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Abstract 

As a member of the Ball State Women's Soccer Team and the Honors College, I had a unique 
college experience. Lending to the distinctiveness of my experience is the fact that our soccer 
team witnessed three coaching changes in just four years. As I pursue a career in Human 
Resource Management, I am prepared to face many more changes similar to the ones I 
experienced in college. In an effort to apply what I have learned in college to my future in 
business, my thesis explores the concept of leadership, primarily in the midst of chGnge. I begin 
by offering definitions for both change and leadership, and then I discuss the leader's role in 
times of transition. Severa] tables are included to aid in the understanding of the topic. 
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MY EXPERIENCE 
The Motivation for this Thesis 
Let me begin by first explaining my motivation for basing my final thesis, a project that in many 
ways is used to define me and my four-year experience as a college student, around the 
influences of leaders in changing environments. I wanted to work on a project that not only told 
my unique experiences as a student-athlete, but also showed how these experiences are 
applicable to my future. 

Up until college my life was relatively simple. J lived in the sanle house for nineteen years, I 
went to school with all the same kids, and my group of friends remained about the same. The 
biggest change I had to deal with was graduating from middle-school and going to high-school. 
Let's just say I had no clue what I was in for when I came to college. Although I was sure I 
would experience more change in college than I had my whole life, I knew one thing would 
remain constant. Soccer. 

The great thing about being on an athletic team is you have a group of friends waiting for you 
when you get to college. As cliche as this may sound, it is truly like having a "family" away 
from home. Playing soccer was the perfect way for me to transition from high-school to college 
and from dependence to independence. While soccer seemed to provide the consistency I needed 
for the first few months of school, I would have never guessed it would tum into the source of 
the most change I would face in college. 

After having the most successful season in school history my freshman year, our coach, Ron 
Rainey, was offered the head coaching position at the University of Iowa. While Iowa's soccer 
season scarcely compared to the success of ours, they were a Big Ten School; we were only in 
the Mid American Conference. I did not understand it then, but Ball State is a mid-major school, 
meaning it is often viewed as a "stepping stone" school in the athletics realm. That is exactly 
what Ron had done; he stepped in, made an impact, and moved on. 

I was completely caught off guard by Ron leaving. After getting over the initial sheck of the 
news I was forced into the recruiting process for a new coach. In my naNe, narrow-minded brain 
we would never find a coach as good as Ron. After months of searching, interviewing, and 
campus visits, the athletics department hired a woman named Michelle Salmon. Michelle 
previously coached at a smaller division one school in Baltimore, Maryland and played at the 
University of Maryland. Most impressively, she earned All-American Honors in her collegiate 
career and spent a short time playing for the United States Women's National team. Initially, I 
was intimidated by Michelle's knowledge of and passion for the game, but as time went on, I fed 
off it. 

I was apprehensive about the coaching change but I came to realize that, although Ron and 
Michelle had very different coaching styles, they were both great leaders and possessed 
admirable qualities. Michelle had a knack for creating a vision, communicating it, and 
implementing that vision. She had very high expectations for us as players, students, and as a 
team. Michelle taught the team to think big and reach beyond our perceived potential. Under her 
leadership we achieved alot of success, wi!ming two conference diampionships and multiple 
individual recognitions. 
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So unless you already know me and/or this story (or read the abstract,) you may think, "Okay, 
this girl had a coaching change that influenced her to study the affects ofleadership." Well, you 
would be half right, but my story is not quite over. After my junior season, a season that felt 
nearly perfect, Michelle got an offer.to coach The University of Cincinnati Women's Soccer 
Team. Therefore, in three years I would have three coaches, a situation I never dre.amed I would 
encounter. 

This time around, however, J wa:;; much mor~ open-minded. Having been through l!,is situation 
before, the seven other girls in my class and. J had complete confidence we would have no 
problem adjusting to another coach. We all recognized the importance of keeping e. positive 
attitude throughout the recruiting process in order to make the adjustment easIer for the 
underclassmen (who were experiencing their first ccaching change.) 

By the early spring of my junior year, the athletic department staff and our team decided that 
Michael Lovett, an assistant coach at Virginia Tech, was the best coach from our pool of 
candidates. Unlike our previous coaching change, we had the majority of our spring season to get 
to know our new coach, his personality/temperament, and his coaching style. When fall season 
roUed around we had most of our tcam back including eight out of eleven starters. We were all 
excited about the upcoming season and we were confident we would leave our mark on the Mid
American conference once again. 

Unfortunately, things turned out much differently. At the end of the faJI semester we \\fere 
looking at one of the worst seasons in the soccerprogram's hiStory. We barelymade itinto the 
conference tournament and finished seventh out of twelve teams for the year. So what changed? 1 
wish I could answer that question. Of course, I take personal responsibility for our failed season. 
My first question to myself is always, "What could I have done better?" But could the coaching 
change really effect our season and our succef.S this much? So many qucstiom about leadership, 
how powerful it really is, how it affects othetil, and especi:.llly how iniportant it 1s i~,lchanging . 
environments, filJed my head. . , . 

While deciding the topic for my thesis, these questions s1iHlil1gered. As n b1lsiness niajor J know 
I will encounter many more leader~hip changes,some where I might be in the leadership role. I 
want to know what I can take away from my unique college experience and how to apply it to 
my future. Therefore, my thesis is ail exploration otthe affects of leadership, especially in team 
environmt!nts that are constantly changing. How do leaders react when a team encOlmters 
change? How should they react? What can a leader do to make transitions smoothTI hope the 
following will answer these, and many other questions regarding leadership. 

