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Session Overview

* Group vs Team

* Teamwork — Elements, Benefits & Frailty
* Coffee Break

 Collaboration & Collegiality

* Networking & Power




Group vs Team I

* Although the term ‘group’ and ‘team’
are used interchangeably, a distinction
can be made. Summarising:

* A group is two or more members
with a clear leader who perform
independent jobs with individual
accountability, evaluation and
rewards.

A team is a small number of
members with shared leadership
who perform interdependent jobs
with both individual and group
accountability, evaluation and
rewards.




Group vs Team 1

* Although different functions may
require different organisational
arrangements, teams are more
productive than groups.

* Size of the department/group
matters — 20 or more members
may require breaking the group
into two or three teams.

* For a group to function as a team,
members need training in group
process skills so they can make
decisions and handle conflict.




Group vs Team

The management functions are
handled differently in groups and
teams. ... [Going] from a group to
a team [requires:]

Planning - ... empowerled] ...

members to set objectives,
develop plans and make
decisions.

Organising and Staffing — Jobs

are more interchangeable and
are assigned by the members as
they perform dependent parts of
the entire process.




Group vs Team

The management functions are
handled differently in groups and
teams. ... [Going] from a group to a
team [requires:]

Leading — In teams, leadership is
shared. ... most teams do identify a
specific person as a leader, but the
leader shares this responsibility.

Controlling - .. members are
responsible for monitoring progress,
taking corrective action, performing
quality




Group vs Team

* Handling Problem Members.

Some of the problem members ... are the
following:
e Silent — .. [A]ll group members should

participate. ... the rotation method ... is less
threatening than directly calling on [silent
members].

* Talker — [lIf [talkers] dominate the discussion
others do not get to participate. ... slow talkers
down, not to shut them up. ... gently interrupt
the talker and present ... [other] ideas.

 Wanderer — Wanderers distract the group
from the agenda items ... [In] keeping the
group on track [, be] kind, thank the member
for the contribution, then throw a question ...
to get ... back on track.




Group vs Team

* Handling Problem Members.

Some of the problem members ... are the
following:

* Bored — The bored person may be g
preoccupied with other issues ... [or] may
also feel superior. Assign the bored
member a task ... Call on [them]; bring
them into the group. If ... allow[ed] ...
things may get worse and others may
decide not to participate either.

* Arguer - ... [T]he arguer likes to be the
centre of attention. ... They turn things into
a win-lose situation ... Do not get into an
argument with arguers ... bring others into
the discussion. ... resolve conflict, but not in
an argumentative way.



Teamwork — Elements, Benefits & Frailty |

 Teamwork can be defined as the ability to
work with others through cooperation and
communication to accomplish a common
goal (Baker, Salas, King, Battles & Barach, 2005;
Ballangrund et al., 2017).

 for teamwork to be effective, members
must understand the team’s purpose,
work toward that purpose, and be both
independent of and dependent on other
members to accomplish the task (Baker et al,,
2005).

e Strom, Strom, and More (1999) also call
attention to the critical role of
communication for teamwork success.
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Teamwork — Elements, Benefits & Frailty I

e Teamwork also brings benefits to schools.
Different forms of teacher teamwork are b
associated with greater impact on students,
readiness to teach, teacher commitment, teacher
entrepreneurial behaviour, and higher student

achievement in math and reading (Ronfeldt, Farmer,

McQueen & Grissom, 2015; Shapira-Lischshinky & Aziel, 2010;
Tschida, Smith & Fogarty, 2015, van Dam, Schipper & Runhaar,

2010).

 Teamwork not only deters teachers from working
in isolation, it also improves pedagogical
practices and advances student acumen and
achievement (Achinstein, 2002; Datnow, 2011; Vangrieken,
Dochy, Raes & Kyndt, 2015).




Teamwork — Elements, Benefits & Frailty Il

e ... schools must offer a climate of trust, &%
honesty, and respect to foster effective
teamwork. An  environment of open
communication and a shared sense of purpose
and values also contribute to successful
teamwork (Kutsyuruba, 2011; Vangrieken et al., 2015).

* furthermore, effective teams are flexible and
regard the expertise of individual contributors.
The work is not imposed from the top down,
but emerges from the effort of the entire group
instead (Duyar, Gumus & Bellibas, 2013; Vangrieken et al.,
2015).




