Transactional team leadership

Transactional team leadership is a style focused on structured tasks, clear
roles, and reward-based performance. There is a clarity but there us not much
leeway. Seldom are tasks or roles open for discussion. Goals are likely to be
short term and the general style is around clarity and obedience. Key
Characteristics of Transactional Leadership

1. Focus on Structure and Order
o Leaders define clear roles, responsibilities, and expectations.
2. Reward and Punishment System
o Performance is managed through incentives (e.g., bonuses) and
consequences (e.g., reprimands).
3. Short-Term Goals Orientation
o Prioritizes immediate tasks and measurable outcomes over long-term vision.
4. Directive Leadership Style
o Leaders give instructions and expect compliance, with little input from team
members.
5. Performance Monitoring
o Regular evaluation of employee output to ensure standards are met.
6. Efficiency in Stable Environments
o Best suited for organizations or teams with routine, repetitive tasks.
7. Limited Emotional Engagement
o Focuses more on task completion than on team morale or personal
development.

Strengths of Transactional Team Leading

1. Clear Expectations and Structure
o Leaders set specific goals and performance standards.
o Team members know exactly what is expected of them.
2. Efficiency in Routine Tasks
o Works well in environments where tasks are repetitive or procedural.
o Promotes consistency and reliability.
3. Motivation Through Rewards
o Uses incentives (e.g., bonuses, recognition) to drive performance.
o Can be effective for short-term goals or measurable outputs.
4. Quick Decision-Making
o Leaders maintain control, allowing for fast decisions without lengthy
consultation.
5. Accountability
o Performance is monitored closely, making it easier to identify
underperformance.




Weaknesses of Transactional Team Leading

1. Limited Innovation and Creativity
o Focuses on following rules and procedures, which can stifle creative thinking.
Short-Term Focus
o Emphasizes immediate results over long-term development or strategic
growth.
3. Low Emotional Engagement
o May neglect team members’ personal development, morale, and job
satisfaction.
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4. Dependence on Rewards
o Motivation may drop if rewards are removed or perceived as unfair.
5. Rigid Leadership Style

o Less adaptable to change or complex situations requiring collaboration and
flexibility.

Transformational Leadership (Bass & Avolio)

e The person inspires followers through vision, motivation, and trust.
e Four I’s: This may be a useful prompt: Idealized influence, Inspirational motivation,
Intellectual stimulation, Individualized consideration.

Transformational Leadership Overview

Transformational leadership focuses on inspiring and motivating followers to achieve more
than they thought possible by aligning team and individual goals with a shared vision.
It’s characterized by the Four I’s:

Idealized Influence — Acting as a role model; earning respect and trust.
Inspirational Motivation — Communicating a compelling vision.

Intellectual Stimulation — Encouraging creativity and innovation.
Individualized Consideration — Coaching and developing followers individually.
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Potential Strengths

Strength Explanation Example/Impact

1. Inspires . . Employees feel their work is
P Creates emotional commitment and ploy

Motivation and . . meaningful, leading to higher
enthusiasm toward a shared vision. . . .
Engagement job satisfaction and morale.



Strength

2. Encourages
Innovation and

Explanation

Leaders challenge existing processes

and invite new ideas.

Creativity

3. Builds Trust and
Commitment

Ethical, value-based leadership
promotes loyalty and reduces

turnover.

4. Develops Future
Leaders

5. Improves
Performance and
Productivity

6. Effective in
Change and
Uncertainty

Individualised coaching and mentoring
enhance personal growth.

Studies show positive correlations
between transformational leadership
and team/organizational outcomes.

Visionary focus helps teams navigate
transformation.

Example/Impact

Teams become more
adaptable and problem-solving
oriented.

Fosters long-term relationships
and psychological safety.

Strengthens leadership
pipeline within organizations.

Higher efficiency, creativity,
and resilience under change.

Especially valuable in industries
facing disruption or
restructuring.

Weaknesses / Potential criticisms

Weakness

1. Risk of Overemphasis
on Vision

2. Dependency on the
Leader’s Charisma

3. May Overlook Short-
Term Goals

4. Potential for Pseudo-
Transformational
Leadership

5. Difficult to Apply in
Highly Structured or
Bureaucratic Settings

6. Measurement
Challenges

Explanation

Can neglect practical or
operational details.

Effectiveness often tied to
leader’s personal influence and
communication skills.

Focus on transformation can
overshadow immediate
priorities.

Some leaders use charisma
manipulatively, serving self-
interest rather than followers
expectations.

Requires flexibility and
openness, which rigid
organizations may resist.

Subjective nature of inspiration
and vision makes it hard to
assess effectiveness
objectively.

Consequence/Example

Visionary focus may lead to
poor implementation or
unrealistic goals.

When the leader leaves, morale
or direction may decline.