INTRO])UCTION 
By nature, it is difficult to define both change and leadership. However, before delving into 
discovering how leaders can manage change, it is imperative to have a basic understanding of the 
separate concepts of change and leadership. I will explain the different drivers and types of I 
change that make every situation and every change initiative unique. Following my'efforts to 
clarify change'and its meaning, I work to create an understanding ofleadership. Leadershiph; 
even more complex tha~ the concept of change and is a heavily studied topic. Therefore Its· 
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definition is much more subject to opinion. I want to take an unbiased approach to the subject, so 
I highlight the major approaches, theories, and styles ofleadership. In defining ieadership it is 
also important to differentiate ideas such as effective leader vs. leader and management vs. 
leadership. The final element before discussing leadership in the midst of change is the concept 
of change management. This idea ties together the two separate defillitionsof chan2:e and 
leadership. 

As I mentioned earlier, my motivation for writing this thesis is to discover how my past 
experience has played a role in my future. In order to do this, I had to study how leaders should 
behave in times of transition. This is the central part of my thesis. The combination of my 
research and experience led me to six common actions that most successful leaders take in order 
to mitigate change, which include; assessing the situation, creating a vision, building trust, 
empowering and employing, documenting, and performing self-assessments. From these actions 
are three common themes throughout; the leader's ability to communicate, coordinate,and be 
consistent. There is no secret recipe for how mtich of each action is needed, and I am not here to 
say one cannot be successful if he/she does not Hse all stept>. This is section simply states what 
actions are common among great leaders. To simplify this compiex topic, I concludc by 
compiling characteristics that great leaders possess. In other words, I gave a synopsis of how 
leaders should behave and followed that with what characteristics they need in order to behave in 
such a manner. 

Both the effects of change and leadership intrigue me, which led me to write ~boutlcading in 
times of change. This topic is important to me because it is not only representative of my coilegc 
experience, but it will also aid in my future cndeavors. Because change and readership are 
applieable to everyone's lives it is my hope that yon, too, can learn from my cxperibnces and 
research. 

DEFINING CHANGE 
I have always said the biggestlesson I have learned in college is, "change is constarit." No matter 
who you are or the type of life you live, you are bound to experience a number of changes 
throughout your life. Pcrhaps the reason for the prevalence of change is there are so many 
different types of changes. In an organizational setting, for example, tcchnology, human capital, 
politics, government, competitors, and the economy are just a few of many drivers of change. 
Because there are so many different types of change, it is difficult to find a catch-all phrase that 
defines it. The detinition I like best is, "A t:-ansformation or transition from one state, condition, 
or phase to another" because it captures the idea" that when change occurs the situation is altered 
in such a way that it requires attention and action (Random House Dictionary, 2009). 

Drivers of Change 
Just as I mentioned, there are many different drivers of change. I ,vill continue focus on the 
different types of changes in an organizational setting, as my ultimate goal is to show how 
leaders on a team alleviate the stress of change for an organization. Organizations experience 
change from both internal and external sources. While company executives and leac!ers have the 
ability to m::tnage internal change,the external environment is not as easily controlled. When the 
external environment changes, it forces an organization to re-think strategies which" may affect 
many aspects of the business including the organi:z.ation's structure, processes, and culture 
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(Leban & Stone, 2008, p. 8). Therefore, changes caused by the external environment often result 
in internal changes fora company. 

All organizational changes fall into internal and/external categories, however, the predominant 
drivers of change in an, organization change with time. Human capital, technological, 
economic/political, and market/competitive forces. however, are change drivers that consistently 
confront organizations and will remain forces of change in the futurc. According to Bill Leban 
and Romuald Stone, co-authors of Managing Organizational Change, "Managers a;··allleveis 
must remain alert and sensitive to these forces as many are intelTelatcd and fuel the constant 
change that organizations face (Leban & Stone, 2008, p. 8)." 

Human capital forces. include, but are certainly 110t limited to, demographic cbanges, diversity, 
changes in leadership, and telework and telecommuniting. As the baby boomers age and plan for 
retirement, the workforce faces a number of changes including generational disputes, a 
significant increase in healthcare and retirement costs, and an increase in job availability. In 
addition, the workforce faces diversity changes that may challcnge organizations. For example 
with a quickly growing Hispanic population, managers may have to mediate cultural differences 
and make accommodations differences in values. Similar to my experience with coaching 
changes, organizations are constantly experiencing employee turnover, which includes changes 
in leadership. Finally, as newer technology trends emerge, telework and telecommuniting is 
becoming more common and is changing the structure of the traditional organization. 

Technology becomes more and more advanced as time goes on, and integrating new technology 
into a business creates considerable c~ange. Technology can potentially speed up processes and 
improve efficiency but can also be too complex or extremely expensive. It can cause change not 
only by changing organizational practices, but italso promotes change in employee relationships 
and employee behavior. . ... 

Drivers of change that arc especially evident today are economic/political forci::s.When 
President Barack Obama was inaug1.lrated into office this past January, many legal Ghanges \\Jere 
made. Certain new laws and regulations arc unavoidable by organizations and changes must be 
made accordingly. In addition to dealing with new government standards today's businesses also 
face changes from the economic recession. The dOV';'llturn in the economy is challenging 
companies to alter practices and procedures while maintaining competitiveness. Similarly, an 
upturn in the economy would create more jobs u:1d promote expansion, resulting in even more 
organizational change. 

