent team leadership which is also distributed amongst team 

members. Few studies have approached leadership from a distributed leadership 

perspective, although teamwork and team effectiveness research has yielded similar 

concepts. For example, all of Salas et al.’s (2005) ‘Big Five’ factors of teamwork (viz. 

team leadership, mutual performance monitoring, backup behaviour, adaptability, and 

team orientation) involve elements of influencing (not expressly stated as such) which 

are distributed amongst team members. 

 

Influencing behaviour - Communicating 

In this study communicating involved initiating or taking charge of information 

exchange processes of the team where the end goal was to influence the service and 

facilitation of team functions, processes and goals. Communicating emerged as a core 

behaviour, without which no other influencing behaviours were possible. To underscore 

its centrality in team functioning, in this study teams that had little or no communicating 

almost always ended up failing. Salas et al. (2005) found that closed-loop 
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communication is one of three coordinating mechanisms critical to team success. The 

other two coordinating mechanisms, shared mental models and mutual trust, would be 

impossible to execute without communicating. 

 

This study highlights that communicating is a vehicle for exercising other influencing 

behaviours. Acquiring or losing ‘airtime’ (R13) is critical in the capacity to influence. 

These findings are congruent with other studies that have linked quantity and quality of 

communications to leadership (Rubin and Beckhard 1972; Mast 2002; Riggio et al. 

2003). The theoretical work of Hawkins and Tolzin (2002) highlights the centrality of 

communication in postmodern organisations and their leadership.  

 

Rosener (1990) reports that communicating also plays a key role in facilitating inclusion 

and a sense of belonging. In that study, teams unable to elicit and coordinate member 

contributions, and foster a sense of belonging to set up a virtuous cycle of increasing 

belonging leading to increasing contributions, were less successful than those that were 

able to achieve this. In the current study, teams regularly faced time and resource 

pressures and sometimes, through lack of communicating, precipitated a vicious spiral 

of decreasing sense of contributing leading to a decreasing sense of belonging and 

ultimately to failure. Kruglanski and Webster (1996) found that members in teams 

facing stressors, such as time pressure and a need for closure, often engaged in less than 

ideal information seeking processes, and it could also be inferred, in sub-optimal 

information exchanges, decreased member contributions and, ultimately, reduced 

communicating.   
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Listening 

Listening, in this study, comprised actively paying attention to the communication of 

another. Listening emerged as a core influencing behaviour that determined the extent 

to which members’ communications succeeded in information exchange. Muczyk and 

Adler  (2002, 14) suggests that listening is ‘the essence’ of leadership that builds trust 

(an attribute of belonging) and ‘one of the most valuable of attributes in any human 

endeavour’. Johnson and Bechler (1998) also provide affirming evidence that listening 

is key to leading, finding in one of the few studies involving listening in small groups 

that emergent leaders were perceived by other team members as being effective 

listeners. Further, independent raters who assessed listening and leader emergence in the 

teams found that emergent leaders displayed more effective listening skills (relating to 

the listening process rather than recall of information) than other group members.  

 

Although listening is popularly considered to be a part of communicating, informants in 

this study repeatedly described it as separate from communicating. The subsequent 

literature review reveals that many respondents in Weinberg and McDermott’s (2002) 

comparative study of sports and business organisations similarly referred to listening as 

a distinct behaviour. That research also found that effective listening skills are regarded 

as the most important aspect of communication in business and sports organisations, 

more important than clarity, frequency or honesty of message.   

 

The two components of listening were identified as being listened to and listening to 

others. Both components impact on members’ ability to contribute and on their sense of 

belonging. Listening in the team also promoted idea collection, team learning and 

helped shape ideas into solutions to meet the team challenges, as reported by Edgeman 

and Dahlgaard (1998). Lower levels of listening usually raised levels of tension 
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amongst members, reduced the scope and quality of ideas available to solve challenges, 

and usually evoked control and dominance issues. In her study of female PR 

professionals, Aldoory (1998) noted that a lack of listening can devastate managers. 

Together, a lack of listening and lack of communicating were the most frequent cause of 

team failure and all successful teams were characterised frequent and abundant 

instances of listening and communicating. Heifetz and Laurie (1997) point out that 

many business strategies fail because leaders neglect to listen to different perspectives 

during strategy formulation. 

 

Coordinating 

Coordinating emerged as a key influencing behaviour in this research and involved 

initiating or taking charge of marshalling team resources, human and non-human, 

towards the fulfilment of team goals. Coordinating behaviour was the influencing 

behaviour most frequently associated with leadership by informants in this study, as a 

result of the primary role coordinating plays in completing the work of the team. 

Coordinating played a vital role in determining individual member contribution and, as 

a result of affecting ability to contribute, also impacted on members’ sense of 

belonging. Adopting a contributions and belonging perspective deepens understanding 

of how and why teams might experience process losses or process gains outlined by 

Allen and Hecht (2004b).    

 

Coordinating and the Task Execution Cycle 

Coordinating behaviour is task sensitive, and different forms of coordinating behaviour 

are required at different stages of task completion. During theoretical coding it emerged 

that task execution in this study could be divided into four phases (see Figure 6, p 183). 

In the first phase, coordinating behaviour revolved around focussing the team’s 
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resources on finding a solution to successfully executing the team task. In the second 

phase, coordinating centred on influencing planning. The third phase involved 

coordinating implementation of the solution, and the final phase in the task cycle 

required influencing the monitoring and evaluation of task progress and task outcomes.  

 

In many studies a number of process tasks involved in the task execution cycle have 

been named as leadership behaviours. For example, Yukl et al.’s (2002) taxonomy 

derived from decades of literature identifies planning short term activities, clarifying 

task objectives and monitoring operations and performance as three consistently 

identified leader behaviours. Many of the informants in the current study identified 

these same behaviours as task-related, executed by all members as part of task 

behaviour rather than particularly as leading or influencing behaviour.  

 

The Task Execution Cycle developed from this research provides a framework for 

understanding how the coordinating influencing behaviour varied, depending on the 

progress of the task. This research complements insights around coordinating in teams, 

including research on coordinating mechanisms in a team context provided by Salas et 

al. (2005) (shared mental models, trust and closed-loop communication) and, in a 

distributed leadership context, by Gronn (2002) (scheduling, sequencing, planning, 

standardising, managing information and communicating).      

   

Motivating 

Motivating aimed to raise or sustain individual performance levels which contributed 

positively to team outcomes. As a key influencing behaviour, motivating focused on 

achieving enhanced productivity through addressing team members’ sense of belonging. 

Motivating behaviour in successful teams was exercised more often and by more team 
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members than in unsuccessful teams.  Teams with limited motivating behaviour 

performed less well in terms of task completion and team cohesiveness. Team spirit 

seemed a good indicator of the presence of motivating and members in teams with little 

motivating reported gaining a lot from the leadership course personally, but felt little 

affinity for their team and its members.  

 

Empirical research into affective influence in groups has only recently become an area 

of research interest (Kelly and Spoor 2005) and, although group affect was not the 

primary focus of this research study, the qualitative research methodology nevertheless 

emerged some useful, empirically-grounded insights. Both the contribution-belonging 

cycle and the role-switching mechanism provide insights into questions around the 

cyclical nature of group affect raised by Kelly and Spoor (2005). In this current study, 

where leadership was distributed, it was found that multiple members played a role in 

team motivation and also that teams with the most leaders were highly motivated and 

performed the best. In related research, Sy et al.(2005) found that leader mood effects 

member mood and also team coordination and effort and the research for this thesis has 

delivered an alternate, distributed perspective of how multiple leaders might contribute 

to group affect. 

 

Anchoring 

Anchoring behaviour, identified and named by an informant in this study, constitutes 

another distinct contribution to the field. Anchoring is a situational influencing 

behaviour affected through total commitment to team members and team outcomes. 

Anchoring was associated with personal example and personal sacrifice of some type. 

Anchors were resilient, perseverant and enduring, able to sustain high levels of 

commitment both during non-pressured times and also under extremely challenging 
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conditions. They were also perceived as trustworthy and dependable, and members’ 

acknowledged the continuous efforts and contribution of the anchors as gargantuan. 

Anchors were the rock, glue and parent-figure of the team. Anchors inspired others to 

greater effort through their alluring influence which others sought to emulate. 

Anchoring had an impact on individuals’ desire to contribute and wanting to associate 

with the anchor through belonging to the same team. 

 

The term anchoring is unique, though the notion of inspiration, which is an end-product 

of anchoring, is linked with leadership and particularly with charismatic leadership. 

Antonakis (2006, 10) mentions that charismatic leaders ‘demonstrate extraordinary 

competence, have exceptionally good communication skills, are confident in themselves 

and their followers and set high expectations for themselves and their followers’. 

Charismatic leaders are also courageous and followers wish to emulate them. 

Pescosolido (2002), discussing how charisma and empathy is used to manage group 

emotion in a rowing team, provides the example of rower Sean who helped inspire his 

team’s performance through commitment to task, complete belief in the team and 

members, celebration of successes and, notably, personal example.  Sheard  and 

Kakabadse (2004)  describe Boxer the horse, in George Orwell’s Animal Farm  as 

inspiring others through his total commitment to the task. However, although the topic 

of inspiration is often raised, no advice is provided on how to do inspiration. It is 

possible though to do anchoring, and inspiration is the key outcome. A direct result of 

being inspired is involvement in a virtuous contributing-belonging cycle, where member 

and team benefits. 
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Risking 

Risking was identified in this study as a situational influencing behaviour that involved 

a willingness to take actions, on behalf of the team, under conditions of uncertainty 

where failure was a possibility and, sometimes in more extreme cases, a likely outcome. 