Teamwork — Elements, Benefits & Frailty 1V

* It is not surprising at all to see teachers or
administrators ... do things on their own,
thereby overloading themselves with
responsibilities, becoming ineffective and
even eventually ill.

* |t is quite common that a group of people
brought together to form a team like
teachers and the school administrators do
not really get along.

* This usually results in the failure to achieve
organizational goals.




Teamwork — Elements, Benefits & Frailty V

* Lleonard and Leonard (2003) point out that
teacher collaboration is unlikely to
develop in a toxic school culture.

* A hostile environment and other stressors
in the teaching profession—such as low
salaries, lack of support from the
administration, and poor communication
of expectations — have led to worldwide

rising attrition rates (Buchanan, Prescott, Schuck,
Aubusson & Burke, 2013; Kutsyuruba, 2011; Skaalvik &

Skaalvik, 2017).




Teamwork — Elements, Benefits & Frailty V

» A toxic workplace can also be one that:

* pays poorly,
* does not recognize or reward exceptional
performance,

* prioritizes customers over employees,
* fails to allow internal mobility, - S
* denies employees a voice, | = _ W  Forbes
* violates trust or —

* prevents its employees from unplugging
by constantly blurring the line between
work and life.

e ... too often, these problems start at the top.




Teamwork — Elements, Benefits & Frailty VI

e The processes of building effective
teamwork and improving as a group
can be quite complex, often involving
what Achinstein (2002) refers to as
micropolitics.

* Micropolitics is the use of power
struggles within an organization as
individuals or groups set out to attain
specific ambitions or objectives
(Achinstein, 2002). Coups, quibbles, and
contention can create conflict.




Teamwork — Elements, Benefits & Frailty VI

* ... a failure to think pragmatically
about the delineation of tasks and
the complicated nature of
relationships — as well as a
miscommunication of goals — can
lead to lack of trust and breakdown

in the Process (Bennett & Gadlin, 2012; Datnow,
2011; Frederick, 2008; Zaccaro, Rittman & Marks,

2001).




Group Discussion

From your Experience:

* Think of when you formed
part of a Team ...

* What makes you define such
group as a Team?

* What may be learnt from that
team?




Coffee Break ... we reconvene at....

AWARD IN LEADERSHIP STYLES AND
MIDDLE LEADERSHIP FOR EDUCATORS




Collaboration & Collegiality I

* One characteristic of successful schools is their
ability to organise around and to effectively use
collaborative cultures.

* The [collaborative] cultures are the backbone of
dynamic learning communities that bring
leadership and learning together.

* Despite [this,] ... teachers ... are [often] thought of
as a collection of ... individual practices.

e “competence in any organisation can rarely be
traced to a single individual. Organisational
competence typical resides in the relationships,
norms, memories, habits, and collective skills of a
network of people” (Wilkins, 1989: 41)




Collaboration & Collegiality 1

 When collaborative cultures work, everyone is
part of a role that defines his or her obligations
and everyone is part of a reciprocal role
relationship that spells out mutual obligations.

* ... seeds for ... communities of practice ...

 Communities of practice bubble up as a result of
felt needs of teachers to cooperate.

* Collaborative cultures are more deliberate,
having been initiated and supported by leaders
from above.

* When communities are working right, the two
come together as one, creating a strong bond of
people committed to working together toward
goals and purposes that they share.




Collaboration & Collegiality 1

e ... [Clollegiality is often confused with
congeniality (Barth, 1986).

* Congeniality refers to the friendly human
relationships that exist among teachers and is
characteristed by the loyalty, and easy
conversation that result from the development
of a closely knit group.

e Collegiality ... refers to the high levels of
collaboration among teachers and between
teachers and principal and is characterised by
mutual respect, shared work values,
cooperation, and specific conversations about
teaching and learning.




Collaboration & Collegiality IV

* Designated leaders actions contributing to
the development of ...norms of collegiality

* Clearly communicating expectations for
teacher cooperation.

* Providing a model for collegiality by
working first-hand with teachers in
improving the school.

 Rewarding and recognising expressions
of collegiality.

* Protecting teachers willing to go against
expected norms of privatism and
isolation.