Market/competitive forces will also consistently drive change in companies. Organizations are 
always compared to its competitors and company leaders must make the appropriate changes in 
order to maintain or improve its position in the market. Items such as strategy, product quality, 
customer service, efficiency, and brand image are often assessed when: trying to uphold a 
competitive advantage. If one company in an ind'.lstry makes a strategic change, it will 
subsequently cause other related companic3 to make adjustments, which is why competitive 
forces will forever be a driver of change. 



While there are many forces that drive change within and outside of an organizatio:t, human 
capital, teclmological, ecollomic/political, and market/competitive forces are the mest common 
for an organization. The ubiquitous nature of chunge makes the concept difficult to define but 
helps to understand why it is constant, especially in the business environment. 

Types o/Change 
Afterproviding an understanding of the drivers of change, Leban and Stone continue their 
change management discussion by helping to simplify the concept of change through typologies 
(also known as classifications systems.) As we go through this discussion please refer to Table 1 
for a visual of the topic (Leban & Stone, 2008, p. 53). 

In the discussion of change there are two categories; 1.) The scope of change- is the entire 
organization affected or just certain subsets of the organization? and 2.) The positioning of 
change- is the change a response to another event or was it initiated by the organization itse1f? 
The scope of change is further broken down into subcategories; incremental change and strategic 
change. Incremental c,hange is defined as, "chnnge that focuser. on individual components with 
the purpose of maintaining fit between the components (Leban & Stone, 2008, p. 52)." On the 
other hand, strategic changes are those that atfect the entire company and its strategy. Positioning 
of change is also characterized by two subcategcries; reactive and anticipatory. As each title 
suggests its meaning, reactive changes are iliose that occur in response to another stimuli su::h UB 

a change in the cxternal environment, and anticipCttor); changes are those that are tl!.(;~ 
organization brings on itself in anticipation of future ~vents.· . 

'POSITIONIN(; 
OF CHANGE 

Table 1: Types o/Organizational Change (Leban & Stone, 200fl) 

As it is depicted in Table 1, when the scope of change and positionIng of change ir.tersect, the 
result is four change classifications. First, tuning involves the improvement of efticiency to meet 
an anticipated event. Reorientation occur.s when an organization changes its strategy in 
anticipation of something in the future .. Adaption is the simple changes made to an.organizationaJ 
sector in respom;e to a past event. Finally, recreation involves adjusting the organizational 
strategy ofthetlnn in response to another change or stimuli. 

In addition to the typologi~s, it is alsohelp[ul in defining t.:hange bydassifyingJhc intensity and 
the complexity of the change. The D) ore intense a change, the 1!10n; tranm.atic it is for the. 
organization. Tuning has the lowest amount of intensity followed by adaption, r.cor;~ntation~ i4nq 
recreation respectively. Change c~m also vary depending upon the complexity of thi; . 
organization. As the size or the organization (m~asured by the number of employees, product 
lines, and busIness sectors) increases, so docs the complexity. Geographic dispersion also 
increases complexity .. Similar to augmented int.ensity, the more ('Jomplex an organiz:ltion, the 
tpor~ difftctilt.'itis to implement ana/or adjust to changes (Leb'an'&S~one, 2008, p.53). 
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If it is not already apparent, defining change is difficult to do because it is complex and multi
faceted. There are several different drivers of change, especially in a business environment. A' 
few of the most common change forces are human capital, technology, political/economic, and 
competitive/market. The changes experienced can also be broken down into typologies which 
will later help in understanding how to deal w:t11 the different types. Tuning, adaption, 
reorientation, and recreation are four change types that vary In both inten.sity and complexity. 

This'ne\v-found understanding of the driving forces and types' of change will aid inreaHzing the 
importance 'of managing change as this discllssion continues. It also ?ids in the clarification that 
change is constant and often unpredictable. Change is an element ,that plays an: intc2,fal part in 
every organization regardless of the industry. 

DEFINING LEADERSHIP 
You think defining change is difficult? Try coming up with a definition for leadership. The 
concept of leadership is even more ambiguous than change and is always a topic of conversation 
(and many times argument) among scholars. The definition of leadership has evolved quite a bit 
over the years. It was once thought that leaders were not made, they were born. Then people 
believed that great events made great leaders. Some scholars looked at leadership as something 
that existed but was not definable. As Bennis and Nanus see it, leaders possess power and use it 
wisely to transform followers and benefit the organization (Bennis & Nanus, 2007, p. 16). No 
matter the style, approach, or theory on leadership, someone is bound to disagree. One thing 
nearly everyone sees eye to eye on is the importance of!eadership. Although definitions difter, it 
is readily apparent that great leadership is vital in the success ?f organizations. 

Leadership Styles, Approaches, and Theories , 
Although some leadership perspectives are outdated andlor ilTclevant, it is important to' address 
each view in order to take an unbiased approach to the topic. The most common ofthese studies 
are the trait theory,' situational approach, contingency theory, path-gonllheory, Ieac;er member 
exchange theory, team Ieauership, and transformational leadership. Some of the theories are. 
more contemporary than the others, but all are conclusions from extensive, long-term research on 
the topic of leadership. 

First, the trait theory is relatively self-explanatory. It centers on the idea that individuals who 
possess certain traits are inherent leaders. These individuals have particular mental, physical, 
personality, and emotional traits that aid them in successful leadership. This theory is unique 
because it does not consider the actions of the leader, but only his/her characteristics. ' 

The skills approach emphasizes the competencies, individual attributes, leadership outcomes, 
career experiences, and environmental influences leaders need for success. With individual 
attributes, career experiences, and environmental influences, leaders' develop competencies 
(problem solving skills, social judgment skills, and knowledge) that Jead to leadership outcomes 
(effective problem solving and performance.) . . 