Not all members share the same appetite for risk (Van Vugt 2006) and willingness to 

associate with the team and to contribute is affected. Members who engaged in the 

risking were self-confident and resilient and derived an enhanced sense of belonging 

when they were successfully able to bear the risks on behalf of the team. 

 

Risking is used in contrast to risky, which implies selfish behaviour that does not 

consider the interests of the team. The risking behaviour was identified in the research 

context of an outdoor adventure program which, by design, contained elements of 

physical danger and uncertainty. However, although these elements highlighted the 

behaviour, risking was also observed in conditions of uncertainty without any physical 

danger. Klagge (1996) suggests that trailblazer leaders engage in risking, amongst other 

behaviours, but the more common reference to leaders and risk is via the term risk-

taking (Lester and Brower 2003; Antonakis 2006).  Some researchers have considered 

the notion of responsible risk taking (Amoore 2004). The term aligns with the notion of 

risking behaviour but does not include the important team-centred element of risking 

identified in this research.    

 

Mediating 

Mediating aimed to influence team members who were in conflict to reduce or eliminate 

the conflict between them and restore the relationship.  Mediating was identified in this 

study as a situational influencing behaviour, only utilised when conflict required 

resolution.  
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Gersick (1988) found that teams did not need to experience conflict in order to perform, 

but Barry (1991) suggested that in Self-Managed Teams, where there is no formal 

authority, there is increased conflict. The conflict related to both team task and team 

process, and Barry (1991) noted that a required leader behaviour is mediation of 

conflict. Hackman (2004) commented that teams which are failing tend to experience 

much more conflict than teams that are performing, and this trend was noted in the 

current research study. 

 

Although mediating was identified in the current study as an influencing behaviour, 

informants reported only limited conflict when leadership was distributed and members 

willing stepped up and stepped back as needed. Experienced observers contrasted their 

experiences with previous iterations of the program over many years and commented 

that there was apparently much less conflict when leadership was emergent and 

distributed amongst the team as compared with times when single leaders were 

appointed and there were more frequent challenges for sole-leadership status.    

 

Channelling 

Channelling was the second behaviour identified by informants in this study that is not 

commonly found on lists of leadership behaviours in the literature. Although not their 

primary focus, Rubin and Beck (1972, 326) noted the importance of open channels of 

communication in teams. They found that communication is key to teamwork and, 

using the example of a health care team, suggested that members ‘must have open 

channels to all other members’. Where channels are not open, a behaviour that 

influenced a freer flow of communication would go some way to mitigating the 

otherwise closed or blocked channel. 
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Channelling was described in this study as a combination of communicating and 

listening behaviours which facilitated idea contribution from the characteristically 

quieter team members. Channelling was motivated by the utilitarian end of ensuring the 

team maximises contributions of all members, focusing on increasing the contribution 

of quieter members in the team who, not infrequently, were also usually thinkers who 

possessed useful insights into team challenges which they seldom shared spontaneously. 

Channelling increased the contribution of members and, through inclusion, enhanced 

their sense of belonging. Channellers were described as being personally confident and 

also good communicators, and at least one quiet informant strategically selected this 

type of individual as the best means of conveying his message. 

 

Exercise of influencing behaviours 

It emerged that most, if not all, members in this study exercised influencing behaviours 

at some time. However, although leading was distributed, it was not necessarily equally 

shared. This is an important distinction as often in the literature the terms shared and 

distributed are used synonymously (Carson et al. 2007). Some members in the study 

only exercised single influencing behaviours for a short period of time; others exercised 

either a single influencing behaviour or a much wider range of influencing behaviours, 

more frequently. The differentiated amount and type of influencing was not of concern 

to team members, however, as most team behaviours were distributed unequally to 

achieve the team objectives. Members contributed what they were able, and a key 

feature of teams was that members possessed a range of different, but complementary 

skills (Hackman 2004), exercised through non-hierarchical leading and following roles. 
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In general, teams that did not have, or did not exercise, requisite skills for a particular 

task did not succeed. However, having sufficient task-related expertise alone did not 

guarantee task completion. From a leadership perspective, teams that were unable to 

provide all of the influencing behaviours needed at particular times, in particular 

contexts, were also likely to be less effective. Incomplete influencing translated to sub-

optimal action. Teams reached a point where sustained deficits in overall influencing, or 

insufficient amounts of particular, context-sensitive influencing behaviours within the 

team, lead to individuals being able to achieve more working alone than in their team. 

Where the output from the sum of the parts (individual members) of a team is greater 

than output of the whole of the team on a sustained basis, then the worth of a team 

configuration of those individuals is questionable (Allen and Hecht 2004b). Such a team 

would be considered dysfunctional.    

 

Karakowsky and McBey (2001) highlighted the importance of determining how team 

members might be influenced to believe their contributions are valuable and make 

contributions that help the team reach it goals.  Kickul and Neuman (2000) found that 

while cognitive ability did not link with key skills and abilities (KSAs) of teamwork, 

personality differences and consequent competencies did. These competencies would be 

exercised as, amongst others, influencing behaviours. 

 

Property of Influencing: Context or situation 

Context played a major role in determining what influencing behaviours were 

important, though most contexts required communicating, listening, coordinating and 

motivating. The remaining four influencing behaviours - risking, anchoring, mediating 

and channelling - were much more context-sensitive and were not always necessary. In 
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most contexts multiple members exercised influencing behaviours, either 

simultaneously (in parallel) or sequentially in rapid succession.  

 

In this study, many contexts demanded a greater quantum and range of influencing 

behaviour than any single individual could provide at a particular moment. The required 

behaviours were either supplied by others in the team or, less frequently, not at all. For 

example, situations sometimes called for more influencing around communicating at a 

particular time than any single individual could physically supply. Others would step up 

and provide the additional communicating influence. If this requirement was not 

fulfilled, the communications deficit would impact the team in some way, most likely in 

diminished performance at that time. Other contexts demanded that a range of 

influencing behaviours be delivered simultaneously. For example, a situation required 

concurrent communicating, coordinating, motivating and also some risking behaviours. 

The only way the team could source all of the influencing behaviours required in the 

moment was through multiple members delivering parts of the whole. When this 

occurred, which was most of the time, leadership was distributed. 

 

The Contingency approach to leadership has long recognised the role of situation or 

context (Chemers 2000) yet was unable to develop a single set of universal leadership 

behaviours that would work for a sole-leader in all situations. The distributed approach 

to leadership is not constrained by the requirement for leaders to be complete (Ancona 

et al. 2007) as others are able to simultaneously complement the leadership needs. The 

eight influencing behaviours surfaced in this grounded theory study provide a broad 

arsenal of influencing behaviours that have wide applicability.   
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8.5 Distributed Leadership 

A key finding of this research is that multiple members in the team exercise leadership. 

In many contexts, the role of leading is dynamically shared for periods of time, 

dispersed not necessarily equally, amongst multiple members in the team. Team 

leadership is distributed rather than focused (Valikangas and Okumura 1997; Gronn 

2002). This research is not the first or only study to arrive at this finding, but it numbers 

amongst relatively few empirical studies amongst the rapidly accelerating conceptual 

development of the new paradigm of distributed leadership (Story and Mangham 2004) 

(see Appendix 1 for a list of research studies).  

 

This section briefly examines how multiple leaders operate in a team and considers two 

properties of distributed leadership that do not seem to have been highlighted in 

previous literature. 

 

8.6 How do teams with multiple leaders operate? 

This research provides some answers to the question of how teams with multiple leaders 

operate, posed by Day et al. (2006) and Mehra et al. (2006) among others. 

Acknowledging Glaser’s (1998) caution relating to the use of images, arising from 

possibilities of misinterpretation, it is nevertheless helpful to think of distributed 

leadership as being like liquid mercury or quicksilver. 

 

The complete leadership requirement of the team might be thought of as a large quantity 

of mercury; seldom in one globule when on a flat surface, but characteristically broken 

into smaller droplets. Individuals who do more of the influencing are represented as 

having larger amounts of the mercury, coalesced into larger globules. In the fluidity of 

the context, as the situation and needs of the team change, then individuals may give up 
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some or all of their influencing, and others may temporarily increase the scope of their 

influence. Just as mercury droplets seem to effortlessly form and reform into globules of 

different sizes, according to the changing context, the source and magnitude of 

influence forms and reforms in the team through the use of influencing behaviours. 

Using this metaphor suggests that the body of literature relating to flow and peak 

performance (Csikszentmihalyi 1990) is also closely related.  

 

While the context is relatively constant, the mercury retains its shape, but the mercury 

also readily adapts when new forces come into play (may break into smaller droplets or 

coalesce into larger globules). Due to the surface tension property of mercury, all 

quantities of mercury hold a more definite shape than other liquids, like water, and yet 

not as rigidly as any solids. In a similar way distributed leadership, through the 

influencing behaviours, provides team leadership that is recognisable but much more 

adaptable than a less flexible single-leader approach.   

 

However, it should not be assumed that all the required influencing behaviours will 

always be present in a team. The quanta of available collective influencing capability of 

teams vary, as do the range of the behaviours, according to the capabilities of team 

members.  