Networking & Power I

e Castells (2011) explains that
“oower relationships are the
foundation of  society, as
institutions and norms  are
constructed to fulfil the interests
and values of those in power.
However, wherever there is power,
there is counterpower, enacting
the interests and values of those in
subordinate positions in the social

organization”.
(Castells, 2011, pp. 1-2)




Networking & Power 1

e Power is the relational
capacity to impose an actor’s
will over another actor’s will
on the basis of the structural
capacity of domination
embedded in the institutions of
society.




Networking & Power

* Attempt[ing] to determine “The Source of Power” as a
single entity ... could become an analytical dead-end ...

Political decision making is said to be dependent on media,
but the media constitute a plural ground — however biased
in ideological and ﬁolitical terms — and the process of
media politics is highly complex. As for the capitalist class, it
does have some power, but not power over everyone or
everything: It is highly dependent on both the autonomous
dynamics of global markets and on the decisions of
governments in terms of regulations and policies. Finally,
governments themselves are connected in complex
networks of imperfect global governance, conditioned by
the pressures of business and interest groups, obliged to
negotiate with the media that translate government actions
for their citizenries, and periodically assailed by social
movements and expressions of resistance that do not
recede easily to the back rooms at the end of history.




Networking & Power

 The most crucial forms of power follow the
logic of network-making power. In a world of
networks, the ability to exercise control over
others depends on two basic mechanisms: (a)
the ability to constitute network(s) and to
program/reprogram the network(s) in terms
of the goals assigned to the network; and (b)
the ability to connect and ensure the
cooperation of different networks by sharing
common goals and combining resources
while fending off competition from other
networks by setting up strategic cooperation.




Networking & Power V

* Programmers (who may constitute
networks) and Switchers (who may
connect networks) ... are not single
actors (individuals, groups, classes,
religious leaders, or political
leaders), as the exercise of power
in the network society requires a
complex set of joint action that
goes beyond alliances to become a
new form of subject — a
networked subject.




Networking & Power

* Power in the network society is
exercised through networks.

e There are four different forms of
power under these social and
technological conditions:

* Networking Power

* Network Power

* Networked Power

* Network-making Power




Networking & Power

* Networking Power

the power of the actors and
organizations included in the
networks that constitute the core
of the global network society over
human collectives and individuals
who are not included in these
global networks.

ViI




Networking & Power

e Network Power

the power resulting from the
standards required to coordinate
social interaction in the
networks. In this case, power is
exercised not by exclusion from
the networks but by the
imposition of the rules of
inclusion.




Networking & Power

 Networked Power

the power of social actors over
other social actors in the
network. The forms and
processes of networked power
are specific to each network.




Networking & Power

* Network-making Power

the power to program specific
networks according to the
interests and values of the
programmers, and the power to
switch different networks
following the strategic alliances
between the dominant actors of
various networks.




Networking & Power XI

* These are specific systems of interface that
are formulated on a relatively stable basis
as a way to articulate the actual operating
system of society beyond the formal self-
presentation of institutions and
organisations. ...

e |tis precisely because no unified power elite
is capable of keeping the programming and
switching operations of all important
networks under its control that more subtle,
complex, and negotiated systems of power
enforcement must be established.




Networking & Power

* Counterpower is exercised in the network
society by fighting to change the
programs of specific networks and by the
effort to disrupt the switches that reflect
dominant interests and replace them with
alternative switches between networks. ...

* In the network society, power and
counterpower aim fundamentally at
influencing the neural networks in the
human mind by using mass
communication networks and mass self-
communication networks.




Networking & Power

* This means that resistance to power is
achieved through the same two
mechanisms that constitute power in
the network society: the programs of
the networks and the switches between
networks.

* Thus, collective action from social
movements, under their different
forms, aims to introduce new
instructions and new codes into the
networks’ programes.




Networking & Power XIV

* Programmers and switchers are
those actors and networks of
actors who, because of their
position in the social structure,
hold network-making power —
the paramount form of power
in the network society.




Group Discussion

From your Experience:

* Elements that in your view
may have fostered or
hindered collegiality in your
workplaces ...

 Reflect on ways you have
exercised counterpower ...




End of Lecture 3 — Any Questions? Thank you

AWARD IN LEADERSHIP STYLES AND
MIDDLE LEADERSHIP FOR EDUCATORS
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