The situational approach to leadership is the most widely practiced leadership technique in 
today's business world. Situationalleadersbip involves a leader adjusting his or her leadership 
sty Ie based on'tIle unique needs of specific orgm1iz~tional situations or employees (Northouse, 
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Leadership: Theory and Practice, 2007). In this approach effective leaders are keenly aware of 
their employees' needs and adjust thcir strategies ac(:ordingly. Leaders assess situations and 
determine what combination of directive and supportive behavior is needed. Just because the 
situational approach is most common, docs not mean it is most successful. This approach is often 
criticized for being reactive rather than proactive and not allowing for issue prevention. 

Contingency theory of leadership is unique because it focuses on changing a situation to fit a 
leader rather than a leader adjusting his or her leadership style to fit a situation. When leaders 
change the environment, as the contingency theory suggests, they engage their employees and as 
a result increase the overall efficiency and success of the business (Northouse, Leadcrship: 
Theory and Practice, 2007). ' , 

Unlike contingency theory and similar to the situational approach, the path-goal theory focuses 
on how a leader or manager can change his or her style to fit the needs of the employees. The 
path-goal theory "providcs direction about how leaders can help subordinates accomplish their 
work in a satisfactory manner (Northouse, Leadership: Theory and Practice, 2007)." This theory, 
however, is a bit more complex becausc it bascs behaviors on both the needs of the group 
members as well as the characteristics of the task. For example, when group members are 
dogmatic and authoritarian and tasks arc ambiguous, complex, and have unclear m!es, the 
situation needs a supervisor that provides guidan.ce and psychological structure. 

In his book on leadership Peter G. Northouse presents and describes the leader member exchange 
(LMX) theory as an idea that primarily focuses on the relationship between the leacler and the 
follower. Followers giving the leader leadership responsibilities and status characterize this 
relationship. The stronger the relationship is, the more benefits realized by leaders, followers, 
groups, and organizations (Northouse, Leadership: Theory and Practice, 2007). The task does not 
playa role in this theory because LMX is, above all, concerned with the similarities and 
differences between the leader and follower. 

Manyoftoday's organizations thrive off the proper functioning of work groups or teams, which 
is why the team leadership theory is becoming more popular in the business environment. This 
theory suggests that all leaders are leaders of teams. The leader's role is to clarify team goals, 
facilitate tasks. support the group by giving them the proper resources to perform, set behavioral 
standards, and organize the group members (Rubenstein, 2005,p. 42). 

Transformational leadership theory is also grO\ving in popularity. It is concerned with emotions, 
values, ethics, standards, and long-term goals ar:d includes assessing followers' motivcs, 
sarisfying theil~ needs, and treating them as full hum,m beings. It is the process where an 
individual engages with others and'creates a connection that raises the level of motivation and 
morality in both the leader and the follower (Nohhouse, Leadership: Theory and Practice, 2007, 
pp. 175-176). The main feature that makes this theory unique is that both the leader and follower 
benefit from their relationship with each other: 

Leader "S. 4ffective Leader 
In addition to having an understanding of the most common leadership theories, it is also 
important to differentiate between a leader and an effective leader. Without this differentiation 
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one could argue that someone like Hitler, for example, is a great transformational leader. Hitler, 
however, is a pseudo-transformational leader, or a leader who is self-consumed, exploitative, and 
power-oriented, with warped moral values (Northouse, Leadership: Theory and Pn~ctice, 2007, p. 
177). In the same way, there are leaders and there are effective leaders. 

Leaders are individt:als who interitionally exert influence over others to structure tbdr beh3viors 
and relationships. Those who possess the responsibility and status of a leader are net necessarily 
considered great leaders or even good leaders. On the contrary, effective leaders, similar to 
transformational leaders, realize long-term success fo~' their work group all!..l subordinates. The 
leader::; I am referring to as I discuss leadership in times of transition are effective leaders. 

Management liS. Leadership 
In order to fully understand the concept ofleadership it is also vital to differentiate between 
management and leadership. Authors Warren Bennis and Burt Nal1US make this important 
distinction stating, "managers are peopJe who do things right :md leade:s are people who do the 
right thing (Bennis & Nanus, 2007, p. 20)." Further, the major functions of management are also 
different than the major functions of leadership. While managers may be more invoived in 
planning, budgeting, organizing, controlling, staffing and problem solving, leaders may find 
themselves more involved in functions such as establishing direction, aligning people, 
motivating~ and inspiring. Some scholars even argue that managers arereactiv(~ an(i have low 
emotional involvement where, on the other hand, leaders are more active and have high 
emotional involvement (l'\lorthouse, Lead~rship: theory an(! Practice, 2007). . 

Although much research has been dOl1c to define and difIer~ntiate leadership and management, 
the two s1ill have many similarities. Leadership and management both involve ~nflt'cnct\ 
eftectivcly accomplishing goals, and workIng with peoplc. Therefore, diffcreuliatif!.;~betwcen a 
leader and manger is not always clear-cut ~nd there are several cases where the: lWo overlap. FOf 
example, a leader may be involved in recl11iting potential employees wliich is a sta~j~ng ll.mctioll 
associ~tcd with m:magers. Similarly,.a manager may motiv~~e a mill'k~!lng team to realize its 
goals. In both cases the individual was acting as both a manager and a leader. Tabl\,; 2 (.elow 
summarizes the roles of managers compared to the roles of leaders (Northouse, Le.:l,dership: 
Theory andPmctice, 2007). 