 

This study also revealed that, in teams comprising between seven and nine members, a 

smaller sub-group of between two and six members, and most commonly three or four, 

emerge as dominant influencers. Dominant influencers successfully exercise a lot of 

influence frequently, through a variety of influencing behaviours, in a non-domineering, 

highly collaborative manner and the influencing is often described as being quite subtle.  
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Subtle influencing behaviour was often executed in a manner that might secure buy-in, 

rather than being forceful or demanding. One possible reason for this observation in a 

team context in the research setting is that all team members enjoyed the same formal 

status and equal rights to choose whether or not to be influenced. Influence was more 

likely when members perceived that they were in some way part of the decision-making 

process, even if that amounted only to acknowledgement that the discretion was theirs. 

They wished to be respected as fellow team members and followers, rather than being 

seen as subordinates of any particular individual who was asserting authority not theirs 

to assert. Wilkinson (2007) outlined similar subtlety coming to the fore in the leadership 

of modern organisations faced with complex challenges.   

 

Teams with the largest groups of dominant influencers and the highest proportion of 

team members exercising influence were perceived as most successful in this research 

study. In both years, the team that won the four day challenge was regarded (by 

experienced observers), anecdotally, as having demonstrated the most distributed 

leadership. The least successful teams had fewest, and sometimes no, dominant 

influencers. Research by Taggar et al. (1999) found that the most successful teams had 

the highest aggregate of leadership behaviours from multiple members, even though the 

researchers did not recognise the concept of distributed leadership at the time and 

acknowledged only one member as the leader. In that study, the leader was the member 

who exercised the most leadership and, even when other members were exercising 

leadership, they weren’t regarded as leaders. 

 

8.7 Properties of distributed leadership 

Two properties of distributed leadership, not expressly noted in the literature, emerged 

from this research study and may be investigated further to test whether they have 
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relevance in other contexts. Firstly, leadership (influence) was fairly, but not evenly, 

shared amongst team members. Secondly, distributed leadership is non-hierarchical and 

egalitarian – exercising leadership did not imply a higher rank or worth than the 

exercise of followership. Also, although multiple members exercised influence, they did 

so as individuals rather than leading as ‘the team’. Each of these properties is discussed. 

 

Distributed leadership is shared fairly but not evenly 

Distributed leadership involves sharing leadership (Burke et al. 2006a; Nelson et al. 

2006), but this research study highlighted that sharing leadership is not identical to 

shared leadership, which Pearce et al. (2007) note is ‘still a relatively primitive term’. 

The distinction between terms is not clear in the early literature (Day et al. 2004),and 

are often used interchangeably (Story 2004). Even the researcher’s early perspective 

changed and clarified over the course of this grounded theory research study.  

 

In this study, individual capability determined which members, if any at all, exercised 

influencing behaviours that were needed by the team depending on context. 

Consequently, leading tended to be episodic, as observed by Rabey (2005, 215) who 

suggested that leadership responds to needs and circumstances and, consequently, is 

‘more situational and episodic’ than constant. Quinn (2004) echoed the sentiment.  

 

Leadership can be shared in the sole-leader approach when one leader hands over 

leadership to another leader, passing the indivisible leadership parcel from one to 

another, with each leader exercising leadership individually and sequentially. In 

distributed leadership observed in this study however, components of the divisible 

social influencing process were exercised by multiple members in the team, sometimes 

sequentially and sometimes simultaneously. Influencing was often distributed amongst 
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multiple members and was not necessarily shared equally, neither was it necessarily 

shared sequentially. 

 

Distributed leadership is non-hierarchical and egalitarian 

Distributed leadership emerged in this study from a system wherein every person had a 

role to play to achieve team success, as compared with sole-leadership where the role of 

leader overshadows the role of the followers.  The role switching mechanism that was 

identified in this research provides an explanation of how the leading and following 

roles achieved interdependence through apparent ‘dedifferentiation’ (Gordon 2002, 159)  

or blurring of role boundaries. The current study suggests that the leading and following 

roles do not actually blur; rather, switching from one role to another occurs that rapidly 

and frequently that it appears as if roles are blurred.  

 

With members rapidly switching roles, distributed leadership is non-hierarchical and 

egalitarian. This perspective contrasts starkly with the traditional view of leadership 

researchers in the field, quite probably formed as a result the historical influence of the 

hierarchical institutions of army and church (Bowers and Seashore 1966).  Occupying 

the leading role did not assign special status, but rather denoted that a member’s 

contribution to team was influence- and task-oriented at that particular time. Similarly, 

occupiers of the following role focussed at that time solely on completing the team task, 

a different though equally important team role.  

 

It was also interesting that informants in this study noted that although some members 

were more dominant than others, the dominant members were not domineering. 

Moreover, the influencing that members in the leading role used was frequently 

described as being subtle as opposed to the sole leader approach of, ‘Listen to me, I am 
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your leader!’ It was also of interest that, even where leadership was sometimes 

designated, non-designated leaders emerged. Carson et al. (2007) reported similar non-

designated leader emergence in their study of 59 consulting teams, studied over five 

months.  

 

Anecdotally, on reflection, there was noticeably less conflict in teams in this study than 

might have been expected, though this was not measured. Experienced team observers, 

who participated in multiple programs over the years, reported a sense that there was far 

less conflict than occurred in earlier programs where leaders were appointed and rotated 

to give everyone a chance at leading. Appointed leaders and emergent leaders 

frequently embroiled the teams in conflict as they struggled for supremacy, along the 

lines of group formation (forming, storming, norming, performing) suggested by 

Tuckman (1965). The perspective generated from this study is supported by findings of 

Mehra et al. (2006) that there was less conflict in teams that had multiple distributed-

coordinated leaders who recognised each other than in sole-leader or distributed-

fragmented teams where there was a struggle for supremacy.  

 

8.8 Summary 

This chapter has examined the substantive theory of distributed team leadership in the 

context of the extant literature. The core category of influencing comprised five key 

properties including initiating and taking charge, team roles, role switching, influencing 

behaviours and context, and each was discussed in relation to the relevant body of 

literature. 
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Chapter 9 
 

Conclusion 
 

9.1 Introduction 

This final chapter commences with an examination of the theoretical significance of the 

thesis and its contribution to the body of knowledge. This is followed by consideration 

of implications the study has for practitioners in the field. Limitations of the study are 

considered and then implications for future study in the field are outlined. The chapter 

concludes with an overarching summary of the study.  

 

9.2 Theoretical significance of the thesis and its contribution  

This research study has developed a theoretical framework of how followers exercise 

leadership during a four day outdoor leadership development program. Informants and 

other parties associated with the program have reviewed the propositions and the 

substantive theory which describes how followers make contributions to leadership and 

the types of contributions they make. Those participating in the study verified that these 

propositions and the substantive theory were an accurate description of their 

contributions (Corbin and Strauss 1990; Glaser 1998). 

 

The mechanism of role switching provides a unique perspective of how team members 

alternate between leading and following roles. Role switching contributes to increasing 

our understanding of emergent leadership and provides an answer to questions by Day 

et al. (2004) and Balkundi and Kilduff (2005) of how leadership occurs when there is no 

formally appointed leader. Role switching also provides insights to the question by 

Mehra et al. (2006) of how leadership occurs when teams have multiple members 

occupying the leading role simultaneously. This implies that leadership is distributed, 
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and the substantive theory of how followers exercise leadership,  and the role switching 

mechanism in particular, provide insights as to how leader emergence occurs in 

distributed leadership contexts, a question raised by Spillane and Camburn (2006). The 

propositions and substantive theory developed in this study may be useful in extending 

and deepening understanding of prior research in the field of distributed leadership. 

 

The second key contribution is in the area of behaviours and processes associated with 

distributed leadership. A hierarchy of eight influencing behaviours was identified.  

Initiating or taking charge of one or more of these eight influencing behaviours is the 

means by which distributed leadership occurs to maximise members’ contribution and 

belonging. Core influencing behaviours are used most frequently and key influencing 

behaviours also very regularly. Situational influencing behaviours are used much less 

often and sometimes not at all, depending on the context. Identifying influencing 

behaviours used by members in a leading role within a distributed context  contributes 

to the small but growing body of research (Staniforth and West 1995; Komaki and 

Minnich 2002) on team leadership.  

 

More particularly, when combined with role switching, this research also provides 

insights into how team leaders achieve collective success (Zaccaro and Klimoski 2002) 

and use distributed leadership (Martinez et al. 2005). The findings around role 

switching and influencing behaviours contribute to the call by Conger and Pearce 

(2003) for a substantial investigation into the basis for shared leadership, factors that 

facilitate shared leadership and the influence processes that make up shared leadership. 

 

Thirdly, the review (once the research was at a very advanced stage) and extension of 

theoretical properties of distributed leadership constitutes a further contribution to the 
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field.  Two broad principles of distributed leadership emerged which provide additional 

insights about distributed leadership generally. The first principle, that distributed 

leadership is fairly but not evenly shared, highlights that distributed leadership does not 

mean leadership is shared equally among team members. Secondly, even though it may 

be shared unequally, distributed leadership is non-hierarchical and egalitarian.  Frequent 

role switching between leading and following roles by numerous team members 

constrains hierarchy and promotes the egalitarianism. 

