Northouse: Leadership 5e


Chapter 11 – Team Leadership

Hawkins, K. and Tolzin, A. (2002).  Examining the team/leader interface: Baseball teams as exemplars of postmodern organizations.  Group and Organization Management, 27 (1), 97-112.
Abstract: The authors propose that baseball teams serve as exemplars of postmodern organizations, such that studying the team/leader interface on baseball teams would be analogous to studying these relationships in other postmodern organizations. Furthermore, the authors argue that traditional leadership theories (for example, contingent rewards) may not apply to postmodern organizations nor may theories that rely on the development of long-term relationships between superiors and subordinates (for example, vertical dyad linkages). Rather, the authors propose a new model

of leadership that responds to the needs of postmodern organizations, wherein leaders perform leadership through ritualized behavior, engage in transformational leadership, and effectively manage the autonomy-interdependence dialectic.
Discussion Questions:

1. This article appeared in the same journal as the one above.  Why do you think it was included?

2. Look up the term postmodernism.  When did this term come into use?

3. What are some characteristics of postmodern organizations?  

4. Since professional baseball teams began organizing in 1869, should they be considered postmodern?  How are teams today different from those of 140 years ago?

5. The authors chose to examine informal team leadership rather than the formal roles of coaches and managers.  They identify three behaviors that characterize leaders in postmodern organizations.  Do you agree these behaviors are unique to baseball or to postmodern organizations?

6. What has changed in Major League Baseball since 2002 when this paper was written? (Note to instructor: Increased role of agents and lawyers, widespread use of steroids by players, the influence of SABRmetrics, and re-emergence of dominant teams.  The authors also make no mention of the MLB players’ strike in 1994 which ended the season early and cost the sport many fans) Does this change the relative importance of postmodern characteristics on the sport?

7. What is jamming in baseball?  Have you ever watched a game where jamming occurred?

8. What player behaviors and organizational values support the autonomy side of the autonomy-interdependence dialectic?  The interdependence side?

9. The authors state that in baseball, “players perform their individual functions independently of one another …yet work in serial fashion in some cases” (p. 101).  The leader behaviors that are mentioned (such as mentoring) also seem to be individual (rather than collective), random (not sequential) and variable (not fixed).  In what ways is this transformational?  What is being transformed?

10. Do you think the example of personal, task, social and organizational ritual is unique to baseball?  Unique to postmodern organizations?

11. The authors state that most traditional leadership approaches don’t apply to MLB.  What parts of Hill’s Model for Team Leadership do apply to coaches and managers?  Players?

12. Are the insights provided in this paper mainly descriptive?  Do they have a prescriptive value?

13. What questions would you like to ask the authors?

Note to instructor.  This article offers many opportunities for expanded and advanced discussion of the utility of leadership models and approaches.  The writers worked hard but often imposed their grid on a sport that doesn’t always conform to it.  Baseball is big business. Owners, agents, players, managers, and GMs make lots of money (Commissioner Selig makes $17 million annually). Where else do we see this imposition happen? What does this suggest about the descriptive/prescriptive function of leadership models?

Some other discussion points:

· P. 99 - “In recent decades…there have been no dominant teams in either league.”  Not true.  Yankees were World Champs in ’96, and ’98-2000.  Braves won division 14 years in a row, early ‘90s to 2006.  The authors over-rely on Will as their baseball “expert”.  How does this color their analysis of leadership?

· P.100 – “It is not unusual for veteran players (some in their 40s) to play alongside rookie players half their age.”  This has always been true in baseball.  What is the traditional role of mentoring in baseball?  How does it fit the team model?

· P. 101 – “Underscores the individualism of the game” There are many exceptions to this idea.  Fielders back one another up.  All players take signs from coaches.  Hitters set one another up.  If batter #4 is a strong hitter, batter #3 is unlikely to get an intentional walk.  All players practice fielding together.  Pitcher and catcher are “battery mates”.  What other examples of team effort can students think of?

· P.102 – “In postmodern organizations, skill emphasis is for the generalist.”  This is not always true in baseball.  Relief pitchers specialize in particular innings.  Players seldom switch positions.  Designated hitters do not field.  How do exceptions to a postmodern interpretation affect its usefulness?   

· P.102 – “For a postmodern organization to be successful, it must articulate a clear mission statement or vision for the organization…win games.”  The idea of a mission statement is hardly true of most baseball teams.  What about the Cubs?  They can do well financially as a losing team.  When an owner has to sell due to personal reasons, the focus may be on shedding payroll, not supporting a mission (ex. San Diego). How does this affect the authors’ claim?

· P. 103 – “In postmodern organizational environments, communication defines members’ various perceptions of reality”.  Whose reality? Many baseball players do not have firm grips on reality, period (ex. Milton Bradley). Can students suggest how a leadership model might define reality for a sports team?

· P.105 – “Transformational leaders are able to motivate followers to achieve more than they would otherwise achieve.”  What is the life span of a transformational leader?  If Ozzie Guillen was a transformational leader in 2005, is he a transformational leader now?  Can one measure transformational leadership strictly by success on the field? What about a potentially good manager (ex. Jim Tracy, Colorado Rockies 2009) who had very little to work with in another franchise (Pittsburgh)?

· P.106 – “The confidence with which a pitcher takes the mound can be contagious and can influence the whole team’s performance.” Yes, but a pitcher is usually dead in the water with a poor hitting or fielding team behind him.  In what ways do teams make or break leaders?

· P.107 – Baseball Hall of Fame.  Several cheaters are enshrined in the Hall of Fame, including players who threw games.  How does this affect the public’s respect for players?  For leaders in general?

· P.108 – “Leadership through ritualized behavior.”  In what ways does ritualized behavior constitute leadership? An excellent example of ritualized behavior is solid professionalism (ex. Derek Jeter).  Ichiro’s professionalism is also very high, yet is that “leadership” since he’s not been to the playoffs?

· P.108 – “Articulating ‘a realistic, credible, attractive future’.  The “future” in baseball often ends at the end of the season.  Players leave.  Other teams get better.  The future often is synonymous with individual contracts.  When does a future vision transcend the limits of a single season?  Or a single quarter in business?