MANA(;EMENT LEADERSHIP . 
Produc~s Order and Consistency Produces, Change and Movement , 

,.' 
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Table 2: Functions of Management and Leadership (Northouse, Leadership: Theory and 

, " l', ~ 

As we move on in our discussion of leadership and change it is good to know the differences and 
, . 

similarities between management and leadership, but at the same time, know that this argument 
is nqt the focus. While I am certain this discussion is pertinent, I am more worried about looking 
at the pr~cessoneadership in changing environments. 

IMPORTANCE OF LEADERSHIP 
Justas I mentioned earlier, one thing almost all who study this topic agree on is the importance 
of leadership in an organization. Because most leaders have influence civer multiple 
subordinates, thelT' oehaviors, attitudes, ai1.d actions have great impact on'thecomp~~'1Y culture. It 
is of utmost importance that leaders understand and take responsibility for the inflllence they 
exert on fol1o"vers. ' 

Kelly Packard, tirst-year women's basketball coach at Ball State University, embodies how 
leadership can create an environment built for suc<.:ess. In her interview after her te:!m handed 
powerhouse Tennessee their first-ever first round NCAA Tournament los5, Packard explained to 
the media that the strength of her team's relationships on and otT the court was wh.ri gave them 
the ability to realize such an upset. On paper the Lady Cardinals could 110t match the size and 
strength of the Lady Vols. However, the camaraderie that Packard encouraged 01T lhe court 
helped the team make history on that particular night. 

When leaders like Packard recognize their influence and use it in a positive manner a team can 
achieve beyond its perceived potential, maximize efficiency, and exploit productivity. Leaders 
can use their skills to create an environment built for success. It is truly remarkable how one 
individual can make such a positive difference in an organization. As one reads on, he/she will 
realize that the strength of a leader's influence is especially strong in changing environments. 

CHANGE MANAGEMENT 
Change management is' the concept that combines the notions of change and leadership. Leban 
and Stone explain: 

Managing change is all about moving an organization fTOm its current 
state to some future desired state. And because what happens in an organization is 
driven by the attitudes and behavior of the individuals in that organization, change' 
management must also consider altering the behavior patterns of the people' , 
within that organization (Leban & Stone, 2008, p. 6). ' 

In short, it is imperative that a leader recognizes task needs as well as personal nee,ds (attitudes 
and behaviors) in order to be successful in managing change initiatives. Leban a.nd Stone 
continue, "Change is all about people if they do not change, nothing significant changes 
(Leban & Stone, 2008, p. 6)." 
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An organization's response to change is vital toits success. Firms that do not properly manage 
change usually do not have ideal results and wmetimcs completely fail. Change is inevitable, 
especially in a business environment, and it is imp011ant that leaders aid in the organization's 
overall acceptance and adaption to change so the company can thrive. "But how", you may ask, 
"do leaders create this ideal environment of success?" The next section is my best effort to 
answer this burning question. 

LEADERSHIP IN TIMES O~~ TRANSITION 
Here it is, the heart of this thesis. My influences and experiences have led me to explore 
leadership behaviors. More specifically, what a leader can do to realize optimal results in 
changing environments. There are a number of elements that playa part in a leader's success. 
He/she must analyze the situation, build trust, create a vision, empower, and document every 
little detaiL All the while, the leader must coordinate all activities, be consistent, and 
communicate clearly. Changing environments are often ambiguous and lead to uncertainty and it 
is up to the leader to create an atmosphere of encouragemeilt and security. It is not simple to be a 
great leader but it is by no means impossible. 

Assess the Situation 
Before taking any course of action it is important that a leader knows what he/she is dealing 
with. Regardless of how pressing an issue is, some SOli of assessment must take place. In all 
cases there should be period where the leader defines tasks, subordinate behaviors, and the 
environment; aligns all these elements with t1icorganizatiOri'S strategy, mission, and values; and 
finally: creates a plan to best utilize these resources. This is an imperative first step -in successful 
leadership that is, unfortunately, often the most overlooked step (Andoolsen, 2008, p. 41). 

In wh?.! I will refer to as Stage One of assessing the situation, the leader must define tasks, team 
member characteristics, and the environment. In defining the task the leader must come to an 
understanding.ofwhy the team is working together, the benefits of the collaboration, the 
obstacles to overcome, and what rewards may result. Tasks are defined in terms of ambiguity. 
The more ambiguous a taSK, the mote effort it wiIi take the leader to get the team on the same 
page. 

Perhaps even more important than defining the tasks, is assessing the individual team members. 
This involves recognizing each member's strengths and weaknesses in regards to their behaviors, 
skills, and competencies. The leader's understanding of individual strengths and weaknesses 
should also reveal team strengths and weakness (Andoolsen, 2008, p. 41). In changing 
environments, leaders have to understand the personalities of their team members in order 
prevent any issues rather than have to react after the fact. 

Along with defining the tasks and the individuals' characteristics, a leader must define both the 
internal and external environments. As far as an organization is concerned, the external 
environment most commonly includes; competitive, economic, and governmental forces. Of the 
three, competitive forces carry the most influence. Leaders often have to base decisions on the 
behavior or expected behavior of other companies in their industry. Simihir to analyzing tasks, 
when the leader understands its external influences it can anticipate change rather than react to it. 
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For the same reasons, knowing the internal environmental forces is just as importa:'t. Internal 
environment is the company's strategy, mission, vision, and its culture. This leads us to, what I 
will call, Stage Two of assessing the situation; aligning the tasks, team, and extem~,l environment 
with the internal environment. It is important that te::un activities do not contradict or deter fi'om 
the overall strategy of the organization. This is a crucial part of assessment because the goals of 
the team could seem positive but if those objectives do not align with the organization's visions 
the results could disastrous for both the team ap.d the firm. 