 

Another contribution arises as a consequence of studying leadership rather than 

appointmentship (Baruch 1998); due to its context, this study is void of issues relating 

to management. Although this is simultaneously a limitation discussed in the next 

section, studies focussing exclusively on leadership are uncommon. The manager-free 

leadership insights generated in this study are a useful addition to the body of 

knowledge as they can be contrasted with studies that have either consciously or 

unwittingly adopted alternate appointee related perspectives. 

 

 Finally, in addition to extending understanding in the direct field of leadership, the 

additional insights into how teams work complement the work of Salas et al. (2004). 

The eight influencing behaviours and the role switching mechanism identified in this 

study link closely with the five factors and four coordinating mechanisms of effective 

teams described in Salas’ findings.  

 

9.3 Implications for practitioners (and participants) 

A key pursuit of the grounded theory methodology is to help informants in a substantive 

field better understand their situation. To this end, participants gained additional 

insights about leadership both through the interview process and when the model that 
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emerged was shared with them for verification. These experiences were complementary 

to their initial purpose of attending a leadership course. 

 

A theory that is developed in a particular field can also provide new insights to 

practitioners through categorising the rich data and discovering and reporting patterns  

(Fernandez et al. 2002).  Practical insights that have been developed or highlighted 

during this research and which are relevant to practitioners in the field include that:  

� contribution and sense of belonging play a critical role at individual, team and 

leader levels;  

� leadership involves taking charge or initiating influencing behaviours that 

effect team processes;  

� members occupying a leading role may use one or more of eight influencing 

behaviours; 

� the eight influencing behaviours may be categorised, according to frequency 

of use (which corresponds with importance to team processes), into core, key 

and situational categories;  

� multiple members may occupy the leading role and this may occur 

sequentially or simultaneously; and  

� members alternate between leading and following roles through role-

switching.  

 

Given that most leadership theory and practise has revolved around extant theory 

developed from a sole-leader perspective, practitioners may find the theoretical 

framework of how followers exercise leadership that was developed in this research a 

useful aid in thinking about the leader assessment from a distributed leadership 

approach. In particular, this substantive theory would be useful for practitioners 

involved in youth outdoor leadership education.    
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9.4 Limitations 

This study has a number of limitations. Two key limitations include the grounded 

theory methodology itself and the research sample selected to study. Each limitation 

contains a number of dimensions and will be discussed in more detail. 

 

Grounded Theory Research Methodology as a limitation 

Recognising that the grounded theory research methodology approach itself is not 

without its critics (Layder 1982; Haig 1995; Thomas and James 2006), this study 

nonetheless utilised a grounded theory methodology since the approach has been 

acknowledged by critics as having potential (Dey 1999) and being highly regarded and 

widely used (Thomas and James 2006). Researcher attention focused on elements of the 

methodology that could limit the validity and reliability of the research output.  

 

Generalisability 

A key acknowledgment that grounded theory methodology researchers need to make is 

that caution is required when seeking to generalise generated knowledge to situations 

beyond the substantive field of study (Glaser and Strauss 1967). This research has 

limitations on generalisability. Although two sets of participants following the same 

leadership course program conducted one year apart were studied, the substantive 

theory presented would need to be extended through application to other research sites, 

including different substantive areas (such as self-managed teams the workplace, for 

example, professional teams that operate in professional services firms) before it could 

be generalised with confidence (Glaser and Holton 2004). 
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Single researcher and researcher bias 

An associated limitation is that of a sole researcher who served as observer, interviewer, 

coder and interpreter. This doctoral study, like many others before it and studies of 

similar scale, involved only a single researcher (Pettigrew 1999). Researcher bias is a 

concern in qualitative methods generally (Morrow 2005) and deserves particular focus 

when a single researcher is involved (Patton 2002).  

 

Scholarly contributions (that span almost four decades) by originators and developers of 

the grounded theory approach  (Glaser and Strauss 1965; Corbin and Strauss 1990; 

Glaser and Holton 2004) implicitly acknowledge, through the focus of their writing, that 

grounded theory research studies are often conducted by single researchers. For 

example, Corbin and Strauss (1990, 11) suggest, as the tenth of eleven canons and 

procedures of grounded theory methodology, that ‘a grounded theorist need not work 

alone’; all of works by originators (cited above) make continual reference to ‘the’ 

researcher; and none of those works expressly suggest that multiple researchers are vital 

or even useful in undertaking grounded theory research, though don’t discount the use 

of multiple researchers either. To moderate validity and reliability concerns, the 

methods literature emphasises specific grounded theory procedures that should be 

followed (Corbin and Strauss 1990; Glaser and Holton 2004). Pauleen (2003),  

Fernandez (2004), Atieno Okech and Kline (2005), and Mehmetoglu (2006) all provide 

advice, through their own experience, of how grounded theory procedures were applied 

in a single researcher context.  

 

Key grounded theory methodology procedures require use of the constant comparison, 

including for the formulation of the substantive theory. These and other core grounded 

theory procedures described in Chapter 3 were followed.  Multiple sources of data 
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(including interviews, video recording, audio recording, documents), use of informant 

terms, and liberal reporting of informants’ voice  were employed to enhance the 

trustworthiness of the substantive theory (Chiovitti and Piran 2003). 

 

An allied limitation is researcher contamination. The researcher acknowledges entering 

into the study contaminated by prior interest and studies in leadership in general and a 

heightened interest in the idea that followers appeared to have been overlooked (which a 

cursory review of literature seemed to support). The researcher avoided further 

contamination by reviewing the literature only once the research was substantially 

complete (Glaser 1998). Having a ‘working awareness of bias’ (Allan 2004, online) and 

subsequently drawing conclusions that are grounded in the data are additional elements 

of research practice that can reduce the risk of bias and were front-of-mind during all 

phases of the research process. Furthermore, this study relied heavily on interviews 

which, as a form of data, are regarded as more reliable than survey data because the 

researcher is able to test the accuracy of interpretation (Allan 2004). Finally, discussing 

the research and substantive theory with others, including the informants, also mitigated 

the risks associated with a single researcher (Corbin and Strauss 1990). 

 

Limitations associated with the substantive field (research sample) 

Notwithstanding that a substantive theory does not claim generalisability, the 

substantive field comprising groups of male youths (of average age around 16.5 years) 

participating in two large outdoor leadership programs places further cautions around 

the wider application of the propositions that emerged during this study. It is possible 

that both the mechanisms used to switch roles and the eight influencing behaviours 

which emerged might vary in other contexts. This research noted that context played a 

substantial role in determining who occupied the various roles and for how long. As 
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much of the mainstream research relates to the workplace situations where people are 

appointed to be in charge, this study may be more relevant to organisational structures 

where no one is appointed to take charge, including self-managed work teams and 

project teams or committees without designated heads.  

   

Further, the participants in the program were all male and there is a possibility that 

mixed-gender or female teams might have responded differently (Culp 1998). Testing 

for gender differences was beyond the scope of this PhD research, but will need to be 

undertaken if the findings were to be generalised even in respect of youth leadership. 

Additionally, it is noted that cultural factors, such as those outlined Hofstede (2005), 

Trompenaars (1998) and more recently House et al. (2004b) may affect how and which 

influencing behaviours South Africans display and how leadership and followership is 

perceived. 

 

9.5 Implications for further research 

A number of questions have been raised by this research and warrant further study in 

the future. The most important of these include generalisability of the eight influencing 

behaviours in different contexts, the impact of team composition on influencing 

behaviours and the role-switching mechanism, deployment of the influencing 

behaviours over time, and finally, how followers influence leaders.    

 

Firstly, there is a question around the generalisability of the eight influencing 

behaviours identified, particularly as context plays such a central role in determining 

which behaviours are important at any time. The substantive field may have required 

behaviours that would not be considered vital in other environments and, similarly, may 

not have identified behaviours that would be considered important in other 
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environments. In particular, how well would this model translate in the world of 

business where teams play such an important role in the functioning of organisations. 

 

A second question relates to the composition of the teams. What impact might gender 

have on the type of behaviours identified? How would team size impact on the 

behaviours employed and also on the application of the role-switching mechanism? 

There is evidence that team dynamics vary considerably as team size changes 

(Thompson 2004). 

 

Thirdly, it would be useful to investigate how the eight influencing behaviours are 

distributed and deployed in a team over time, including determination of their pattern of 

usage by different team members. Exploring how leadership is distributed when 

complexity of team challenge varies would also provide valuable insights into this mode 

of leadership. Alternative research methodologies, in particular quantitative techniques, 

would provide insights as to whether certain members exercise influence using certain 

clusters of influencing behaviours and whether particular influencing behaviours or 

clusters of behaviours occur at different times in both team and task lifecycles.    

 

Finally, the study investigated how followers exercise leadership, where the focus was 

on leading rather than following. However, having examined the extant literature on 

followers and followership in depth, it would be useful to examine the role of following 

in teams where distributed leadership is practised. What particular factors lead to 

members being both leaders and followers or only followers and how do followers 

influence leaders without initiating or taking charge of the eight influencing behaviours?      
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9.6 Summary 

This grounded theory research study has delivered a substantive theory of the area of 

interest. Having commenced with the research question ‘How do followers exercise 

leadership?’, a theory of distributed team leadership emerged. Multiple members in 

teams either initiate or take charge of team processes through the use of eight 

influencing behaviours. The use of the eight behaviours varies according to context and 

may be classified as core (most frequently used and vital to team process), key 

(important, frequently used) and situational (used only as required by context). Context 

also plays a vital role in determining when and which members switch between leading 

and following roles and sometimes opt out to become nominal members.    