Team may miss deadlines or
neglect routine tasks.

Can lead to ethical violations or
organisational dysfunction.

Employees may struggle to
adapt to empowerment or
ambiguity.

Difficult to evaluate through
standard performance metrics.




In Summary

Aspect Summary
Best Used Leading change, inspiring innovation, or developing people and
When organisational culture.

Less Effective . . .
Strict control, short-term results, or stable environments are prioritized.

When

overall A powerful and ethically grounded model that promotes engagement and
. growth — but requires strong self-awareness, vision, and balance with

Evaluation

practical management.

Overview: Hill’s Team Leadership Model

e Core idea: Leaders monitor the team and take appropriate action (internal/external;

task/relationship).
o Key focus: Diagnosing team problems and applying leadership interventions.

Developed by Susan K. Hill (2001), this model provides a framework for diagnosing team
problems and deciding when and how leaders should intervene to improve team
effectiveness.

At its core, the model helps leaders decide:

Should I take action? If so, should it be internal or external, and task- or relationship-
oriented?

Core Components — these are some of the ways you can characterise decisions.
It is useful in terms of categorising what the origins of the decision are and
whether it is inside or outside the team. The definitions are quite rigid and in
that sense it might be useful as a way to think about decisions rather than a way
to characterise them or to make a final decision.

1. Leadership Decisions
o Shall | monitor or take action?
o What are the task or relationship needs?
o Internal (within the team) or External (outside the team)?
2. Team Effectiveness Factors
o Performance (quality/rate of output)
o Development (member satisfaction, cohesion, learning)
3. Team Inputs & Processes
o Clear goals, results-driven structure, competent members, unified
commitment, collaborative climate, standards of excellence, external
support, and principled leadership.



Strengths of the model

Strength

1. Practical and
Action-Oriented

2. Emphasizes
Shared Leadership

3. Focuses on Both
Task and
Relationship Needs

4. Adaptable Across
Contexts

5. Promotes Team
Diagnosis Skills

6. Aligns with
Modern Views of
Leadership

Explanation

Provides a clear decision-making
guide for leaders to diagnose and
respond to team issues.

Recognizes that leadership can be
exercised by multiple members,
not just the formal leader.

Balances achieving goals with
maintaining healthy team
dynamics.

Can be applied to project teams,
cross-functional teams, or virtual
teams.

Trains leaders to observe team
performance critically before
acting.

Supports the idea of distributed,
adaptive leadership relevant in
agile or matrix organizations.

Example/Impact

Helps leaders identify whether to
coach, mediate conflict, or secure
resources.

Encourages empowerment and
collective responsibility.

Supports sustained performance
and team satisfaction.

Widely used in business,
healthcare, and education.

Prevents overreactions or
micromanagement.

Fits contemporary team-based
work structures.

Weaknesses / Limitations

Weakness

1. Conceptually
Complex

2. Reactive Rather
Than Proactive

3. Requires High
Situational
Awareness

Explanation

The model involves
multiple decision layers
(internal/external,
task/relationship,
monitor/action).

Focuses mainly on

diagnosing and responding

to problems after they
arise.

Leaders must accurately
read team dynamics and
external factors.

Consequence/Example

May be difficult for new
leaders to apply quickly in
fast-paced situations.

May underemphasize
proactive team
development or long-term
strategy.

Mis-diagnosis can lead to
ineffective interventions.



Weakness Explanation Consequence/Example
Primarily operational —

. doesn’t emphasize May not fully engage
4. Less Emphasison . P Y y £98
. . - inspiration or teams emotionally or
Vision or Motivation . .
transformational aspects of creatively.
leadership.

While conceptually strong,
there’s less large-scale

5. Limited . .
... .. quantitative research Harder to measure its
Objective/Empirical . . . -
e e compared to models like  direct impact statistically.
Validation .
Transformational
Leadership.
Shared leadership can blur
lines of authority if not
6. Potential Role clearly managed. That May create confusion
Ambiguity means an early allocation  about accountability.
of tasks and some dialogue
around why.
In Summary
Aspect Summary
Focus Diagnosing team performance and taking targeted leadership actions.
Best Used Leading task-oriented teams that face dynamic internal or external
When challenges.
Strengths Practical, diagnostic, and adaptable to complex team environments.

Weaknesses Can be complex, reactive, and less inspiring than visionary models.

Overall A valuable, flexible tool for team-based leadership, emphasizing
Evaluation situational awareness and targeted intervention.

Katzenbach & Smith’s Team Effectiveness Model

e The Core idea: Successful teams have complementary skills, common purpose,
mutual accountability, and clear goals.

Tuckman’s Stages of Team Development



e Phases: Forming - Storming - Norming - Performing - Adjourning.
e Leaders adapt their style as the team evolves.
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