Finally, Stage Three of assessing the situation is the development of a plan. This is where the 
leader decide~ how to best utilize the avaibble resources and makes a chr0nologicnl plan of 
events. In this stage team members are assigned to certain tasks and an agenda is set for each 
step to the teams goals. I plan should be simple enough for everyone to grasp and il~xible 
enough to change incase the team enCOU!lters any obstacles along the way. . 

With the proper assessment of the situation the hader sets a foundation tor success. After this 
process, the leader must focus on huilding strong relationships with his/her team members while 
never losing sight of the specified task. As you ,,,,ill begin to notice, leading in times of transition 
is a balancing act with keeping your team happy, keeping top managelnent h::tppy, .~nd carrying 
out the task in an efficient, productive, and ethical manner. 

Creating a Vision 
Many of these steps overlap and intertwine. There is no perfect order or time line for each event. 
When and how the leader chooses 10 go through these steps is often unique to each situation. 
Creating a vision, for example, might be done along with assessing the situation or IJerhaps it is 
done afterward a plan is made. Regardless of when it happens, creating a visioni~ a must for 
leaders. . 

Leaders search for a vision, synthesize their vision, and work to get others committed to the 
vision. It is iinportant for an organization to have a clear vision to empower its employees. . 
According to Bennis and Nanus'the most ihlportant thing lit vision ·should do is, "ar\lculate a view 
of realistic, crt~diUle. attractive future for the organization, a condition that is better in some 
important ways than" what now exists (Bennis &, Nanus, 2007, p. 82)." \Vhen searchIng for a 
vision, leaders need t6 make sure their ideals fall uncler this definition by simply asking questions 
and paying attention to workplaces norms. 

The vision must be simpie enough to understan"d. A long, complex vision serves little purpose 
because it is usually difficult to grasp and rcmernber. In addition, it is important for the leader to 
clearly communicate their vision. "Leaders arc only as powerful as the ideas they communicate," 
write Bennis mid Nanus (Bennis & Nanus, 2007, p. 99). A leader could have a great idea or 
vision but ifhe or she does not communicate it or communicates it poorly followers wiil never 
jump on-board. 

Finally, it is vital that the leader constantly repeats the vision. Followers need to be reminded of 
goals and the vision they are working toward so they fed inspired and motivated each day. 
Consistency is key in getting team members on-board with a vision. This helps remind everyone 
of the reason for the change initiative and results in less dissention between group members 
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(Leban & Stone, 2008, p. 137). If communicated properly a vision can begin to create a bond 
between the leaders and foilowers because they arc working toward a common cau~~e. In 
changing environments this type of bond or tnlst is vital to success. 

Building Trust 
Trust is a touchy subject because some believe you cannot succeed without it while others say 
it's not necessary. Some argue thata team does not need to tmst their leader in order to 
accomplish tasks. While that may be true is some cases, I have to disagree and say that without a 
trust'ing relationship between the leader and followers the team cannot meet or reach beyond its 
perceived potential.' 

In explaining what they call "trust through positioning," Bennis and Nanus write, "Trust is the 
emotional glue that binds followers and leaders together," while positioning "animates and 
inspirits the leader's vision (Bennis & Nanus, 2007, pp. 142-143)." If followers do 110t trust their 
leaders they will not buy into the leader's vision. It is important to build strong relationships with 
all the members of the organization. A leader could go about doing this by holding high ethical 
standards for hislherself and others and by building a community around common interests and 
shared circumstances. A leader would position an organization by aligning their vision with both 
the internal and external organizational environment. When trust is established and the firm is 
properly positioned, employees are less likely to resist change and are more passion:tte about the 
leader's vision (Bennis& Nanus, 2007). 

There are many ways to build tmst and the leader must decide what techniques are best fitting 
for each uuique situation. My fornler coach, Michelle Salmon, told me this about trust; "You [the 
leader] have to trust your team first before you can expect them to trust you. You have to believe 
in their capabilities and their desire to want to succeed (Salmon, 2009)." Of course, Michelle is 
not an experton leadership but I think she has a great point. In times of change it is a necessity 
that leaders view their subordinates in a positive manner. Leaders need to see that their followers 
are worthwhile and are capable of improvement in order to build a foundation of trJst and a 
positive relationship (Andoolsen, 2008, p. 46). . 

Michelle also told me that she thinks being transparent is important in building trust. When 
leaders open up and allow subordinates into their lives, it creates a comfortable environment 
where the subordinate feels more valued and is more likely to give hon~st input. Again, clear and 
honest communication is a key in making this trust building technique Y\'ork. 

The most important thing to understand about trust is it must come from all parties. Followers 
must trust in their leader's intentions and leadcrsmusttrust in their followers' will and abilities. 
When team members enjoy trusting relationships the group is much more successful. In changing 
environments trust is Vital 1hr creating a feeling of safety and the most productive m1lieu. 

Empower and Employ . 
Using the metaphor of building a house; assessing a situation, formulating a vision, and building 
trust set a foundation for great leadership, while empowennent serves as the walls. In my 
opinion, the ability to empower employees and employ the vision is what sets great leaders apart 
from the others. Leaders who encourage, motivate, inspire, and give recognition are the most 
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successful, especially when a team encounters change. Leban and Stone explain, "Empowerment 
is the key to unlock the energy and talents that reside within art organization and make it 
competitive." 