 

The grounded theory research methodology that was employed in this study limits the 

generalisability of research findings (Parry 2002). However, a number of theoretical 

propositions associated with the fledgling and under-researched field of distributed team 

leadership were developed in the substantive grounded theory and would be worthy of 

further testing in other substantive fields and using other research methods.     

 

Theoretical propositions from the substantive grounded theory that emerged include 

that:  

� team members seek two primary outcomes from team membership, namely 

contribution and belonging;  

� influencing plays a central role in these outcomes being met, and was the core 

category in this grounded theory study;   

� members in the leading role contribute by taking charge of or initiating eight 

influencing behaviours;  

� communicating and listening are core behaviours, vital also to all other 

influencing behaviours;  

� coordinating and motivating are key behaviours, exercised frequently;  
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� risking, anchoring, channelling and mediating, are situational behaviours; and  

� those in the leading role derive a sense of belonging when others respond to 

their influence. 

 

Another key set of propositions that emerged from this study related to almost every 

team member occupying a leading role at some time through the exercise of influence:  

� All team members also occupy a following role.  

� Followers exercise leadership through role switching, where they step up to 

assume a leading role and step back into a following role to allow others to 

assume a leading role. A leadership struggle results in members in the leading 

role stepping down, in a win-lose situation, or even possibly stepping out, if 

the member does not become a follower, but rather disengages and becomes a 

nominal member.  

� In addition to the leading and following roles, sometimes a member might 

occupy a third team role, the nominal member role. Nominal members are 

either passive or, if they have been involved in a leadership struggle and step 

out, are sometimes hostile for a period of time. At that time their contribution 

is withheld and their sense of belonging is negligible.      

 

This study contributes to the increasingly louder questioning in the literature of three 

commonly held perspectives of team leadership. The first is that team leadership is not 

the province of a single individual. Rather, leadership can be shared among team 

members who exercise any one of eight influencing behaviours which constitute 

leadership. Furthermore, contrary to the notion that only one person can be the leader at 

any time, influencing behaviours, and thus leadership, are also often exercised 

simultaneously, by multiple team members. Finally, as various elements of leadership 

can be exercised by different members in the team, leadership is not indivisible, as is 

commonly held, but can be, and often is, distributed among team members.  
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The emerging distributed leadership approach promises a new, individual-centred, focus 

where leadership is viewed as a set of divisible functions which can be dynamically 

shared by all members of the team, most of whom would not be the designated leader. 

This individual-centred yet team-oriented approach to leadership highlights that we are 

all confronted by the paradox of the leader-follower from which there can be no 

escaping:  all individuals bear responsibility for both their own actions and those of 

others whom they might influence (Chaleff 1995).  
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APPENDIX 2: INTERVIEW PROTOCOL 
 

1. Pre-Interview 

This procedure will be completed prior to the interview commencing. 

 

1.1 Obtain express consent for participation from the informant and their legal 

guardians (mostly parents). 

Prospective informants (all course participants) to provide express consent to participate 

in the research. Consent will also be sought from their parents/legal guardians and they 

will not be included in the sample if this is not obtained. 

Purpose of study: To obtain an understanding of team behaviours in the context 

leadership/followership. 

 

Explain how the informant has been selected. 

Explain that, if selected for interviews, the informants will participate in an interview 

which will occur after the leadership course and take around 1 hour. 

Set-up interview time and place at the school that is convenient to informant. 

 

1.2 On meeting the informant, reconfirm continued willingness to participate. 

Remind the informant of the reason for the research. 

Remind the informants that they may terminate the interview at any time and may also 

choose not to answer any particular question. 

Explain that the research procedures have been subject to Ethics Committee scrutiny 

and that all identifying information will be kept confidential and secure. 

Advise the informants that their advice as to the accuracy of data collected from them 

will be sought and that they will be provided with a summary of the final research 

findings. 
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Explain the purpose of audio recording and request permission for the interview to be 

recorded. 

The informant should be shown where the pause button is and invited to feel free to use 

it at any time during the interview. 

(interviewer should be aware that these initial exchanges serve to establish rapport with 

the informant) 

 

2. Interview 

The interview will consist of 5 main stages: 

- establishing rapport (largely pre-interview activity) 

- opening question 

- keep the informant talking, including introducing segments of relevant video footage 

- probe questions related to observations and perceptions surrounding the event in the 

video 

- summary 

 

2.1 Establishing rapport 

Once the preliminaries as explained above have been completed, a working level of 

rapport ought to have been established. Rapport is developed during the remainder of 

the interview through attentive behaviour from the interviewer. 
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2.2 Opening question 

This defines the general area of interest and serves to get the informant talking. 

“I’m interested in finding out about team member behaviours and their relevance to 

leadership.  Please tell me how you experienced these during the recent leadership 

course” 

 

2.3 Keeping the informant talking 

The interviewer is to attempt to keep the informant talking without asking any specific 

questions. This could be achieved by the interviewer demonstrating, by both verbal and 

non-verbal behaviour, that the informant has 100% attention. Techniques include 

nodding and smiling as appropriate, pausing and looking expectant, and repeating the 

last word or phrase with a questioning intonation as required. 

 

The interviewer is reminded that it is the informant’s views and informants own 

language that is sought. 

 

2.4 Probe Questions 

The probe questions will be asked as they relate to specific segments of video footage in 

which the informant appears. 

Probe questions attached.  

   

2.5 Summary 

The interviewer should ask the informant’s for a summary of the key points of they 

have raised. 

 

In concluding the interview the interviewer should:  
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ask the informant whether there are any final questions that the informant would like 

answered;  

remind the informants what will happen to the data and how they can access it; confirm 

that the informant will be asked to verify the accuracy of the data once notes have been 

prepared and will be provided with a find of the research summary once completed;  

and thank the informant for their time and their willingness to be interviewed. 

 

3. Post-Interview 

These steps should be followed on conclusion of the interview. 

 

3.1 Assign a code to the interview 

 <Interviewer’s initials> <informant’s initials – surname first><day month> 

(GRBA0101)  

 

3.2 Code added to consent form  

Only place that code and actual identification is together.  

Code added to any notes, audio recording, transcript. 

(Consent forms to be placed in separate file and stored in locked cabinet different from 

case database.) 

 

3.3 Interviewers Summary 

Within half-an-hour, but not earlier than 10 minutes after the interview, the interviewer 

shall make a written note of: 

� anything that was particularly memorable during the interview; 

� methodological successes / difficulties; 

� any themes which emerged repeatedly or ‘reading between the lines’. 
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INTERVIEW PROMPT / PROBE QUESTIONS 

“I’m interested in finding out about team member behaviours and their relevance to 

leadership.  Please tell me how you experienced these during the recent leadership 

course” 

 

Who exercised influence in your team? 

How did they do that? 

 

With respect to the video clip being viewed: 

- What is happening here? 

- How do you recall that affected your behaviour in the team? 

- Who do you think was leading during this period? 

- Why do you say that? 
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APPENDIX 3: EXAMPLE OF RESEARCH MEMO 
 

PHD RESEARCH MEMO 
 
19/09/2005 04.30am 
 
 
Many of the leadership functions that were identified, as well as comments made about participation of all 
team members, seemed to have the purpose of enhancing the sense of inclusion. Once teams had 
developed a sense of unity, there seemed to be a tendency to downplay the roles of the individual and 
focus on the outcomes, usually successful, of the team as a whole.  
 
Documentary evidence from the Leadership Recognition surveys from a number of teams reflect the 
elation that teams had been successful in their endeavours – using such phrases as victory – and clearly 
indicating that no individuals had been responsible for the ‘leadership’ of the task in question but that it 
was rather a team effort. One possible explanation for this was that informants were getting tired with 
completing forms (and there was certainly an element of this present) however many still took the time to 
write the names of all team members and then indicate that each had played a valuable role in the 
achievement of the task, usually using ditto symbols for a comment written once but meant to refer to all 
team members. 
 
INCLUDING (PEOPLE ORIENTED) & TASKING (OUTCOMES ORIENTED) 
 
A number of the functions identified might be considered inclusion builders: 
 
Communicating processes involved ensuring that everyone was aware of what was going on – so that 
each might have the opportunity to contribute ideas or skills to the team’s work;  ## clarfiying might fit 
here 
 
Listening involved the leader exercising the function allowing the team member who wanted the 
opportunity contribute and believe that the idea would receive fair consideration – by watching how the 
leader listened to others, the team member would develop an opinion as to whether their idea was likely 
to be given a fair hearing – this seemed to lead to development of a perception of the extent to which the 
leader was willing to include other members in the team; 
 
Anchoring was demonstrated by total commitment to the team members and the team outcomes through 
actions. Individuals to whom this description was attributed contributed both to the team’s work and also 
the leadership function. It was not just that they worked hard but sufficient of their behaviour showed a 
genuine concern also for team members. Anchoring could be considered a bridging activity that falls into 
both Including and Tasking. Some team members suggested that through total devotion to the task, in the 
manner in which that was executed, inspired them to increase their own level of contribution, even when 
they were already perhaps giving a lot or were perhaps tired. Other team members suggested that it was 
the anchoring behaviour created a bond between them and the individual who was anchoring which then 
translated into easy identification with the team. They were able to see in the anchoring individual a style 
of dealing with people with which they wanted to associate. They wanted to feel/be part of that. 
 