During a change initiative it is important that team members give their best effOlt in achieving 
goals. Encouragement from the leader is vital in keeping spirits high and attitudes positive. The 
leader should personalize hislher leadership for each individual. It is important to understand that 
everyone has different needs and the leader can make a significant difference by catering to those 
needs and helping team members become more productive (Andoolsen, 2008, p. 44). Positive 
and consistent communication is a second way to encourage employees. I am a strong believer 
that stressing team members' strel1gths, rather than weaknesses, brings out everyone's best 
aspects. Consistent communication keeps the vision in the forefront and reminds employees of 
goals deadlines which encourages them to gear their efforts toward the team initiative. - . 

There are a number oftechniques a leader can apply to motivate team members. Similar to what 
I have mentioned in previous sections, the practices used by a leader should be unique to each 
situation. Additionally, leaders should use a variety of techniques to motivate. Three of the most 
common and most effective ways to motivate include; creating a team spirit, offering 
opporttmities for self development, and setting a personal exanlple. 

Creating a team spirit gives team members a sense of ownership. In most cases when an 
individual feels as ifhis!her work affects others and the team as whole, he/she will put in more 
effort, be more efficient, and produce higher quality products. The leader creates this spirit by 
emphasizing teamwork through communication and involving employees at every level. Team 
members should be given some decision making power and encouraged to share information and 
be innovative with co-works. Everyone should be welcomed and involved in implementation of 
the vision (Leban & Stone, 2008, p. 136). For a leader, the purpose of creating a teamwork . 
environment is to make the employee andhis/he: opinions feel valued .. 

Team members are also commonly motivated by opportunities to gain skills and knowledge that 
will help them to be mote successful on the job. More simply said training employees motivates 
them. For example, training a marketing research team about the benefits of using llpdated data 
analysis software will motivate the team to ·use the method and may lead to higher quality and 
productivity. Some also see training as a trade-off for quality work. An individual might feel 
more obligated to produce great results if the company/leader devoted time and money into 
training that individual. 

. . 

Setting a personal example of the vision is of utmost importance for a leader. As I am sure you 
may have heard this on a number of occasions but I will· say it again; a leader can talk the talk 
but if they do not walk the walk his/her credibility dei1ates. Leaders have to practice what they 
preach in order to motivate. Followers will never buy into the leader's message and vision if the 
leader himselfi'herself is a had example. People learn in all different ways and the leader's 
behavior is one way in which followers learn what behaviors are acceptable. Leaders' actions do 
not only motivate, they inspire. Leaders can use their charisma and inherent excitement to enroll 
employees in the team goals and vision. 
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One very important and sometimes overlooked technique for empowerment is recognition and 
feedback. First of all, if a team member did an exceptional job on a task or went above and 
beyond, he/she should be recognized in some way. Recognition does not necessarily mean 
handing out bonuses and raises. While those arc sometimes affective in empowering employees, 
a simple "thank you" or "congratulations" can go a long way. Secondl y, feedback, even if it is 
constructive, can empower. If a team member is doing something "Tong, he/she may not know 
it. The leader is responsible for assessing relaying performance results for each ind:vidual. When 
employees have a better understanding of their strengths and weaknesses they can work to\vard 
strengthening their stren~ths and mitigating their \veaknesses. If the employee is unaware of 
his/her performance results then he/she cannot be expected to improve. 

It is imperative for leaders to empower their followers as organizations experience change. 
Leaders empower by communicating high expectations to followers, inspiring them through 
motivation to become committed to and a part of the shared vision in the organization 
(Northouse, Leadership: Theory and Practice, 2007, p. 187). Encouragement, motivation, 
inspiration, and recognition are the key ingredients to empowerment and unlocking employee's 
talents to benefit the team. Empowered individuals lead to teamwork which, in turn, identifies, 
develops, and implements, strategic plans (Leban & Stone, 2008, p. 137). 

Documental ion 
As I have mentioned several times throughout my th:!sis, great leadership is noieasy. But I must 
reiterate, it is also not impossible. Documenting everything, within reason, is a vcr:! efficient (but 
mostly underused) way to keep plans organized and ensure all efforts support the vision and 
strategic plan. In addition to organizational benCtits documentation is vital in provi!ig legality of 
practices. 

Some important questions to think about while documenting are; 1.) What training methods ha\'c 
you used and which ones work well? 2.) \\!hat type of communication seems to be {he most 
effective? 3.) What personal issues have beeQ addressed? 4.) How does the team respond to 
different positive and negative environmental influences? The list goes on and on, .. md should 
always be unique to the situation. The documentation can serve as a reference for how to deal 
with future events. For example, if you sent an email to your team members congratulating them 
for an unexpectedly productive day and noticed an even greater boost in morale the next day, 
you may use a similar technique in the future. 

Unfortunately, as we all.know, everything is not all rainbows and sunshine in orgal1izations. In 
many instances legal issues arise and the company faces great financial threat. DoclUnentation is 
the main key in saving organizations from this very real problem. If you documented all 
practices, events, complaints, and everything of the sort, your defense in court will be much 
stronger. It is the leader's responsibility to the company to make sure this type of documentation 
is accurate and complete. Overall proper documentation can not only help improve practices and 
result in more satisfied employees, but it also plays a vital role in protecting a fiim from potential 
legal threats. . 

Selj-Asse<;sment 
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Another benefit of documentation is perf0l111anCC appraisals. Of course, it is always important to 
appraise each individual team member and give feedback and/or criticism, but I a!r~ady covered 
that in the section on "empowenncnt." Here, I would like to focus on the value of documenting 
the followers' assessment of the leader. The best leaders I have worked with and many that I 
have read about always ask, "How am I doing?" 
A leader should never expect subordinates 10 grow, learn, and make changes if the leader 
himself/herselfb not witling to adjust. Great leaders get feedback on their leadership abilities 
from their followers and make appropriate changes to relay the value of the feedback 
(Andoolsen, 2008, p. 46). One must understand that doing a self-assessment is only the first half 
of honing leadership skills. The second, most important part is using the assessmenl to improve 
practices. 

Authors Bennis and Nanus write about a strategy for great leaders called "deployment of self." 
This strategy focuses on the leaders themselves and how they continue to grow and develop their 
leadership skills. All the great leaders that Bennis and Nanus studied were perpetual learners. 
The leaders were persistent, took risks, accepted losses, and most importantly were passionate 
about learning (Bennis & Nanus, 2007, p. 174). This idea of "deployment of self' means great 
leaders are constantly learning and encouraging their followers to do the same. It is of utmost 
importance that leaders and followers have an instilled desire to learn because it aids in adjusting 
to various types of change and allows the organization to realize sustainable success (Northouse, 
Leadership: Theory and Practice, 2007, p. ] 83) . 

The Three C's 
There are a lot of elements that go into being a great leader but communication, consistency, and 
coordination are common themes throughout. These three C's create an excellent working 
atmosphere, help. teams understand the nature of the tasks and objectives, increase productivity, 
and speed up the resolution of problems (Andoolsen, 2008, p. 42). 

Communication is the key to solving many potential internal problems. The leader must not only 
use their voice to empower employees to make the vision n reality, but must also listen. It is said 
that listening is 70 percent of communication. Leaders who can master the art of listening tend to 
have more satisfied team members and more success in achieving objectives. The importance of 
listening is included in Table 3 which depicts n list of cleven other suggestions for· 
communicating change. . 

Be proactive rather than reactive. Plan ahead. Communication should not be 

Rein1S 



Along with communication, consistency plays an integral in implementing change. The last thing 
a leader should do in transition periods is complicate the situation. With a consistent leader, 
followers have a better understanding of team objectives and are less frustrated with the change 
initiative: Great leaders are consistent in aU aspects of their 'work and, in turn, are viewed as 
reliable, honest, and trustworthy all vital clements for implementing change. 

Final1y, coordination is creating harmony among all aspects of the organization including the 
leader, his/her followers, and both the internal and external environment, in order to achieve 
change objectives in the most efficient and effective manner. Reflect on all the factors we have 
already discussed that h~ve a role in organizational change and leadership. Now imagine 
coordinating all those ta$ks. Talented leaders can make all functions of the change initiative 
complement each other. Coordination is not easy and is a unique ability that great leaders 
possess. 

Even Great Leaders Fail 
This paragraph should serve as a sort of disclaimer. It is important for everyone to know that 
great leaders can, in fact, faiL There are times when the leader has done everything in hislher 
power and still cannot implement change in an organization. Many factors can contribute to a 
talented leader failure to' realize success. The responsiveness of team members is the most 
common threat to a leader's attempt at implementing change. Although great leaders possess the 
personality characteristi¢s and the abilities to make change easier for followers, there are times 
when the followers will hot budge and are completely change adverse. This is especially true if 
the change has a personal effect on the team members. Another common hurdle to success is 
timing. There are situations in which time does not allow for the leader to implement his or her 
vision. Other challenges! leaders face include, both the internal and external environment. For 
example, the economy (as we have seen lately) ean be unforgiving and does not allow room for 
the leader to succeed. While great leaders who have positive objectives are very powerful and 
influential in many ways, they cannot always overcome outside factors which hinder their 
performance. 
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Leadership Characteristics 
I am neither a professional nor a noted scholar on the topic of leadership, but I do recognize a 
theme of common characteristics that many great lead~rs possess. The previous se:.:\ions focus on 
the actions great leaders take to mitigate change, while this section should serve to highlight the 
competencies needed carry out each task successfully. Great leaders may not possess all of these 
qualities but they definitdy possess a unique combination of several of these chara~terist\cs that 
makes them successful. n'he following is a list I gathered of qualities that playa significant role 
in great leadership. 

; ".',...', CONCLUSION " \ <,' ' ,1; , 
Like I mentro~d e'adier, lhis subje~t is sorilething I aTn pa~:Sionaie about beCal.lSe rrly collegb 
experience opened my eyes to the ubiquitous amount of change that occurs in all om live'). More 
importantly through my experience, I learned how to accept and embrace change. I -certainly 
never imagined have th~eedifferent college coaches, but I am very thankful for my experience, 
because I gain'ed a great! deal of knowledge that will guide me as I face challenges in the future. 
After researching the topic of leadership in the nlidst of change, I can now understend the 
hurdles e,ach of my coaches faced in leading oqftcam. One of the biggest lessons I learned 
(while it may seem simple) from this thesi1' is leadership, in and of itself, is not easy, and 
leadership in times oftdmsition is especial1y ll(~t easy. Mom importantly, however,·J learned lhat 
great leadership is not htnpossible. With hard-wl1rk and courage a great leader can persevere 
through most any situation. I can only hope that the challenges presented to me, in my life, offer 
me the chance to succe~d as a leader muehJikc the great leaders I described in this ;thesis. 
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