Coordinating involves identifying resources available to the group and matching these to the plan of 
action chosen to complete the task. Coordinating enhanced a sense of inclusion when the person 
exercising the function drew of the strengths/skills of individual team members and involved individuals 
in completing the task. Coordinating was also aimed at tasking, and, if this became the sole focus, at the 
expense of the individuals’ skills/resources being overlooked/constantly ignored then this would 
negatively impact including.  
 
Motivating was most meaningful when it was focussed on an individual level, and at the very least, a 
relational moment between the motivator and the motivatee. The motivator would personalise attempts to 
encourage/include and when it worked would be more powerful/meaningful than a general motivation 
pitch or other leadership behaviours. It would usually inspire greater effort by demonstrating that the 
individuals membership in the team was important. The motivating might often be oriented around the 
completion of the task but its primary purpose was to raise the motivatee’s sense of capability and 
belonging to the team, providing a reason for a great/more courageous effort 
.
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APPENDIX 4: COURSE FEEDBACK FORMS 

 
CONFIDENTIAL : INTERPERSONAL FEEDBACK FORM 
 
PARTICIPANT CODE: _______  TEAMCODE: _______          
DAY: _______ TIME: _______     ACTIVITY: _______ 
              
Team 
Member 

Behaviour in team during last session? How do you see this team member in relation to 
leadership in the team? 
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CONFIDENTIAL: LEADERSHIP RECOGNITION 
 
PARTICIPANT CODE: ____ TEAMCODE: ____ DESIGNATED LEADER:________________       
DAY: _______ TIME: _______     ACTIVITY: _______________ 
              
Who Exercised 
Leadership? 

Why do you say this? How did this impact you? Rank** 

 
 
 
 
 
 
 

   

 
 
 
 
 
 
 

   

 
 
 
 
 
 
 

   

 
 
 
 
 
 

   

 
 
 
 
 
 

   

 
 
 
 
 
 

   

** Please rank those you recognise as exercising leadership from 1 for most influential. Some individuals 
may share the same rank. 
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APPENDIX 5: CODES 
 

Code Definition 
INFL Core Category Influencing 

INFL\Context Comments about context 

INFL\Context\Location Comments relating to specific activities 

INFL\Context\Location\Bases Comments about Bases 

INFL\Context\Location\Bases\Fire Extinguisher Comments relating to Fire Extinguisher base 

INFL\Context\Location\Bases\Jenga Comments relating to Jenga base 

INFL\Context\Location\Bases\Lego Comments relating to Lego base 

INFL\Context\Location\Bases\Lunch Comments relating to Lunch base 

INFL\Context\Location\Bases\River Crossing Comments relating to River Crossing base 

INFL\Context\Location\Bases\Shackletonand 
Cannibals 

Comments relating to Shackleton and Cannibals 
base 

INFL\Context\Location\Bases\Signalling Comments relating to Signalling base 

INFL\Context\Location\Eco Centre Comments relating to activities at Eco Centre 

INFL\Context\Location\EcoCentre\Amphitheatre 
Blocks 

Comments relating to Amphitheatre activity 

INFL\Context\Location\EcoCentre\Commando 
Course 

Comments relating  to Commando Course activity 

INFL\Context\Location\EcoCentre\Leadership 
Discussion 

Comments relating to Leadership Discussion 
activity 

INFL\Context\Location\Eco Centre\Slippery Pole Comments relating to Slippery Pole activity 

INFL\Context\Location\Eco Centre\Tanks Comments relating to Tanks activity 

INFL\Context\Location\First Evening Obstacle 
 Course 

Comments relating to Obstacle Course - first 
evening 

INFL\Context\Location\Opening Beach Activities Comments relating to Opening Beach Activities 

INFL\Context\Location\Opening Walk Comments relating to Opening Walk 

INFL\Context\Team Comments relating to team 

INFL\Context\Team\all worked together Comments relating to working together as a team 

INFL\Context\Team\communicative group Comments about level of communication in team 

INFL\Context\Team\general comments Comments about team in general 

INFL\Context\Team\group process Comments about team processes 

INFL\Context\Team\knew each other Comments about level of acquaintance 

INFL\Context\Team\power Comments about power in team 

INFL\Context\Team\power\expert Comments about power relating to expertise 

INFL\Context\Team\power\referrent Comments about power relating to person 

INFL\Context\Team\relationships Comments about team relationships 

INFL\Context\Team\sufficient as a group Comments about sense of sufficiency 

INFL\Context\Team\super group Comments about team being a super team/group 

INFL\Context\Team\team of leaders Comments about team as a team of leaders 

INFL\Infl Behav Comments about Influencing Behaviours 

INFL\Infl Behav\Core Theoretical Code - influencing behaviours critical 
to team functioning 

INFL\Infl Behav\Core\communicating Comments about communicating to influence - 
usually speaking 

INFL\Infl Behav\Core\communicating\vocalising Comments about communicating to influence - 
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usually speaking - being vocal 

INFL\Infl Behav\Core\listening Comments about communicating to influence 
through listening to others 

INFL\Infl Behav\Key Theoretical Code - influencing behaviours 
important to team functioning 

INFL\Infl Behav\Key\coordinating Comments about influencing marshalling of team 
resources towards goals 

INFL\Infl Behav\Key\coordinating\checking Comments about influencing task by monitoring 
progress against plans 

INFL\Infl Behav\Key\coordinating\clarifying Commented about influencing task accuracy 
through questioning/restating understanding 

INFL\Infl Behav\Key\coordinating\consolidate Commented about influencing task progress by 
focusing resources and efforts 

INFL\Infl Behav\Key\coordinating\deciding Comments about influencing task progress by 
selecting a course of action from alternatives 

INFL\Infl Behav\Key\coordinating\doing task Comments about executing element/s of task 

INFL\Infl Behav\Key\coordinating\evaluating Comments about assessing outcomes against 
objectives 

INFL\Infl Behav\Key\coordinating\planning Comments about how steps and resources to 
complete task 

INFL\Infl Behav\Key\coordinating\problem solving Comments about providing solutions to 
problems/challenges 

INFL\InflBehav\Key\coordinating\problem 
solving\deciding - decision making 

Comments about selecting solution to pursue 

INFL\InflBehav\Key\coordinating\problem 
solving\provided ideas 

Comments about team contributing ideas to solve 
team challenges 

INFL\Infl Behav\Key\coordinating\reconfirm Comments about checking own progress on sub-
tasks 

INFL\Infl Behav\Key\coordinating\seeks guidance Comments about seeking assistance to achieve 
sub-task 

INFL\Infl Behav\Key\motivating Comments about influencing to raise or sustaining 
individual performance / contribution 

INFL\Infl Behav\Key\motivating\caring Comments about motivating through showing 
concern for team members 

INFL\Infl 
Behav\Key\motivating\caring\encouraging 

Comments about showing  concern through 
affirming capability / ability to achieve  

INFL\Infl Behav\Key\motivating\caring\supporting Comments about showing concern through 
highlighting team  

INFL\Infl Behav\Key\motivating\dealing with 
failure 

Comments about coping in the context of 
unsuccessful efforts 

INFL\Infl Behav\Key\motivating\driving force Comments about individuals exhibiting very 
strong motivation 

INFL\Infl Behav\Key\motivating\focusses team Comments about influencing the team to 
concentrate its efforts 

INFL\Infl Behav\Key\motivating\including Comments about influence being used to make 
members feel part of team 

INFL\Infl Behav\Key\motivating\including\pulled 
team together 

Comments about influencing team cohesiveness 

INFL\Infl Behav\persuading Comments about influencing through convincing, 
rather than telling/commanding 

INFL\Infl Behav\Situ Theoretical code - influencing behaviours less 
frequently used 

INFL\Infl Behav\Situ\anchoring Comments about influencing through total 
commitment to the task, the team and individuals 

INFL\Infl Behav\Situ\anchoring\example Comments about influencing through example - 
part of anchoring 

INFL\Infl Behav\Situ\anchoring\inspiring Comments about influencing through inspiration 
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INFL\Infl Behav\Situ\channelling Comments about influencing through facilitating 
quieter members' contribution 

INFL\Infl Behav\Situ\mediating Comments about influencing reduction or 
elimination of conflict and restoring relationships 

INFL\Infl Behav\Situ\risking Comments about influencing through willingness 
to take actions on behalf of team in face of 
uncertainty 

INFL\Initiating & Taking Charge Comments about assuming responsibility to take 
action 

INFL\Initiating & Taking Charge\initiating Comments about taking the first set of actions to 
address a task 

INFL\Initiating & Taking Charge\taking charge Comments about assuming responsibility for 
action/outcomes 

INFL\Initiating & Taking Charge\taking 
 charge\control 

Comments about assuming responsibility and 
issuing commands 

INFL\Initiating & Taking Charge\taking 
 charge\directed 

Comments about influencing through assuming 
responsibility and giving specific instructions 

INFL\Initiating & Taking Charge\taking 
 charge\pace-setting 

Comments about establishing the rate at which 
tasks are performed 

INFL\Role Switching Comments about changing between team roles 

INFL\Role Switching\multiple roles Comments about various team roles  

INFL\Role Switching\stepping back Comments about willingly moving into another 
role when role completed - no competition 

INFL\Role Switching\stepping down Comments about willingly moving into another 
role - after competition 

INFL\Role Switching\stepping out Comments about moving to a notional role - 
disengages from team 

INFL\Role Switching\stepping out\lack of 
 commimtent 

Comments about moving to notional role due to 
disinterest in team 

INFL\Role Switching\stepping out\negative Comments about moving to notional role and 
being negative 

INFL\Role Switching\stepping 
 out\negative\threatening 

Comments on moving to notional role, being 
negative, and also hostile 

INFL\Role Switching\stepping up Comments about willingly moving into a role after 
identifying a need for a specific contribution 

INFL\Team Roles Comments about different types of roles in the 
team 

INFL\Team Roles\Following Comments about members who are willingly 
influenced by other members 

INFL\Team Roles\Following\not wanting lead Comments about members who are influenced by 
others and don't wish to influence others 

INFL\Team Roles\Following\insignificant Comments about members influenced by others 
who were seen as unimportant in the team 

INFL\Team Roles\Following\not leading Comments about members being influenced by 
others and not initiating or taking charge 

INFL\Team Roles\Following\questioner Comments about members being influenced but 
also querying person leading 

INFL\Team Roles\Leading Comments about members intentionally 
influencing others toward a common goal 

INFL\Team Roles\Leading\Leadership versus 
 teamswork 

Comments about what comprises influencing team 
and what comprises completing task 

INFL\Team Roles\Leading\appointed Comments about members who were designated as 
leader 

INFL\Team Roles\Leading\distributed Comments about influencing that was undertaken 
by different members in the team 

INFL\Team Roles\Leading\dominant Comments about individuals who exercised 
substantial influence 

INFL\Team Roles\Leading\dominating Comments about individuals who were forceful - 
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opposite to subtle 

INFL\Team Roles\Leading\situational Comments about influence that was exercised in 
different contexts 

INFL\Team Roles\Leading\sole or hero leader Comments about influence exercised by single 
individuals only 

INFL\Team Roles\Leading\subtle Comments about influence that was exercised in 
an understated way - opposite to forceful 

INFL\Team Roles\Leading\whole team leadership Comments about influence from all team members 

INFL\Team Roles\Leading\manager Comments about formal managerial tasks - distinct 
from leadership 

INFL\Team Roles\Notional Comments about members who were neither 
leading nor following 

INFL\Team Roles\Notional\hang back Comments about notional members who did not 
willingly engage 

INFL\Team Roles\Notional\insignificant Comments about notional members being seen as 
having no impact on team 

INFL\Team Roles\Notional\not following Comments about notional members not making a 
contribution to team task 

INFL\Team Roles\Notional\not 
 following\passengers 

Comments about notional members who were a 
burden to the team 

INFL\Team Roles\Notional\not following\rebel Comments about notional members who were 
antagonistic and obstructive 

NM Codes provided information not directly linked to 
the model 

NM\Course Purpose Comments about the reasons for the course 

NM\ID Codes to identify team members 

NM\ID\2004 Code for participants in 2004 

NM\ID\2004\GRAA Code for Group AA in 2004 

NM\ID\2004\GRAA\1 Code for Participant 1 in Group AA in 2004  

NM\ID\2004\GRAA\2 Code for Participant 2 in Group AA in 2004  

NM\ID\2004\GRAA\3 Code for Participant 3 in Group AA in 2004  

NM\ID\2004\GRAA\4 Code for Participant 4 in Group AA in 2004  

NM\ID\2004\GRAA\5 Code for Participant 5 in Group AA in 2004  

NM\ID\2004\GRAA\6 Code for Participant 6 in Group AA in 2004  

NM\ID\2004\GRAA\7 Code for Participant 7 in Group AA in 2004  

NM\ID\2004\GRAB Code for Group AB in 2004 

NM\ID\2004\GRAB\1 Code for Participant 1 in Group AB in 2004  

NM\ID\2004\GRAB\2 Code for Participant 2 in Group AB in 2004  

NM\ID\2004\GRAB\3 Code for Participant 3 in Group AB in 2004  

NM\ID\2004\GRAB\4 Code for Participant 4 in Group AB in 2004  

NM\ID\2004\GRAB\5 Code for Participant 5 in Group AB in 2004  

NM\ID\2004\GRAB\6 Code for Participant 6 in Group AB in 2004  

NM\ID\2004\GRAB\7 Code for Participant 7 in Group AB in 2004  

NM\ID\2004\GRAB\8 Code for Participant 8 in Group AB in 2004  

NM\ID\2004\GRAC Code for Group AC in 2004 

NM\ID\2004\GRAC\1 Code for Participant 1 in Group AC in 2004  

NM\ID\2004\GRAC\2 Code for Participant 2 in Group AC in 2004  

NM\ID\2004\GRAC\3 Code for Participant 3 in Group AC in 2004  

NM\ID\2004\GRAC\4 Code for Participant 4 in Group AC in 2004  
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NM\ID\2004\GRAC\5 Code for Participant 5 in Group AC in 2004  

NM\ID\2004\GRAC\6 Code for Participant 6 in Group AC in 2004  

NM\ID\2004\GRAC\7 Code for Participant 7 in Group AC in 2004  

NM\ID\2004\GRAD Code for Group AD in 2004 

NM\ID\2004\GRAD\1 Code for Participant 1 in Group AD in 2004  

NM\ID\2004\GRAD\2 Code for Participant 2 in Group AD in 2004  

NM\ID\2004\GRAD\3 Code for Participant 3 in Group AD in 2004  

NM\ID\2004\GRAD\4 Code for Participant 4 in Group AD in 2004  

NM\ID\2004\GRAD\5 Code for Participant 5 in Group AD in 2004  

NM\ID\2004\GRAD\6 Code for Participant 6 in Group AD in 2004  

NM\ID\2004\GRAD\7 Code for Participant 7 in Group AD in 2004  

NM\ID\2004\GRAD\8 Code for Participant 8 in Group AD in 2004  

NM\ID\2004\GRAD\9 Code for Participant 9 in Group AD in 2004  

NM\ID\2004\GRAE Code for Group AE in 2004 

NM\ID\2004\GRAE\1 Code for Participant 1 in Group AE in 2004  

NM\ID\2004\GRAE\2 Code for Participant 2 in Group AE in 2004  

NM\ID\2004\GRAE\3 Code for Participant 3 in Group AE in 2004  

NM\ID\2004\GRAE\4 Code for Participant 4 in Group AE in 2004  

NM\ID\2005 Code for participants in 2005 

NM\ID\2005\GRBA Code for Group BA in 2005 

NM\ID\2005\GRBA\1 Code for Participant 1 in Group BA in 2005  

NM\ID\2005\GRBA\2 Code for Participant 2 in Group BA in 2005 

NM\ID\2005\GRBA\3 Code for Participant 3 in Group BA in 2005  

NM\ID\2005\GRBB Code for members of Group BB in 2005 

NM\ID\2005\GRBB\1 Code for Participant 1 in Group BB in 2005  

NM\ID\2005\GRBB\2 Code for Participant 2 in Group BB in 2005 

NM\ID\2005\GRBB\3 Code for Participant 3 in Group BB in 2005  

NM\ID\2005\GRBB\4 Code for Participant 4 in Group BB in 2005  

NM\ID\2005\GRBB\5 Code for Participant 5 in Group BB in 2005  

NM\ID\2005\GRBB\6 Code for Participant 6 in Group BB in 2005 

NM\ID\2005\GRBB\7 Code for Participant 7 in Group BB in 2005  

NM\ID\2005\GRBB\8 Code for Participant 8 in Group BB in 2005  

NM\ID\2005\GRBC Code for Group BC in 2005 

NM\ID\2005\GRBC\1 Code for Participant 1 in Group BC in 2005  

NM\ID\2005\GRBC\2 Code for Participant 2 in Group BC in 2005 

NM\ID\2005\GRBC\3 Code for Participant 3 in Group BC in 2005  

NM\ID\2005\GRBC\4 Code for Participant 4 in Group BC in 2005  

NM\ID\2005\GRBC\5 Code for Participant 5 in Group BC in 2005  

NM\ID\2005\GRBC\6 Code for Participant 6 in Group BC in 2005 

NM\ID\2005\GRBC\7 Code for Participant 7 in Group BC in 2005  

NM\ID\2005\GRBC\8 Code for Participant 8 in Group BC in 2005  

NM\ID\2005\GRBD Code for Group BD in 2005 

NM\ID\2005\GRBD\1 Code for Participant 1 in Group BD in 2005  
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NM\ID\2005\GRBD\2 Code for Participant 2 in Group BD in 2005 

NM\ID\2005\GRBD\3 Code for Participant 3 in Group BD in 2005  

NM\ID\2005\GRBD\4 Code for Participant 4 in Group BD in 2005  

NM\ID\2005\GRBD\5 Code for Participant 5 in Group BD in 2005  

NM\ID\2005\GRBD\6 Code for Participant 6 in Group BD in 2005 

NM\ID\2005\GRBD\7 Code for Participant 7 in Group BD in 2005  

NM\ID\2005\GRBE Code for Group BE in 2005 

NM\ID\2005\GRBE\1 Code for Participant 1 in Group BE in 2005  

NM\ID\2005\GRBE\2 Code for Participant 2 in Group BE in 2005 

NM\ID\2005\GRBE\3 Code for Participant 3 in Group BE in 2005  

NM\ID\2005\GRBE\4 Code for Participant 4 in Group BE in 2005  

NM\ID\2005\GRBE\5 Code for Participant 5 in Group BE in 2005  

NM\ID\2005\GRBE\6 Code for Participant 6 in Group BE in 2005 

NM\ID\2005\GRBE\7 Code for Participant 7 in Group BE in 2005  

NM\ID\2005\GRBE\8 Code for Participant 8 in Group BE in 2005  

NM\ID\2005\GRBE\9 Code for Participant 9 in Group BE in 2005  

NM\ID\2005\GRBF Code for Group BF in 2005 

NM\ID\2005\GRBF\1 Code for Participant 1 in Group BF in 2005  

NM\ID\2005\GRBF\2 Code for Participant 2 in Group BF in 2005 

NM\ID\2005\GRBF\3 Code for Participant 3 in Group BF in 2005  

NM\ID\2005\GRBF\4 Code for Participant 4 in Group BF in 2005  

NM\ID\2005\GRBF\5 Code for Participant 5 in Group BF in 2005  

NM\ID\2005\GRBF\6 Code for Participant 6 in Group BF in 2005 

NM\ID\2005\GRBG Code for Group BG in 2005 

NM\ID\2005\GRBG\1 Code for Participant 1 in Group BG in 2005  

NM\ID\2005\GRBG\2 Code for Participant 2 in Group BG in 2005 

NM\ID\2005\GRBG\3 Code for Participant 3 in Group BG in 2005  

NM\ID\2005\GRBG\4 Code for Participant 4 in Group BG in 2005  

NM\ID\2005\GRBG\5 Code for Participant 5 in Group BG in 2005  

NM\ID\2005\GRBH Code for members of Group BH in 2005 

NM\ID\2005\GRBH\1 Code for Participant 1 in Group BH in 2005  

NM\ID\2005\GRBI Code for Group BI in 2005 

NM\ID\2005\GRBI\1 Code for Participant 1 in Group BI in 2005  

NM\ID\2005\GRBJ Code for members of Group BJ in 2005 

NM\ID\2005\GRBJ\1 Code for Participant 1 in Group BJ in 2005  

NM\ID\2005\GRBJ\2 Code for Participant 2 in Group BJ in 2005 

NM\ID\2005\GRBJ\3 Code for Participant 3 in Group BJ in 2005  

NM\ID\2005\GRBJ\4 Code for Participant 4 in Group BJ in 2005  

NM\ID\2005\GRBJ\5 Code for Participant 5 in Group BJ in 2005  

NM\ID\2005\GRBK Code for Group BK in 2005 

NM\ID\2005\GRBK\1 Code for Participant 1 in Group BK in 2005  

NM\ID\2005\GRBK\2 Code for Participant 2 in Group BK in 2005 

NM\ID\2005\GRBK\3 Code for Participant 3 in Group BK in 2005  



Appendix 5: Codes 

-367- 

NM\ID\2005\GRBK\4 Code for Participant 4 in Group BK in 2005  

NM\ID\2005\GRBK\5 Code for Participant 5 in Group BK in 2005  

NM\ID\2005\GRBK\6 Code for Participant 6 in Group BK in 2005 

NM\ID\2005\GRBK\7 Code for Participant 7 in Group BK in 2005  

NM\ID\2005\GRBK\8 Code for Participant 8 in Group BK in 2005  

NM\ID\2005\GRBK\9 Code for Participant 9 in Group BK in 2005  

NM\RESEARCHER Comments about research or researcher 

NM\RESEARCHER\observations Comments about observation 

NM\RESEARCHER\questions Comments about questions relating to research 
topic or research 

NM\RESEARCHER\technique method Comments relating to research method and 
techniques 

NM\SOURCE Codes that provide details about participants 
/informants 

NM\SOURCE\leadership ranking Codes that provided perceived ranking of 
leadership position in team - could be shared 

NM\SOURCE\leadership ranking\eight Code for rank of eight 

NM\SOURCE\leadership ranking\five Code for rank of five 

NM\SOURCE\leadership ranking\four Code for rank of four 

NM\SOURCE\leadership ranking\nine  Code for rank of nine 

NM\SOURCE\leadership ranking\one Code for rank of one 

NM\SOURCE\leadership ranking\seven Code for rank of seven 

NM\SOURCE\leadership ranking\six Code for rank of six 

NM\SOURCE\leadership ranking\three Code for rank of three 

NM\SOURCE\leadership ranking\two Code for rank of two 

NM\SOURCE\Literature Code for comments from literature references 

NM\SOURCE\Matric Code for comments from a Matric learner (Year 
12) 

NM\SOURCE\Observer 2004 Code for comments from Base Observer in 2004 

NM\SOURCE\Observer 2005 Code for comments from Base Observer in 2005 

NM\SOURCE\Participant 2004 Code for comments from Participant in 2004 - 
member of one of the teams 

NM\SOURCE\Participant 2005 Code for comments from Participant in 2005 - 
member of one of the teams 

NM\SOURCE\Research Memo Code for comments from Research Memo 

NM\SOURCE\Staff Code for comments from Staff member on 
program 

NM\Trait & Attrib Comments about perceived attribute or traits - 
mostly informant generated 

NM\Trait & Attrib\affable Comments about appearing sociable 

NM\Trait & Attrib\appreciative Comments about appearing grateful 

NM\Trait & Attrib\argumentative Comments about appearing confrontational 

NM\Trait & Attrib\assertive Comments about appearing forward and self-
confident, but not aggressively so 

NM\Trait & Attrib\authoritative Comments about appearing to state 
position/knowledge with confidence 

NM\Trait & Attrib\aware Comments about appearing to be alert to 
contextual cues 

NM\Trait & Attrib\bright Comments about being perceived as intellectually 
astute 
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NM\Trait & Attrib\bright\intellect Comments about appearing to have intellectual 
capability 

NM\Trait & Attrib\cheerful Comments about appearing happy 

NM\Trait & Attrib\comfortable Comments about perceptions of being at ease 

NM\Trait & Attrib\communicative Comments about appearing to be vocal 

NM\Trait & Attrib\competitive Comments about appearing to be keen to achieve 
better than others 

NM\Trait & Attrib\confident Comments about appearing self-assured 

NM\Trait & Attrib\creative problem solver Comments about appearing to use lateral problem 
solving 

NM\Trait & Attrib\dependable Comments about appearing to be reliable 

NM\Trait & Attrib\detached Comments about appearing to be disengaged  

NM\Trait & Attrib\dictatorial Comments about appearing to be authoritarian 

NM\Trait & Attrib\dominant Comments about appearing to assume a lot of 
influence 

NM\Trait & Attrib\driven Comments about appearing to be exceptionally 
goal-oriented 

NM\Trait & Attrib\dynamic Comments about appearing to be energetic and 
enthusiastic 

NM\Trait & Attrib\easily led Comments about appearing to be easily influenced 

NM\Trait & Attrib\endurance Comments about appearing to be resilient in the 
face of hardship 

NM\Trait & Attrib\expectation Comments about outcomes anticipated 

NM\Trait & Attrib\fair Comments about appearing to be just 

NM\Trait & Attrib\hardworking Comments about appearing to be industrious 

NM\Trait & Attrib\headstrong Comments about appearing to be stubborn 

NM\Trait & Attrib\helpful Comments about appearing to be collaborative 
when needed by others 

NM\Trait & Attrib\humble Comments about appearing to be unassuming 

NM\Trait & Attrib\impulsive Comments about appearing to make decisions on 
the spur of the moment 

NM\Trait & Attrib\initiative Comments about appearing to see what is needed 
and act on that 

NM\Trait & Attrib\insightful Comments about appearing to display deeper 
understanding of a set of facts 

NM\Trait & Attrib\inspiring Comments about behaviours of others that 
generate a sense of enthusiasm in the observer 

NM\Trait & Attrib\integrity morals Comments about appearing to be trustworthy 

NM\Trait & Attrib\jokey~comic Comments about appearing to use humour 

NM\Trait & Attrib\lively Comments about appearing to be active and filled 
with energy 

NM\Trait & Attrib\negative Comments about going against others 

NM\Trait & Attrib\not intellectual Comments about appearing dull 

NM\Trait & Attrib\passive Comments about appearing inert 

NM\Trait & Attrib\perseverance Comments about appearing to have staying power 
in the face of adversity 

NM\Trait & Attrib\persuasive Comments about appearing to influence without 
being autocratic 

NM\Trait & Attrib\physical strength Comments about apparent body power 

NM\Trait & Attrib\positive attitude Comments about appearing to have an optimistic 
outlook 
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NM\Trait & Attrib\problem solving Comments about appearing to be able to find 
solutions to challenges 

NM\Trait & Attrib\quiet Comments about appearing to be reserved 

NM\Trait & Attrib\respected Comments about appearing to have status or 
gravitas 

NM\Trait & Attrib\responsible Comments about appearing to be conscientious 
and dependable 

NM\Trait & Attrib\self-satisfaction Comments about appearing to be complacent 

NM\Trait & Attrib\serious Comments about appearing to be solemn 

NM\Trait & Attrib\shy Comments about appearing to be reserved 

NM\Trait & Attrib\status Comments relating to position or standing 

NM\Trait & Attrib\stubborn Comments about appearing to be inflexible 

NM\Trait & Attrib\superficial Comments about appearing to be shallow 

NM\Trait & Attrib\talkative Comments about appearing to say a lot 

NM\Trait & Attrib\willing to risk Comments about appearing to be willing to take 
action in the face of uncertainty 

NM\Trait & Attrib\won't stress Comments about appearing to remain calm in the 
face of challenges 

 

 
 
 
 


